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ABSTRACT 

 

The Perception of Army Counselors on the Impact of Emotional Intelligence Training on 

Army Non-Commissioned Officer Leadership Decision-Making Effectiveness 

by Geraldine Turituri 

Purpose: The purpose of this qualitative phenomenological study was to describe the 

perception of Army counselors in the Military Family and Life Counselor (MFLC) 

program about the impact of emotional intelligence (EI) training on Army non-

commissioned officer (NCO) leadership decision-making effectiveness in their 

supervision of the soldiers they are responsible for. This study also researched the 

perception of these counselors about the benefits and challenges of incorporating EI 

leadership preparation with traditional Army training for NCOs.  

Methodology: This qualitative phenomenological study explored Army counselors’ 

perceptions about the need for EI training for Army NCOs to perform as effective 

decision-makers. Since EI training is not currently included in current Army training 

(Marsh, 2009), this study also describes the perceptions of these counselors about the 

benefits and challenges of implementing EI training in the Army for NCOs. 

Findings: EI training has a profound impact on Army NCO leader development, as 

evidenced by the following key findings: improved decision-making effectiveness, 

increased self-awareness, enhanced communication, and greater leadership effectiveness. 

However, challenges arise in the form of resistance and skepticism, as well as resource 

allocation and time constraints when implementing EI training. 

Conclusion: Findings highlight the pressing need for the Army to prioritize further 

research on the importance of EI in leader development. Findings address the need to 
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address resistance and skepticism that may exist within the Army and the importance of 

getting the buy-in of senior leaders to implement EI training. Findings highlight the need 

for the Army to adapt to the leadership needs of millennials.  

Recommendations: Future research recommendations: replica of this study across other 

military branches to explore if EI training exists; recommend a correlation study to 

compare military units that have had EI training to identify the significance of 

performance indicators; a case study of Army NCOs with a focus on integrating EI 

training with tactical tasks for the new generation of soldiers; a Delphi study involving EI 

experts to identify specific EI skills for effective leadership; a mixed-method study to 

examine the impact of EI skills assisting NCOs with stress management. 
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CHAPTER I: INTRODUCTION 

Before you are a leader, success is all about growing yourself. When you become a 

leader, success is all about growing others. 

-Jack Welch 

 

The emotionally intelligent leader is more likely to effectively manage work and 

personal relationships in a crisis and recognize when other emotions influence their 

thinking (Tracy, 2017). Imperative in the overall realm of leadership, emotional 

intelligence (EI) keeps and aids in building strong personal and professional 

relationships, provides ways to address conflict, helps achieve career and personal goals, 

and promotes overall personal wellness (HelpGuide, 2021). Moreover, EI also helps to 

connect one’s feelings to make informed decisions about what matters most.   

According to research, developing leaders in the business industry benefit from 

being emotionally intelligent because of their learned skills in relationships, creating a 

shared vision, and promoting superb work performance (Shahhosseini, 2012). 

Conversely, little is known about the impact of EI on military leadership.  

Today’s military leaders train, fight, and operate in an entirely new era of tactical, 

practical, and cultural challenges that were nonexistent a decade ago, all demanding high 

emotional intelligence (U.S. Army, 2013). Historically, however, military leadership has 

been reluctant to leverage EI, mainly because of perceptions that EI will potentially 

weaken military leaders in their task performance (Aguilar & George, 2019). 

Researchers, however, suggest that the inability to promote and foster EI in the military 

may result in leaders having difficulty empathizing with their soldiers, difficulty 

understanding soldier concerns regarding personal issues, struggle connecting with their 

soldiers, and accepting soldier feedback (Aguilar & George, 2019). 
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Leadership is an indispensable tool for military organizations. Leadership in any 

military organization necessitates responsibility through a strict flow of command. 

Consequently, military organizations have some of the stiffest and most stringent rules 

for leadership (Kark et al., 2016). Military leadership is incomparable because it involves 

responsibilities for making dire analytical decisions under high-pressure situations, such 

as giving orders to soldiers to fire their weapons or to launch a missile for an attack (Kark 

et al., 2016). General Odierno expressed that the finest leaders create environments that 

allow subordinates to develop and grow (U.S. Army, 2019).  

Founded in Army values, leadership development is purposeful, constant, and a 

gradual process that builds and develops soldiers into loyal, competent, and dedicated 

professional and trained leaders of character (U.S. Army, 2013) (see Figure 1). Army 

senior leaders, such as generals, have high leadership expectations for non-commissioned 

officers (NCOs), which include expectations for teaching, coaching, and mentoring 

soldiers to become future leaders in the United States Army. Utilizing EI training would 

add another valuable leadership tool that all levels of leadership could benefit from.  

Figure 1 

Army Values 

Note. Adapted from “LDRSHIP,” Wikipedia, 2021. 

https://en.wikipedia.org/wiki/LDRSHIP#/media/File:USArmyValuesPoster.png  
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 Army leadership development could be strengthened with EI awareness and 

training. In fact, according to Shaaban (2018), one of the crucial traits of an effective 

leader is to develop and understand emotional intelligence. Batool (2013) agrees with 

Shaaban and argues that the most effective leadership styles that incorporate EI 

effectively are transformational and transactional leadership approaches. Daniel Goleman 

(2006a), one of the most significant contributors to the concept of EI and leadership, 

argues that leaders with high EI are essential key players in an organization as the 

organization attempts to reach its goals. 

NCOs are the pivotal leaders of an Army unit and have responsibility for a 

platoon of soldiers. In the current NCO leadership training guidance for Army soldiers, 

there is no mention of the importance of EI. There is no training on how leaders will be 

more efficient and effectual operationally and successful in developing sound and 

passionate organizations that value cohesive teamwork if they apply and incorporate EI in 

their leadership and soldier development training (U.S. Army, 2019). 

Background 

 Horner (1997) expresses that for leaders to excel, they should allow their 

subordinates to unleash their potential and abilities instead of depending only on their 

subordinates to blindly imitate just the traits of their superiors. NCOs gain and see the 

potential and abilities of followers by developing trust, focusing effort, clarifying 

objectives, inspiring confidence, and building teams. These leaders are expected to 

demonstrate leadership which requires sacrifices on a daily basis to implement the 

mission and to demonstrate that they are effective team members (Ulmer, 2010). Hamad 

(2015) also identified two established and demonstrated leadership styles that the highest-
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ranked leaders in the Army, like generals, can adapt to sustain military operations among 

troops. These styles are transactional and transformational leadership.  

Transactional leadership theory defines the relationship between subordinates and 

leaders as a relationship where there is reciprocity in the relationship. Leaders not only 

influence their subordinates but allow feedback from them to influence their own 

decisions (Khan, 2016). Transformational leadership approaches produce transformation 

in organizations by inspiring internal resources (Powe, 2020). In the 21st century Army, 

Gen Z is becoming the larger population of soldiers. Gen Z is different from other 

generations of soldiers. Gen Z thinks differently, operates differently, and is soldiering in 

a digital era as compared to other generations; therefore, the Army needs to connect with 

this generation by shifting leadership styles and training (Riebeling, 2023). Army leaders 

must be aware that retaining Gen Z soldiers will require different approaches to the 

quality of life for their recruits and for soldier leadership training.  

Due to the nature of the organization, the Army’s typical leadership style is 

transactional; however, the soldiers in the 21st century Army are not accustomed to this 

type of supervision and leadership. Therefore, 21st century soldiers will benefit and 

thrive if Army leaders also apply transformational leadership skills in their supervision by 

bringing understanding, empathy, and connecting and communicating more effectively. 

(U.S. Army, 2019). In discussing leadership style options for the military to incorporate 

and include EI into training soldiers, there are several styles that could be added to 

improve military leadership training. 

 Beyond transactional and transformational styles, there are other leadership styles 

used by the military that, if combined with EI training, military leaders will be more 
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equipped to be more understanding, empathetic, inspiring, become better communicators, 

and interact and manage relationships in a positive approach. These leadership styles are 

directive, situational, and participative. Gardner and Stough (2002) expressed that 

transformational leadership and EI leaders are powerfully related. Transformational 

leaders will gain the trust and respect of their people by being effective in expressing 

their emotions in a meaningful way, resolving issues, and making important decisions 

while recognizing that common values and beliefs are of great importance to the 

organization. The various leadership styles that are used and that could be useful in the 

Army will be summarized in this chapter.  

Directive Style Leadership 

       In the late 1960s, Hersey and Blanchard first introduced directive leadership and 

stated the leader provides clear and specific instructions on roles and tasks to their 

followers and is the only one who makes the decision. The directive leadership style is 

the initial and basic level of leadership (Whitehead, 2016). The directive leadership style 

is the most used approach in the military (Ford et al., 2016). A directive leadership style 

centers around the leader who seldom asks for input from subordinates but rather issues 

detailed instructions on what to do and what instructions to follow (Shonk, 2022). A 

directive leadership style puts more emphasis on tasks and less focus on 

employee/manager relationships (Shonk, 2022). Pearce and Conger (2003) believe that 

the directive leadership style shows team members the way, provides structure, and 

establishes clear channels of communication while seeking to consolidate information 

that only they know. Directive leadership is commonly used when soldiers are on the 
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ground in combat, under fire, or when dealing with unmotivated or inexperienced 

soldiers. 

Situational Leadership 

       Situational leadership is used daily in the military (Halloran, 2015). The Army’s 

methodology for situational leadership is to train leaders to be able to adjust and adapt to 

surroundings that are always changing. An example of situational leadership in the Army 

is when training has been planned for an outdoor setting, but due to inclement weather, 

leaders are expected to adjust and plan to conduct training in another setting, such as 

indoors. In preparation for leaders to face these challenges, the construct of situational 

leadership is used by the Army to train and educate them (Army Leader Development, 

2013). Northouse (2016) explains that situational leadership is proven, practical, 

perspective in nature, and emphasizes flexibility. Hays and Thomas (1967) agree that 

leadership in the military adjusts depending on the situation. A leader’s full potential may 

not present itself until they lead their soldiers into combat and complete a mission.  

Participative Leadership 

         The concept of participative leadership was introduced in the 1930s by Hawthorne 

Works in Illinois. The participative approach in leadership is a strategy for teams of 

leaders and subordinates working together in a team-based approach to move a project 

forward (WGU, 2021). According to a study conducted in the 1950s, in a theory posed 

about human motivation, the concept of participative leadership identified that a person’s 

motivation to complete a task is inspired by both their personality and what that person 

feels their needs are (WGU, 2021). The concept of utilizing participative leadership is 

relatively new, and the style is used for process improvement events (Wagner, 2015). For 
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example, in the military, participative leadership encourages subordinates to share their 

ideas about how organizational processes can be improved (Savage, 2020). Participative 

leaders are not obligated to follow the input provided by subordinates, but subordinates’ 

contributions will assist in making the final decision. 

Transactional Leadership 

 Leadership is paramount in military operations. The military emphasizes a 

transactional approach to foster trust and confidence in soldiers to complete the mission. 

Transactional or “telling” leadership is a leadership style that provides structure and 

motivation to subordinates to meet goals and rewards subordinates based on a recognized 

system (Lutkevich, n.d.). Khan (2016), the transactional theory is based on an exchange 

between the leader and the follower where a leader not only impacts and influences the 

follower, but the follower is also subordinate to this influence but can provide feedback 

to his/her senior officer. Transactional leadership concentrates on the leader-follower 

relationship. Researchers explain that transactional leadership is a trade process where 

leaders identify goals and needs for their followers and use consequences and punishment 

to achieve a task (Daft, 2011).  

 Researchers further explain that transactional leadership emphasizes the following 

behaviors: (a) passive management-by-exception, (b) contingent reward, and (c) active 

management-by-exception (Northouse, 2016). Kuhert and Lewis (1987) further expand 

on these ideas by sharing that transactional leadership theory is based upon the idea of 

leaders giving employees what they want in return for what they want done. Additionally, 

their theory suggests that workers require motivation, instruction, structure, and 

https://www.part-time-commander.com/army-leadership-styles/
https://www.part-time-commander.com/army-leadership-styles/


8 

 

 

monitoring to accomplish tasks on time. This type of leadership fits well with a top-down 

approach, including some input from subordinates favored by military organizations. 

Transformational Leadership  

 Leadership approaches depend heavily on the situation at hand. Transformational 

leadership approaches produce transformation in organizations through engaging internal 

resources (Powe, 2020). Researchers identify that transformational leadership is an 

internal development that produces a substantial change in an organization (Daft, 2011; 

Northouse, 2016). In its ideal form, Burns (1978) explains that transformational 

leadership produces valuable and productive change by enhancing morale, motivation, 

and the performance of followers through a comprehensive approach with the end goal of 

making them great leaders.  

 Powe (2020) illustrates transformational leadership approaches focus on 

organizational cultural changes through empowering creative and innovative employees. 

Researchers explain that transformational leadership produces the best results and 

consequently inspires others to work together while inspiring individuals toward self-

improvement (Bass & Avolio, 1994). A transformational leader leads not in seclusion but 

relates to others through a sense of identity and their identity to the unit (Burns, 1978).  

Changes in Military Leadership 

The Army’s leadership requirements follow the United States standard of 

excellence and democratic foundation. A focus in Army training has been to provide 

skills for NCOs who are responsible for 1 to 8 soldiers per squad, and the training 

emphasizes teamwork. In addition, it is essential for the future of the Army to provide 

adaptable skills for NCOs on how leaders treat and develop the soldiers they are 
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responsible for. If EI training was also included in the Army leader training exercises, 

adaptability skills would also be improved. The Army has had to acknowledge that the 

fast-paced evolution in security threats, social change, and technology necessitates that 

there is an ever-increasing need for soldiers and their leaders to learn skills in adaptability 

(Munteanu, 2016). 

Generational Differences in the Army 

        Generational differences have been recognized in many fields, such as education, 

business, and medicine. Boyle et al. (2018) share that it is crucial to learn how to manage 

the different generations in the workplace. In the workplace, five generations exist- 

traditionalist, baby boomers, Generation X, millennials, and Generation Z (Boyle, 2018). 

Colonel Roff, a former commander of the 315th Mission Support Group, stated, “As 

military members, it has become increasingly necessary to consider generational 

differences within our ranks” (Roff, 2015, p. 1). Generational differences play a part in 

how the military communicates, their values, and what motivates military members. Each 

generation has a unique collective experience, and they each bring something new and 

improved to the development of the military forces. Leaders must learn how to 

understand and effectively manage generational differences for the purpose of attempting 

to engage talent at all levels. 

Role of the Military Leader 

        The success of the U.S. Army depends upon its soldiers. Though Army officers and 

NCOs are responsible for professional and personal growth, they, too, are responsible for 

developing the character of their subordinates (Munteanu, 2016). The Army Leadership 

doctrine (FM 6-22) describes Army leadership as the development of motivating people 
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by providing motivation, direction, and purpose while completing the mission (U.S. 

Department of the Army, 2006.). Furthermore, the U.S. Department of the Army (2006) 

promotes self-aware, agile leaders who have flexibility and are adaptive.  

Leadership positions in the Army are divided into three levels: (a) strategic, (b) 

organizational, and (c) direct (U.S. Department of the Army, 2019) (see Figure 2). These 

three levels involve a range of leadership factors ranging from command and control, the 

influence of the leader in position, unit size, type of operations, and levels of echelons 

(U.S. Department of the Army, 2020). Leadership in the Army in this range of levels 

must utilize every person’s potential and influence each person’s ability to be a leader. 

People in the Army play a vital role when assigned a duty. Everyone functions in 

the role of a leader or subordinate (U.S. Department of the Army, 2012). According to 

FM 6-22, an Army leader is one who assumes authority and inspires, encourages, and 

influences others to accomplish unit goals (U.S. Department of the Army, 2006). Military 

leaders are placed in rank structures called military ranks. Every rank has its own 

complexity of problems and issues, ranges of responsibility, and leadership challenges 

(U.S. Army, 2019).  

The Army Directorate Publication (ADP) 6-22 identifies two types of  

leaders in the military: NCOs and officers (U.S. Department of the Army, 2019). Both 

levels of leaders are trained and prepared differently to assume their roles and 

responsibilities and have different requirements to achieve their ranks. However, each of 

these levels works together to accomplish any given mission. 
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Figure 2 

Army Leadership Levels  

Note. Adapted from “Army Leadership and the Profession,” by U.S. Department of the 

Army, 2019, pp. 1-22. https://talent.army.mil/wp-content/uploads/2020/11/ARN20039_ADP-

6-22-C1-FINAL-WEB.pdf 

Transformational Leadership in the Military 

 The Army’s challenge is to promote the development of transformational leaders 

through a military culture that selects and advances those with imagination and an 

intellectual framework to support modernism (Combs, 2007, p. 1). The objective is to 

train transformational leaders that motivate others to go above and beyond and set 

inspiring expectations. This objective is imperative to today’s decentralized Army and its 

volatile, uncertain, complex, and ambiguous (VUCA) environment (Combs, 2007). 

  The Army describes transformational leadership as leaders who live the Army 

tradition of leading by example (U.S. Army, 2019). As the Army adapts to its ever-

changing environment, its leaders must also adjust and fine-tune their leadership styles. 

In a constantly changing environment, a transformational leadership style fits perfectly 

with this philosophy because a free flow of ideas is encouraged in solving military 

problems, which leads to members being a team inspired to deliver results. 
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Transformational leaders are professionals in their fields and typically strive to 

improve their working environment by understanding the role of the soldiers that they are 

responsible for. Transformational leaders inspire their followers because of the rapport 

they establish and how well they create change by working with them (NCO Journal 

Staff, 2018). In order to influence soldiers to be their best, transformational leaders must 

have EI skills to be role models to the people they lead, thereby gaining their trust and 

respect.  

 To become a transformational leader in the U.S. Army, the leader must make a 

purposeful, time-consuming investment in nurturing and developing subordinates. 

Transformational leaders are charismatic, inspirational, individually considerate, and 

intellectually stimulating. They develop and capitalize on tomorrow’s Army leaders 

(Hensley, 2013). Transformational leaders hold the key to growing “Army Strong” 

leaders for the military, as well as the future of the Nation, and effective transformational 

leaders must also possess EI.  

Emotional Intelligence 

EI is an essential quotient of leadership decision-making (Hensley, 2013). 

Emotional quotient, also known as EI, refers to the power to comprehend and recognize 

oneself and others’ emotions in a situation and use situations to communicate effectively 

and create relationships, all the while feeling empathic towards others and their situation 

(Jiang et al., 2022). Mayer and Salovey (1997) illustrated EI as the capacity to notice and 

detect the emotional state of oneself and others and utilize it to control their behavior. 

Well known in psychology that emotions are essential to mankind’s function and 

experience and include emotions such as happiness, sadness, disgust, anger, surprise, and 
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fear (Izard, 2013). Faltas (2017) validates that the successful use of EI training depends 

on individuals’ openness to receive feedback and retain high confidence levels in order to 

improve their EI abilities.  

Theoretical Framework 

According to research, EI plays a vital role in a leader’s development and in 

leadership (Goleman, 2005; Yukl, 2012). Faltas (2017) argues that the three major 

models in the research of EI are:  

• Bar-On’s emotional intelligence competencies model 

• Mayer and Salovey’s emotional intelligence ability model 

• Bradberry and Greaves’s emotional intelligence performance model  

The three models center on cognitive and noncognitive skills and the abilities and 

competencies of an individual to recognize the emotions that drive human behaviors 

(Faltas, 2017). The three foundational frameworks used for measuring EI are further 

explained. 

Bar-On Model 

        Swayed by Darwin’s original work, the Bar-On model of emotional and social 

intelligence provides the foundational theory for the Emotional Quotient Inventory (EQ-

i), a self-declared measurement and pinpoints of social and EI behavior providing an 

evaluation of one’s fundamental emotional and social intelligence (Bar-On, 2006). Bar-

On’s (2006) concept of this component of interrelated social and emotional competencies 

includes the following key components: 

(a) the ability to understand, recognize, and express feelings and emotions (b) the 

ability to recognize and comprehend how others feel and connect with them; (c) 
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the ability to facilitate and regulate emotions; (d) the ability to alter, adapt and 

decipher difficulties of a personal and social nature; and (e) the ability to self-

motivate and create change. (p. 13) 

Figure 3 further illustrates the five Bar-On areas of EI found in the research.   

Figure 3 

Bar-On Emotional Quotient Inventor 

Note. Reprinted from “Emotional Intelligence in Nursing Students,” by E. C. Holston and 

J. Y. Taylor, 2016, International Journal of Advances in Psychology, 5, 12. 

14355/ijap.2016.05.003 
 

Mayer and Salovey Ability Model  

        The founding fathers of EI referred to prior leadership research and synthesized 

concepts that were not presented with other traits. According to almost 30 years of 

research, EI is the result of the relationship between emotion and intelligence (Mayer et 

al., 1990). The most cited definition of intelligence by Wechsler (1940) states, 

“Intelligence is the aggregate or global capacity of the individual to act purposefully, to 

think rationally, and to deal effectively with his environment” (p. 3). Mayer et al. (1990) 

elaborated on EI as a component of social intelligence that connects one’s ability to 
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observe others’ feelings and use their observations to refocus their thinking and actions.  

Mayer and Salovey (1997) proposed that EI skills included an emotion-related ability 

comprised of four fundamentals: (a) use of emotion to facilitate thinking, (b) 

perception/expression of emotion, (c) management of emotion in oneself and others, (d) 

understanding of emotion and highlighting adaptation and control of emotions in self and 

others, Mayer et al. designed and developed the Mayer-Salovey-Caruso Emotional 

Intelligence Test (MSCEIT) to measure a more accurate assessment of expressing 

emotions. Figure 4 illustrates Mayer and Salovey’s emotional intelligence model.  

Figure 4 

Mayer and Salovey Emotional Intelligence Model 

Note. Adapted from “Emotional Intelligence: Relationships to Stress, Health, and Well-Being,” 

by G. L. van Heck and B. L. den Oudsten, 2007, Biological Psychology, 38. 10.1007/978-0-387-

29986-0_7 

 

Bradberry and Greaves  

  Bradberry and Greaves (2009) also describe EI as the ability to recognize and 

comprehend oneself and others’ emotions and being able to control their behavior and 

interactions. TalentSmart, a test founded by Bradberry and Greaves in the year 2000, 

identifies specific behaviors and pinpoints emotional quotient strategies to help a person 

increase their EI. The Talent-Smart test measures an individual’s progress in EI. 



16 

 

 

Bradberry and Greaves’ framework consists of four domains of EI competence: (a) self-

awareness, (b) self-management, (c) social awareness, and (d) social management.  

