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reflection, self - awareness, and communication. Through

exploring the importance of emotional intelligence in the dental

office, the dental professional can learn how to be their own

leader, promote positivity as a team  member, and implement

new methods during patient care. 
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about this course...

Similar to previous SMS self-study courses, this self - study is

designed around the idea that there is always something to be

be learned! The following content is designed to provide both

recent graduates and experienced clinicians with evidence -

based information that can be used during patient care and

team interactions. Specifically, this course is designed to aid the

clinician in self-reflection.
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learning objectives
def ine leadership

ident i fy  qual i t ies of  a leader

recognize the focus of  the Duke Leadership Model

ident i fy  the f ive components of  the Duke Leadership Model

def ine emot ional  intel l igence

recognize the f ive elements of  emot ional  intel l igence as

def ined by Daniel  Goleman

di f ferent iate elements of  emot ional  intel l igence 

ident i fy  the role of  emot ional  intel l igence in dent is t ry

ident i fy  examples of  emot ional  intel l igence

connect  personal  pract ices to the improvement of  emot ional

intel l igence

recognize the character is t ics of  The Leadership Chal lenge

ident i fy  the components of  The Leadership Chal lenge

relate the components of  The Leadership Chal lenge to the

dental  pract ice

Upon complet ion of  this  course,  the part ic ipant wi l l  be able to:
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Leadership is  def ined as a combinat ion of  posi t ion,  responsibi l i t ies ,  at t i tude,
ski l ls ,  and behaviors that  a l lows someone to br ing out  the best  in  others ,  and
the best  in  their  organizat ion,  in  a susta inable manner .  I t  is  not  s imply a
process,  but  rather a character is t ic .  I t  may even be considered a re lat ionship;  a
relat ionship between those who aspire to lead and those who choose to fo l low.
Leadership plays an important  ro le in most  organizat ions and team-based
environments ,  of ten promot ing col laborat ion and growth.  I t  is  ut i l ized to guide
a team or organizat ion toward a shared goal .  

Leadership is  developed through exper ience and intent ional  pract ice.  I t  is
important  to focus on what  not  to do,  but  i t  can be especia l ly  benef ic ia l  to
consider the qual i t ies and strategies that  a l low for  ef fect ive leadership.
Simi lar ly ,  the act ions taken to become an ef fect ive leader are valuable and
often the dr iv ing factor  in  successful  leadership.  Success is  created through
developing and susta in ing posi t ive relat ionships.  As a leader ,  qual i t ies of
honesty ,  competence,  enthusiasm, and forward -  looking should be c lear ly  
 def ined and implemented.  Essent ia l ly ,  t rust  is  the most  important  factor  in  the
relat ionships between leaders and those who are under such leadership.  

Consider your exper iences wi th leadership - - -  both as a leader and as a team
member.  What are the qual i t ies that  you valued? How ef fect ive was th is  type of
leadership? What speci f ic  s t rategies were valuable? What could have made th is
exper ience better? As we explore leadership,  ref lect  on each of  these
quest ions.  Ref lect  on how leadership impacts the environment of  the dental
of f ice,  the pat ient  appointment ,  and the success of  the team. In a few pages,
we wi l l  review how leadership inf luences a l l  members of  the team, regardless
of  one's posi t ion.  

overviewL E A D E R S H I P
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L E A D E R S H I Pin healthcare 
Leadership in heal thcare is  s imi lar  to leadership in
a general  context ,  but  there are key character is t ics
that  are valuable to recognize and understand as
heal thcare professionals .  When consider ing the
appl icat ion of  leadership for  heal thcare
professionals ,  there are some chal lenges,  as most
theor ies were not  developed wi th in a heal thcare
context ,  but  were usual ly  developed for  business
and then appl ied to heal thcare.  Over the last
several  years ,  there has been an awareness that
educat ion related to leadership in heal thcare is
l imi ted.  There is  l imi ted informat ion regarding the
benef i ts  of  leadership t ra in ing for  pat ient  care and
there is  a l imi ted understanding of  the
competencies of  ef fect ive leadership.  However ,
there is  evidence that  leadership can improve
pat ient  care and provider competence.  

