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Leaders who want their organizations to not only survive  
but thrive in the fast-changing world of business today  
need to develop the wisdom of Deep Intelligence . . .  

 

Deep Intelligence   

The Critical Intelligences for Leadership Success in the 21st Century 

By Cindy Wigglesworth 

	  
The idea that there is more to effective 
leadership than high IQ is now well 
accepted. In the past two decades, Daniel 
Goleman’s groundbreaking research on 
Emotional Intelligence (EQ) has been widely 
embraced by the business community. It is 
no longer uncommon to find leaders being 
assessed on self-awareness, self-regulation, 
motivation, empathy, and social skills, as 
well as more traditional qualities such as 
technical depth, determination, and vision.  

As leaders confront today’s increasingly 
challenging business environment, however, 
even EQ is not enough to help them survive 
and thrive. Author and organizational 
consultant Cindy Wigglesworth, founder of 
Deep Change, believes that there are four 
critical intelligences that today’s leaders 
need to develop. In addition to strong IQ 
and EQ, she argues, a strong foundation in 
Physical Intelligence (PQ) and a willingness 
to develop Spiritual Intelligence (SQ) are 
needed. When these four come together, 
she writes, the result is the Deep 
Intelligence™ that is necessary to lead a 
transformative organization in a fast-
changing and unpredictable world. In this 
article, she discusses the unique challenges 
facing leaders today, offers some 
background on the idea of multiple 
intelligences, describes each of the four 
critical Intelligences (with a particular focus 
on the less familiar concept of SQ) and 
discusses the benefits and challenges of 
developing and measuring these 
intelligences in a business environment. 

INTRODUCTION: CHANGE HAS CHANGED 
At the 2009 World Business Forum in 
New York City, Gary Hamel, dubbed 
“the world’s most influential business 
thinker,” by the Wall Street Journal, 
told the gathered delegates: “The signa-
ture characteristic of our time is the 
pace of change. After 13.5 billion years 
of evolution, change went hypercritical 
in our lifetime. The world is changing 
faster than companies can become re-
silient.”i 

For today’s organizations, change  
is no longer a luxury or something you 
discuss at an annual strategic planning 
retreat. It has become a daily challenge. 
As a recent article in BusinessWeek  
put it, “There is no more normal. . . . 
Smart leaders recognize that they can 
use this crisis as a catalyst to spark new 
ways of thinking and doing business.”ii 
Cisco CEO John Chambers, one of  
today’s most innovative and unconven-
tional leaders, told McKinsey Quarterly 
that, “Where the industry’s going, in 
every industry, will be about how do 
you change? How do you get outside 
your comfort zone? If you don’t move, 
you will get left behind.”iii Change that 
is to be sustainable cannot be merely 
surface rearrangements. For most  
organizations, deep change is required, 
but as Hamel observes, “deep change  
is nearly always crisis-led.” iv  People  
are “pushed into the icy waters of 
change by circumstances beyond their 
control.”v 
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It seems to be human nature to resist 
change as long as possible, and as 
Chambers points out, it is often the 
leaders who are the most resistant.vi 
What if we could change that? What if a 
new breed of leader began to show by 
example that it’s not necessary for life 
to push us to the brink of disaster be-
fore we are willing to let go of our old 
ways of doing things and create new 
ones? And what if the new ways are 
changes that so clearly serve the stake-
holders of the organization that “uptake” 
is relatively easy and sustainable? I 
firmly believe that the leaders of the 
future will be those who develop this 
capacity. And I have found that the key 
to leading deep change resides in a set 
of skills that can be measured and de-
veloped: a skill set I call Deep Intelli-
gence. Deep Intelligence brings 
together some of the more familiar no-
tions of Cognitive Intelligence (IQ) and 
Emotional Intelligence (EQ) with the 
often-taken-for-granted but founda-
tional idea of Physical Intelligence (PQ) 
and the newly emerging field of Spir-
itual Intelligence (SQ). 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

LEADING CHANGE 
While the attributes of great leaders 
have been scrutinized in numerous 
books, surveys, and articles, what it 
takes to become a great leader remains 
something of a mystery to many. In his 
bestselling book Good to Great, Jim Col-
lins identified what he called “Level 5 
Leadership” as a key to greatness,vii and 
described such leaders as surprisingly 
self-effacing, humble, and able to 
“channel their ego needs away from 
themselves and into the larger goal.”viii 
But Collins confesses: “I would love to 
be able to give you a list of steps for be-
coming Level 5, but we have no solid 
research data that would support a 
credible list. Our research exposed 
Level 5 as a key component inside the 
black box of what it takes to shift a 
company from good to great. Yet inside 
that black box is yet another black 
box—namely, the inner development of 
a person to Level 5. We could speculate 
on what might be inside that black box, 
but it would mostly be just that—
speculation.”ix Duke University’s 2009 
Executive Leadership Surveyx revealed 
Leadership Development to be the 
number two challenge facing organiza-
tions—exceeded only by the issues of 
innovation and growth.  