An additional researcher on EI, Goleman et al. (2013), explained self-awareness 

as understanding and knowing one’s emotions and their impact. As Goleman et al. also 

addressed self-management as maintaining and tending to disorderly impulses. 

Furthermore, social awareness is described as detecting others’ emotions and being 

considerate of their viewpoint with genuine concern. Lastly, Goleman et al. illustrated 

relationship management as leading and inspiring through a compelling vision. Figure 5 

illustrates Goleman’s emotional intelligence model. The theoretical framework for this 

research study brings together the foundational theories of Goleman, Bradberry and 

Greaves. The theoretical framework will be presented in more detail in Chapter II.  

Figure 5 

Goleman Theoretical Framework 

Note. Adapted from “Goleman’s Emotional Intelligence Model 2002,” by Global 

Leadership Foundation, 2022. https://globalleadershipfoundation.com/deepening-

understanding/emotional-intelligence/ 
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Emotional Intelligence in Army Leadership 

 The Army Leader Development and Training Center is a center whose purpose is 

to provide opportunities for developing leaders through education, training, and 

involvement within a mission command climate and building upon home station training 

(U.S. Army, 2019). The Center’s focus is on underlining the importance of leader-to-

subordinate relationships, development, and teamwork. These matters require the 

integration of EI in Army doctrine, leader training, and leadership literature (Sewell, 

2009); however, EI is not taught at this Center. The U.S. Department of the Army (2006), 

Army FM 6-22 is dedicated to leadership, leader development, competencies, and 

attributes of Army leaders. However, in its present leadership framework, the Army does 

not completely address the significance of the emotional side of leadership in its training, 

nor does it require leaders to be assessed on their EI levels when making decisions or 

relating to the soldiers they are in charge of.  

There is an Army Leadership Requirement Model (ALRM), and the purpose of this 

model is to outline the required competencies and attributes of an effective Army leader. 

The relationship between EI elements and the ALRM is clear: “Inherent in the attributes 

and competencies are emotional aspects that lead to effective leadership when understood 

and employed” (Sewell, 2009, p. 97). Over the past decades, according to Freitas (n.d.), 

there have been requests by leaders from the Army War College, such as field grade 

majors, lieutenant colonels, colonels, and above for the Army to recognize the need to 

train its soldiers in EI; however, it has yet to be fully embraced and enacted. Freitas 

suggested considering how useful a tool EI is for leader engagement with their 
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subordinates. It is amazing that EI has not been integrated into Army leadership training 

as of yet, with such high leadership in the Army ranks recognizing this gap in training. 

Military and Family Life Counseling 

 Based worldwide, the MFLC program provides services to soldiers and their 

families in the form of non-medical counseling. Non-medical counseling reports issues 

such as stress management, deployment integration, improving relationships at work and 

home, parenting, grief, loss, and much more (Military One Source, n.d.). Non-medical 

counseling does not address situations with alcohol, domestic violence, substance abuse, 

active suicidal or homicidal thoughts, acute mental health conditions, or sexual 

assault. MFL counselors also offer services and provide tips to soldiers on emotional 

wellness and how to cope with stress at work, strategies to bounce back after a trauma, 

ways to make positive choices, and having a productive relationship with the people they 

work for. Counselors must complete several years of education, including at least a 

master’s degree or higher, to become an MLFC. The types of training and education MFL 

counselors receive equip them to understand EI needs and issues Army soldiers bring to 

them to resolve. 

  Besides traditional military training, MFLC provides training to soldiers and 

family members in crisis, and some of those issues are resolved through the EI 

background and training MFLC staff counselors have. Counselors commonly assist 

soldiers and family members with personal matters such as financial matters, marital 

problems, and redeployment integration. However, counselors also assist with soldier 

work issues like leader/subordinate relationship conflicts or peer-to-peer issues.  
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With the lack of EI training in the Army (Waxler, 2020) for leadership, Army 

counselors often take on the support role for soldiers by being a neutral party, mitigating 

the situation, and striving for a unified approach to restore leader/subordinate 

relationships when they have been severed or are toxic. Their work helps to support 

leaders in building cohesive teams in order to optimize mission decisiveness and soldier 

well-being (Waxler, 2020). When soldiers question their leadership or face conflicts with 

their NCO leaders, for example, and have nowhere to turn, often MFLC staff are there to 

help mitigate these types of issues. Sometimes these issues involve NCOs not using EI in 

resolving conflicts, perhaps because they have not received the appropriate training to use 

these types of skills, and so MFLC staff must step in. 

Statement of the Research Problem 

Despite leadership skills training and leadership development in the Army, there 

is a lack of studies documenting how Army leaders can develop and improve their 

emotional intelligence. U.S. Department of the Army (1990) stresses the need for leaders 

to be mature, control their emotions and remain calm under pressure and “in the face of 

danger” (pp. 2-18). The U.S. Department of the Army (1999) further explains traits of EI 

when applied by a leader as showing the right emotion at the right time and being able to 

recognize others’ emotional state.  

An Army leader influences subordinates and provides direction, purpose, and 

motivation to enable and direct soldiers to complete a mission or task. Army Bulletin FM 

6-22 explains leadership as someone who influences others by providing direction, 

motivation, and purpose to complete a task (U.S. Department of the Army, 2012).  



20 

 

 

Leadership plays a crucial role in any organization but is even more critical in the 

military because, often, a leader’s decision rests on a matter of life or death. In the Army, 

leaders are responsible for the training, discipline, development, morale, and welfare of 

their subordinates. According to the  U.S. Department of the Army (2019), leader 

development of others involves constant teaching, mentoring, developing, and assessment 

of retaining leaders with the potential to perform greater responsibilities. Leaders 

challenge soldiers by developing them, then place them in positions of authority with 

greater responsibility and accountability. Although the Army’s dedication and support for 

tactical, strategic, and physical training is tremendously important, the Army has not 

addressed EI leadership training for its leaders, such as NCOs, who are ultimately 

responsible for battalions of Army soldiers.  

The gap that exists in this lack of EI training, especially as Army soldiers attempt  

to adapt to an ever-changing world and develop leadership skills in new generations of 

soldiers is important for the Army to address in order to remain effective. By training 

Army NCOs in EI in order for them to resolve issues in their units, problems that now 

may be elevated to other departments or resolved by counseling staff in the MFLC may 

be reduced. This study endeavors to research if many soldiers’ problems in the Army 

could be mitigated if NCOs possessed EI skills and could assist soldiers they supervise in 

resolving their issues. 

Purpose Statement 

The purpose of this qualitative phenomenological study was to describe the 

perception of Army counselors in the Military Family and Life Counselor Program about 

the impact of emotional intelligence training on Army non-commissioned officers’ 
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leadership decision-making effectiveness in their supervision of the soldiers they are 

responsible for. This study also researched the perception of these counselors about the 

benefits and challenges of incorporating emotional intelligence leadership preparation 

with traditional Army training for non-commissioned officers.  

Research Question 

This study was guided by the following research questions:  

1.  How do Army civilian counselors in the Military Family and Life Counselor 

Program perceive that training in emotional intelligence will impact Army 

non-commissioned officers’ leadership decision-making effectiveness in their 

supervision of the soldiers they are responsible for? 

2. What benefits or challenges do Army counselors in the Military Family and 

Life Counselor Program perceive will emerge if emotional intelligence                     

training is incorporated into existing Army non-commissioned officers’ 

leadership development training? 

Significance of the Problem 

This study aims to explore and describe the perception of Army counselors in the 

MFLC program on the impact of EI training on Army leadership development and 

decision-making. EI is a critical skill that is viewed by effective leaders in multiple 

establishments as a tool to aid in leader development and organizational change and 

effectiveness. Fraher (2011) expounds in an article that the U.S. Military desires EI 

leaders to expertly control frustration and control anxiety, stay motivated, and control 

impulses, but also possess the ability to keep emotions, such as fear and distress, under 

control from overwhelming their ability to think. Furthermore, Fraher explained in years 
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to come, America’s armed forces should promote a new vision of leadership and create 

emotionally intelligent warriors with much less commitment to topics like gender-biased 

models. Troyer (2021) also shared that when a leader lacks EI and fails to set the tone in 

the organization, this behavior will result in lower employee involvement and a high 

turnover rate. Good leaders are the key to a successful organization. 

There are many studies on leaders, leader effectiveness, and leadership, but 

limited studies have been conducted on both inclusion of EI in Army training and its 

benefits and or challenges. McKee et al. (2008) explained the finest leaders produce 

findings by audaciously striving to be the best version of themselves while making 

decisions that guarantee the future and safety of those they lead. Army leaders are 

responsible for making decisions for their organizations and those they lead. Making 

decisions is not an easy task for leaders because they must be aware and reflect on 

themselves, their passions, beliefs, and reactions. An Army leader’s ultimate 

responsibility is to motivate and influence subordinates and others to reach organizational 

objectives. Army leaders motivate everyone to follow through actions and form decisions 

to better the organization (U.S. Department of the Army, 2006). A unit’s performance, 

specifically led by NCOs of any rank, reflects its leadership capabilities.  

Learning and understanding how to be an effective leader is not acquired in a 

classroom. It is a process that requires personal credibility, empathy, and logic (Horval, 

2020). Horval (2020) expressed in his article entitled “Power and Influence” that military 

leaders who are emotionally incompetent are knotty because the lack of emotional 

awareness and ability will limit follower commitment and create a dent that will 

influence the attitudes and beliefs of others. Furthermore, when it comes to effective 
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leadership, emotional quotient leaders are more focused than intelligent ones. Many 

leaders in the U.S. Army display exceptional character, commitment, and courage; 

however, they lack an understanding of their own emotions and the impact they have on 

others.  

 The Army has modernized in many ways to improve how leaders lead, educate, 

and develop their soldiers. Yuan and Hsu (2012) mentioned EI is a skill that can be 

learned. If EI can be learned, this study seeks to help Army leadership also recognize the 

importance of leadership training programs to better prepare Army NCOs to become 

effective by learning and using emotionally intelligent leadership skills.  

Operational Definitions 

 The terms below have been identified in this research and are useful to understand 

the U.S. Army’s commonly used key terms. 

 Army civilian. The Army Civilian Corps is a community of civilian professionals 

working for the Department of the Army.  

 Army leadership. Army leadership is the responsibility of an officer who instills 

discipline, motivation, and provides purpose to the soldiers they lead.  

 Emotional intelligence. EI is a set of cognitive and noncognitive abilities 

essentially linked to the behaviors and dealings of every person, in every realm, at any 

level (Faltas, 2017). 

 Directive leadership style. This leadership style centers around the leader who 

seldom asks for input from subordinates but rather issues detailed instructions on what to 

do and what instructions to follow (Holmes, 2012). 
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 Military and Family Life Counseling Program. An Army program that provides 

non-medical counseling support to all Army soldiers, family members, and survivors.  

 Participative leadership. Participative leadership provides subordinates with an 

opportunity to provide their feedback to leaders who then genuinely listen to their input.  

 Non-commissioned officer. A Soldier in the rank of corporal to sergeant major in 

the U.S. Army whose utmost responsibility is to discipline, mentor, and take care of 

Soldiers.   

 Soldier. An individual in the Army who is in a professional military unit or 

division. 

Theoretical Definitions 

 Stoic philosophy. Focuses on identifying what is in your control and what is not 

and using this to develop mental resilience (Payne, 1985). 

 Transactional leadership. The transactional theory is grounded on the idea that 

leaders give soldiers what they want in exchange for getting or doing something they 

want (Khan, 2016). 

 Transformational leadership. Transformational leadership’s end goal is to make 

great leaders by producing positive changes through boosting morale and providing 

motivation. 

 Warriors Ethos. Sets of principles every soldier lives by. It defines who we are 

and who we aspire to become. 

Delimitations 

 This study focused on leaders in the U.S. Army. For the purpose of this study, this 

research was delimited to MFLC working for the Department of the Army and counselors 
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who are trained and certified in EI. This study was also delimited to MFLCs assigned to 

Army Bases in the state of Georgia, both male and female, regardless of pay grade.  

Organization of the Study 

 The study is prepared and ordered into five chapters, a reference, and appendices. 

Chapter I of this research aimed to provide an overview and the overall scope of the 

study. Chapter II presents an in-depth description of the literature. In Chapter III, the 

methodology of the study, research design, and a review of the population and sampling 

requirements is provided. Chapter IV of this study presents, analyzes, and provides the 

data collected and a discussion of the findings of the study. In Chapter V, a summary of 

the key findings, implications, and recommendations for future research are provided.  
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CHAPTER II: REVIEW OF THE LITERATURE 

 According to Roberts (2010), a literature review explores research to learn what is 

known and unknown about a topic. For a thorough and detailed review of the literature, a 

variety of sources were referred to and used by the researcher. The synthesis matrix in 

Appendix A lists the sources cited in this literature review and the research from existing 

studies and literature on Army counseling and Army leadership and development 

training.  

This chapter begins with exploring the Army NCO leadership - different levels of 

leadership, its values and responsibilities, and the ALRM. Following this summary, the 

responsibilities, expectations for NCOs, and the history of this leadership position are 

discussed. Chapter II then reviews the types of leadership training in the Army, including 

internal Army organizations that provide NCOs with leadership tools. In this chapter, the 

responsibility of NCOs as counselors is outlined, and then this chapter delves into 

research regarding the Army MFLC offices operations as a resource for Army leaders to 

learn and understand the impact of EI when dealing with soldier leadership situations. 

This chapter then reviews the theoretical framework for this research using the four 

domains of EI, which are: (a) self-awareness, (b) self-management, (c) social awareness, 

and (d) relationship management. Lastly, Chapter II focuses on the evolution of Army 

leadership training and the gap or lack of EI training currently not required in the ALRM 

for the Army’s leaders. 

Army Non-Commissioned Officers Leadership 

 According to Purvis (2004), a good leader believes and lives out the Army’s value 

of teaching soldiers to do as well; this is “from the heart” (Purvis, 2004, p. 1). Purvis 
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explained that a good leader is capable of mentoring a soldier's decisions in order to 

enhance a soldier’s career path and equip a soldier to reach their highest potential.  

Maxwell (2005) explained that a leader’s effectiveness is influenced by their ability to 

lead. Kolditz (2009) explained that military leadership qualities are built on an expansive 

strategic series of planned training, educational, and time-consuming experiential events 

(U.S. Department of the Army, 2013). The top military leadership holds leaders to high 

levels of responsibility, and these expectations are based on the construct of duty, service, 

and personal sacrifice. 

Military leadership involves its leaders in making tough decisions in 

unpredictable situations that also include significant risks. Complex decisions come from 

asking tough questions and using strategic methods to help leaders arrive at well-

informed conclusions about a situation (Tisdale, 2022). Additionally, NCOs, such as a 

sergeant leading a platoon of soldiers, are responsible for applying leadership that builds 

a cohesive team that motivates the platoon to complete a specific mission. At the same 

time, the Sergeant simultaneously takes on the role of protecting the platoon's welfare 

and safety (Norwich University Online [NUO], 2019). Payne (1985) shared that team 

building builds trust, resolves problems, fosters communication, and increases 

collaboration. Furthermore, effective team building involves a leader and team members’ 

engagement which is excellent for a productive work environment. 

 The Army and its leadership requirements are grounded on standards of 

excellence, defined values, and the Nation’s democratic foundations (Munteanu, 2016). 

Powerfully rooted in history, allegiance to the Nation’s law, and accountability to 

authority and doctrine (Munteanu, 2016), Army leadership has been established for more 
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than 240 years to protect the American people and the interests of the Nation. The 

Army’s leadership doctrinal manual, FM 6-22 (2019), which includes ALRM 

requirements, describes Army leadership as the development of a leader who provides 

direction, purpose, and motivation to others to complete a task. The Army acknowledges 

the significance of upholding the time-proven morals, standards of competence, and 

values that have set apart leaders throughout history. Army leadership doctrine also 

recognizes the continuous adaptability to technological advances, societal change, and 

evolving security threats (Sewell, 2009). 

 Whether in peace or war, a leader’s role is crucial. As shared by many scholars 

through the shaping of military organizations, leaders build the future of their 

organization, and their decisions, techniques, and actions impact others (Sewell, 2009). 

According to Ortega (2021), the ground level of becoming a military leader is connected 

to leadership attributes that correspond with military and cultural values. The military 

classifies these leadership attributes as physical, mental, and emotional traits that permit 

leaders to work to advance through different levels and ranks of Army leadership (U.S. 

Army, 2006).  

Military leadership consists of three levels, from the lowest non-officer level to 

the highest military commander (U.S. Army, 2019). The three levels are known as direct, 

organizational, and strategic. The three levels support leaders’ attributes and 

competencies as they develop with military education and experience. Military leaders 

will learn and experience many levels of leadership as they advance from junior soldier to 

NCO and on to senior NCO levels (Ortega, 2021). 
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Today’s Army has shifted its focus from tough and hard physical training to a 

combination of physical and mental toughness. A decade ago, soldiers were instilled 

discipline through tough physical training and hard-core discipline sessions by holding 

corrective training or “smoke sessions.” In a smoke session, which is corrective training, 

if at least one soldier in the formation does not follow orders, arrives late to their 

appointed place of duty, or displays any disrespectful behaviors, the entire unit of soldiers 

might have serious consequences to face. The consequences might include push-ups, sit-

ups, a one-mile lap, and other physical consequences. 

Standards and discipline were at the forefront of every training. According to U.S. 

Army (2019), discipline or “military discipline” is the order and obedience of a soldier 

and their willingness to respond to guidance and command in a quick manner. In recent 

years, as the Army stressed the importance of including mental and psychological health 

in training to allow soldiers to share their thoughts and be involved in decision-making, 

this allowed soldiers to relax more, think about their situations, and be involved in 

decision-making. Soldiers can now question leadership when they are given the order to 

execute, whereas this questioning behavior was forbidden in the Army before. 

According to the U.S. Army (2004), strong leadership and incomparable 

leadership development skills are central to the U.S. Army’s success. Sewell (2009) 

identified that major changes are taking place in political, economic, and social situations 

in America, and for that matter, in the world. These changes affect society, government, 

and the military in many ways, and people and the Army must adapt quickly to these 

changes. Changes that society quickly adapts to can demonstrate to military leaders how 
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they might adapt and become self-motivated enough in order to create positive outcomes 

in the mission they are a part of.  

Furthermore, Sewell (2009) explained Army leaders face similar changes in their 

daily routines, and therefore, it is important to have leaders capable of understanding the 

importance of managing change, as well as possessing a personal emotional balance, 

controlling impulses, and maintaining optimism in challenging situations. Though an 

entry-level NCO who is a squad leader in the Army is capable of managing information 

and recognizing possible changing trends, they also need to have self-awareness and 

veracity to stay reliable and trustworthy. Therefore, Army training on EI could equip 

NCOs with important skills to be more effective leaders. 

Army Leadership Requirement Model 

 Serving the American people by protecting the National interests of the country is 

one of the Army’s top priorities (NCO Journal, 2018). To meet these requirements, the 

Army developed the ALRM, which provides a general structure for conceptualizing, 

studying, and understanding leadership and related philosophical systems. The model is 

based on the key attributes required for leaders in the Army and associated core 

leadership competencies targeted at educating exemplary leaders capable of observing 

and monitoring their subordinates’ efficacy and potential. However, while the ALRM is a 

manual designed to provide training for leaders on core competencies and attributes, EI is 

not included in the manual. According to Army Doctrine Reference Publication 6-22, the 

Army exists to protect the Nation’s interests and serve the American people; with that 

mandate, valued-based leadership, impeccable character, and professional competence is 
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required; however, EI training to strengthen this competence is not provided in the Army 

training manual at this time (U.S. Department of the Army, 2012).  

In FM 6-22, the Army illustrates and defines its leadership doctrine. Highlighted 

in the ALRM is the groundwork of the FM philosophy, which pinpoints the attributes and 

competencies essential for successful and effective leaders (Sewell, 2009). According to 

the U.S. Department of the Army (2017), the Army defines professional development as 

a purposeful and continuous method to prepare soldiers through training, education, and 

experience to perform all their duties in accordance with Army ethics. An Army 

professional is one who is an expert, an honorable servant, and a steward of the Army 

profession.  

The ALRM outlines the Be, Know, Dos of a professional; included in the model 

are the required attributes of a leader. These attributes are character, presence, and 

intellect (U.S. Department of the Army, 2017). The ALRM was developed for leaders at 

all levels to inform them of the continuing capabilities required regardless of assignment, 

mission, and leadership level (U.S. Department of the Army, 2012). Centered around 

what a leader is, in their attributes, and what a leader does as a result of their character, 

the ALRM illustrates a leader’s character, presence, and intellect as components that 

empower leaders to perfect primary and essential leadership competencies.  

 The Army’s greatest responsibility is to support and defend the country through 

war and other kinds of support. Taking charge and leading troops in combat is the most 

critical mission for NCOs and the most challenging; that is why good order and discipline 

are very crucial. Leadership is achieving the mission while simultaneously taking care of 
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soldiers both in combat and at their home station. To do so, NCOs must develop their 

soldiers’ character and competence to achieve excellence.  

According to ADP 6-22, the ALRM outlines what a leader is and how they learn 

and behave (U.S. Department of the Army, 2019). Leader attributes are an individual 

representation of their morals, values, and identity (character) and the perception of their 

identity and character (presence). Depending on these traits, a leader will be able to 

influence others to follow them. If a leader is trained in EI, their character will be 

strengthened if trained in self-awareness, self-management, social awareness, and 

relationship management.  

ADP 6-22 states that character includes an individual’s moral and ethical 

qualities, assists an individual in making the right decision, and provides a purpose to do 

what is necessary, regardless of the consequences (U.S. Department of the Army, 2019). 

Furthermore, a leader’s presence is determined by their words, actions, and the way in 

which they carry themselves (U.S. Department of the Army, 2012). Presence is not just 

showing up; it requires setting examples for soldiers to follow. Additionally, Army 

leadership portrays that an Army leader’s intelligence is drawn from theoretical and 

critical thinking skills and is applied to their duties and responsibilities; these abilities 

support sound judgment and effective problem-solving. 

 The Monitor published an article dated September 9, 2004, in which the reporter 

wrote about the courage of NCOs leading their soldiers in combat and expressed the 

following: “This is one of the truly finest examples of courage to be found” (Purvis, 

2004, p. 4). The NCOs and their soldiers are spotted every day on the streets of every 

foreign country, fighting for their country. NCOs have proven they have trained their 
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soldiers with the values and skills to focus on the mission and perform their duties as 

directed. Purvis (2004) further explained U.S. soldiers achieved similar actions in 

conflicts the U.S. has been engaged in, and the NCO as a leader has been the vanguard of 

these actions. “Without the NCOs none of these endeavors would have succeeded, or 

even existed” (Purvis, 2004, p. 5). NCOs are the core of Army organizations; they make 

things happen, they implement and carry out orders, and they provide a positive influence 

on soldiers in both peace and war; it is their responsibility. 

