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Leadership Styles and Their Role in Organisations

1. Introduction
Leadership is important for organisational success because it affects employee behaviour, communication and performance. Effective leaders provide direction, motivate employees and help organisations manage challenges. However, leaders should adapt their style depending on the situation and employees’ needs. Goleman (2000) identified six leadership styles: visionary, coaching, affiliative, democratic, pacesetting and commanding. This essay focuses on affiliative, commanding and pacesetting leadership, explaining their main features, advantages and disadvantages. It will also discuss important leadership skills such as communication, emotional intelligence, teamwork, decision-making, problem-solving and adaptability.
2. Understanding Leadership
Leadership is the process of influencing and supporting people to achieve shared goals. Northouse (2021) states that leadership involves influence between leaders and followers. Therefore, leadership is not only about giving instructions but also about supporting employees and creating a positive working environment.
Good leadership can improve motivation, teamwork and performance, while poor leadership can lead to conflict and low morale (Yukl, 2013). Different situations require different approaches. For example, employees may need support during difficult periods, while emergencies may require quick and clear instructions. Goleman’s (2000) model shows that effective leaders should be flexible and adapt their style to different situations.
3. Affiliative Leadership

Affiliative leadership focuses mainly on creating positive relationships between leaders and employees. Goleman (2000) explains that this style aims to create harmony and strengthen emotional connections within a team. Affiliative leaders are concerned with employee wellbeing and try to build a workplace based on trust and cooperation.

An affiliative leader usually:

· Builds strong relationships with employees.
· Listens to employee concerns.
· Recognises and praises good work.
· Encourages cooperation between team members.
· Helps resolve workplace disagreements.
· Creates a supportive working environment.

This style can be particularly useful when employees have experienced stress, conflict or major changes within the organisation.

Advantages

One of the main advantages of affiliative leadership is improved employee morale. When workers feel respected and supported by their manager, they may become more satisfied with their jobs and more willing to contribute to the organisation (Goleman, 2000).

It can also improve teamwork. By encouraging employees to communicate and cooperate, the leader can create stronger relationships between team members. This can be especially valuable in workplaces where employees need to work closely together.

Another advantage is that affiliative leadership can help rebuild trust following workplace conflict or organisational change. Employees may feel more comfortable discussing problems with a supportive leader.

Disadvantages

However, affiliative leadership can also have weaknesses. A leader who focuses too heavily on maintaining good relationships may avoid giving employees negative feedback. If an employee’s performance is poor, the manager still needs to address the problem rather than ignoring it (Goleman, 2000).

The style may also provide insufficient direction if the leader focuses more on employee happiness than business objectives. Therefore, affiliative leaders need to combine support and kindness with clear expectations and accountability.

Business Example

A care-home manager could use affiliative leadership after a period of staff conflict. The manager could organise regular team discussions, listen to employee concerns and recognise staff members who perform well. By improving relationships and trust, employees may feel more comfortable working together. However, the manager would still need to address poor performance when necessary.

4. Commanding Leadership

Commanding leadership involves giving employees clear instructions and expecting them to follow those instructions quickly. Goleman (2000) describes this approach as particularly direct and controlling. The leader makes decisions and employees are expected to follow the required procedures.

This style can be useful when there is little time for discussion or when employees need clear instructions to remain safe.

Commanding leaders generally:

· Give direct instructions.
· Make decisions quickly.
· Set clear rules and expectations.
· Closely monitor important tasks.
· Take control during difficult situations.
· Expect employees to follow procedures.

Advantages

A major advantage of commanding leadership is speed. When a decision needs to be made quickly, the leader does not have to organise lengthy discussions with employees. This can prevent confusion and allow the organisation to respond immediately.

The style can also be useful in situations where safety and discipline are important. For example, employees working with dangerous equipment may need to follow clear instructions rather than deciding independently what action to take.

Commanding leadership can also be helpful when employees are inexperienced and require clear direction from a manager.