What is interesting about Collins’ 
observation is that the qualities he 
identifies as defining Level 5 are all 
qualities commonly associated with 
spiritual attainment. And he is not 
alone in these observations. So-called 
“soft skills”—from collaboration to em-
pathy to inclusiveness to inspiration—
are scoring high on leadership surveys. 
This does not mean that aspiring lead-
ers should abandon their MBAs and 
head for the monastery. Hard business 
skills and a high IQ are still essential. 
But it highlights the fact that notions 
once confined to personal faith and 
self-improvement are now showing up 
in the boardroom. And they are here  
to stay.  
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Bestselling business gurus like  
Stephen Covey and Peter Senge use the 
term “spiritual” freely, and there is 
growing agreement that the inner di-
mensions of life play a key role in effec-
tive leadership and sustainable success. 
In fact, trend-tracker Patricia Aburdene 
claimed in her 2005 book Megatrends 
2010 that “spirituality in business, hav-
ing quietly blossomed for decades, is an 
established trend that is about to morph 
into a megatrend.”xi 

I believe that what all of this tells  
us is that not only Emotional Intelli-
gence (EQ) but also Spiritual Intelli-
gence (SQ) are becoming increasingly 
important components of leadership 
development, together with the other 
critical intelligences we may be more 
familiar with. The notion of spiritual 
intelligence has proven to be an attrac-
tive premise for open-minded compa-
nies and consultants, including Nokia, 
Unilever, McKinsey, Shell, Coca-Cola, 
Hewlett Packard, Merck Pharmaceuti-
cals, Starbucks and the Co-operative 
Bank. xii 

The challenge, however, as Collins 
indicates, is the lack of solid research 
data and effective measurement tools to 
shine light inside that “black box,” es-
pecially when it comes to SQ. While EQ 
is now a well-established field with 
proven methods and assessments,  
there is very little concrete advice to be 
found about how to use SQ as an effec-
tive tool, and how to measure and de-
velop it.  

However, as we shall discuss in this 
article, it is possible to quantify even 
such seemingly intangible “skills” as 
those Jim Collins and others have iden-
tified, skills that I would categorize as 
SQ skills. And for leaders of deep 
change, it is essential. To be effective 
and inspirational, the great leaders of 
today and tomorrow will need to focus 
on developing multiple intelligences 
simultaneously, and be able to measure 
and track their progress.  

MULTIPLE INTELLIGENCES:  
A BRIEF HISTORY 
The notion of multiple intelligences 
was first introduced by psychologist 
Howard Gardner in his 1983 book 
Frames of Mind. “As human beings, we 
have many different ways of represent-
ing meaning, many kinds of intelli-
gence,”xiii writes Gardner. Based on his 
empirical work with both normal and 
gifted children and also with brain-
damaged patients, he initially identified 
seven distinct intelligences: linguistic, 
logical-mathematical, musical, spatial, 
bodily-kinesthetic, interpersonal, and 
intrapersonal. In more recent years, he 
added an eighth, naturalist intelligence, 
and continues to speculate about a pos-
sible ninth, existential intelligence.  

Much of the ongoing development 
and debate around Gardner’s theory is 
centered on education, but the basic 
idea that we have more than one kind 
of intelligence has become widely 
popular—so much so that a flood of re-
cent books have picked up on the no-
tion, from “financial intelligence” to 
“social intelligence” to “practical intel-
ligence.” The most highly developed 
area of this field, however, has been 
Emotional Intelligence. Psychologist 
Daniel Goleman brought the idea of EQ 
to a wide audience in his 1995 book of 
that name, and specifically to the world 
of business in his 1998 Harvard Busi-
ness Review article. While dismissed by 
some in the research community as 
“pop science,” the model of EQ created 
by Daniel Goleman and Richard Boyat-
zis has become the most widely used 
approach to EQ in the business world. 
Backing up his ideas (which were un-
conventional in business at the time) 
with solid research at nearly 200 global 
companies, Goleman was able to tell “a 
persuasive story about the link between 
a company’s success and the emotional 
intelligence of its leaders,” and demon-
strate that “people can, if they take the 
right approach, develop their emotional 
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intelligence.”xiv Goleman identifies four 
main Emotional Intelligence con-
structs: Self-Awareness, Self-
Management, Social Awareness, and 
Relationship Management. 