 Developing a balanced combination of professional experience, realistic training, 

and self-development, the Army’s core leader competencies outline a clear and steady 

way of communicating expectations for Army leaders (U.S. Department of the Army, 

2012). The basic competencies are acquired at the basic level of leadership and developed 

as the leader progresses in Army leadership ranks and positions. Leaders improve and 

sustain the competencies through performing missions and through Army training (U.S. 

Department of the Army, 2019). Furthermore, for proficiency improvement, Army 

leaders can benefit from opportunities to gain experience by asking questions, conducting 

self-assessments, seeking training opportunities, and requesting performance critiques. 

This ultimate approach to learning under the guidelines of the Army’s ALRM includes 

the principles shown in Figure 6 and ensures leaders remain viable as professionals. 
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Figure 6  

Army Leadership Requirements Mode  

Note. Adapted from “ADP: 6-22: Army Leadership,” by U.S. Department of the Army, 

2012, pp. 1-5. https://armypubs.army.mil/epubs/DR _pubs/ 

DR_a/pdf/web/ARN20039_ADP%206-22%20C1%20FINAL%20WEB.pdf 

 

 The ALRM attributes must be a part of every Army NCO. These attributes can 

develop them to become better leaders and lead them to a higher level as a leader through 

self-assessment, mentorship, and honest efforts. An NCO’s competence development is a 

mixture of self-development, time, learning in military schools, training, and personal 

experience. The basic competencies are gained at the direct level of leadership as a junior 

soldier or NCO. NCOs strive for new learning opportunities to challenge and improve 

their ability to lead and achieve daily. Maxwell (2002) stated, “The secret of our success 

is found in our daily agenda” (p. 8). All tasks, duties, and responsibilities of an Army 

NCO are performed and improved daily in pursuit of mission accomplishment and the 

welfare of soldiers. 

 While attention to character and the mission are the priorities in the training of NCOs, 

the Army also needs leaders who consider additional values such as empathy, warrior ethos, 
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discipline, and humanity. A prominent leader is qualified in the essential functions of military 

competencies, for example - fostering a positive climate, following orders, and leading by 

example (NCO Journal, 2018). The ALRM’s vision of effective leadership implies developing 

critical leadership qualities in one’s subordinates as well. The well-balanced implementation 

of the leadership requirements helps Army leaders to establish highly efficient and cohesive 

organizations to protect the Nation successfully. Evaluation and understanding of ALRM 

increases one’s effectiveness as a leader due to the crucial role of leadership knowledge that 

boosts mental agility and interpersonal tact and core attributes of ALRM. Army leaders should 

constantly advance their leadership proficiency to perform military duties with a global 

mindset and provide guidance at the national level. Such an approach guarantees that Army 

leaders will remain effective as a professional corp. 

Non-Commissioned Officers History 

 Leadership development has been in the Army since its founding in 1775. The 

first mention in the history of NCOs dates back to 1775 when NCOs served in the 

Continental Army, described to be the first formal military in the United States 

representing the 13 colonies. While the specific duties of NCOs were not formally 

defined in that era, a Blue Book of Regulations in 1778 loosely identified standards for 

the order and discipline of military leaders such as NCOs and was further developed 

through the centuries (U.S. Department of the Army, 2019). Clay-Williams and 

Braithwaite (2009) explained becoming an NCO today requires knowledge of the corps’ 

history and is necessary before joining the Army Corps. Clay-William and Braithwaite 

further explained learning the NCO history provides insight into how the NCO Corps was 

developed and how to deal with difficult situations as leaders.   
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For over 243 years, the NCOs were responsible for training enlisted soldiers at the 

unit level. These unit levels were involved in tactical training to prepare for. By virtue of 

rank, all Army NCOs are leaders. NCOs are enlisted personnel in the Army who have 

been promoted to leadership roles starting from the rank of corporal to command sergeant 

major (U.S. Department of the Army, 2020). The NCO Corps is the backbone of the 

Army. NCOs are responsible for order, discipline, training, and leading soldiers. NCOs 

are the most experienced of their soldier team, and they have spent years in military 

training, both tactical and technical, to develop soldiers. Every soldier in the Army, 

except for officers, is under the leadership of an NCO; this is the ultimate reason the role 

of an Army NCO is extremely crucial.  

 Taylor (1977) explained when a soldier becomes an NCO, they are empowered 

and are trusted leaders in America’s all-volunteer force. As a steward and technical 

expert, an NCO enhances organizational effectiveness and directly contributes to mission 

success. Critical to all levels of leadership, NCOs are leaders who provide indispensable 

and irreplaceable connections between command orders and mission accomplishment. 

NCOs are leaders with wisdom who are well-trained and educated in military missions 

because if they were incompetent, this could be extremely detrimental to the 

organization’s success. NCOs live by their creed daily: “No one is more professional than 

I.” It is the NCOs duty to reference the NCO Creed when in doubt with training, 

leadership, and position.   

 Ulmer (2010) explained intelligent military leaders clarify objectives, develop 

trust, provide clarity, inspire confidence, and build teams. An Army leader is someone 

who is an asset and is assigned duties and responsibilities to accomplish Army missions. 
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Army leaders strive to motivate all soldiers to focus on the mission, perform their duties, 

and make choices for the betterment of the organization. Furthermore, the Army 

elaborates that being a leader is a lot more multiplex than just giving orders; it is a 

leader’s influence, words, deeds, and values that set the example for soldiers to follow 

(U.S. Army, 2019).  

 One of the Army’s key changes in leadership training was the NCO Education 

System (NCOES), a system focused on three areas of NCO development, talent 

management, and stewardship (Moore, 2018). In the 2011 Center for Army Leadership 

Annual Survey of Army Leadership, data showed NCOs significantly lacked in critical 

thinking, problem-solving, ability to apply skills in operational settings, leadership, 

interpersonal, communication, and management (Center for Army Profession and 

Leadership [CAPL], 2022, p. 2). The data in this report showed NCOs who lack in these 

areas have the tendency to also lack in their abilities to lead soldiers. With this data, the 

Army would definitely benefit from incorporating leader development training that would 

help NCOs lead soldiers more effectively.  

The Army’s aim is to develop and improve the next generation of committed and 

knowledgeable NCOs. Therefore, to train and develop NCOs to have the skill sets and the 

ability to lead soldiers, the Army would benefit from incorporating comprehensive 

training such as EI that builds and restores relationships, provides guidance on effective 

communication, and preparation on how to solve problems that are not tactically related 

and also how to build relationships with the soldiers NCOs lead (U.S. Department of the 

Army, 2019).  
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 In addition to Army leader responsibilities, soldier and leader development is 

crucial. Leaders at all levels are depended on to develop the characters of their 

subordinates actively and continuously. Leaders should have a long-term focus on 

developing leaders who can continue to sustain and improve the institution (U.S. 

Department of the Army, 2019). At the basic level of Army leadership, direct leadership, 

leaders develop soldiers through teaching, coaching, mentoring, and counseling. Direct 

leaders’ direct actions, assigned tasks, encouragement, and guidance ensure tasks are 

completed, and the mission is a success. Examples of direct leadership tasks are 

equipment maintenance, coaching soldiers on marksmanship fundamentals, and 

performance counseling. 

  Appendix B includes the Army NCO Creed, which serves as a code of conduct 

for all NCOs. The NCO Creed is a guide that reinforces the values of the new generations 

of NCOs. NCOs’ primary responsibility is soldier welfare, accountability, and tactical 

and technical development. They mentor, coach, and teach the soldiers they are 

responsible for. NCOs are stewards of the Army profession, enforcing its standards as 

ambassadors to the world (National Defense University, 2013, p. 2). 

 According to the U.S. Department of the Army (1990), an NCO is charged with 

many responsibilities that can include the accomplishment of the mission and the welfare 

of soldiers. Mission accomplishment is preeminent; however, to ensure mission 

accomplishment, the welfare of soldiers is an even greater responsibility. It is the NCO’s 

responsibility to continually evaluate and assess their element (squad, platoon, company, 

etc.) for esprit de corps, morale, proficiency, and discipline (Horn, 2002). This 
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assessment provides a realistic approach to identifying problems that exist in the unit, 

effectiveness as a leader, and the possible effectiveness of the organization. 

NCOs must build and create cohesive teams that are fit, disciplined, highly 

trained, and ready to fight and win. NCOs conduct performance-oriented, standards-

based, and battle-focused training, all to ensure mission success. NCOs empower, inspire 

confidence, build trust, and connect with their soldiers to overcome stressors and 

challenges both on and off the battlefield and in training (Horn, 2002). Horn (2002) 

explained NCOs are responsible for the majority of the daily operation in the 

organization. NCOs are experts and are expected to perform and conduct tasks to achieve 

unit goals, as well as care for the well-being of soldiers. NCOs are to live the Warrior 

Ethos. Furthermore, it is the NCO’s primary goal to train, teach, and mentor soldiers to 

demonstrate the Army values in their time in the military and continue the Army 

traditions as they, too, will become leaders themselves one day. 

 Kreie (2014) explained that NCOs should love their soldiers, and it requires a 

moral responsibility to frankly love soldiers in ways that are appropriate for 

leader/subordinate relationships. He further explained the purest form of providing for the 

welfare of soldiers is to provide first-class training to survive and prevent casualties. 

Therefore, the Army could benefit from having EI training to help NCOs gain self-

awareness, self-management, social awareness, and relationship management to learn 

how to love their soldiers in ways that are appropriate for leader/subordinate relationships 

as well as to develop and enhance the characters and traits of the soldiers they lead.  

Sergeant Major in the Army, Richard A. Kidd (2018), summed it up when he 

explained that leaders are soldiers whom Army personnel look up to for everything; they 
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learn to be good leaders from good leaders. Leaders must be frank, committed, 

courageous, and competent. If leaders genuinely care, they are all the above, and most 

importantly, they take care of their peer or subordinate soldiers and their families.  

Army Training and Leadership Development  

 The military spends a fortune on training and developing its leaders (Purvis, 

2004). At the forefront of leadership training and development, being an effective 

leader is critical (Dayton, 2021). Developing leaders is complex because it is a human 

effort—demanding continuous assessment, involvement, and refinement (U.S. 

Department of the Army, 2020). It is critical to the Army’s success in developing its 

leaders. It is an investment for the Army’s future because training can build team 

cohesion and stronger relationships, increase trust in the unit, and strengthen the Army’s 

readiness for successful missions. 

 The U.S. Department of the Army (2020) also stresses the operational processes 

of training, coaching, teaching, mentoring, and approaches required for developing Army 

leaders. Developing leaders requires thoughtful, determined, and honest engagement by 

leaders, mentors, trainers, support personnel, and the individual, and not just 

organizational policies. The Army’s competitive advantage is its leaders that neither 

technology, platforms, nor advanced weaponry can replace. 

 According to Crowley et al. (2013), leader development and training are 

different but have connected functions. Training is classified as a planned and organized 

learning process designed to improve the fitness, skills, and ability of an individual or 

unit to achieve their assigned tasks or goals (Crowley et al., 2013). An increase in 

training improves an individual’s performance, competency, knowledge, and physical 
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and mental skills. Additionally, leader development is a thoughtful, sequential, and 

continuous progressive process rooted in Army values that develops a Soldier into a 

confident and competent leader (Crowley et al., 2013). Leader development is 

accomplished through a life-long mixture of skills, knowledge, experience, and education 

gained through self-development, operational assignments, and institutional training. 

 Army leadership training develops the skills required for effective decision-

making, teamwork, and mentoring. However, there is a lack of training to develop the 

EI skills required for leaders relating to the people they supervise. The Army provides 

information and training on soldier military occupational specialty, tactical training, 

and combat training, but there is no known training on skills to empathize, relate, and 

understand soldiers and their issues. In Army training development, there are three 

pillars the Army refers to for strategic planning and performance: (a) unit 

responsibilities, (b) individual and group roles within the organization, and (c) an 

individual’s growth through training, education, and experience (Dayton, 2021). 

However, the Army is missing training on EI, a component that is relevant in order to 

promote improved relationships grounded in teamwork and trust (Santos, 2022).  

Figure 7 illustrates the Army leader development model, which includes the 

Army training domains, operations, institutions, and self-development. The Army 

leader development model pictures how a leader develops within an organization and 

the education, experience, and training in each learning domain (Kreie, 2014). Similar to 

the training leader development model, the Center for Army Profession and Leadership 

(CAPL), a center dedicated to research and development of doctrine and materials for 

leader development, provides leaders with skills and services when dealing with 
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leader/subordinate matters to strengthen relationships and better the climate and 

culture within the Army unit.  

Figure 7 

The Army Leader Development Model 

Note. Adapted from “Improving Leader Development in the Operational Domain,” by 

K. M. Kreive, Lt. Col., U.S. Army, 2014, p. 62. Military Review. 

https://www.armyupress.army.mil/Portals/7/military-

review/Archives/English/MilitaryReview_20140430_art013.pdf  

  The CAPL is a training center whose focus is conducting studies, improving and 

developing Army practices, conducting assessment programs, and building products and 

services to improve leadership development. CAPL’s objective is to strengthen the Army 

leadership organization to achieve positive command climates and mission-ready units 

(U.S. Army, 2022). The CAPL reflects Army leadership priorities to reform 

organizations and drive efficiencies. CAPL is a central location for resources for leader 

development.  
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Some resources for leader training and development in CAPL consist of Project 

Athena, which is an Army program designed to enlighten and influence soldiers to 

embrace personal and professional development. Developing Leaders, Interactive Leader 

Development Guide, Counterproductive Leadership Tools, Command Climate Navigator, 

and Army Counseling Enhancement Tools are all tools and guides CAPL provides for 

Army leaders. CAPL resources and tools were designed to assist and provide leaders 

guidance for collaborative, interactive, two-way conversations for the purpose of soldier 

development and improved soldier and platoon performance. 

Changes in Practices in Army Training for Leader Development 

‘Our emotions are a big part—maybe the biggest part—of what makes us human,’ says 

Marc Brackett, ‘and yet we go through life trying hard to pretend otherwise.’ 

        -Anthony Smith, 2020 

 “If today’s leaders do not adequately develop their subordinates through personal 

example, counseling, and mentorship, then today’s leaders have not succeeded in 

accomplishing tomorrow’s mission” (Kreie, 2014, p. 63). Allen (2015) argues that 

military leaders are tunnel-visioned in developing individual and unit military 

competence when it should have been equally divided between military competence and 

moral character. Griffin (2020) explains as a leader of soldiers it is a daily task to take 

care of soldiers’ well-being and, most importantly, to prepare them for one day when they 

will become leaders themselves.  

Army leaders at the institutional level recognize that the Army experiences 

constant change: (a) managing and training new soldiers, (b) taskings, (c) technologies, 

(d) mission, (d) equipment, and (e) information; therefore, to meet Army mission 

requirements, they must aggressively address change (U.S. Department of the Army, 
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2019). However, it is the unit leader’s responsibility, and the Army as a whole, to 

continue to develop their subordinates for operational domains to function. 

Acknowledging the need for change, the Army has begun to develop and implement 

changes to challenge, improve, and educate leaders for a greater Army.  

 Shifting its traditional face-to-face training, the Army plans to utilize distance 

learning. Recognizing its distance learning operations need improvement, the Army is 

developing changes to address the new needs of today’s learners, which include the 

“why” of learning, understanding the new shift in learning, a desire to contribute to the 

new learning experience, and applying the new learning to real-life scenarios. 

Furthermore, recognizing a need for improvement in training and the education system, 

the Army published in 2011 its TRADOC Pamphlet 525-8-2, which is the U.S. Army 

Learning Concept, called the Army Leader Model, a step-by-step guide on how the Army 

will shift its training and education system.  

This Army Leader Model pamphlet guidance demands a new educational model 

to enhance soldier adaptability and critical thinking skills to assist soldiers in being able 

to operate in complex situations. Stafford and Thornhill (2012) explain that the Army 

Leader Model presents a nonstop modification learning model that inspires 21st century 

soldier abilities through a learner-centric environment that enables long-lasting and 

sustained adaptation.  

 Focusing on comprehensive soldier training, the Army has slowly shifted its focus 

to include research in order to understand the soldier psychologically. In response to the 

increasing stress for soldiers in recent decades of long-drawn-out wars, the Army's 

Comprehensive Soldier and Family Fitness Manual (CSF2) was developed. CSF2 was 
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intended to build resilience and improve the performance of the Army family. CSF2 

offers training and self-development skills for Army families to be able to deal with 

adversity, stressful situations, and excel in life. CSF2 is a program that provides 

evidence-based training to help soldiers and family members that are facing life 

adversities such as combat and separation from loved ones. CSF begins a new period for 

the Army. Its goal is to comprehensively equip soldiers to take advantage of their abilities 

and confront the physical and psychological challenges of continued missions. The 

training also seeks to improve coping skills and resilience, enabling soldiers to mature 

and succeed in today's Army (Casey, 2011). Figure 8 displays the CSF2 campaign logo, 

which promotes and encourages physical and psychological fitness as well as personal 

and professional growth.  

Figure 8 

Comprehensive Soldier and Family Fitness Logo 

Note. Adapted from “Preparing Army Communities Today for the Hazards of 

Tomorrow,” by U.S. Army [website]. https://ready.army.mil/ra_csf.htm 
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 Alongside CSF2 is the Battlemind training program which augments the Army’s 

long-standing tough physical training. From the moment new soldiers join the Army, they 

are trained to understand that to achieve missions completely, they must maintain and 

operate an essential weapon system. Traditionally, the development of a soldier includes 

hard physical conditioning together with practical technical and tactical training. This 

preparation has constantly shaped a force of flexible, confident, and equipped soldiers 

capable of winning wars and succeeding in military operations (Orsingher et al., 2008).  

Battlemind, on the other hand, is a training developed for the mental preparation 

of soldiers before combat and when they transition upon returning home. Battlemind 

provides skill sets to help soldiers to build upon demonstrated and shown combat skills 

and mental strength, for truly, the Army cannot lead soldiers’ bodies where their minds 

are not prepared to go (Orsingher et al., 2008). Battlemind is a must training for Army 

leaders to ensure soldiers are focused, and their mind is in the right space.  

 In addition to mental health training, the Army also developed a training program 

that utilized emotive behavior as therapy. Designed to help soldiers battling with 

posttraumatic stress, Warrior Resilience Training (WRT) is an instructive class structured 

to improve resilience and posttraumatic growth for soldiers deployed to combat. Jarrett 

(2013) explained WRT uses Army leadership principles, positive psychology, and 

rational emotive behavior therapy (REBT) for individuals to apply resilient philosophies 

coined from Stoic philosophy, Army Warrior Ethos, and the survivor and resiliency 

literature.  

Soldiers in WRT are taught to focus on their character, virtue, and emotional self-

regulation to create self-resiliency that highlights virtue, rationality, critical thinking, and 
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Warrior Ethos. Figure 9 is the Warrior Ethos graphic demonstrating the WRT motto. 

WRT is training the Army needed as a shift from solely physical fitness education for 

leaders but also guidance in mental fitness and stability.  

Figure 9 

Warrior Ethos 

Note. Adapted from RalleyPoint [website], 2023. https://www.rallypoint.com 

/topics/warrior-ethos 
 

 The Army has leadership training at all levels in both the enlisted and officer 

ranks (Dayton, 2021). Common in leadership development, training for NCOs 

combines a variety of approaches to make soldier development easier and more 

enjoyable. Barling et al. (2000) illustrate leaders who have the ability to understand 

followers’ needs and manage to inspire and motivate followers are more productive and 

passionate leaders. It is imperative for leaders to know and comprehend their followers’ 

emotions in order to inspire them to solve problems. Additionally, the more a leader 

understands the effects their emotions can have on others in difficult situations, the better 

chance a leader is able to positively inspire others to overcome challenges and unit issues.  

Although the Army recognizes the importance of connectedness, relationship 

building, and leaders understanding their followers’ emotions, the Army lacks providing 
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EI training to its leaders in spite of this recognition. If the Army leadership training 

included EI, the skills and techniques learned could create a more balanced and 

comprehensive soldier as well as leaders (Taylor-Clark, 2015). 

Army Counseling 

 Leaders at every level must make sure their Soldiers operate within the laws of 

war and the rules of engagement (Department of the Army, 2014). Commanders and 

their workforces make sure their assessments, evaluations, choices, and decisions 

comply with host nations, America’s military requirements, and international laws and 

regulations. Since its existence, the Army has implemented, developed, evaluated, and 

re-evaluated its approach to leadership through training and counseling. Counseling is a 

technique used by leaders to examine a junior soldier’s displayed performance.  

Counseling, a crucial professional development and leadership responsibility, allows 

Army leaders to provide soldiers with knowledge and skills to become better prepared 

for ongoing and future responsibilities (Department of the Army, 2014).  

 Army leaders are expected to counsel. A four-stage counseling process is used 

by Army leaders to conduct counseling which includes the following steps: (a) prepare 

and (b) identify the demand for counseling, (c) conduct the counseling session, and (d) 

follow up. Success in counseling is dependent on the Army leader’s preparation prior 

to the occurrence of the counseling session. To conduct counseling, the counselor 

outlines a clear purpose for the counseling situation and creates a plan of action 

(Department of the Army, 2014). The counselor utilizes a Department of the Army 

Form 4856 (see Appendix C) to record all counseling sessions. Effective counseling 

requires good planning and organization in the following areas: 
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• Appropriate location for the counseling 

• Scheduling the time 

• Notifying the counselee in advance 

• Preparing a counseling agenda 

• Organizing the counseling information and flow 

• Identifying a counseling strategy 

• Beginning with establishing rapport and maintaining rapport throughout the 

counseling session 

 In addition, leaders must continually conduct assessments and support their 

soldiers in creating a plan of action that matches the purpose of the counseling. A more 

productive measure to ensure the plan of action is appropriate is to conduct follow-up 

counseling, inform the chain of command, or recommend punishment if appropriate 

(Department of the Army, 2014).  