Leadership sty les in heal thcare can vary and there
is  evidence to support  the benef i ts  for  each.
Common approaches include t ransformat ional
leadership,  col laborat ive leadership,  conf l ic t
management ,  shared leadership,  d ist r ibuted
leadership,  and ethical  leadership.  Recent
research has led to the development of  a concept
mapping model ,  the Duke Leadership Heal thcare
Model ,  designed to be a f ramework for
understanding leadership 's  ro le wi th in heal thcare.
This Model  uniquely focuses on the fo l lowing
qual i t ies based on pat ient-centeredness.  The f ive
components inc lude Emot ional  Intel l igence,
Teamwork,  Cr i t ica l  Thinking,  Integr i ty ,  and Sel f less
Service.   The fo l lowing informat ion wi l l  focus on
emot ional  inte l l igence and the evidence to support
i ts  ef fect iveness in leadership and the impact  i t
has on pat ient  care.  
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Emot ional  Intel l igence (E I ) ,  commonly referred to as Emot ional  Quot ient  (EQ) ,
is   def ined as the abi l i ty  to recognize personal  emot ions and ident i fy  how
they af fect  you,  as wel l  as the people around you.  I t  a lso involves the abi l i ty
to ident i fy  how others are feel ing,  what  they need,  and how to empathize wi th
such feel ings.  I t  involves the process of  ref lect ion and a focus on
relat ionships wi th others .  Through research,  i t  has been found that  emot ional
intel l igence is  s igni f icant ly  benef ic ia l  for  re lat ing wel l  to others and for
bui ld ing better  re lat ionships.  Though intel lectual  inte l l igence and cogni t ive
abi l i ty  is  important  for  most  real - l i fe interact ions,  the focus on emot ional
intel l igence has shown that  i t  remains a major  component of  good
relat ionships.  Addi t ional ly ,  i t  has been evidenced as a st rong predictor  for
success.  

In  1995,  Daniel  Goleman,  an American psychologist ,  descr ibed emot ional
intel l igence through an elemental  f ramework.  This  f ramework included sel f -
awareness,  sel f - regulat ion,  mot ivat ion,  empathy,  and socia l  sk i l ls .  

introductionE M O T I O N A L  I N T E L L I G E N C E
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self -awareness the abi l i ty  to understand what inf luences one's sel f  and others ,  as wel l
as the associated feel ings 

self -regulat ion the abi l i ty  to regulate one's emot ions

motivat ion the feel ing of  consistent ly  working toward goals and ensur ing qual i ty  in
one's work

empathy the abi l i ty  to understand the emot ions of  others and respond to feel ings

social  ski l ls prof ic iency in managing relat ionships through communicat ion and
conf l ic t  management

5
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The focus of  emot ion intel l igence in heal thcare
has evolved over the last  several  years .  As
noted,  emot ional  inte l l igence is  one of  the main
components of  the Duke Heal thcare Leadership
Model ,  focused on pat ient  -  centeredness.  In
s imple terms,  i t  is  the glue that  b inds the
relat ionship piece of  the pat ient  /  provider
interact ion.  S imi lar ly ,  th is  sk i l l  focuses on 
 recogniz ing the problems of  others ,  inc luding 
 col leagues,  and i t  can a l low for  problem solv ing.
Many heal thcare environments ,  inc luding the
dental  of f ice,  can present  wi th h igh levels of
st ress.  I t  is  imperat ive that  a l l  members of  the
team work c losely to manage these stress-
inducing s i tuat ions,  whi le support ing a l l  of  those
involved.

Communicat ion is  a cr i t ica l  sk i l l  ut i l ized by a l l
heal thcare professionals .  In  developing rapport
wi th a pat ient ,  there is  a need for  ef fect ive
communicat ion.  In  order to t ransi t ion f rom an
introductory rapport  to that  of  a t rust ing
relat ionship,  the heal thcare provider must  ut i l ize
emot ional  inte l l igence by consider ing the
pat ient 's  feel ings.  There is  an important  balance
between ident i fy ing pat ient  feel ings and
providing necessary care. . .  even when the care
needed is  not  favored by the pat ient .  As
providers ,  we may not  be able to control  a
pat ient 's  feel ings or  behaviors ,  but  we have the
abi l i ty  to ident i fy  them and apply ski l ls ,  such as
emot ional  inte l l igence.  In  these s i tuat ions,  the
most  important  th ing that  the dental  provider can
do is  appropr iately communicate.  

 

in healthcare
E M O T I O N A L
I N T E L L I G E N C E  
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in dentistry
E M O T I O N A L
I N T E L L I G E N C E  

There is  l imi ted research related to emot ional
intel l igence in c l in ical  dent is t ry .  However ,  in
understanding the benef i ts  supported through years
of  research in var ious other f ie lds,  there is  an
important  need for  explor ing how i t  may benef i t
dent is t ry  as a profession!  Muhalab Al  Sammarraie,
D.D.S. ,  ar t iculates the importance of  emot ional
intel l igence among dent is ts ,  not ing that  i t  may be
more impact fu l  than that  of  inte l lectual  inte l l igence
not ing,  "susta inable progress of  the profession
depends on the abi l i ty  of  a l l  dent is ts  to st r ike a
balance between meet ing the emot ional  needs of  the
pat ients and adequately performing the required
operat ional  techniques."