The notion of Spiritual Intelligence 
is less accepted and even harder to pin 
down than EQ, but it is slowly becom-
ing more mainstream in scientific in-
quiry and philosophical/psychological 
discussion. Models for developing and 
measuring SQ are also increasingly 
used in corporate settings. It has been 
identified as a key component of lead-
ership by bestselling business author 
Stephen Covey. Many people attribute 
the term to Danah Zohar, who intro-
duced the idea in her book ReWiring 
the Corporate Brain in 1997, and devel-
oped it, together with Ian Marshall,  
in subsequent books, including SQ: The 
Ultimate intelligence.  

Howard Gardner, originator of the 
theory of multiple intelligences, chose 
not to include SQ amongst his intelli-
gences due to the challenge of codifying 
quantifiable scientific criteria.xv Instead, 
Gardner suggested an “existential intel-
ligence” as viable,xvi which subsequent 
researchers have attempted to connect 
with spirituality. There is a great deal of 
disagreement over the measurement of 
spiritual intelligence. Many suggest 
that this ability set cannot be measured 
by traditional means, while others 
maintain that, like most psychological 
constructs, some degree of measure-
ment is possible. I believe it is not only 
possible, but essential, to measure SQ, 
and most effective to do so as part of an 
integrated assessment that looks at four 
key intelligences: Cognitive Intelligence 
(IQ), Emotional Intelligence (EQ) Spir-
itual Intelligence (SQ) and Physical In-
telligence (PQ). 

While these four are by no means 
the only intelligences, they are the ones 
I have found to be most critical for 
leaders. Leaders need all four of the 
primary intelligences, and they need to 

understand what their interrelation-
ships are. Most importantly, they need 
to understand the special role of SQ  
as an integrating intelligence—a “cap-
stone” that links and amplifies our  
rational and emotional capacities. I 
would concur with author Stephen 
Covey that "Spiritual intelligence is the 
central and most fundamental of all the 
intelligences, because it becomes the 
source of guidance for the other[s]..."xvii  

 
THE FOUR CRITICAL INTELLIGENCES  
FOR DEEP LEADERSHIP 
 
1. Physical Intelligence 
While many people take it for granted, 
Physical Intelligence (PQ) is founda-
tional. I define PQ simply as: “Body 
awareness and skillful use.” It begins in 
childhood with mastering simple skills 
like rolling over, crawling, walking, 
throwing, and catching a ball. It contin-
ues through our lives in terms of how 
we observe and manage our energy, 
stamina, sleep patterns, and our overall 
health as a “corporate athlete.”xviii  

If PQ is not in place, attempts to de-
velop all the other intelligences will be 
stunted. As Abraham Maslow demon-
strated in his Hierarchy of Needs, the 
lower level (deficiency) needs must be 
fulfilled before the individual even be-
comes aware of some of the higher level 
(being) needs. “A hungry man may will-
ingly surrender his need for self-respect 
in order to stay alive; but once he� can 
feed, shelter, and clothe himself, he be-
comes likely to seek higher needs.” If a 
leader is sleep-deprived, he will not 
have the focus or energy to develop or 
use cognitive, emotional, or spiritual 
skills. When we are exhausted, our 
hormones out of balance, or our blood 
sugar levels too low, even high IQ, EQ, 
and SQ people can make mistakes in 
logic, become inconsiderate, and see 
things from a narrow self-interested 
point of view. Corporate athletes need 
to take excellent care of their bodies. 
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Like the Hierarchy of Needs, the 
four intelligences can be represented as 
a pyramid (see diagram below). The 
base of the pyramid—our PQ—needs to 
be strong in order to support the 
“weight” of levels above. When we 
don’t take care of our bodies, every-
thing else suffers. 

 
2. Cognitive Intelligence 
IQ, or cognitive intelligence, is the kind 
of intelligence we are most familiar 
with, and its development is supported 
by our education systems. Initially we 
focus on mathematical and linguistic 
intelligences, and basic technical skills.  