 NCOs at every level are responsible for counseling their soldiers. Counseling 

occurs as often as needed; however, the required timeline is monthly for all soldiers and 

quarterly for all NCOs. The Army provides counseling tools to enhance the leader and 

subordinate relationships during counseling sessions. The Counseling Enhancement Tool 

was a tool designed to assist NCOs to build on and have meaningful dialogue with 

soldiers that support junior NCO professional development. To continue the 

development of leaders and others, the Army requires routine counseling to ensure 

success. Army leaders, specifically NCOs, carry the huge responsibility of preparing 

future leaders for greater responsibilities; the Army’s future and legacy rely on it. 

(Department of the Army, 2014).  
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 Army leaders must know and comprehend the importance of effective 

counseling as it helps accomplish set goals and expectations and contributes to the 

overall improvement of the organization. To be successful, counseling is a combined 

effort. Leaders help subordinates identify their strengths and weaknesses and develop a 

plan of action. Subordinates then must follow through and be sincere in their own 

assessments and goal setting (Department of the Army, 2014). 

 Counseling is a tool utilized by NCOs to communicate professional growth, 

upcoming events or events that have occurred both positively and negatively, and 

address performance and behavioral conduct. In most counseling sessions, the Army 

recommends two-way communication, where the NCO and soldier participate in a 

conversation-like setting. In some cases, a one-way conversation in counseling occurs 

from leader to soldier; this type of counseling normally happens in cases of 

insubordination, disrespect, or a soldier who fails to follow an order.  

Army leaders conduct counseling to build subordinate capacity, improve 

behavior and performance, and help soldiers become better team members, all in 

preparation to become greater leaders in the future. While some counseling sessions 

are not easy to hold, a leader’s self-awareness and adaptable approach will enhance 

personal effectiveness as a counselor (U.S. Department of the Army, 2019). As a 

coach and mentor of soldiers, it is important for NCOs to become aware of their 

emotions and be able to positively regulate their emotions in order for communication 

to flow smoothly and have the ability to offer unbiased feedback and support to make 

lasting changes. Leaders are required to conduct monthly counseling for their soldiers; 

however, the Army has not developed training to teach and educate NCOs on how to 
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properly conduct counseling sessions. When handling difficult emotional situations, 

emotional intelligence, as well as counseling training, would help NCOs with the skills 

necessary to hold productive counseling sessions with their soldiers.  

Army leaders should also embody and model specific characteristics and traits 

to be effective counselors. These characteristics and traits include credibility, empathy, 

respect, trustworthiness, self-awareness, and cultural awareness (Department of the 

Army, 2014). To counsel effectively, the skills and approaches applied should fit the 

purpose of the counseling and subordinate expectations. However, different 

approaches to counseling will be used only to provide information, while in other 

circumstances, a different approach is used if addressing a subordinate’s performance 

or behavior, both positive and negative. In cases of difficult situations that require 

structured counseling, referrals to outside agencies are also an option.  

 The Army strives for excellence and perfection in its leaders. Army leaders 

perfect their counseling abilities by studying their subordinates and leaders, 

understanding various situations, and developing people skills. Skills that are crucial 

for leaders to understand how to deal with situations include active listening, 

responding, and appropriate questioning (Department of the Army, 2014). In cases 

where NCOs need support other than counseling, Battlemind, and CSF, while it helps, 

it does not equip NCOs with the EI skills to counsel the soldiers they are responsible 

for effectively. There is a need for self-awareness, self-management, social awareness, 

and relationship management skills in the Army for NCOs to better provide counseling 

for their soldiers (Oden et al., 2015). 
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  A known service the Army offers to support NCOs and leaders, among many 

support systems in the Army, is the MFLC. MFLC provides NCOs with training such 

as “Understanding Yourself and Others” and “Relationships in the Workplace,” as well 

as others, that are comprehensive training relatable to soldiers and their issues. In 

resiliency and life skills training for the Army, MFLC also offers company-level units 

opportunities to learn about anger management, stress management, relationship 

issues, conflict resolution, and decision-making skills. While several of these 

opportunities may touch on the skills inherent in EI training, specific courses in EI 

have not traditionally been a part of this training. Specifically, EI training could 

empower NCOs by giving them EI skills such as: (a) self-awareness, (b) self-

management, (c) social awareness, and (d) relationship management and help them to 

be more effective as they fulfill their responsibilities to offer counseling sessions to the 

soldiers they supervise.  

Military and Family Life Counseling 

 Sometimes the care of friends and family is not enough to get through a difficult period 

in life. Committed to promoting resilience and readiness in military members and their 

families, the Military OneSource offices offer counseling through the MFLC programs 

(Military One Source, n.d.). The Department of Defense (DoD) funds many programs like 

this to support and assist its employees and soldiers in meeting its mission. The MFLC is 

one of its many programs in counseling that offers up to 12 confidential, short-term, non-

medical counseling sessions per person, per issue (U.S. Department of the Army, 2019).  

Non-medical counseling addresses situations such as stress management, 

redeployment integration, improving relationships at home and work, parenting, grief or 
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loss, and more. Non-medical counseling does not address sexual assault, homicidal or 

suicidal thoughts, substance or alcohol abuse, child abuse, domestic violence, or serious 

mental health conditions. Other services are provided through the Army when serious 

issues arise. MFLCs do, however, provide tips to soldiers on emotional wellness, 

resiliency, how to cope with stress at work, making positive choices, and how to have 

positive relationships with the people they work for.  

 The MFLC program is a 24 hours and seven days a week connection to resources, 

information, and support to help soldiers and family members overcome challenges, 

reach goals, and excel. All military members and their families are eligible to utilize this 

DoD-funded program anytime, anywhere. Military OneSource (n.d.) offers a plethora of 

individual consultation and non-medical counseling in all aspects of the military, both 

work and home. Additional services offered by these programs include tax services, 

webinars and online training, spouse employment support, health and wellness coaching, 

deployment tools, family relocation, and much more. A brochure showing the MFLC 

program information is provided in Appendix D.  

MFLC can and does assist NCOs through one-on-one sessions to learn and 

adapt the skills they can use in counseling sessions to accurately manage situations 

they face with their soldiers. MFLC’s primary purpose is to help, support, and provide 

non-medical counseling services for service members and their families. MFLC provides 

briefings and counseling services to families of deployed soldiers, marriage counseling, 

or assistance in family relocation. In leader/subordinate situations, it is common for 

MFLC to address cases such as lack of communication, lack of NCO leader empathy, 
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inability to understand soldiers and their situations, and the lack of training on EI 

(Military One Source, n.d.). 

 Military OneSource (n.d.) reports that MFLC effectively manages and decreases 

conflicts in both work and daily routines. The confidential nature of the MFLC operation 

encourages service members and their families to seek help for any issues that may 

interfere with force retention, family stability, force readiness, health and wellness, and 

satisfaction. MLFC staff are trained to identify signs of emotional distress and also 

provide coping mechanisms to deal with stressors.   

 Army commanders have reported that having MFLCs readily available at their 

unit locations is highly recommended and beneficial in reducing the stigma associated 

with seeking help (U.S. Department of the Army, 2019). The MFLC program is working 

with Army leadership to gather recommendations from commanders on their perspective 

of the easy access to confidential help to decrease and ultimately eliminate the stigma of 

seeking help. Embedding and having MFLC services readily available in military units to 

offer on-the-spot counseling services is beneficial to both service members and the 

readiness of the organization. These on-the-spot counseling’s assist leaders to understand 

and relate to issues their soldiers are going through. A lot of the issues that arise are due 

to the lack of understanding and lack of leader empathy for the soldier’s situation. 

Leaders understanding soldiers and the emotions they are going through when dealing 

with a situation is truly important. With the lack of EI training in the Army (Waxler, 

2020), Army counselors often take on the role of support by being a neutral party, 

mitigating the situation, and striving for a unified approach to restore leader/subordinate 

relationships and build cohesive teams and assist leaders in not only focusing on the 
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mission but also paying attention to the health and welfare of their soldiers (Dos Santos, 

2022).  

 Since NCOs and other leaders are not trained in EI in the Army, the only Army 

staff that possesses backgrounds in EI skills in the Army are these MFLC staff. 

Counselors must at least hold a master's degree or higher to become an MLFC. The 

qualifications and skills required also include a unique understanding of military family 

issues. MFLC positions typically require a master’s degree in social work, behavioral 

health, social work, or a related field. Counselors must obtain an appropriate security 

clearance, marriage and family therapist (MFT), and must be licensed in both 

professional counseling (LPC) and as a clinical social worker (LCSW) (Military 

OneSource, n.d.). Some of the training counselors receive includes possessing a clinical 

military counselor certificate aimed at professionals who need further training in 

assessment, diagnosis, and other treatments. In addition to training, a graduate certificate 

in military resilience designed to equip counselors in assessing trauma (PTSD and 

emotional) and provide counselors with counseling and mental health support tools is 

commonly held by MFLC (Telehealth, 2022).  

Although EI courses are not specifically titled as such in any military counselors’ 

education and certification, MFLC counselors have the background training in their 

courses and skills as well as the issues they resolve, are frequently related to the EI 

domains of: (a) self-awareness, (b) self-management, (c) social awareness, and (d) 

relationship management. According to Telehealth (2022), clinical military counseling 

certificate programs have five training modules that offer comprehensive learning for 

military and family members. These five training modules are, in no particular order: (a) 
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military culture, (b) medical and psychosocial aspects and military families, (c) mental 

health and substance use disorders, (d) vocational rehabilitation and military transition, 

and (e) cultivating military resiliency of the mind, body, and spirit.  

Each state may have different university requirements for a counselor required to 

earn a master’s degree in counseling. Some counselors at the MFLC in Georgia have 

attended Pepperdine University to attain a master’s degree in counseling and their 

counseling credentials. Reviewing the Pepperdine University (2022a) social work 

requirements, as one university example, to become a licensed professional counselor, 

one must graduate with a master’s degree in clinical psychology and conduct fieldwork 

hours. Courses included in a clinical psychology degree include: (a) assessment of 

individuals, couples, and families; (b) theories of counseling and psychotherapy; (c) 

diagnosis and treatment of mental health disorders; (d) interpersonal skills; and (e) group 

therapy, and much more (Pepperdine University, 2022).  

According to the social worker license website, after a student completes their 

bachelor’s degree in social work, there are specific characteristics and skills a student 

develops which are expected to transition them over to the completion of their master’s 

degree in the social work program. These skills include: (a) active listening, (b) empathy, 

(c) cultural competence, (d) organizational development, (e) critical thinking, (f) 

patience, (g) advocacy, and (h) professional commitment (Pepperdine, 2022b). Table 1 

shows the four EI areas that compose EI characteristics and the course content areas, or 

similar courses, that counselors who receive master’s degrees in counseling in order to be 

qualified in a formal counselor role. The researcher identified this information by 

reviewing master’s in counseling courses.  
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Table 1 

Alignment of Military Counselors’ Certification/Master’s Degree with Emotional 

Intelligence Training 

 

Emotional Intelligence Training 

Military Counselors Courses Aligned with 

Emotional Intelligence Training 

Self-Awareness Individual counseling assessment protocols,  

   behavioral principles and theories of learning  

   resilience, reflection practices 

Self-Management Goal setting, behavior monitoring, risk  

   management, self-management, emotional  

   strength training 

Social Awareness Active listening, selective listening, social  

   awareness in the workplace, social skills  

Relationship Management Interpersonal skills 

Note. Adapted from “Online Master’s in Psychology Programs,” by Pepperdine Online 

Programs. https://onlinegrad.pepperdine.edu/psychology/ 

 

 MFLC counselors come with diverse skills and experience to help not only the 

soldiers they counsel but also NCOs in learning about how EI can assist them in being 

effective leaders who look out for not only the tactical training of the soldiers they are 

responsible for but also their mental health fitness.  

Theoretical Framework 

Emotional Intelligence Background 

 Izard explained (2013) humans experience and recognize emotions such as fear, 

surprise, anger, sadness, disgust, and happiness. Thorndike (1936), known for his 

intelligence (IQ) work, attempted to measure individual social intelligence as a 

component of one’s IQ (as cited in Korschinowski, 2018). Years later, in his research, he 

argued that social intelligence is key to a person's success in life (Goleman, 2006a). 

Decades later, with Gardner’s work in Frames of Mind (1983), he challenged 

Thorndike’s philosophy explaining that there are multiple intelligences beyond 

intellectual IQ. Gardner (2006) explained that an important ability to live an abundant life 
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is to have interpersonal intelligence - a skill to comprehend and understand one’s current 

emotions. Therefore, EI theories known today were influenced by the research works of 

Thorndike and Gardner. 

 Zirkel (2000), a researcher in EI, began by assessing and defining EI. Over time 

and more recently, scholars shifted their focus to the role emotions play and the 

importance of interpersonal behavior in effective leadership (Taylor-Clark, 2015). Mayer 

and Salovey (1997) are said to use the original term EI as a part of social intelligence 

research. Furthermore, while some researchers believe EI is a natural characteristic, 

others believe it can be learned and improved (Goleman, 2006c), unlike academic 

intelligence (Goleman, 1998). 

 Mayer and Salovey (1997) explained the concept that emotions, motivation, and 

cognition are necessary for mental operations in leadership. In their research in 1997, and 

later popularized by Daniel Goleman in the1990s, Mayer and Salovey described EI as the 

ability to comprehend and control one’s emotions and be able to control the emotions of 

others (Goleman, 2006a; Mayer & Salovey, 1997). Stripling (2019) summarized EI as the 

ability to acknowledge and decipher one’s emotions and recognize how they affect 

others. Stripling further mentioned it is important to express and control one’s emotions; 

however, it is even more important to know, recognize, understand, and respond to the 

emotions of others.  

Researchers provide examples such as the skill to understand when an 

acquaintance is feeling unhappy or woeful, and this is what EI relates to (Stripling, 2019). 

Table 2 identifies the three EI models, their definitions, and what each model has in 

common in terms of skills and with detailed examples. 
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EI has been taught in corporate, public/non-profit organizations, and education 

(Boivin, 2013; Neale et al., 2011). Additionally, a leader’s progress in EI development is 

thought of as critical to leadership amongst leadership and management researchers 

(Korschinowski, 2018). Researchers McEnrue and Groves (2006) argued that EI training 

effectiveness relies solely on receptiveness to feedback and confidence to work towards 

improving their EI. EI is crucial in leadership training to ensure decision effectiveness 

and build teamwork and cohesion.  

Table 2 

Three Models of Emotional Intelligence 

Note. Adapted from “Emotional Intelligence Model for Directors of Research Centers in 

Mexico,” by M. M. T. Flores and L. A. Rivas Tovar. estud.genenc [online], 2008, 24(106),13-30. 

http://www.scielo.org.co/scielo.php?pid=S0123-59232008000100001&script=sci_arttext  
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Goleman, Bradberry, and Greaves’s Theory 

 A well-known international psychologist and science journalist who capitalized 

on the EI work of Mayer and Salovey, researcher Daniel Goleman (2006) described EI as 

the ability to recognize, understand, and develop responses, feelings, and emotional 

awareness and the ability to influence emotions carefully to encourage intelligent and 

emotional progress. Travis and Greaves (2009) later defined EI as a person’s ability to 

accept and recognize emotions in self and others. Moreover, researchers believe a person 

with a high EI can predict and understand information collected to influence actions, 

interactions, and thinking (Bradberry & Greaves, 2009; Mayer & Salovey, 1990).  

 Goleman (1995) suggested in his bestselling book, Emotional Intelligence, that EI 

in the workplace is far more important now than prior research indicated since prior 

research was primarily based on linear and logical thinking (Niemeyer, 2021). Goleman 

indicated that 80% of a person's success comes from indicators other than their IQ. To 

better define and understand Goleman’s concept of EQ, he focused on four capabilities: 

(a) self-awareness, (b) self-management, (c) social awareness, and (d) relationship 

management (Goleman, 2006). Inspired by Goleman et al. (2009) assessed and divided 

the four components of EI into two categories. These two categories were comprised of 

self-awareness and self-management, personal competence, social awareness, and 

relationship management, which is also social competence. 

Figure 10 illustrates the four domains of EI identified by Bradberry and Greaves 

(2009), including: (a) self-awareness, (b) self-management, (c) social awareness, and (d) 

relationship management, which form the theoretical framework for this research. Self-

awareness is described by Goleman et al. (2013) as understanding and recognizing one’s 
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emotions and their impact. Goleman et al. described self-management as containing and 

keeping destructive emotions under control. Social awareness is illustrated as detecting 

and comprehending others’ emotions and being empathetic to their issues. Lastly, 

Goleman et al. explained relationship management as leading and influencing with a 

compelling vision.  

Figure 10 

Emotional Intelligence Categories and Four Aspects  

Note. Adapted from “Emotional Intelligence 2.0,” by T. Bradberry and J. Greaves, 2009. 

Talent Smart. 

Self-Awareness 

 Since the birth of EI, there have been many definitions of self-awareness. Self-

awareness, the first element in EI, is the ability to recognize an individual’s emotional 

state on different occasions (Bradberry & Greaves, 2009; Goleman, 1995). Self-

awareness is the ability to take control of one’s emotions and behaviors (Gill et al., 2015). 

Atwater and Yammarino (1992) summarized self-awareness as the skill possessed by an 

individual to assess and evaluate others’ behavior and emotions and incorporate these 

assessments into the self. Self-awareness is defined by Cherniss (2006) and Goleman 

(1995) as an in-depth understanding of an individual’s own motivation, strengths, and 
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flaws. Self-awareness is said to be a profound knowledge of one’s awareness of their 

impact on others. Atwater and Yammarino (1992) explained self-awareness is one’s 

ability to comprehend and reflect on self and relationships with others.  

 Sutton et al. (2015) illustrated the concept of self-awareness as people are aware 

of their personal state and their encounter or connection with others. This concept is the 

process where a person subconsciously compares themselves to others to an internal 

standard (Silva & Duval, 2001). Walton (2012) suggested that aspects like a person’s 

beliefs, background, values, and individual motivations play a critical role in how they 

respond to situations. Goleman (1998) also identified signs of having high self-

awareness, including those with the ability of self-confidence, to self-assess, and an 

extreme sense of humor. Bradberry and Greaves (2009) explained that leaders who are 

self-aware are in touch with how others make them feel. Bradberry and Greaves also 

suggested in order to use self-awareness, one must know and understand self-

management. Bradberry and Greaves provided numerous approaches to help facilitate 

self-awareness with a main strategy of devoting one’s personal time to understanding 

what emotion caused them to react. Therefore, having self-awareness will assist leaders 

in making better choices in managing their own behavior and relationships.  

Self-Management 

 Hardwired into people’s biology, emotions are regulated however long a person 

stays in an emotional state (Bradberry & Greaves, 2009; Goleman, 1995). When a person 

encounters an outburst, Walton (2012) summarized that a person can train themselves to 

regulate and self-manage the magnitude of their expression. Bradberry and Greaves 

(2009) explained self-management as an individual’s ability to become aware of their 
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emotional state and be flexible in regulating and directing positive behavior. According 

to Goleman (1998), the ability to have self-awareness helps people focus their emotions 

in helpful ways. Lambert (2018) explained positive interactions with others are critical in 

the management and maintaining control of an individual’s emotions and behaviors. 

Strategies that are effective for self-management include directing attention to being open 

rather than being limited, making rushed decisions without taking a moment to think 

decisions through, and creating an emotion-versus-reason list to compare. 

Social Awareness 

 Empathy, essential to social awareness, is explained by Roseberry (2018) as 

precisely sensing, understanding, and picking up on someone else’s emotional state and 

realizing what is really going on. Social awareness is the knowledge to accurately 

describe the emotional state of a person (Bradberry & Greaves, 2009; Goleman, 1995; 

Walton, 2012). Goleman et al. (2013) define social awareness as “sensing others’ 

emotions, understanding their perspective, and taking an active interest in their concerns” 

(p. 39). Furthermore, Bradberry and Greaves (2009) explained social awareness as the 

ability to correctly recognize displayed emotions in other people and understand their 

current state, which often means knowing what others feel and think. 

 Goleman et al. (2013) explained cognitive empathy provides us the power to 

understand others’ points of view, and considering their thoughts, helps people 

understand their way of thinking. Walton (2012) summarized that social awareness 

increases a person’s ability to recognize and understand others’ thoughts, feelings, and 

emotions. Haley (2020) explained that listening and observing are skills needed to 

connect with others in order to recognize their true in-the-moment emotions. Leaders 
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with high empathy skill sets tend to have high-performing employees because they can 

relate to and motivate them (Goleman, 2011). Goleman (1995) illustrated that people who 

are socially aware normally excel in the areas of negotiating solutions, organizing groups, 

personal connections, and social analysis. Social chameleons, as Goleman refers to them, 

are people with the aforementioned skills who often socialize in large groups, 

communicate greatly, and connect with no problem (Haley, 2020). Bradberry and 

Greaves (2009) indicate for people to be socially aware, they should effectively be 

present and live in the moment, greet and address people by their name, and observe 

others’ body language (Bradberry & Greaves, 2009). Goleman described socially aware 

individuals as possessing seven competencies (see Table 3). 

People who possess social awareness competencies can easily pick up on verbal 

and nonverbal clues to provide awareness of a situation (Bradberry & Greaves, 2009).  

Effective social awareness permits an individual to recognize the emotions in the 

situation without taking in the emotion and not permitting the interaction and situation to 

remain unchanged (Bradberry & Greaves, 2009). The consciousness of a person’s 

surroundings and others is critical to the safety and security of those in extremely 

emotional situations as it provides them time to take personal protective measures before 

they reach a serious and dangerous point (Urdang, 2010). 
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Table 3 

Seven Social Awareness Competences 

Note. Adapted from “Working with Emotional Intelligence,” by D. Goleman, 1998. 

Bantam Books.   

Relationship Management 

 Similar to self-awareness, social awareness is considered an introductory skill for 

relationship management. Relationship management is the capability to influence, 

inspire, initiate activities, and become a change agent to foster relationships and build 

positive relationships (Emmerling & Goleman, 2003; Goleman et al., 2013). Relationship 

management is best understood when an individual is proficient in the previous three 

components of EI. Bradberry and Greaves (2009) further explained relationship 

management is the most challenging skill to exercise in times of stress. Roseberry (2018) 
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explained relationship management demands time to truly adopt a genuine bond to 

understand and connect with others. Bradberry and Greaves explained disagreements at 

the workplace worsen when employees inadvertently avoid problems because they lack 

the skills to confront the other person in a constructive conversation. Bradberry and 

Greaves expressed to properly manage conflict and have a safe work environment, 

relationship management, along with the aforementioned EI components, must be present 

in the working environment. Roseberry summarized effective relationship management 

strategies are showing care for others, having an open-door policy, and being open and 

cognizant. 