Recent ly  there has been an increased focus on
understanding the role of  emot ional  inte l l igence in
dental  and dental  hygiene educat ion.  Such research
supports that  emot ional  inte l l igence has a posi t ive
inf luence on professional ism,  suggest ing that
improving emot ional  inte l l igence levels may assist
dental  and dental  hygiene students in their
development of  professional ism.  Simi lar  research
evaluates the impact  of  emot ional  inte l l igence on
academic performance suggest ing that  more
attent ion to the development of  emot ional
intel l igence may lead to improved academic and
cl in ical  performance among undergraduate dental
hygiene students and dental  s tudents .

As we ident i fy  the importance of  emot ional
intel l igence in the f ie ld of  dent is t ry  and i ts  impact  on
pat ient  care,  creat ing qual i ty  educat ion related to
emot ional  inte l l igence should be at  the forefront  of
dental  and dental  hygiene educat ion.  
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and the dental team
E M O T I O N A L
I N T E L L I G E N C E  

Who on your dental  team has high emot ional  inte l l igence?  Yes,  i t  is  the
person who l is tens,  understands and is  approachable.  But  i t  a lso the person
who f inds a solut ion to a problem instead of  complain ing.  I t  is  the
independent th inker who is  not  inf luenced by peer pressure.   I t  is  the person
who mainta ins an opt imist ic  at t i tude and has the abi l i ty  to control  negat ive
thoughts .   I t  is  the mindful  person who l ives in the present  and does not
dwel l  on the past .   I t  is  the person who considers the needs of  others .   I t  is
the person who str ives to understand others instead of  being over ly  cr i t ica l .  
 I t  is  the person who avoids drama and does not  a l low the emot ions and l ives
of  others to af fect  their  own.   

A dental  team with h igh emot ional  inte l l igence has potent ia l  to create an
upbeat ,  inspired workplace environment that  benef i ts  a l l .  In  contrast ,  a
dental  team funct ioning wi th l imi ted emot ional  inte l l igence resul ts  in  a
stressfu l  envi ronment that  af fects mot ivat ion,  may impact  pat ient
relat ionships and l imi t  pract ice growth.

What can members of  your dental  team do to improve emotional
intel l igence? Let 's  explore!  



and the dental team
E M O T I O N A L
I N T E L L I G E N C E  
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S E L F - A W A R E N E S S

E M P A T H Y

M O T I V A T I O N

S E L F - R E G U L A T I O N

S O C I A L  S K I L L S

take an emot ional  inte l l igence assessment
ask for  construct ive feedback f rom others 
pract ice mindfulness techniques  
ref lect  on your emot ional  responses every day
keep a journal  of  s t rengths and weaknesses

ref lect  in  the moment
step -  away and gather your thoughts
verbal ize what  you feel  
be intent ional  about  l imi t ing st ressors

Research supports that emotional  intel l igence can be
improved through intent ional  training and education.  As
such,  the fol lowing may be helpful  approaches for  improving
one's emotional  intel l igence.  

set  personal  goals 
be posi t ive and focus on the desired resul t  
set  c lear  deadl ines
use to-do l is ts

careful ly  l is ten to others
understand the perspect ive of  others
acknowledge what  others are feel ing
verbal ize what  you feel  
be approachable

be sociable
be aware of  your non-verbal  communicat ion
at tend networking events
interact  face-to- face instead of  on socia l  media

12



Y O U  A R E  Aleader
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  model  the way
  inspire a shared v is ion
  chal lenge the process 
  enable others to act  
  encourage the heart

In the ar t ic le ,  How to Lead When You Are Not in
Author i ty ,  Carol  A.  Jahn,  RDH, MS presents the
idea of  consider ing one's sel f  as a leader even
when not  in  posi t ions of  author i ty .   The idea of
leadership is  of ten associated wi th the idea that  i t
is  posi t ional  or  decided by a speci f ic  ro le.
However ,  there is  benef i t  in  consider ing that
everyone is  a leader ,  especia l ly  wi th in the dental
set t ing.  Leadership at  a l l  levels promotes
col laborat ion and engagement ,  and as we know,
del ivery of  heal thcare requires professionals to
employ such methods toward good pat ient  care.
Leadership matters and associated behaviors
direct ly  re late to workgroup performance and team
effect iveness.  