For leaders today, I believe the most 
important aspect of this intelligence is 
the attainment of a high level of cogni-
tive complexity. This is most easily ex-
plained as the ability to consider many 
perspectives simultaneously, including 
all stakeholders and the “perspectives” 
of the group, and the cultural, economic, 
and other systems in which you and 
your business are embedded. In psy-
chology this is sometimes referred to as 
the ability to think “systemically” and 
“metasystemically.”  

The ability to perceive the flux and 
flow of subtle changes in groups and 
systems is the point at which IQ, EQ, 
and SQ become interconnected. These 
intelligences become increasingly in-
terdependent (in other words, you need 

each of them to develop the others) the 
more developed and effective you wish 
to become as a leader. 

 
3. Emotional Intelligence 
EQ has been defined in numerous ways. 
Because Deep Intelligence is much 
more about the practice and application 
than it is about the theory, I adopt the 
most well-used and field-tested defini-
tion of EQ as developed by Daniel  
Goleman and Richard Boyatzis.  

Essentially, EQ relates to our inter-
personal skills, founded on emotional 
self-awareness and empathy and emo-
tional self-management. The 18 skills of 
EQ are divided into four quadrants. We 
can summarize these four quadrants as 
creating the ability to: recognize my 
own feelings; perceive and even antici-
pate the feelings of other people; man-
age my own behaviors and emotions; 
and manage my relationships well.  

In every job ever tested, EQ en-
hanced performance. In one of the 
more surprising studies, the top 10% of 
programmers produced 320% more  
effective code than the average pro-
grammers. And the top 1% of program-
mers produced a boggling 1272% more 
than average programmers. The differ-
ence was assessed as EQ skills related 
to teamwork: “They don’t compete—
they collaborate.”xix  The difference is 
stunning in a field where it is generally 
assumed that interpersonal skills are 
not needed.  

I have verified this difference with a 
software client. Their “best program-
mer” also had the highest EQ. Appar-
ently writing effective code is very 
different from just writing code. Effec-
tive code works well with other pro-
grammers’ code, and it delivers what 
the customers want. All of this means 
some EQ skills like empathy, listening 
well, cooperating with teammates, and 
maintaining a high customer service 
orientation are required. 
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4. Spiritual Intelligence  
Spiritual intelligence, or SQ, the last, 
and most challenging of the four intelli-
gences, is my field of specialization. 
Although I was naturally blessed with a 
talent for and interest in academic work, 
EQ came a little more slowly for me. I 
received the gift of appropriate feed-
back (yes, that means supervisors had 
to tell me to work on this) and trained 
myself in EQ fairly early in the course 
of my corporate career. At that time, we 
didn’t have the language of “EQ,” but I 
knew that my interpersonal skills had 
to be improved.  

As I became more graceful interper-
sonally, I began to discover another 
skill-set that was impacting my effec-
tiveness as a leader. This additional 
skill-set seemed even more powerful 
than the EQ work. I traced the devel-
opment of these skills back to my own 
spiritual work—specifically around re-
ducing my attachment to my own egoic 
needs and focusing more on the greater 
good of the team, the customers, the 
company, etcetera. As I shifted my fo-
cus, I found that I could see solutions 
and work with people in creative ways 
that were not options for me before.  

Finding the corporate world unre-
ceptive to such notions, I began the 
process of translating the intangible 
ideas of spirituality into terms that 
businesspeople could relate to, and set 
out to create a rigorously tested, faith-
neutral, professional quality instrument 
for measuring this elusive skill-set.  

Spiritual intelligence is distinct from 
spirituality or religion. Spirituality, as I 
define it, is the innate human need to be 
connected to something larger than 
ourselves, something bigger than one’s 
little ego, one’s little needs. And that 
innate need exists in all of us. Religion 
is a set of beliefs and practices, usually 
based on a sacred text, and a communi-
ty of practice to support people in their 
spiritual growth. And all of those things 
can be reinforcing of spiritual intelli-

gence development, but spiritual intel-
ligence can be developed independent 
of belief or tradition. Spiritual intelli-
gence is a set of skills we must develop 
over time, with practice. We are all 
born as inherently spiritual beings, but 
we are not born spiritually intelligent. 
In the same way, we are born with 
emotions, but we have to develop the 
skills of emotional intelligence. 

Created with much consideration, 
my definition of spiritual intelligence is: 
“the ability to behave with wisdom and 
compassion while maintaining inner 
and outer peace regardless of the situa-
tion.” The word “behave” is critical in 
this definition. If we do not prove it 
with our behaviors—if SQ doesn’t show 
up in some exterior way—we are not 
yet really developed in this arena.  