 Relationship management provides influence, motivation, and the capability to 

help leaders improve conflict resolution strategies and EI (Lamber, 2018). Relationship 

management is having the time to connect with others in order to understand them. 

Bradberry and Greaves (2009) expressed that a huge contribution to conflicts festering at 

work is that employees lack the skills required to start direct and positive conversations. 

Relationship management is effective when using skills to prevent quarrels, such as 

empathy, having respect for one another, good communication, and creating a safe work 

environment (David, 2002). 

  De Loach (2018) explained no matter how proficient someone is in relationship 

management, misunderstandings, work problems, and ambiguities are issues people will 

deal with daily. Mastering relationship management skills can make issues less stressful 

(De Loach, 2018). Goleman et al. (2013) explained relationship management allows 

leaders to commit to a firm ambition to guide and inspire themselves and others. 
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Army Leadership and Emotional Intelligence 

 In Chapter I, the researcher examined six leadership styles that the Army utilizes 

in training its soldiers. These leadership styles included: 

• Transactional (Khan, 2016) 

• Directive (Hersey & Blanchard, 1969) 

• Situational (Northouse, 2016) 

• Participative (Savage, 2000) 

• Transactional (Kuhert & Lewis, 1987) 

• Transformative (Powe, 2020) 

 Chapter I discussed the role of five of these styles and the benefits leaders 

experience when they use these styles with their soldiers. For example, situational and 

participative leadership is commonly used by Army leaders when planning an exercise 

and requires peer and subordinate feedback for a better decision. Directive and 

transactional leadership is mainly used by Army leaders to explain and express their 

leadership philosophy and outline subordinate mission tasking. Lastly, Army leaders of 

all levels widely use transformative leadership to support, serve, and encourage their 

subordinates to excel in whatever they want to achieve. 

 However, in the 21st century, with new generations of soldiers who require 

opportunities for feedback in organizations, it is critical for the Army to develop leaders 

such as NCOs as transformational leaders who can motivate and provide purpose and 

direction for their soldiers. EI training can assist Army leaders in becoming 

transformational leaders because they will have the capability to understand their 
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soldiers, can empathize more effectively, and manage their relationships in a positive 

way.  

Assanova and McGuire (2009) reported studies indicating a justifiable EI 

connection as related to an individual’s leadership style, decision-making, motivation, 

job performance, and successful management. Assessing the productivity of emotions 

and identifying people’s needs in the workplace is a way to find the gap that connects to 

higher work performance and increased motivation (Reed, 2005). Bardach (2008) 

explained a leader with the ability to recognize the influences within him/herself and 

others more than likely experiences greater levels of success than those who lack in that 

area. A leader who has EI skills exhibits and demonstrates an attitude of service through 

devotion, respect, cultivating trust, and encouragement (Goleman et al., 2013). 

Currently, this type of EI training or education for NCOs is not being conducted.  

 Daniel Goleman (1995) illustrated that most leaders reach the top of an 

organization through intelligence, work, and other qualities and proficiencies (Dos 

Santos, 2022). However, many fall short when they reach command positions because the 

required intelligence quotient and EI may fall short of what is required in leadership 

responsibilities. Dos Santos (2022) asserted that Army leaders need to have integrity and 

self-awareness to stay dependable, reliable, and in sync. To be effective, Army leaders 

must also have a balance between attention to self and to others. Therefore, EI presents 

itself as one of the most crucial skill development areas for an Army leader.  

 The exercise of EI skills promotes and advances the growth of attributes and 

competencies that expands leaders’ authority and strengthens positive practices with their 

team (Dos Santos, 2022). Dos Santos (2022) explained through the exercise of EI, Army 
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leaders will grow in self-awareness, recognize, and understand their emotions, the impact 

of self-motivation for daily operations, and the importance of empathy and interpersonal 

relationships. By learning and adopting EI skills, leaders will understand how to 

positively deal with their feelings and the feelings of others, build teamwork and 

collaboration, and develop people skills. 

 While EI is a necessary skill for NCOs, there is also a recognition that there is an 

appropriate time for a leader to use EI skills versus tactical skills in the field. When 

tactical direction is necessary, soldiers need to follow orders without emotional 

reflection, such as when they are engaged in combat or in urgent missions. However, 

there is currently a gap in the training NCOs need in order to be effective as leaders. 

NCOs need training in both tactical and EI skills in order to navigate their changing 

responsibilities as leaders effectively. 
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CHAPTER III: METHODOLOGY  

Overview 

 This qualitative phenomenological study explored the perception of Army 

counselors in the MFLC program and their perceptions about the need for EI leadership 

training for Army NCOs in order for these officers to perform as effective decision-

makers in guiding soldiers under their command. Counselors in the MFLC program are 

trained in EI. They often provide counseling services for both officers and soldiers who 

come to them with emotional and professional issues that sometimes could be resolved 

by NCOs who supervise them if these officers possess EI skills. Since EI training is not 

currently included in the training Army leaders receive (Marsh, 2009), this study also 

describes the perceptions of these counselors about the benefits and challenges of 

implementing EI training in the Army for NCOs. Chapter III also explains the 

methodology and processes used to conduct this qualitative phenomenological research. 

It includes the purpose statement, research questions, research design, population, 

sample, instrument, data collection, data analysis, study limitations, and a summary of 

this information. 

Purpose Statement  

The purpose of this qualitative phenomenological study was to describe the 

perception of Army counselors in the Military Family and Life Counselor Program about 

the impact of emotional intelligence training on Army non-commissioned officers’ 

leadership decision-making effectiveness in their supervision of the soldiers they are 

responsible for. This study also researched the perception of these counselors about the 
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benefits and challenges of incorporating emotional intelligence leadership preparation 

with traditional Army training for non-commissioned officers.  

Research Questions 

This study was guided by the following research questions:  

1. How do Army civilian counselors in the Military Family and Life Counselor 

Program perceive that training in emotional intelligence will impact Army 

non-commissioned officers’ leadership decision-making effectiveness in their 

supervision of the soldiers they are responsible for? 

2. What benefits or challenges do Army counselors in the Military Family and 

Life Counselor Program perceive will emerge if emotional intelligence 

training is incorporated into existing Army non-commissioned officers’ 

leadership development training? 

Research Design 

 Creswell (2013) explained a phenomenological study depicts the significance of 

one’s lived experience of an idea or an occurrence. Patton (2015) further explained to 

truly understand and learn the true essence of their lived experiences, an in-depth 

interview is required. Hammersley and Atkinson (1995) describe qualitative study as the 

activities of collecting, analyzing, developing, and modifying data. They further 

expounded on a qualitative study as a research design that should be a spontaneous 

process functioning through several stages of a project (Hammersley & Atkinson, 1995). 

Qualitative researchers use open-ended questions to permit contributors to convey their 

views and ask questions to seek an understanding of the context or setting of the 

participants (Bickman & Rog, 2008). 
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 The goal of this study is to develop a description of Army counselors’ perception 

of the impact of EI training on Army NCOs’ decision-making effectiveness and the 

benefits or challenges to military culture. The researcher concluded that in order to 

describe the lived experiences and perceptions of counselors about EI training for Army 

NCOs, holding in-depth interviews using open-ended questions was the most appropriate 

data collection method.  

Target Population 

 The population in a research study is a sample drawn from a group and 

corresponds to particular criteria to which the outcomes can be generalized (Roberts, 

2010). In this phenomenological study, the researcher aimed to describe Army 

counselors’ perceptions regarding the impact of EI training on Army NCOs’ decision- 

making effectiveness and the benefits or challenges of implementing this training in 

military culture. There are 58 Army bases in the United States and approximately 260 

MFLCs in the United States that make up the population in this study. 

It was important for the researcher to understand the perceptions of Army 

counselors regarding the benefit of EI training for NCOs because since EI is not currently 

a leadership training endorsed by the Army for NCOs or other leaders, Army counselors 

were the only military-related personnel who had experience and skills working with 

soldiers on EI related issues. 

 There are 13 military bases in the state of Georgia. These bases are located in the 

following areas:  

• Albany 

• Augusta 
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• Columbus 

• Dahlonega 

• East Point 

• Forest Park 

• Hinesville 

• Houston 

• Kings Bay 

• Savannah 

• Two in Marietta 

• Valdosta 

 

Of the 13 locations, there are eight Army bases, three Air Force bases, one Navy base, 

and one Marine base. Of the 13 locations, there are approximately six MFLC programs 

which include approximately 30 counselors throughout the state of Georgia. The MFLC 

programs are identified in Figure 11 within the state of Georgia.  

Figure 11 

Georgia Military Bases 

Note. Adapted from “Georgia Military Bases,” by MilitaryBases.com [website].                                 

https://militarybases.com/georgia/ 
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Sampling Frame 

 McMillan and Schumacher (2010) described a sampling frame as a subgroup of 

the studied population. Creswell (2013) further explained that a sampling frame includes 

persons the researcher is able to identify that have common characteristics and provides 

significance to the study. Ishak and Bakar (2014) described the main purpose of sampling 

for a qualitative researcher is to gather specific data that can refine or further the 

researcher’s knowledge about the phenomenon under study.  

 The sample for this study was 15 Army counselor participants who were all 

employees of the Department of the U.S. Army and stationed on Army bases in the state 

of Georgia and who are a part of the MFLC organization that provides services for the 

Army. The researcher identified this sample in the state of Georgia, choosing to study a 

pool of 15 counselor participants working with the Army from Fort Stewart, Fort Gordon, 

and Fort Benning, Georgia. These 15 Army counselors worked for the MFLC 

organization and met the following criteria:  

• Two or more years as a counselor 

• A minimum of two years of experience at their current base 

• Trained or certified in EI/or received training in their education that aligned 

with the ability to understand EI skills 

• Recognition from peers or leaders as effective counselors for Army soldiers 

The researcher attempted to recruit approximately an equal amount of female and male 

participants as possible.  

 M. Patten (2014) explained the sample size quality impacts the quality of the 

inferences made from a sample to the population. McMillan and Schumacher (2010) 
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described the sample population as the cluster of participants the data is collected from. 

They further indicated that sampling in a qualitative study could range from one to 40 or 

more; however, researchers use between 10 to 26 participants in a given study. 

Additionally, Patton (2015) clarified that there are “no rules to sample size in qualitative 

studies” (p. 311). Patton further explained while quantitative research concentrates on 

larger sample sizes, qualitative studies are strategically selected and center on a smaller 

sample.  

 For the purpose of this qualitative phenomenological study on the impact of EI on 

Army NCOs’ decision-making effectiveness, 15 participants were included in the sample, 

as recommended by McMillan and Schumacher (2010) as an appropriate range for the 

sample size. The sample was drawn from three of the 13 bases, which included Fort 

Stewart/Hunter Army Airfield, Fort Benning, and Fort Gordon Army bases (see Figure 

12). 

Figure 12 

Population, Target Population, and Sample 
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Sampling Procedures  

Purposeful Sampling  

Purposeful sampling is a way to identify participants who the researcher believes 

will provide pertinent information about the study (Patton, 1990). Purposeful sampling 

requires access to important informants in the field who can assist in finding and 

recognizing information‐rich cases. In qualitative research, purposeful sampling is often 

used to specify rich data for the phenomenon of research (M. L. Patten, 2007) and 

permits researchers to recognize and classify components of the population linked to the 

topic of study (McMillan & Schumacher, 2010). The researcher contacted expert advisors 

who have the expertise as directors of MFLC at each of the three Army bases to identify 

potential counselors to participate in the research study. Expert advisors were also 

selected based on their valid credentials and vast knowledge and expertise in effective 

counseling strategies. Each director of each of the three Army bases nominated a 

maximum of five MFLC counselors, recognizing that the researcher preferred a balance 

of males and females who met the criteria to participate. A sample of 15 counselors 

working with the Department of the Army from Fort Stewart, Hunter Army Airfield, Fort 

Gordon, and Fort Benning, Georgia, who were selected by these experts who met the 

sampling frame criteria and were sent an email to invite them to participate in the study 

(see Appendix E).  

Convenience Sampling  

Convenience sampling is described by McMillan and Schumacher (2010) as 

selecting participants who are accessible and expedient. Convenience sampling was also 

utilized to gain the sample based on geographic locations and limit the sample to a certain 



77 

 

 

location. The researcher utilized this sampling method so the researcher, whose primary 

Army station is in Georgia, would offer the researcher maximum accessibility to the 

participants.  

 For the purpose of this study, MFLC participants were all employees of the U.S. 

Department of the Army in the state of Georgia. This sampling method was selected due 

to accessibility in geographic location but also the availability of participants virtually via 

Zoom to the researcher if the researcher could not conduct interviews in person.  

Instrumentation 

 The choice of selecting the perfect research instrument to obtain data that permits 

inquiry that leads to the construction of credible answers to research questions cannot be 

selected randomly. To collect the most accurate and quality data, the right instrument 

must be identified and used. Some available instruments to collect data for qualitative 

research are interviews, focus groups, field observations, and documentaries. Adossi 

(2020) explained that when a researcher utilizes the interview instrument, an interview 

guide must be established to cover the researcher’s plan of questions to ask to answer the 

topic covered.  

 The interview questions were developed from the literature and research about EI. 

The researcher identified the characteristics of EI as identified by Daniel Goleman in the 

four areas of the theoretical framework, which are: (a) self-awareness, (b) self-

management, (c) social awareness, and (d) relationship management and constructed 

interview questions that aligned with each of these areas, the study’s research questions 

and the theoretical framework (see Appendix F). The interview questions were then 

reviewed and verified by a UMass Global doctoral graduate with experience in the field 
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of qualitative research. The experienced doctoral graduate’s purpose was to make certain 

that the interview questions aligned with the research questions and the theoretical 

framework. After this review, the doctoral graduate provided feedback for the interview 

questions and protocol, and the researcher modified the questions and protocol 

accordingly before conducting the interviews. 

Researcher as Instrument of the Study  

Xu and Storr (2012) explain that learning the researcher’s role in generating and 

interpreting data plays a major role in understanding the complexity inherent in the 

research. They further explained the concept of researchers “as the primary instrument or 

medium through which the research is conducted” (Xu & Storr, 2012, p. 1). The 

researcher who conducted this study was the primary instrument in this qualitative 

research because the researcher created and developed interview questions (see Appendix 

G) to ask participants when the study began (Patton, 2015).  

Pezalla et al. (2012) explained the possibility of bias in qualitative data collection 

if the researcher is not careful of his or her unique characteristics or potential influence. 

For this study, the researcher is identified as a soldier stationed at Fort Stewart, Georgia, 

an NCO, and a careerist. The researcher has been in various leadership positions for 11 

years and currently serves as a senior enlisted advisor of a human resources company.  

This experience in the Army leadership role formed a possibility for bias and 

influence on perceptions for the findings of the study. All of these factors were identified 

that could lead to bias in the data collection process. The researcher was aware of the 

unique influence and biases that could potentially limit data collection and acknowledged 
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her biases to protect the integrity of the study, and sought to develop strict protocols in 

the interview processes in order to reduce potential bias. 

Interviews  

 In qualitative research, interviews are conducted and occur when researchers ask 

one or more participants general, open-ended questions (Patton, 2002). Creswell (2013) 

further explained the interviewer would record their answers and often use audiotapes to 

allow for more consistent transcription. McNamara (1999) illustrated that the use of 

interviews is to uncover the story behind a participant’s experience in pursuing in-depth 

information about the topic.  

The researcher began the interview process with open-ended questions to offer the 

opportunity for the interviewee to answer freely. Newcomer et al. (2015) explained semi-

structured interviews as a relaxed, engaging, in-person conversational interview setting 

that uses a mixture of closed and open-ended questions with follow-up questions. A semi-

structured open-ended interview setting was used to collect data. The semi-structured 

interview permitted the researcher to ask the participant to elaborate on the questions and 

to build a rapport with the participants. The researcher created interview questions that 

were investigative and exploratory, open-ended, and conversational. The semi-structured 

interview setting was used for all 15 participants, and the interview was anticipated to last 

no more than an hour.   

The interview protocol was comprised of an introduction to the purpose of the 

study and the interview process, consent information required in dissertation research 

(see Appendix H), and an opportunity for the participant to ask any questions before the 

interview.  
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Validity  

 Patino and Ferreira (2018) explained the legitimacy of a research study is how 

justly the results among the study contributors represent true findings among similar 

contributors outside the study. Assessed by interpretation or criteria, a study’s validity 

can be measured by content, predictable, creative, concurrent, or dissimilar measures of 

validity. Creswell (2013) clarified defining the goal, purpose, and objective of the study 

and synchronizing the assessment measures to the objectives can improve the validity of 

the study.  

There are many approaches qualitative researchers utilize to determine the 

validity of their study. It includes routinely recording data, member checking, participant 

assessment, peer debriefing, low-inference descriptors, and triangulation (Creswell, 2013; 

McMillan & Schumacher, 2010). Merriam and Tisdell (2016) mentioned the four 

methods to triangulate data are multiple sources of data, multiple investigators, multiple 

methods, and multiple theories to confirm developing findings.  

To ascertain the validity of this study, the researcher elicited the assistance of a 

counselor from the MFLC who was not included in the data analysis of this study to 

review the questions in the interview instrument and provide feedback as to the validity 

of the interview questions. Once this feedback was provided, the researcher revised the 

interview questions as appropriate to the feedback received.  

In addition, the researcher, with the permission of the research study participant, 

recorded each interview (see Appendix I). Each interview participant was provided a 

copy of the interview transcript, providing the opportunity for the participant to review 

and amend their transcript for accuracy. Providing the opportunity for participants to 
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review and modify transcripts for accuracy and validity allows data enhancement for the 

study (McMillan & Schumacher, 2010).  

Reliability 

 Golafshani (2003) described reliability as the constancy of outcomes over time 

and if the outcomes were a fitting representation of the total population. The researcher 

reviewed, compared, and maintained filed notes, transcripts, and recordings of 

interviews. The researcher developed a document to annotate data and keep track of the 

consistency of the experience of participants. Instruments in this study were precisely 

tested to improve reliability for consistency in results. The researcher used strict and 

consistent interview protocols with each participant. 

Pilot Test 

 For this study, the researcher identified an expert in the doctoral program familiar 

with interviewing protocols who had qualitative research experience. The researcher 

developed an opportunity for a pilot test of the interview protocol and questions with a 

counselor from the MFLC in the presence of an additional MFLC counselor who 

observed the pilot interview. Both of these participants, the interviewed counselor, and 

the observant counselor data, were not included in the analysis of data for this study. The 

pilot test was used in order to examine and refine the study’s instrument and to observe 

the protocols used by the researcher. During an interview session, the expert observed 

and provided interview feedback using the Interview Feedback Sheet (see Appendix J) to 

perfect the researcher’s interview skills. Any feedback the researcher received was 

utilized in perfecting the protocols of the interviewing process going forward with the 
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actual participants. By doing so, the pilot test minimized any errors that could jeopardize 

information retrieved in the actual study (Kimberlin & Winterstein, 2008).  

Data Collection  

  According to McMillan and Schumacher (2010), direct interaction is expected in 

a qualitative study with participants through the study of artifacts, interviews, and 

observations. Commonly used in qualitative research, semi-structured interviews consist 

of dialogue between the researcher and participants directed by an interview procedure of 

follow-up questions, inquiries, and remarks (DeJonchkheere & Vaughn, 2019). This 

process permits the researcher to delve into participants’ thoughts, feelings, and beliefs 

about a specific topic. 

Prior to the semi-structured interview, each participant received a notification 

email outlining the purpose, information, and consent confirmation (see Appendix K). 

Each participant also received a copy of the interview questions in the notification email. 

Interviews were conducted via Zoom. A Zoom login link, username, and password were 

also provided in the notification email. Participants who replied back in the consent form 

and agreed to participate in the study were sent a follow-up invitation email to participate 

in the study, a copy of the University of Massachusetts Global Bill of Rights (see 

Appendix L), the UMass Global IRB approval (see Appendix M), and flexible dates and 

time for the interview. Additionally, the researcher completed the necessary coursework 

and received the Human Subjects Research certification from the CITI Program (see 

Appendix N).  

 Each interview session was scheduled for 45 to 60 minutes and took place over 

the course of seven weeks. The researcher inquired of each participant if they would 
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agree to a recording of the interview, and each participant signed a form indicating that 

they agreed to be recorded. Once recorded, the researcher sent the participant a transcript 

of their interview, and each participant was given an opportunity to edit anything in the 

transcript they wished to change and to send those changes back to the researcher. Each 

interview was recorded and later transcribed without any names and affiliations to protect 

participant privacy. All files and records were password protected and saved to the Cloud 

and were kept for three years from the conclusion of the study and then permanently 

destroyed.  

Data Analysis 

 It is paramount in data analysis to make sense of the data collected in the study 

and make sound interpretations of the data (Roberts & Hyatt, 2019). McMillan and 

Schumacher (2010) explained data analysis as a systematic process to categorize, code, 

and interpret the data provided for a single occurrence. McMillan and Schumacher 

introduced the linear and iterative process as the steps to data collection. The steps 

include data organization, coding the data, creating categories, transcription, describing, 

and identifying patterns. The researcher followed the linear and iterative process to 

analyze the data of the study. The study was completed to provide measures taken by the 

researcher to analyze and organize the data (Creswell & Creswell, 2020; Patton, 2015). 

The researcher utilized the following steps to ensure the consistency of the study data 

analysis process: 

1. The researcher reviewed the edited transcripts from the interviews. 

2. The researcher prepared and scanned the interview responses to identify 

themes and patterns for the study. 
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3. The researcher conducted a final review and inspection of the data for any 

missed themes. 

4. The researcher identified themes and coded the data using NVivo software, 

and inspected for any duplicate themes. 

5. The researcher presented data to an expert with experience who also holds a  

doctorate degree in qualitative research, and this expert reviewed 10% of the 

data, and the themes to verify the data was coded accurately.  

6. The researcher organized and described established themes and identified the 

themes for the findings of the study. 

Triangulation of Data 

 According to Patton (1991), in qualitative research, triangulation of data is the use 

of several data sources to develop a complete understanding of a phenomenon. Patton 

(2015) further explained triangulation is crucial because it builds a stronger study by 

combining methods. The researcher triangulated the data to increase the constancy of this 

study. For this study, the researcher gathered and examined artifacts related to participant 

counselor training on EI, course descriptions that related to EI learning for the master’s 

degree or other counseling education, brochures, and artifacts or articles related to the 

need for EI in the Army training, i.e., suicide rates, PTSD percentage, etc.  