Jahn also int roduces research f rom Kouzes &
Posner ,  leading experts  in  the f ie ld of  leadership.
In the most  recent  edi t ion of  their  book,  The
Leadership Chal lenge (2023) ,  Kouzes and Posner
present  a leadership model  designed around
pract ices and behaviors .  The Leadership
Chal lenge provides a c lear  5-step process for
implement ing ef fect ive leadership.  They are - - -

1 .
2 .
3 .
4 .
5.

Next ,  we' l l  consider how each of  these pract ices
can be appl ied to your ro le wi th in the dental
set t ing!  As each step is  detai led,  we wi l l  review
the associated commitments .

13
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T H E  L E A D E R S H I P

challenge

M O D E L  T H E  W A Y

Model ing the way is  as s imple as leading by
example.  Exemplary leaders are those who show
the team what they are expected to do by doing
i t  themselves.  To ef fect ively 'model  the way, '
you must  f i rs t  ident i fy  your guiding pr incip les
and determine what  is  valuable to you and to the
team. Speaking your values can be an ef fect ive 
 method for  th is .  Consider how of ten you work
with your teammates and how much you
inf luence their  decis ion making (even when
deciding what  to eat  for  lunch! )  Through any
role,  shar ing these values wi th other members of
the team al lows them to understand the th ings
that  you feel  are important .  As a team member,
something as s imple as respect ing honesty can
be not iced.  I f  you demonstrate honesty through
avoiding gossip and communicat ing your
feel ings,  other members of  the team may f ind i t
impact fu l .  As a dental  provider ,  ref lect  on the
ways that  other team members interact  wi th
pat ients .  Are they ef fect ive? Does the pat ient
appreciate their  approach? Consider how you
can model  pat ient  interact ion for  others to
observe.  

At f i rst  g lance,  you may be thinking,  " I  am not a
leader.  My boss is  the leader"  and to some
extent ,  th is  is  t rue.  However,  the intent ion in
walking through "The Leadership Chal lenge" is
to promote the idea  that  leadership is  a
character ist ic ,  rather than a posi t ion.  So,  as we
explore each of  the steps,  imagine how YOU
can make a di f ference,  regardless of  your role
on the dental  team. 



Inspir ing a shared v is ion begins wi th consider ing
what 'could '  be.  Leaders envis ion the future and al l
the possibi l i t ies that  can occur .  In  the dental
set t ing,  there is  opportuni ty  for  th is  every day!
Consider what  is  d iscussed dur ing morning huddle
-- -  there is  of ten discussion for  what  the day wi l l
look l ike and how each member of  the team wi l l
help to reach the end.  This  is  the perfect  t ime to
decide what  the v is ion for  the day could be,  even
a personal  v is ion!  Something l ike,  " I  am going to
share one compl iment wi th each pat ient  today to
spread posi t iv i ty . "  A shared v is ion begins when
team members come together and determine how
each person's  ideas can be implemented.  I t  is
important  for  a l l  team members to see their  values
ref lected.  Enthusiasm is  contagious!  Shar ing your
ideas can lead to exci tement among others ,
especia l ly  when they observe your genuine
passion.  I t  begins wi th an idea and i t  is  fostered by
each indiv idual .   

I N S P I R E  A  S H A R E D  V I S I O N

C H A L L E N G E  T H E  P R O C E S S

Chal lenging the process may sound a bi t
int imidat ing,  but  th is  approach involves a leader
searching for  opportuni t ies by seiz ing the in i t ia t ive
and looking outward for  innovat ive ways to
improve.  I t  is  focused on possibi l i ty ,  s imi lar  to
having a shared v is ion.  I t  is  a process of  th inking
di f ferent ly ,  creat ing di f ferent ly ,  and act ing
di f ferent ly .  There may be s i tuat ions wi th in the
dental  of f ice that  requires a restructur ing of  p lans.
I t  may be as s imple as deciding what  new product
to implement into the pract ice,  or  a new
technology that  can benef i t  pat ient  care ( i .e .
asking for  a new ul t rasonic system to boost
ef f ic iency and qual i ty  of  care,  even i f  there is  an
addi t ional  cost ) .  I t  begins wi th s imply asking a
quest ion - - -  "What we have now is  okay,  but  how
can we make i t  bet ter?"  I t  is  not  a matter  of
complain ing,  but  rather a matter  of  being
proact ive!
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E N A B L E  O T H E R S  T O  A C T