Why does this ability to be compas-
sionate, wise, and peaceful matter to a 
leader? How do the 21 skills of SQ affect 
the business? I would offer these an-
swers from my own experience: 
• The reduction in egoic or “small 

self” perspectives creates a huge in-
crease in innovation for you and 
your team—and new ideas flourish. 

• The reduced need to defend the old 
way of doing things makes change 
much easier. 

• The magnetic attraction of visions 
generated from this higher perspec-
tive of SQ mobilizes people into ac-
tion. It is energizing and taps into 
people’s desire for meaning and 
purpose in their work lives. 

• The vantage point of the higher self 
provides a less “noisy,” less fearful, 
less drama-prone way of working. 
This amplifies your IQ. 

• The calm of a high SQ perspective 
on problems gives you the energy 
you need to work on complex prob-
lems your business may face. You 
are not wasting adrenaline on the 
situation—you focus your energy 
appropriately and can therefore ac-
complish more. 
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THE CHALLENGE OF MEASUREMENT 
There is a great deal of disagreement 
over the measurement of all intelli-
gences, which grows more heated as we 
go up the pyramid. Most people can 
agree on basic concepts of PQ, such as a 
good diet and good sleep patterns—
although even that can be debated.  

IQ measurements tend to be contro-
versial. Yet we depend on some form of 
testing, however imperfect (such as 
SAT or ACT college entrance exams) to 
sort people for minimal qualification. 
We also look to academic achievement 
or assessments of technical skills as a 
way to gauge “sufficient IQ” for a job. 
There is a much newer extension of IQ, 
called “cognitive complexity,” which I 
find most intriguing. This is tricky to 
measure but can be done via written 
test and/or interviews to see how 
someone solves a problem or considers 
a situation. What does a person consid-
er? What do they fail to consider? The 
importance of this for leadership is 
considerable. 

When it comes to EQ, there are a 
number of different models, and differ-
ent measurement instruments to go 
with them. The most widely used in 
business are the tools derived from 
Daniel Goleman’s model.  

In the newly emerging field of SQ, 
the territory of measurement is most 
challenging. Many believe this ability 
set cannot be measured by traditional 
means, while others maintain that, like 
most psychological constructs, some 
degree of measurement is possible. Due 
to its varying definitions and models, a 
number of indicators and measures of 
spiritual intelligence have been pro-
posed. I have developed the first com-
petency-based Spiritual Intelligence 
Assessment Instrument, the SQi, which 
measures 21 skills through a carefully 
created and tested questionnaire. This 
self-assessment has undergone statisti-
cal analysis of results to determine sta-
tistical significance and reliability, a 

construct validity analysis, and a corre-
lation analysis with another highly re-
spected, validated assessment of adult 
development. I believe it is a uniquely 
rigorous assessment of SQ that focuses 
on behaviors that impact leadership. 
 
BRINGING VALUE TO BUSINESS WITH A 
DEEP INTELLIGENCE DIAGNOSTIC™ 
At Deep Change, a consultancy dedi-
cated to the development of Deep Intel-
ligence, we believe in customizing what 
we do for each client. To assist a leader 
in her development, we would begin 
with an interview. Based on the person, 
the role, and the larger context of the 
business, we would consider which in-
telligences were most in need of as-
sessment and which could possibly wait. 
We then select, using our diagnostic 
process, those assessments most rele-
vant for the client. Typically, there will 
be at least two online assessments and a 
questionnaire to complete.  

Once the data are received, we part-
ner with the client to interpret the re-
sults. We bring our depth of expertise 
and experience, but the client brings 
her own self-knowledge. Only she can 
tell us “Why do you see things this way?” 
or “What did this question mean to 
you?” After we debrief with the client, 
we work together to create a list of next 
steps. The focus is always: “How may 
we serve you as a leader? What is the 
business challenge you most need to 
address? What distinctive results do 
you hope to achieve?”  

It is my firm belief that the Deep In-
telligence approach fills in the “black 
box” that Jim Collins described—the 
missing steps to creating Level 5 Lead-
ers—leaders who can take their busi-
ness from “good” to “great.”   
 
Further information: 
For more information about Deep 
Intelligence, please visit the Deep Change 
website at www.deepchange.com or contact 
the author at cindy@deepchange.com 
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