Triangulated data collected were coded separately, grouped into themes, and 

compared across all sources of data to identify the consistency of information under 

categories related to the research questions and theoretical framework. For any findings 

inconsistent with the results, the researcher provided sound and rational summaries for 

dissimilarities to increase the entire integrity of the study. 
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Intercoder Reliability 

 Lombard et al. (2004) explained intercoder reliability is when the exact coding of 

data collected is the result of measures taken by different individuals working 

independently. To ensure the validity and reliability of the data collected, an external 

scholar, a doctoral student familiar with qualitative research, double-coded 10% of the 

samples of data in the study.  

A dependable and suitable sample size is dependent on many components; 

however, according to Lombard et al. (2002), a commonly allowable sample size is at 

least 10% of the study. In this study, 10% of the data collected was shown to the external 

scholar to validate the themes and frequency counts of the data collected. Lombard et al. 

further explained the target best goal for the reliability and validity of all studies in data 

accuracy of themes in data coding is 90%, and 80% is considered an acceptable accuracy 

amount. Similarly, Creswell (2005) suggested an 80% agreement level is required when 

identifying themes from the coding process. Intercoder reliability in this study was no 

less than 80%.  

Limitations 

 Limitations are common in qualitative studies (McMillan & Schumacher, 2010).  

Roberts and Hyatt (2019) explain limitations are particular characteristics of a study that 

the researcher knows may affect the outcome or the researcher’s ability to generalize the 

results. Limitations can involve areas over which you have little or no control. Patton 

(2015) explained limitations identify possible weaknesses of a study. Limitations are 

constraints occurring in the study that could have a potential impact on the results of the 

study and are outside of the researcher’s control. Identifying full disclosure of the study 
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limitations is necessary to ensure transparency. This study was limited to the researcher 

interviewing military counselors in conducting this study, and no other Army personnel 

were interviewed as participants. Due to the limitations of personnel in the Army to only 

MFLC staff who met the requirements of the study, the study cannot be generalized to all 

military populations. 

Summary 

 Chapter III summarized the purpose statement, research questions, methodology, 

and procedures used for this study. Furthermore, this chapter also outlined the research 

design, population, sampling frame, sample, and sample selection process, data 

collection, and data analysis. The researcher also discussed and outlined measures taken 

to ensure the validity and reliability of the study. Chapter III closes with the limitations of 

this qualitative study and a summary of the chapter. The findings of the study are 

provided in Chapter IV, with recommendations for future research, study conclusions, 

and researcher reflection in Chapter V.  
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CHAPTER IV: RESEARCH, DATA COLLECTION, AND FINDINGS 

 Chapter IV explains the processes for this study, including the research, data 

collection, and findings. This chapter discusses the data collection from 15 interviews 

with MFLC in Georgia. The purpose statement and research questions are restated, 

followed by the methodology, and data collection information is then provided, as well as 

the population. A major portion of this chapter is dedicated to the presentation and 

analysis of data related to the perception of Army counselors on the impact of emotional 

intelligence training on Army NCO leadership decision-making effectiveness. This 

chapter concludes by summarizing the key components related to the study’s research, 

data collection, and findings.  

Purpose Statement  

The purpose of this qualitative phenomenological study was to describe the 

perception of Army counselors in the Military Family and Life Counselor Program about 

the impact of emotional intelligence training on Army non-commissioned officers’ 

leadership decision-making effectiveness in their supervision of the soldiers they are 

responsible for. This study also researched the perception of these counselors about the 

benefits and challenges in incorporating emotional intelligence leadership preparation 

with traditional Army training for non-commissioned officers.  

Research Questions 

This study was guided by the following research questions:  

1. How do Army civilian counselors in the Military Family and Life Counselor 

Program perceive that training in emotional intelligence will impact Army non-
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commissioned officers’ leadership decision-making effectiveness in their 

supervision of the soldiers they are responsible for? 

2. What benefits or challenges do Army counselors in the Military Family and 

Life Counselor Program perceive will emerge if emotional intelligence training 

is incorporated into existing Army non-commissioned officers’ leadership 

development training? 

Research Methods and Data Collection Procedures 

 The study design was a semi-structured open-ended interview process of a sample 

of counselors in the state of Georgia. The phenomenological study design allowed the 

researcher to explore the lived experiences and perceptions of counselors about EI 

training for Army NCOs. The primary data collection for this research study was the 

interview. According to Patton (2015), the commonality among the different 

phenomenological approaches is their emphasis on investigating how individuals and 

groups comprehend and convert their experiences into meaningful understanding.  

 The in-depth semi-structured interview was conducted via Zoom. Each participant 

was sent an invitation to participate, an interview script with interview questions, an 

Informed Consent Form, and a Participant’s Bill of Rights. All interviewees consented to 

be recorded during the interview, which was conducted through the Zoom platform with 

recording features. All interviews were conducted either before or after counselor work 

hours. After transcription, each participant received a copy of the transcript to verify its 

accuracy. Once the transcript was reviewed and approved by all participants, it was 

uploaded into NVIVO coding software and coded to identify themes. The study design 
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aimed to employ data triangulation and enhance the validity of the research (McMillan & 

Schumacher, 2010). 

 To ensure intercoder reliability, the researcher collaborated with a doctoral 

program graduate to code a small sample of the data (McMillian & Schumacher, 2010). 

In this study, 10% of the data collected was shown to the external scholar to validate 

themes and frequency counts of the data collected and address potential bias. Intercoder 

reliability in this study was no less than 80% and is within the acceptable range for 

intercoder reliability (Creswell, 2005).  

Population 

 The population in a research study was a sample drawn from a group and 

corresponds to particular criteria to which the outcomes can be generalized (Roberts, 

2010). In this phenomenological study, the researcher aimed to describe Army 

counselors’ perceptions regarding the impact of EI training on Army NCOs’ decision- 

making effectiveness and the benefits or challenges of implementing this training in 

military culture. There are 58 Army bases in the United States and approximately 260 

MFLCs in the United States that make up the population in this study. 

Target Population 

It was important for the researcher to understand the perceptions of Army 

counselors regarding the benefit of EI training for NCOs because EI is not currently a 

leadership training topic endorsed by the Army for NCOs or other leaders. As a result, 

Army counselors were the only known military-related personnel who had experience 

and skills working with soldiers on EI-related issues. 
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The target population was selected from the MFLCs in the state of Georgia. 

There are 13 military bases in the state of Georgia. These bases are located in:  

• Albany 

• Augusta 

• Columbus 

• Dahlonega 

• East Point 

• Forest Park 

• Hinesville 

• Houston 

• Kings Bay 

• Savannah 

• Two in Marietta 

• Valdosta 

 

Of the 13 locations, there are eight Army bases, three Air Force bases, one Navy base, 

and one Marine base. Of the 13 locations, there are approximately six MFLC programs 

which include approximately 30 counselors throughout the state of Georgia. 

Sample  

 The sample for this study was 15 Army counselor participants who were all 

employees of the Department of the United States Army and stationed on Army bases in 

the state of Georgia, and who are a part of the MFLC organization that provides services 

for the Army. The researcher identified this sample in the state of Georgia choosing to 

study a pool of 15 counselor participants working with the Army from Fort Stewart, Fort 
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Gordon, and Fort Benning, Georgia. These 15 Army counselors worked for the MFLC 

organization and met the following criteria:  

• Two or more years as a counselor 

• A minimum of two years of experience at their current base 

• Trained or certified in EI/or received training in their education that aligned 

with the ability to understand EI skills 

• Recognition from peers or leaders as effective counselors for Army soldiers 

The researcher attempted to recruit approximately an equal amount of female and male 

participants as possible.   

 For the purpose of this qualitative phenomenological study on the impact of EI on 

Army NCOs’ decision-making effectiveness, 15 participants were included in the sample, 

as recommended by McMillan and Schumacher (2010) as an appropriate range for the 

sample size. The sample was drawn from three of the 13 bases which included Fort 

Stewart/Hunter Army Airfield, Fort Benning, and Fort Gordon Army bases. Each 

participant fulfilled the criteria in the sample characteristics, as highlighted in Table 4. 
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Table 4 

 Participants’ Eligibility Criteria  

Note. EI = Emotional Intelligence; F = Female; M = Male. 

Presentation and Analysis of Data 

 Qualitative research methods were used in order to answer the two research 

questions, including 15 hours of interviews and a total of 20 hours of transcribing 

records, coding data, and grouping into themes. To initiate the analysis, the researcher 

read through each participant’s transcript to identify potential themes. After uploading the 

transcripts into NVIVO, each line was coded, resulting in 32 initial themes. The data was 

then reviewed, and five major themes for Research Question 1 and six major themes for 

Research Question 2 emerged. All themes were identified by examining the frequency of 

50 or more common thematic responses in the coding stage of the data analysis.  

Participant/ 

Sex 

Two or 

More Years 

as a 

Counselor 

Minimum of 

two Years of 

Experience at 

Their Current 

Base 

Trained or 

Certified in EI 

or Received 

Training 

Recognition From 

Peers or Leaders  

as Effective 

Counselors 

1/ F 7 4 Y Y 

2/ F 9 4 Y Y 

3/F 10 2 Y Y 

4/M 12 3 Y Y 

5/M 10 5 Y Y 

6/F 8 7 Y Y 

7/F 6 5 Y Y 

8/F 4 5 Y Y 

9/F 5 2 Y Y 

10/M 4 3 Y Y 

11/M 3 4 Y Y 

12/M 6 3 Y Y 

13/F 10 6 Y Y 

14/M 7 4 Y Y 

15/M 5 5 Y Y 
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Research Question 1 

 Research Question 1 asked: How do Army civilian counselors in the Military 

Family and Life Counselor Program perceive that training in emotional intelligence will 

impact Army non-commissioned officers’ leadership decision-making effectiveness in 

their supervision of the soldiers they are responsible for? 

 The themes identified include: (a) communication, (b) conflict resolution, (c) 

teamwork and unit cohesion, (d) fostering trust and loyalty, and (e) establishing a strong 

connection. In their responses, counselors highlighted that EI training enhances NCOs’ 

communication skills and enables clearer and more empathic exchanges with soldiers. 

They also mentioned that EI equips NCOs with conflict resolution strategies to 

effectively address and resolve conflicts within their units, promoting teamwork and 

cohesion. Moreover, counselors shared that they believed that EI training inspires and 

motivates NCOs, thereby fostering trust and loyalty among soldiers and builds a strong 

connection within the unit. The counselors consistently emphasized the importance of 

connectedness in leadership, acknowledging EI as a key factor in understanding and 

supporting soldiers. Thus, the counselors' perspectives aligned with the data collected 

from the research question, illustrating their perception of the positive impact of EI 

training on NCO leadership decision-making effectiveness and soldier supervision. 

Communication  

The most referenced statement by study participants was communication, with a 

frequency of 65 responses. Counselors highlighted that EI training enhances NCOs’ 

communication skills, enabling clearer and more empathic exchanges with soldier 

participants. Effectively communicating enables NCOs to understand, adapt their 
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communication styles, and strengthen communication with the soldiers they supervise 

(VanSciver, 2017). All 15 participants shared the following comments on how EI can 

improve communication between NCOs and the soldiers they are in charge of.   

Participant 3 stated, “Communication is extremely important in relationships 

especially building relationships in the workplace. It is healthy, and it definitely helps 

when a leader wants to understand those they lead.” 

 Participant 11 stated,  

Open and especially effective communication is absolutely important when 

building strong relationships and fostering emotional intelligence among Army 

folks. It allows for the expression of emotions, the sharing of thoughts and 

concerns, and the development of trust and mutual understanding within the unit. 

Self-development and self-awareness are important key components in ensuring 

effective communication as an emotionally intelligent leader (Sewell, 2009). As 

Participant 2 put it, “Communication serves as the vehicle for developing self-awareness 

and empathy, which are crucial components of emotional intelligence.” Through effective 

communication, Army personnel can better understand their own emotions and those of 

their fellow soldiers, leading to more informed and compassionate decision-making 

(Archambault, 2018). That also allows individuals to maneuver conflicts, build positive 

relationships with each other, and promote a supportive squad or platoon climate, all of 

which contribute to the overall emotional well-being and cohesion of the company. 

 Participant 8 indicated that adapting communication styles is critical for an 

effective leader to understand diversity, flexibility, and communication preference by 

stating: “Adapting communication styles is a fundamental aspect of emotional 
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intelligence for Army personnel. Effective leaders understand that different individuals 

have diverse communication preferences and needs.” By flexibly adjusting their 

communication approach, whether it is being more direct or indirect, assertive or 

empathetic, NCOs can establish better connections with their subordinates which allows 

for improved understanding and promotes effective teamwork (Fritzsching, 2019). 

Conflict Resolution  

Alongside communication, conflict resolution was referenced by 13 of 15  

participants with a frequency of 56 responses. Participants mentioned that EI equips 

NCOs with conflict resolution strategies to effectively address and resolve conflicts 

within their units, promoting teamwork and cohesion. The participants indicated that EI 

could help NCOs navigate challenges, resolve conflict in a constructive manner and solve 

challenging problems.  

Participant 5 stated,  

The military, especially NCOs, are all about solving problems. It is ingrained in 

their training to come up with solutions; that is just how disciplined they are. You 

know, as a leader, it’s either you figure it out, or others will figure it out for you.  

 Another participant added that navigating through challenges for a solution is 

critical in EI for Army NCOs. This participant believes that NCOs possess strong conflict 

resolution skills, they can navigate challenging situations with composure and empathy, 

and they promote a positive and cooperative work environment. Participant 5 further 

stated, “I can say that leaders are more effective when they understand the emotions and 

perspectives of their soldiers. It facilitates constructive dialogue and mutually beneficial 

solutions and improves their soldier’s morale and team cohesion.” 
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 Of the 13 participants that mentioned conflict resolution, 11 participants 

emphasized the importance of NCOs collaborating with their soldiers when making a 

final decision. Participant 1 stated, “Collaboration and idea-sharing among NCOs and 

their soldiers are essential for effective decision-making and solving problems.” By 

actively involving soldiers in the decision-making process and encouraging them to share 

their ideas and perspectives, NCOs create an environment of inclusivity and mutual 

respect (Sewell, 2009). NCOs using the collaborative approach not only enhance the 

quality of the final solution but also promote ownership and commitment among soldiers.  

Teamwork and Unit Cohesiveness  

Throughout the interviews, when asked about the effect of EI on NCO leadership 

decision-making effectiveness, there were many interpretations of the effects from the 

participants. A total of 13 participants with a frequency of 52 responses mentioned the 

effects of EI training would result in better team cohesion, unity, and teamwork in small 

groups such as squads or platoons.  

Participant 3 stated:  

Emotional intelligence is necessary in today’s Army. It is a result of soldiers 

being understood, heard, and also feel appreciated regardless of their flaws. Of 

course, soldiers make mistakes, but in most of the cases, soldiers are more 

appreciative when their NCOs genuinely hear their concerns. It is probably the 

driving force of unit cohesion and teamwork.  

 The ability of leaders to build teams and foster unity among members is a crucial 

factor in achieving success (Young, 2013). Teamwork and unit cohesion are crucial to 

NCO leader development in the context of EI because these structures foster a 
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collaborative environment where trust, communication, and support thrive. NCOs with 

high EI can effectively navigate interpersonal dynamics, understand, address the needs of 

their team members, and create a sense of unity that enhances overall mission success 

and soldier well-being. 

 Another participant mentioned that the result of having EI leaders allows for more 

objective and rational decision-making. Furthermore, this participant added the effects of 

being considerate of others and their feelings could result in decisions that promote unity, 

team building, and a positive and supportive work environment.  

 Some responses from participants regarding the effects of EI as it relates to 

teamwork and unit cohesion are as follows.  

 Participant 12 shared, “Emotional intelligence plays a significant role in NCO 

leadership decision-making, particularly when it comes to teamwork and unit cohesion.” 

NCOs or army leaders, as a whole, with high EI are better equipped to understand the 

emotions and needs of their soldiers (Archambault, 2018). This understanding allows 

them to make decisions that consider the well-being and dynamics of the entire unit, 

fostering a sense of teamwork and collaboration. 

 Participant 13 affirmed, “The impact of emotional intelligence on NCO leadership 

decision-making is huge. When NCOs have emotional intelligence skills, they are more 

adept at recognizing and managing everyone’s emotions, and they are very considerate as 

well.” NCOs will create a cohesive and supportive environment that encourages open 

dialogue and a supportive work environment (Esimai, 2018). 

 Participant 5 added, “Oh, a huge effect on their decision-making. NCOs have an 

extraordinarily strong influence on soldiers. When NCOs demonstrate emotional 
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intelligence in their decision-making, it will positively influence teamwork and unit 

cohesion.” If NCOs have EI skills, it promotes effective exchange and understanding of 

soldier problems and could contribute to a cohesive unit where soldiers feel valued, 

supported, and motivated to work together toward mission accomplishment (Chang, 

2022). 

 Foster Trust and Loyalty  

When asked about the specific impacts EI has on Army culture and NCO leader 

development, Participant 4 responded immediately with “Trust and respect,” and 

Participant 8 responded with “Trust, first and foremost.” Of the 15 participants, 11 

participants, with a frequency of 50 responses, shared emotionally intelligent NCOs or 

Army leaders fostering trust and loyalty in their units and the soldiers they lead. Eleven 

participants expressed trust goes beyond being EI; it is the connection through 

communication and truly understanding the soldiers. Participant 9 shared the influence 

NCOs have on the soldiers they lead is enormous. Participant 9 further stated,  

The influence Army NCOs have on soldiers is huge, and it is evident in the 

development of trust and loyalty among soldiers. The skills they possess, if they 

are emotionally intelligent, could establish strong connections with their 

subordinates, creating an environment where open and honest communication 

thrives.  

Participant 2 indicated, “By being an active listener and understanding, NCOs are 

building trust with their soldiers, which in turn enhances loyalty and commitment among 

the team.” 
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 Another participant shared that the EI impact on the Army as a whole is vital. It is 

important, and better yet, so important in shaping the culture of the Army (Holmberg et 

al., 2019). Participant 10 stated,  

Of course, emotional intelligence is not an easy topic, and some say it is a ‘soft 

skill,’ to each its own. Some may view EI as that, but for people like business 

owners, [and] CEOs that truly know and exercise emotionally intelligent leader 

skills, you can see the vast difference in their leadership style and the trust they 

have from their teams. 

Strong Connection  

Eleven of the 15 participants shared their experiences with a frequency of 50 

responses with counseling sessions resulted in building a strong connection between 

NCO and soldier. Understanding and recognizing each other’s emotions allows each 

other to have empathy for one another and demonstrates a connection (Goleman, 2006c). 

Participant 1 participant stated, “Emotional intelligence allows individuals to connect 

with others, demonstrating an understanding of their emotions and perspectives.” 

 When asked about the importance of EI skills for Army NCOs, Participant 9 

responded, “Emotional intelligence enables individuals to effectively communicate their 

own emotions and needs, leading to be more authentic and demonstrating genuine 

interactions. It promotes active listening, being receptive, and understanding, which are 

essential components of forming strong connections with others.” 

Participant 4 participant shared, 

You know this kind of relationship is intertwined, being emotionally intelligent 

and strong connection. It’s being effective in communicating, being clear and 
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concise, all while understanding, being compassionate, being willing…. All of 

that builds a space of trust which influences and strengthens connections. 

Participant 3 said, “Emotional intelligence plays an important role in developing a strong 

connection between NCOs and soldiers. You know, emotional awareness and 

responsiveness build a deep sense of connection and rapport.”  

Lastly, Participant 7 stated, 

 The connection between NCOs and soldiers is strengthened when NCOs

 demonstrate emotional intelligence. That is important. It is not common to

 automatically have a strong relationship with someone, especially between an 

 NCO and a soldier. But you know, soldiers appreciate NCOs who understand

 what they are going through and provide support, that in turn, creates a strong

 connection based on shared emotions, trust, and mutual care.  

 NCOs who build a strong connection with their soldiers foster open 

communication, trust, and understanding. NCOs who prioritize this connection make 

more informed decisions, considering the individual needs and perspectives of their 

soldiers, leading to more effective and impactful leadership in decision-making processes 

(Hollis & Yancy-Tooks, 2021). 

 Table 5 presents the themes and frequency of responses for Research Question 1. 

Table 5  

Research Question 1: Major Themes with 50 or More Frequency of Responses 

Theme Frequency of Responses 

Communication 65 

Conflict Resolution 56 

Teamwork and Unit Cohesive 52 

Foster Trust and Loyalty 50 

Strong Connection 50 

Note. Data is sorted in descending order by Frequency of Responses. 
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Research Question 2 

Research Question 2 asked: What benefits or challenges do Army counselors in 

the Military Family and Life Counselor Program perceive will emerge if emotional 

intelligence training is incorporated into existing Army non-commissioned officers’ 

leadership development training? 

 The themes identified include: (a) increased self-awareness, (b) enhanced 

communication and interpersonal skills, (c) relationship building, (d) resistance or 

skepticism, (e) vulnerability, (f) overcoming cultural barriers, and (g) time constraints 

align closely with Research Question 2. All participants highlighted the benefits of 

incorporating EI training in existing Army NCO leader development training outweigh 

the challenges. However, 12 participants indicated the evaluation of benefits and 

challenges should include considering the impact on NCOs' performance, soldier well-

being, and overall mission effectiveness. It is crucial to weigh these factors carefully to 

determine if the benefits outweigh the challenges and if the implementation of EI training 

aligns with the specific goals and priorities of the NCO leader development program and 

unit mission.  

Benefits 

Increased Self-Awareness. Twelve participants, with a frequency of 70 

responses, indicated that EI training significantly contributes to the cultivation of self-

awareness among NCOs (Horval, 2020). Training NCOs with different EI competencies 

will help NCOs gain a deeper understanding of their own emotions, motivations, 

strengths, and limitations (Esimai, 2018). NCOs develop the ability to recognize and 
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regulate their emotional responses in diverse situations. As a result, NCOs become more 

attuned to their own behaviors, decision-making processes, and their impact on others. 

 Participant 7 highlighted a foreseeable positive outcome of increased self-

awareness from incorporating EI training in existing leader development training. This 

participant indicated that if NCOs are taught EI skills, they will be more self-aware and 

more conscious of their communication and leadership styles and leadership strengths. 

They will be able to identify their areas for growth and seek opportunities for self-

improvement and professional development (Emmerling & Goleman, 2003).  

Participant 13 added, “A benefit is self-awareness which allows NCOs to adapt 

their leadership approaches, leveraging their strengths while addressing any potential 

weaknesses, ultimately enhancing their effectiveness as leaders.” 