Enabl ing others to act  is  def ined by a re lat ionship
created through t rust .  I t  requires a focus on 'we'
and how the 'we'  can create change and act ion.  In
consider ing the f low of  the dental  of f ice and making
i t  'work, '  there are not iceable character is t ics that
each member has to support  in  the overal l  in i t ia t ive.
Being intent ional  in  what  you say to others is  key - - -
when you not ice that  they do something wel l ,  share
i t  wi th them! I t  may look l ike helping others wi th
tasks,  working col laborat ively on a task,  or  learning
others '  jobs in order to support  them in the future.  I t
could be as s imple as the doctor  learning
ster i l izat ion to support  the team dur ing busy t imes,
or  the c l in ical  team learning how to t reatment p lan
and 'check-out '  pat ients to support  the f ront  desk.  I t
matters who you work wi th and how you t reat  them.
Being a leader involves helping others to feel
st rong,  capable,  competent ,  and commit ted.
Exemplary leaders focus on serv ing others .  This
overal l  focus can in- turn,  encourage others to take
r isks,  make changes,  and act .  

E N C O U R A G E  T H E  H E A R T

Ref lect  on a t ime that  you have fe l t  appreciated.
Think of  a t ime when someone displayed a genuine
act  of  k indness toward you.  How did th is  make you
feel? Encouraging the heart  involves showing
appreciat ion and recogniz ing contr ibut ions and
achievements of  others .  Being a leader requires
encouraging team-work and celebrat ing values and
victor ies by creat ing a spir i t  of  community .  As a
member of  the dental  team, consider how you can
show other members of  the team how you value
their  ef for ts .  I t  may be giv ing them a 'shout-out '
dur ing a morning huddle,  or  i t  may be as s imple as
buying them a cof fee!  Creat ing a spir i t  of  community
may involve gett ing together af ter  work to celebrate
smal l  wins.  As you begin each day,  th ink of  ways
that  you can encourage the heart .  



1.   clarify values by finding your voice and affirming shared values

2.   set the example by aligning actions with shared values

3.   envision the future by imagining exciting and enabling possibilities

4.   enlist others in a common vision by appealing shared aspirations

5.   search for opportunities by seizing the initiative and looking outward for
      innovative ways to improve

6.   experiment and take risks by consistently generating small wins and learning
      from experience 

7.   foster collaboration by building trust and facilitating relationships

8.   strengthen others by increasing self-determination and developing competence 

9.   recognize and contributions by showing appreciation for individual excellence

10.  celebrate the values and victories by creating a spirit of community 

T H E  L E A D E R S H I P

challenge

T O P  T E N  C O M M I T M E N T S
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The fol lowing commitments are ref lect ive of  successful  leadership through
The Leadership Chal lenge.  Kouzes and Posner provide each of  these
commitments as an easy reference for  successful ly  leading.  Consider using
this  l is t  as a 'quick-guide'  for  inf luencing your decis ions - - -  remember,  YOU
are a leader!  

2
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W E B 
R E S O U R C E S

   by ADA
        A Vi ta l  Ski l l  for  Dent is ts
        10-Ways for  Improving EI

   by COLGATE
        Emot ional  Intel l igence in Pat ient  Care

   by MINDTOOLS
        Emot ional  Intel l igence in Leadership
         *consider taking the assessment 

              *  addi t ional  resources avai lable upon request

by Kouzes & Posner
     The leadership chal lenge the leadership chal lenge:
     How to make extraordinary th ings happen in
     organizat ions

by Goleman
     Emot ional  intel l igence:  why i t  can matter  more than
     IQ

          
           

There are numerous resources avai lable for
learning more about leadership and emot ional
intel l igence.   The resources l inked on th is  page
include ' just  a gl impse'  into a l l  that  is  of fered!

https://newdentistblog.ada.org/emotional-intelligence-is-a-vital-skill-for-new-dentists/
https://marketplace.ada.org/blog/dental-business/10-ways-to-improve-emotional-intelligence-in-your-organization/
https://www.colgateprofessional.com/students-faculty/practice-management/how-emotional-intelligence-can-be-used-to-improve-patient-outcomes
https://www.mindtools.com/ax3ar6w/emotional-intelligence-in-leadership
https://www.amazon.com/Leadership-Challenge-Extraordinary-Things-Organizations/dp/1119736129/ref=sr_1_1?crid=23WYEVH9K6FMY&keywords=the+leadership+challenge+7th+edition&qid=1688070008&s=books&sprefix=the+leader%2Cstripbooks%2C70&sr=1-1
https://www.amazon.com/Leadership-Challenge-Extraordinary-Things-Organizations/dp/1119736129/ref=sr_1_1?crid=23WYEVH9K6FMY&keywords=the+leadership+challenge+7th+edition&qid=1688070008&s=books&sprefix=the+leader%2Cstripbooks%2C70&sr=1-1
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