 Participant 15 indicated that if EI training is provided to NCOs, “their self-

awareness is heightened, and they will be better equipped to understand and manage the 

impact of their emotions on their decision-making processes.” This participant further 

elaborated, “NCOs will be more likely to approach complex situations with a level-

headed perspective and make sound judgments” (Participant 15). If EI training is 

provided, it will increase self-awareness and self-regulation among NCOs which leads to 

improved emotional management and decision-making skill (Esimai, 2018). 

Enhanced Communication and Interpersonal Skills. Eleven of 15 participants 

with a frequency of 68 responses affirmed that EI training significantly contributes to 

enhanced communication and interpersonal skills among NCOs. The development of EI 

enhances personal skills such as self-regulation and adaptability, enabling NCOs to 

navigate high-stress situations, make informed decisions, and lead with composure 
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(Esimai, 2018). Participant 9 stated, “Emotional intelligence training contributes to the 

development of interpersonal skills. EI skills would help NCOs establish a supportive and 

inclusive environment, strengthen relationships with their soldiers, and create a cohesive 

and high-performing team.” 

 Participant 10 indicated that improved communication skills are definitely a 

benefit of EI training, not only being a good listener but as a good communicator. 

Participant 1 shared, “Communication is critical in military operation; it is even more 

critical between soldiers.” The participant eluded on the criticality of communication 

between soldiers during military operations should be the same when communicating for 

soldier welfare. Twelve participants indicated communication is vital for effective 

leadership, and EI training equips NCOs with the skills to enhance their communication 

strategies, fostering clearer and sound exchanges with their soldiers.  

Relationship Building. Thirteen of 15 participants with a frequency of 66 

responses shared that one significant outcome of incorporating EI in Army NCO leader 

development training is relationship building. Participants described how EI training 

plays a huge role in NCO and soldier relationship building. One participant shared that if 

a soldier shares with their NCO something they are going through, it is important that the 

NCO considers the soldier’s issue when assigning tasks. Taking their issues into 

consideration helps with building meaningful relationships (Mascia, 2020).  

 Participant 7 added that EI training benefits relationships in the workplace 

immensely. Participant 7 further stated, “They get to teach each other through 

communication, manage their issues, and promote teamwork; all of these components 

build a strong working relationship.”  “It’s a good feeling if you have a good relationship 
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with your team,” said Participant 3. It helps individuals establish trust, handle conflicts 

constructively, and navigate interpersonal dynamics effectively (Post, 2018). By 

understanding and responding to the emotions of others, individuals can forge deeper 

connections, collaborate more effectively, and foster a positive and supportive 

environment. 

 Strong relationship-building skills lead to enhanced mission success (Roberts, 

2010). Training NCOs in EI could better equip them to inspire and motivate their 

soldiers, so they can create a supportive and inclusive culture and effectively lead their 

units toward mission accomplishment.  

Challenges 

Resistance or Skepticism. The most mentioned challenge that all 15 participants 

highlighted with 66 responses was resistance or skepticism of implementing emotional 

intelligence training in NCO leader development. To highlight, Participant 4 stated, “It’s 

the culture, the traditional mindset. This military culture is all about toughness, discipline, 

and task-oriented focus. That mindset of being tough and ‘hooah,’ creates resistance to 

the concept of emotional intelligence.” Some NCOs may perceive EI training as too 

"soft" or irrelevant to their primary responsibilities. Those excuses lead to skepticism and 

resistance to change (Horval, 2021).  

Vulnerability. Twelve of 15 participants with 57 responses implied the fear of 

vulnerability. NCOs might see EI as training that encourages self-reflection and exploring 

one's emotions, and some NCOs may be hesitant to embrace vulnerability or express 

emotions in a context where strength and resilience are highly valued (Norrie & Wharton, 

2022). So fear of vulnerability can lead to resistance and skepticism toward the training. 
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 Moreover, participants indicated many NCOs might perceive EI as a form of 

training in that they would have to share and talk about their emotions. NCOs may see it 

as challenging for individuals operating within a context where strength and resilience are 

highly esteemed (Norrie & Wharton, 2022). This apprehension towards vulnerability can 

give rise to resistance and skepticism towards the training, hindering its adoption and 

potential benefits. 

 Furthermore, this resistance to embracing vulnerability is not only limited to 

individual NCOs but can also be ingrained within the broader organizational culture. In 

hierarchical military structures, the expectation to display unwavering strength and 

control can create a culture that discourages emotional expression and vulnerability 

(Yukl, 2012). Consequently, the fear of vulnerability becomes reinforced and perpetuated 

within the NCO community, further impeding the integration of EI training as a vital 

component of NCO leadership development. 

Overcoming Cultural Barriers. Thirteen of 15 participants with a frequency of 

54 responses expressed the long-standing mental toughness norm of the military as a 

“tough one” to break. Thirteen participants shared the military has a distinct culture with 

its own set of values, norms, and expectations. The Army is a hierarchy, discipline, and 

adherence to established protocols (Scott & Michell, 2022). Participant 3 shared, “The 

image of EI training may conflict with Army culture; therefore, introducing EI training 

may be seen as a departure from traditional military practices, leading to resistance and a 

clash with existing cultural norms.”  

 Participant 10 recalled when she introduced EI to an NCO, and the NCO stated, 

“Emotions. That’s weak.” The perceived conflict with toughness in the military culture 
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places a premium on strength, resilience, and toughness. Participant 15 indicated, “There 

is perception that emotional intelligence, with its focus on emotions, empathy, and self-

awareness, conflicts with the image of toughness and can be perceived as a sign of 

weakness.” 

Time Constraints. Of the 15 participants, 13 mentioned time constraints with a 

frequency of 53 responses as a challenge to implementing EI training in NCO leader 

development training. Participant 13 shared that NCOs are already engaged in demanding 

training and operational activities, and they may see additional EI training as time-

consuming and not directly contributing to their immediate mission readiness (Luca & 

Tarricone, 2001). With that mindset, it could create resistance and reluctance to engage in 

the training.  

 Participant 7 stated, “NCOs may say they’re busy, and they would rather spend 

time on perfecting their tactical skills than talking about feelings.” Participants expressed 

NCOs may have the perception of EI training as time-consuming and potentially shifting 

their focus from “actual work,” therefore creating resistance and reluctance among NCOs 

to fully engage in EI training. The perceived trade-off between investing time in 

developing emotional intelligence skills and maintaining operational readiness further 

contributes to the challenges of integrating EI training into the already demanding 

schedules of NCOs. 

 Table 6 displays the theme and the frequency of responses for Research Question 

2. 
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Table 6  

Research Question 2: Major Themes With 50 or More Frequency of Responses 

Theme Frequency of Responses 

Increased Self-Awareness 70 

Enhanced Communication and Interpersonal Skills 68 

Relationship Building 66 

Resistance or Skepticism  66 

Vulnerability 

Overcoming Cultural Barriers 

Time Constraints 

57 

54 

53 

Note. Data sorted in descending order by Frequency of Responses. 

Triangulation of Data - Artifacts 

 To enhance the strength of the study, the researcher employed a triangulation 

approach to validate the responses pertaining to the research questions. In this regard, a 

total of 12 artifacts were collected (Patton, 2015). These artifacts, comprising both 

internal and external sources, were carefully chosen to align with the components of 

emotional intelligence within the research's theoretical framework. Internal artifacts, such 

as the MFLC handbook and MFLC brochure, were included, alongside external artifacts 

like: 

• Communication Skills training 

• Risk Management 

• Comprehensive Training – Leadership 

• Goal Setting training 

• Interpersonal Skills 

• Conflict Management  

• CSF2 – Counseling 

• Social Awareness Training 
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• Power of Communication 

• Master Resilience Training  

By systematically comparing and examining all the collected artifacts, the researcher 

sought to identify consistencies of information across categories relevant to the research 

topic, the criteria for EI training among research participants, research questions, and the 

underlying theoretical framework. Table 7 presents a comprehensive display of the 

artifacts organized according to the alignment of EI training and counselor training. 

Table 7  

Artifacts: Emotional Intelligence Training/Military and Family Life Counseling 

Certification 

 

Emotional Intelligence Training 

Military Counselors Certification Aligned with 

Emotional Intelligence Training 

Self-Awareness CSF2 Training- Counseling, Conflict Management 

Self-Management Goal setting; Risk Management 

 

Social Awareness Master Resilience Training, Social Awareness 

Training, Communication Skills Training, 

Interpersonal Skills training 

 

Relationship Management Power of Communication, Comprehensive 

Training- Leadership, Interpersonal Skills training 

Note. CSF2 = Comprehensive Soldier and Family Fitness Manual. 

Summary 

 In this chapter, the researcher explained the purpose statement and research 

questions of this study as well as the study methodology. Furthermore, the chapter 

described the data that was collected to describe the perception of Army counselors on 

the impact of EI training on Army NCO leadership decision-making effectiveness.  
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 Chapter V discusses the major findings. Additionally, the chapter discusses the 

conclusions, implications for action, and recommendations for further research. Chapter 

V closes with concluding remarks and the researcher’s reflection. 
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CHAPTER V: FINDINGS, CONCLUSIONS, IMPLICATIONS AND RECOMMENDATIONS 

Summary 

 This chapter provides a summary of the research study about the perception of 

Army counselors on the impact of EI training on Army NCO leadership decision-making 

effectiveness as well as the benefits and challenges in incorporating EI leadership 

preparation with traditional Army training for NCOs and associates the reported data 

from Chapter IV to the related literature. A synopsis of the major findings and prevalent 

themes is analyzed by the research question. A discussion of the surprising findings is 

also addressed, followed by conclusions that were drawn based on the literature related to 

the major findings, which will provide an understanding from the researcher’s 

perspective. Implications for actions suggest measures Army leaders should take to 

implement EI training within the Army leader development training. This chapter 

contains recommendations for further research and concludes with remarks and 

reflections.    

This study explored and described the perception of Army counselors on the 

impact of EI training on Army NCO leadership decision-making effectiveness as well as 

the benefits and challenges in incorporating EI leadership preparation with traditional 

Army training for NCOs. To gather this information, the following research questions 

guided this study: 

1. How do Army civilian counselors in the Military Family and Life Counselor 

Program perceive that training in emotional intelligence will impact Army 

non-commissioned officers’ leadership decision-making effectiveness in their 

supervision of the soldiers they are responsible for? 
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2. What benefits or challenges do Army counselors in the Military Family and 

Life Counselor Program perceive will emerge if emotional intelligence 

training is incorporated into existing Army non-commissioned officers’ 

leadership development training?  

Major Findings 

Research Question 1 

Research Question 1 asked: How do Army civilian counselors in the Military 

Family and Life Counselor Program perceive that training in emotional intelligence will 

impact Army non-commissioned officers’ leadership decision-making effectiveness in 

their supervision of the soldiers they are responsible for?  

Major Finding 1  

Decision-Making Effectiveness. All 15 MFLC participants agreed on the 

positive impact EI training could have on NCO leadership decision-making effectiveness 

with the soldiers they are responsible for. Eight participants indicated by enhancing their 

EI skills, NCOs would be better equipped to understand and manage their own emotions, 

as well as recognize and address the emotions of their subordinates. Although the other 

seven participants did not share their sentiments, it is possible that they did not disagree; 

they simply did not voice their opinion. This increased emotional awareness would 

enable NCOs to make more informed decisions that align with their soldiers' needs and 

well-being (Esimai, 2018). Consequently, it would also improve decision-making 

effectiveness, positively influencing the overall morale, motivation, and performance of 
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the soldiers under their leadership and foster a more supportive and productive 

environment. 

Major Finding 2 

Increased Self-Awareness. Twelve of 15 participants agreed one of the impacts 

of EI training in NCO leader development training is increased self-awareness of the 

NCO. Increased self-awareness emerged as a major finding of the participant’s 

perceptions, and it aligned with one of the four components of the EI model (Bradberry & 

Greaves, 2009; Mayer & Salovey, 1990). The participants inferred that EI training could 

enhance NCOs' ability to recognize and understand their own emotions, strengths, and 

weaknesses. Findings from the literature review acknowledge that self-awareness is 

understanding and knowing one's emotions and their impact (Goleman et al., 2013). 

Participant 8 shared  

With improved self-awareness, NCOs become more attuned to their emotional 

states and how those emotions may influence their decision-making. They gain a 

better understanding of their personal values, motivations, and biases, which 

allows them to make more informed choices aligned with their authentic selves.  

 Nine participants indicated when NCOs are self-aware, they can recognize when 

their emotions may be clouding their judgment or influencing their decisions. They 

become better equipped to regulate their emotions, and this prevents them from 

negatively impacting their decision-making process. By being aware of their strengths 

and weaknesses, NCOs can leverage their strengths effectively and seek support or 

development in areas where they may have limitations (Bertolini, 2017). 
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 Atwater and Yammarino (1992) explained self-awareness is one’s ability to 

comprehend and reflect on self and relationships with others. Eleven participants shared 

self-awareness could help commanding officers consider their emotions when making 

decisions, and it could help them to recognize how their emotions might bias their 

judgment or influence their behavior. By taking these emotions into account, NCOs could 

make decisions with a more balanced and rational mindset, ensuring that their choices are 

not solely driven by temporary or intense emotions. 

Major Finding 3 

Effective Communication. Effective communication could play a crucial role in 

EI training as it relates to the impact of EI on NCO leader development training (Luca & 

Tarricone, 2001). Eight participants expressed the importance of communication in leader 

development and effectiveness. Goleman et al. (2013) define social awareness as 

"sensing others’ emotions, understanding their perspective, and taking an active interest 

in their concerns” (p. 39), which is closely linked to effective communication. Nine 

participants indicated that EI training would improve NCOs' active listening skills. By 

incorporating active listening, NCOs could become more attentive and focused on 

understanding the perspectives, concerns, and ideas of their subordinates. This enhanced 

communication skill would enable them to gather relevant information, different 

viewpoints, and diverse insights, which are essential for making well-informed decisions 

(Horval, 2020). 

 Thirteen of the 15 participants expressed enhancing communication skills 

resulting from EI training could positively impact decision-making effectiveness in 

several ways. A clear and open dialogue between NCOs and their subordinates is most 
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likely to facilitate the exchange of information, ideas, and perspectives. Through effective 

communication, this exchange could provide NCOs with a more comprehensive 

understanding of the situation, potential challenges, and practical solutions, ultimately 

leading to better-informed decisions. 

Major Finding 4 

Enhanced Leadership Effectiveness. Thirteen of the 15 participants shared that 

enhanced leadership effectiveness would be an important benefit if EI training is 

incorporated into NCO leadership development training. Findings from the literature 

review acknowledge that the connection between EI and leadership effectiveness and 

productivity is crucial. It highlights the significance of identifying needs in the 

workplace, bridging the gap between higher work performance and increased motivation 

(Reed, 2005). By leveraging EI in leadership, leaders could better understand and address 

the needs of their team members, foster an environment of enhanced leadership 

effectiveness, and ultimately drive greater productivity. Reed (2005) elaborated that 

NCOs who develop EI skills may become better equipped to understand and manage 

their own emotions, communicate effectively, and build stronger relationships with their 

subordinates. This, in turn, could positively impact their ability to inspire and motivate 

their teams, make informed decisions, and navigate complex leadership challenges. 

 Twelve participants also indicated NCOs who develop EI skills through training 

most likely experience improved effectiveness in their leadership roles. All 15 

participants affirmed one aspect of enhanced leadership effectiveness is the ability of 

NCOs to understand and manage their own emotions. Bardach (2008) explained a leader 

with the ability to recognize the influences within him/herself and others more than likely 
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experience greater levels of success than those who lack in that area. EI training could 

help NCOs develop self-awareness and most likely enable them to recognize and 

understand their emotions, strengths, and areas for growth. This self-awareness would 

allow NCOs to regulate their emotions and avoid irresponsible or emotionally driven 

decision-making. By managing their own emotions effectively, NCOs could maintain 

composure and act in a calm and rational manner, even in challenging situations. 

Research Question 2  

 Research Question 2 asked: What benefits or challenges do Army counselors in 

the Military Family and Life Counselor Program perceive will emerge if emotional 

intelligence training is incorporated into existing Army non-commissioned officers’ 

leadership development training? 

Major Finding 5  

Resistance and Skepticism. Thirteen of the 15 participants indicated resistance 

and skepticism as a major challenge when incorporating emotional intelligence in Army 

existing NCO leader development training. Nine participants expressed challenges and 

skepticism among some NCOs regarding the relevance and effectiveness of EI in a 

military context such as a military environment (i.e., basic training), pre-deployment 

training, combat readiness, peacekeeping missions, etc. Thirteen participants indicated 

that doubts about the applicability of EI skills to the specific roles and responsibilities of 

NCOs could potentially contribute to a sense of resistance. Military environments often 

prioritize technical skills, decision-making under pressure, and physical fitness. Findings 

from the literature review show that military leaders are tunnel-visioned in developing 

individual and unit military competence (Allen, 2015). Some NCOs may question 
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whether EI training could effectively complement or enhance these aspects of their 

training or if it is more relevant to civilian leadership contexts.  

Major Finding 6 

Allocation and Time. Thirteen of the 15 participants affirmed some Army senior 

leaders might worry that incorporating EI training could divert resources and time from 

more traditional training methods that they perceive as essential for their roles. Seven 

participants shared NCOs may question the value of investing in EI training, especially if 

they believe it may not directly contribute to their operational effectiveness or mission 

readiness. 

Eight participants shared NCOs may be engaged in demanding tactical or combat 

training and may view extra training, such as EI, as the time taken away from more 

productive and direct mission readiness training (Luca & Tarricone, 2001). Nine 

participants expressed NCOs may also view EI training as training taken away from their 

technical work and more time shifted away from what is more important at hand. The 

perceived trade-off between investing time in developing EI skills and maintaining 

operational readiness may further contribute to the challenges of integrating EI training 

into the already demanding schedules of NCOs. 

Unexpected Findings 

Unexpected Finding 1 

 The researcher embarked on the study with the expectation that participants 

would recognize the benefits of EI in NCO leader development. However, to the 

researcher's surprise, all participants not only acknowledged the importance of EI but 

unanimously agreed on its critical role in NCO development and the future success of 
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leaders. Goleman (1998) argues that EI is a more powerful predictor of leadership 

success and also asserts that leaders who understand their own emotions and those of 

others are more effective in managing relationships, creating a positive work 

environment, and inspiring their teams to achieve their goals. This finding highlighted a 

profound understanding among the participants regarding the transformative impact of EI 

on leadership effectiveness. 

  The unanimous agreement indicated a strong consensus that EI is not merely an 

optional skill but an essential competency for NCOs. The participants recognized that EI 

empowers leaders to navigate complex interpersonal dynamics, inspire trust, and build 

strong relationships with subordinates. Their collective affirmation emphasized the 

indispensable nature of EI in shaping the present and future landscape of effective 

leadership in the military. This finding underscores the significance of prioritizing and 

integrating EI training within NCO Army leader development programs to enhance the 

overall effectiveness and success of leaders. 

Conclusion  

Conclusion 1. Prioritize Further Research  

In conclusion, this research study highlights the pressing need for the Army to 

prioritize and conduct further research on the importance of EI in leadership 

development. The profound impact of EI on leadership effectiveness is critical in shaping 

the future of military leadership.  

Conclusion 2. Address Resistance and Skepticism 

To fully leverage the benefits of EI, it is essential to address resistance and 

skepticism that may exist within the organization. This could be achieved by initiating 
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open dialogues, providing evidence-based insights on the positive outcomes of EI 

training, and fostering a culture that embraces EI as a vital component of leadership.  

Conclusion 3. Senior Leader buy-in is Paramount 

To implement EI training in NCO leader development obtaining buy-in from 

senior leaders is paramount in implementing and incorporating EI into NCO leader 

development training (Esimai, 2018). Their endorsement and support will lend credibility 

and ensure the allocation of necessary resources and time for comprehensive EI training 

programs. By making these changes, the Army is most likely to better equip NCOs with 

the essential skills needed to thrive in an evolving military landscape and enhance the 

overall readiness and effectiveness of the force.  

Conclusion 4. Millennials and Younger Have Different Values 

In order for the Army to stay ahead of the new leadership competencies that 

millennials need in order to develop and grow, it is concluded that the Army needs to 

incorporate EI training into NCO leader training and development. Soldiers who are 

millennials and younger have different kinds of values and need a different kind of 

leadership. Arushani and Riggio (2016) shared that millennial and younger soldiers have 

different leadership values and expectations compared to older generations, which can 

lead to frustration and lack of motivation if their needs are not met. They further suggest 

that leaders need to develop different leadership styles to accommodate the values and 

expectations of these soldiers. In order for the Army to stay ahead of the new leadership 

competencies, millennials need to develop and grow. It is concluded that the Army needs 

to incorporate EI training into NCO leader training and development. 
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Implications for Action 

 The implications for action are based on the findings and conclusions of this 

study. The purpose of this study was to explore the perception of Army counselors on the 

impact of EI training on Army NCO leadership decision-making effectiveness as well as 

the benefits and challenges in incorporating EI leadership preparation with traditional 

Army training for NCOs. There are several implications for action that can impact and 

inform several actionable steps within Army units. 

Implication 1. Share Findings with Senior Leaders 

 One recommended course of action would be for the researcher to present the 

findings from this research to commanders and senior enlisted advisors of company-level 

units. By engaging in discussions with these leaders, the research study could emphasize 

the critical impact of EI on NCO leader development.  

Implication 2. Strategic Partnership With Existing Army Organizations  

 In order to effectively train Army NCOs in EI, it is crucial for the Army to 

identify the most suitable organization for this purpose. There are multiple possibilities 

that the Army can consider when selecting trainers. One potential resource that the Army 

can leverage is Military One Source, which could serve as a valuable subject matter 

expert in teaching and training NCOs on EI. Since the Army Military One Source is 

already responsible for training NCOs on a variety of topics such as stress management, 

conflict resolution, team building, etc., this organization can schedule appropriate times 

to integrate EI training into the traditional technical training leaders receive.  

 Additionally, the Army could tap into the expertise of MFLCs, who are 

specifically trained and certified to provide EI training. By strategically partnering with 



120 

 

 

these organizations, the Army is most likely to access specialized knowledge and 

resources to enhance the EI skills of its NCOs. These collaborations could facilitate the 

development of comprehensive EI training programs that address the specific needs and 

challenges faced by Army personnel.  

 Finally, the Army could investigate using outside firms that provide EI training. 

However, a consideration in employing these firms is that these firms outside of the 

Army may possess the EI training expertise but not understand Army culture and mindset 

in order to be successful in training soldiers and leaders. 

Implication 3. Implement Emotional Intelligence Training Across Military Branches 

 Another implication of action would be to explore the implementation of EI 

training across other military branches besides the Army, such as Marine, Navy, Coast 

Guard, and Air Force, to be able to learn what benefits these military organizations have 

from learning EI skills.  

Implication 4. Evaluate Army Policies That Support Emotional Intelligence 

Training 

 Another implication for action would be since the Army has instituted directives 

about using empathy in NCO evaluation reports, explore if the Army has created any 

policies that are EI related that could be utilized to inspire future EI training for soldiers. 

Furthermore, implement training policies on EI for soldiers at an earlier stage in their 

careers, such as corporals and sergeants starting from Basic Leader Course through 

Sergeant’s Major Academy. By providing EI training early on in a soldier’s career, they 

can develop a deeper understanding of their own emotions and those of others, enhancing  

their ability to manage stress, communicate effectively, and resolve conflicts. Therefore, 
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when NCOs receive their annual or other types of NCO evaluation report, leader 

assessment is fair as NCO’s have been provided and presented with EI training and skills 

through professional education system. 

Implication 5. Army Should Develop an Emotional Intelligence Program 

 Another implication for action would be for the Army to develop an EI program 

and a “train the trainer” model program to train Army personnel to conduct the EI 

training for others. Furthermore, the Army should establish a comprehensive evaluation 

framework to assess the effectiveness of the EI program and monitor the progress of 

trained personnel. This evaluation framework should include pre-and post-training 

assessments to track the long-term impact of EI training on leadership development and 

performance outcomes.  

Recommendation for Further Research 

 This study explored the perception of Army counselors in the MFLC about the 

impact of EI training on Army NCOs’ leadership decision-making effectiveness in their 

supervision of the soldiers they are responsible for. This study also researched the 

perception of these counselors about the benefits and challenges of incorporating EI 

leadership preparation with traditional Army training for NCOs. The researcher 

respectfully recommends the following recommendations for future research.  

Recommendation 1. Replicate the Study Across All U.S. Military Branches 

 A recommendation for future research would be for the Army to conduct a 

qualitative replication study to explore the impact of EI training on NCO leader 

development in other military branches. This study would involve replicating the research 
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methodology used in this original study conducted with the Army but expanding the 

scope to include participants from the Air Force, Navy, Coast Guard, and Marines. 

Recommendation 2. Conduct a Correlation Study of Comparison 

 A recommendation for further research would be to conduct a quantitative 

correlation study to compare military units that have had EI training to identify the 

impact and significance of performance indicators. This research study aims to explore 

the relationship between EI training and various performance indicators within the 

military unit. This quantitative correlation research study on the implementation of EI 

training in a military unit with trained leaders would offer insights into the relationship 

between EI training and performance outcomes. This research could provide valuable 

data-driven evidence to support the integration of EI training in military leadership 

development programs, leading to enhanced leadership effectiveness and improved 

overall unit performance. 

Recommendation 3. New Generation Case Study 

 Another recommendation for future research study would be to conduct a case 

study focused on examining the specific leadership skills required by the new generation 

of soldiers who need to perform tactical tasks alongside EI training. This research study 

would provide insights into the unique challenges and demands faced by soldiers in 

modern warfare and the importance of integrating EI training into their leadership skill 

set. 

Recommendation 4. Delphi Study to Promote Productive Leadership 

 Another recommendation for a future research study is to conduct a Delphi study 

involving a panel of EI experts, including military, corporations, education, etc. This 
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study aims to investigate the specific skills that effective leaders require to promote and 

foster productive leadership. 

Recommendation 5. Explore the Impact of Emotional Intelligence on Non-

Commissioned Officers  

 A recommendation for a future research study would be to conduct a mixed-

method study to comprehensively explore the impact of EI on NCOs' ability to manage 

stress. There is a transitional need for current Army leaders as they experience stress with 

the changing needs of the new generation of leaders, including millennials and younger 

soldiers. As a result, it is recommended that a study be implemented that provides 

training to Army leaders and reduces stress. This research study would utilize both 

quantitative and qualitative methods to gather a holistic understanding of the relationship 

between EI and stress management in Army NCOs.  

Concluding Remarks and Reflection 

 EI has caught my interest since my master’s degree in organizational leadership; it 

was the first time I was introduced to EI. Over the past few years of my military career, I 

have discovered the battle I had within with self-awareness and self-management of my 

own emotions. Most times, I resort back to being combative and do not fully take in the 

other person’s point of view or concern. As I started my doctoral candidate journey, I 

realized the importance of EI in my line of work as a senior leader advisor to the 

commander of my organization. As I work to become a better leader in the military, 

being an emotionally intelligent leader is pivotal to my success. 

 This study and its implications for action have shed light on the importance of 

incorporating and implementing EI training in NCO leadership training within the Army. 
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As I reflect on the study as a whole, it becomes evident that EI plays a crucial role in 

enhancing leadership effectiveness and fostering positive and cohesive unit culture. By 

equipping NCOs with the necessary EI skills, the Army can ensure that its leaders are 

better equipped to handle the complex and dynamic challenges they may encounter with 

their soldiers. Moreover, incorporating EI training in NCO leadership training can 

contribute to improved decision-making, conflict resolution, and overall unit morale. 

Therefore, it is imperative for the Army to recognize the significance of EI and take 

proactive measures to integrate it into their leadership development training programs.  

 Throughout my dissertation, it was not as easy as others made it seem. Writing 

Chapters 1-3 was the most challenging. There were many challenges along the way, 

including the many returns of my writing from my chair and sleepless nights trying to 

make sense of my literature review. I started my journey while deployed to Egypt. I 

returned to the United States after my first year to find out that after my coursework in 

Year 2, I would be deployed again to the Middle East. It was definitely a challenge due to 

the time difference and limited internet connectivity.   

 I am most grateful for the counselors who took the time to participate and share 

their lived experiences. This was a journey, and I do not take it lightly. I benefited most 

from their interviews and tips that will help better equip me not only as an emotionally 

intelligent person but as a senior leader.  

 Overall, this study revealed that the experiences that I had when I was a younger 

NCO are similar to the current junior NCOs that sought out MFLC counseling. The only 

difference is as a young NCO then, EI was non-existent. Thankfully, the Army now has 
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resources for NCOs to turn to for help so that we might become better leaders in leading 

soldiers.  
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APPENDIX E 

 

Participation Letter of Invitation 

 

 

 

RESEARCH STUDY INVITATION LETTER 

 

RESEARCH TITLE: The Perception of Army Counselors on the Impact of Emotional 

Intelligence Training on Army Non-Commissioned Officer Leadership Decision-Making 

Effectiveness  

 

February 2022 

 

Dear Prospective Study Participant: 

 

You are invited to participate in a research study conducted in Georgia. The main 

investigator of this study is Geraldine Turituri, a Doctoral Candidate in the University of 

Massachusetts Global’s Doctor of Education in Organizational Leadership program. You 

were chosen to participate in this study because you are or have two or more years as a 

Military Family Life Counselor, two or more years of experience at your current base or 

location, trained or certified in Emotional Intelligence (EI), or received training in their 

education which aligned with the ability to understand EI skills, and recognized by your 

peers and leaders as an effective counselor for Army soldiers.  A total of 15 counselors 

will participate in this study.  Participation should require about one hour of your time 

and is entirely voluntary.  You may withdraw from the study at any time without 

consequences. 

 

PURPOSE: The purpose of this qualitative phenomenological study was to describe the 

perception of Army counselors in the Military Family and Life Counselor Program about 

the impact of Emotional Intelligence training on Army Non-Commissioned Officers 

leadership decision-making effectiveness in their supervision of the soldiers they are 

responsible for.  This study also researched the perception of these counselors about the 

benefits and challenges in incorporating EI leadership preparation with traditional Army 

training for Non-Commissioned Officers.  

 

PROCEDURES: In participating in this research study, you agree to partake in an 

interview.  The interview will take approximately one hour and will be audio-recorded. 

The interview will take place at a location of your choosing for face-to-face or via Zoom. 

During this interview, you will be asked a series of questions designed to allow you to 

share your perceptions about EI while serving as a Military Family and Life Counselor.  
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RISKS, INCONVENIENCES, AND DISCOMFORTS: There are no known major 

risks or discomforts associated with this research.  One concern that may arise might be 

anonymity, which is addressed below.  The interview session will be held at a location of 

your choosing to minimize inconvenience.  Some interview questions may cause you to 

reflect on your lived experience as a counselor in the context of emotional intelligence’s 

impact on Army leadership. 

 

POTENTIAL BENEFITS: There are no major benefits to you for participation, but a 

potential may be that you will have an opportunity to share your lived experiences as a 

Military Family and Life Counselor.  The information from this study is intended to 

inform Army leaders on the impact of EI training on Army Non-Commissioned Officers 

leadership decision-making effectiveness in their supervision of the soldiers they are 

responsible for. 

 

ANONYMITY: Records of information that you provide for the research study and your 

responses will not contain any identifying link in the study. It will not be possible to 

identify you as the person who provided any specific information for the study because 

no individual names will be used in any step of the research.  You are encouraged to ask 

any questions at any time that will help you understand how this study will be performed 

and/or how it will affect you.  You may contact the investigator, Ms. Turituri, by phone at 

[redacted] or e-mail [redacted].  If you have any further questions or concerns about this 

study or your rights as a study participant, you may write or call the Office of the 

Executive Vice Chancellor of Academic Affairs, University of Massachusetts Global, 

16355 Laguna Canyon Road, Irvine, CA 92618, (949) 341-7641. 

 

 

Very Respectfully, 

Geraldine Turituri 
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APPENDIX F 

Alignment of Interview Questions with Theoretical Framework and Research 

Questions 

 

  



162 

 

 

APPENDIX G 

Interview Instrument 

Script: 

 

[Interviewer states:] First and foremost, I greatly appreciate the time you allotted to sit down 

with me. To review, the purpose of this qualitative phenomenological study is to describe the 

perception of Army counselors in the Military Family and Life Counselor Program about the 

impact of Emotional Intelligence (EI) training on Army Non-Commissioned Officers 

leadership decision-making effectiveness in their supervision of the soldiers they are 

responsible for. This study also researches the perception of these counselors about the 

benefits and challenges in incorporating EI leadership preparation with traditional Army 

training for Non-Commissioned Officers. 

 

The interview is recorded, and it will also be transcribed. You will be provided with a copy of 

the complete transcripts to check for accuracy in content and meaning prior to me analyzing 

the data. The questions I will be asking are based on Goleman, Bradberry and Greaves’s 

emotional intelligence framework. Please feel free to share stories or experiences as you see fit 

throughout the interview. Additionally, I encourage you to be as honest and open as possible 

for purposes of research since your identity will remain anonymous. 

 

As a review of our process leading up to this interview, you were selected to participate after 

meeting specific demographic criteria as a Military Family and Life Counselor. An informed 

consent form was sent via email that outlined the interview process and the condition of 

complete anonymity for the purpose of this study. 

 

 Do you have any questions before we begin? (Begin to ask interview questions). 

 

I am going to ask you some verification questions to confirm your background  

information. 

 

1) Have you been a counselor for two or more years? 

2) Do you have a minimum of 2 years of experience at your current base? 

3) Are you trained or certified in Emotional Intelligence, or have you received 

training/courses through your master’s degree or other training which aligns with 

an understanding of EI skills? 

4) How long have you been trained or certified in Emotional Intelligence or training of 

the like? 

Follow-up question: Please elaborate on the type of EI training or coursework you 

have had. 

5) Can you tell me about your position and your responsibilities? 
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RESEARCH QUESTION 1: INTERVIEW QUESTIONS (IQ) 
 
1. How would you describe Emotional intelligence? 

        Follow up: How important are EI skills for Army NCOs in their supervision of their 

soldiers? 

2. Do you believe that NCOs have EI training in the Army? Follow Up- If yes, would 

you elaborate on the types of training? 

3. As a counselor, how would you describe the impact of emotional intelligence as it relates 

to NCOs’ effectiveness as leaders with the soldiers in the unit? 

4. How would you describe the effects of emotional intelligence on NCOs’ leader 

decision-making effectiveness in their role as supervisors? 

5. What is your perception of EI and its impact on NCO leader development? 

6. Please share some examples of where and when you have witnessed the need for EI to 

resolve NCO/ subordinate relationships. 

7. What do you believe are the specific impacts EI has on the Army culture and NCO 

leader development? 

8. Do you believe EI training will help NCOs become effective in their decision-making 

as leaders? 

9. How would you promote EI training to Army organizations for NCOs to become 

effective in their decision-making? 

10. How would EI, in your estimation, help NCOs with self-awareness (an EI characteristic) 

in their supervision of soldiers? 

11. How would EI, in your estimation, help NCOs with self-management (an EI 

characteristic) in their supervision of soldiers? 

12. How would EI, in your estimation, help NCOs with social awareness (an EI 

characteristic) in their supervision of soldiers? 

13. How would EI, in your estimation, help NCOs with relationship management (an EI 

characteristic) in their supervision of soldiers? 

14. Do you have any additional comments about EI training for NCOs? 

 
RESEARCH QUESTION 2: INTERVIEW QUESTIONS (IQ) 

1. What do you think is the most significant outcome about incorporating EI training 

in NCO leadership development? 

2. The Army provides outstanding tactical and strategic training for Army leaders such as 

NCOs. What impact do you foresee if the Army were to incorporate EI into existing 

NCO leadership development training? 

3. What obstacles do you foresee in the Army implementing EI training for NCOs? 

4. What ideas might you have for overcoming barriers in the Army for implementing and 

adding EI training for NCOs? 

5. Who would you recommend should provide EI training to NCO leaders? 

        Follow-Up: Would the MFLC organization be able to provide training in EI for NCOs? If 

so, how would this happen? If not, what are the issues you see with MFLC providing this 

training? 

6. From your experience as a counselor at Fort Stewart, GA/their location, was there ever a 

time where you introduced EI to an NCO, and they dismissed or rejected the training? 

7. If EI were to be implemented into Army training, what rank do you think the Army 

should start teaching / learning EI? 

8. Any final comments you have about the importance of implementing EI training for 

NCOs or the processes you would recommend gaining support for this training in the 

Army? 
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APPENDIX H 

Interview Protocol 

My name is Geraldine Turituri. I’m a doctoral candidate at UMass Global University in the 

area of Organizational Leadership. As part of my doctoral research, I am interviewing 

employed counselors with the Army Military Family Life Counseling program who are either 

trained or certified in Emotional Intelligence training.  

 

I want to thank you for agreeing to participate in the interview and agreeing to be involved in 

a follow up with me if I have any additional questions. The information you provide on the 

interview, along with other participants, hopefully will provide a clear picture on the impact 

of emotional intelligence training on the decision-making effectiveness of Army non-

commissioned officers.  

 

The questions I will be asking are the same for everyone participating in the study. The 

reason for this is to guarantee, as much as possible, that my interviews with all participating 

counselors will be conducted in the same manner.  

 

I would like to remind you any information that is obtained in connection to this study will 

remain confidential.  All the data will be reported without reference to any individual(s) or 

any institution(s).  For ease of our discussion and accuracy, I will record our conversation as 

indicated in the informed consent sent to you via email.  I will have the recording transcribed 

to a Word document and will send it to you via electronic mail after your interview with me 

so that you can check to make sure that I have accurately captured your thoughts and ideas.  

 

Did you receive the Informed Consent and UMass Global University Bill of Rights I sent you 

via email?  Do you have any questions or need clarification about either document?  If so, 

would you be so kind as to sign the hard copy of the IRB requirements for me to collect?  

 

We have scheduled a 60-minute window for your interview with me.  At any point during the 

interview, you may ask that I skip a question or stop the interview altogether.  

 

Do you have any questions before we begin?  Okay, let’s get started, and thanks so much for 

your time.  

 

1.   Can you tell me about your position and your responsibilities?  

2.   How long have you been in your position, and how long have you worked at your current 

institution?  

3.   How long have you been a counselor of the Military Family Life Counseling Program? 

4.   How long have you been trained or certified in Emotional Intelligence?  

5.   As a counselor, how important do you think Emotional Intelligence training is to Army 

leaders?  

6.   What role do you feel, if any, you play in promoting Emotional Intelligence training to 

Army leadership training?  
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APPENDIX I 

Audio/Video Consent-Release Form 

 

RESEARCH STUDY TITLE: The Perception of Army Counselors on the Impact of 

Emotional Intelligence Training on Army Non-Commissioned Officer Leadership 

Decision-Making Effectiveness 

 

UMASS Global 

 16355 LAGUNA CANYON ROAD 

 IRVINE, CA 92618  

 

I authorize Geraldine Turituri, UMass Global Doctoral Candidate, to video record 

myself/voice. I give UMass Global and all persons or entities associated with this 

research study permission or authority to use this recording for activities associated with 

this research study only. I understand that the recording will be used for transcription 

purposes, and the information obtained during the interview may be published in a 

dissertation or presented at meetings/presentations.  

 

I will be consulted about the use of the video/audio recordings for any purpose other than 

those listed above. Additionally, I waive any right to royalties or other compensation 

arising correlated to the use of information obtained from the recording.  

 

By signing this form, I acknowledge that I have completely read and fully understand the 

above release and agree to the outlined terms. I hereby release all claims against any 

person or organization utilizing this material.  

 

_____________________________________________  __________________  

Signature of Participant or Responsible Party   Date 
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APPENDIX J 

Interview Feedback Sheet 

 

Thank you for participating in this study. As a valuable participant, your answers to the 

following questions will be used to make necessary adjustments to the Interview 

Protocol, the interview questions, and the interview process. 

 

 

 1.  How long did it take to conduct the interview? Do you believe this time was 

appropriate or should be adjusted? 

 2. What were your personal feelings while giving the interview? At what times did you 

feel comfortable, nervous, or confused?  

3.  How would you improve the clarity of the interview instructions, and how could the 

interview process be improved so both the interviewer and the interviewee are better 

prepared? 

4.  What part of the interview process went the most smoothly, and why do you think that 

was the case? 

5.  What part of the interview process you struggled with and why do you think that was 

the case? 

6.   Do you have any suggestions on how to improve the questions, the process, or the 

overall experience? 
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APPENDIX K 

Informed Consent 

Consent to Participate in Research 

University of Massachusetts Global 16355 LAGUNA CANYON ROAD IRVINE, CA 92618  

 

RESEARCH STUDY TITLE: The Perception of Army Counselors on the Impact of Emotional 

Intelligence Training on Army Non-Commissioned Officer Leadership Decision-Making 

Effectiveness  

 

RESPONSIBLE INVESTIGATOR: Geraldine Turituri, Doctoral Candidate 

 

TITLE OF CONSENT FORM: Consent to Participate in Research  

 

PURPOSE OF THE STUDY: This study is being conducted for a dissertation for the Doctor of 

Education in Organizational Leadership program at Brandman University. The purpose of this 

qualitative phenomenological study was to describe the perception of Army counselors in the 

Military Family and Life Counselor Program about the impact of Emotional Intelligence training 

on Army Non-Commissioned Officers leadership decision-making effectiveness in their 

supervision of the soldiers they are responsible for. This study also researched the perception of 

these counselors about the benefits and challenges in incorporating EI leadership preparation with 

traditional Army training for Non-Commissioned Officers.  

 

PROCEDURES: In participating in this research study, I agree to participate in an audio 

(Zoom)-recorded, semi-structured, conversational interview. The interview will take place online, 

on a predetermined day and time, and will last approximately no more than 60 minutes.  

 

During the interview, I will be asked a series of questions designed to understand the perception 

of Army counselors in the Military Family and Life Counselor program on the impact of 

emotional intelligence on Army leadership development and decision-making. 

 

I agree to provide artifacts to be reviewed by the researcher. The researcher will not publish 

artifacts, and all files and records will be password protected and saved to the Cloud and will be 

permanently destroyed after three years. 

I understand that:  

 

a) The possible risks or discomforts associated with this research are minimal. It may be 

inconvenient to spend up to one hour in the interview. However, the interview session will be 

held at an agreed upon date/time to minimize this inconvenience.  

b) I will not be compensated for my participation in this study. The possible benefit of this study 

is to add to the research regarding Army counselors in the Military Family and Life Counselor 

Program and their perceptions about the impact of Emotional Intelligence training on Army Non-

Commissioned Officers leadership decision-making effectiveness in their supervision of the 

soldiers they are responsible for. The information from this study is intended to inform 

researchers, Army leaders, and Soldiers. The findings and recommendations from this study will 

be made available to all participants. 
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c) Any questions I have concerning my participation in this study will be answered by Geraldine 

Turituri, University of Massachusetts Global Doctoral Candidate. I understand that Geraldine 

Turituri may be contacted by phone via [redacted] or by [redacted]. The dissertation chairperson 

may also answer questions: Dr. Lisbeth Johnson at ljohnso3@brandman.edu.  

 

d) I may refuse to participate or withdraw from this study at any time without any negative 

consequences. Also, the investigator may stop the study at any time. 

e) The study will be audio recorded, and the recordings will not be used beyond the scope of this 

project. Audio recordings will be used to transcribe the interviews. Once the interviews are 

transcribed, the audio/video and interview transcripts will be kept by the investigator in a secure 

location for five years. 

f) No information that identifies me will be released without my separate consent, and all 

identifiable information will be protected to the limits allowed by law. If the study design or the 

use of the data is to be changed, I will be informed, and my consent re-obtained. If I have any 

questions, comments, or concerns about the study or the informed consent process, I may write or 

call the Office of the Executive Vice Chancellor of Academic Affairs, Brandman University, 

16355 Laguna Canyon Road, Irvine, CA 92618, (949) 341-7641. I acknowledge that I have 

received a copy of this form and the Research Participant’s Bill of Rights.  

 

ELECTRONIC CONSENT: Clicking on the “Agree” button indicates that you have read the 

informed consent form and the information in this document and that you voluntarily agree to 

participate. 

 

□ AGREE: I acknowledge receipt of the complete Informed Consent packet and “Bill of Rights.” 

I have read the materials and give my consent to participate in the study.  

 

□ DISAGREE: I do not wish to participate in the study.  

 

ELIGIBILITY CRITERIA: 

1) Two or more years as a counselor 

2) A minimum of two years of experience at their current base 

3) Trained or certified in Emotional Intelligence / or received training in their education 

which aligned with the ability to understand EI skills 

4) Recognition from peers or leader as effective counselors for Army soldiers 
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APPENDIX L 

University of Massachusetts Global Bill of Rights 
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APPENDIX M 

UMass Global IRB Approval 
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APPENDIX N 

Human Subjects Research Certificate 
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