Disadvantages

The main disadvantage is that employees have limited opportunities to express their opinions. If a manager constantly makes decisions without consulting staff, employees may feel that their ideas are not important. This can reduce motivation and creativity (Goleman, 2000).

Overusing this approach can also create a stressful working environment. Employees may become too dependent on their manager and may be less willing to take responsibility for solving problems themselves.

Therefore, commanding leadership should generally be used when clear direction, speed or control is particularly important rather than as the manager’s everyday approach.

Business Example

A warehouse supervisor could use commanding leadership when a safety problem occurs. For example, if equipment becomes unsafe, the supervisor may immediately instruct employees to stop using it and move away from the area. In this situation, quick and clear instructions are more important than holding a team discussion. Once the situation is controlled, the supervisor can explain what happened and listen to employee concerns.

5. Pacesetting Leadership

Pacesetting leadership focuses on achieving high standards and strong performance. According to Goleman (2000), pacesetting leaders set challenging expectations and often lead by example. They expect employees to work efficiently and produce high-quality results.

This style can work well when employees are experienced and understand their responsibilities.

Pacesetting leaders:

· Set demanding performance standards.
· Focus strongly on results.
· Lead by example.
· Expect employees to work independently.
· Monitor performance closely.
· Encourage continuous improvement.

Advantages

One advantage of pacesetting leadership is that it can increase productivity. Employees may work harder when they have clear and challenging targets. This can be particularly useful in businesses where performance can be measured easily, such as sales, manufacturing or logistics.

Pacesetting leaders can also encourage employees to improve their standards. When managers demonstrate high levels of performance themselves, experienced employees may be motivated to achieve similar results.

The style is particularly effective when employees are already skilled and do not need constant supervision (Yukl, 2013).

Disadvantages

However, high expectations can become a problem when they are unrealistic or maintained for too long. Employees may experience stress and feel that their work is never good enough. This can reduce job satisfaction and potentially increase employee turnover (Goleman, 2000).

Pacesetting leadership can also be unsuitable for new employees. Workers who are still learning their roles usually need training, guidance and encouragement rather than being expected to immediately meet very high standards.

Therefore, leaders should make sure that performance targets are realistic and provide support when employees need it.

Business Example

A sales manager could use pacesetting leadership during the launch of a new product. The manager could set clear sales targets and demonstrate effective sales techniques to the team. Experienced sales employees could work independently towards the targets while regularly checking their progress. However, the manager should also provide support to employees who are struggling rather than simply increasing pressure.

6. Skills Required by Modern Leaders

Leadership today requires more than simply giving instructions or monitoring employee performance. Modern businesses are affected by technology, competition, changing customer expectations and different working arrangements. Leaders therefore need a broad range of skills.

Communication

Clear communication helps leaders explain objectives, responsibilities and expectations. It also allows employees to raise concerns and provide feedback. Good communication can reduce misunderstandings and improve teamwork (Yukl, 2013).

Emotional Intelligence

Emotional intelligence is important because leaders need to understand how employees may feel in different situations. A leader with good emotional intelligence can show empathy, manage conflict and respond appropriately to employee concerns (Goleman, 2000).

Decision-Making

Leaders regularly need to make decisions about employees, customers, resources and business operations. Effective decision-making requires managers to consider information, risks and possible consequences before choosing the most suitable option.

Problem-Solving

Businesses face many problems, such as customer complaints, staff shortages, financial difficulties and operational issues. Leaders need to identify the cause of a problem and find practical solutions. Mumford et al. (2000) suggest that leadership skills are important when dealing with complex organisational challenges.

Teamwork

Modern leaders need to create teams where employees cooperate and respect one another. Good teamwork allows people with different skills and experiences to contribute towards shared goals.

Adaptability

Finally, leaders must be able to adapt to change. Businesses can be affected by new technology, changing markets and unexpected problems. A flexible leader can change their approach when necessary rather than relying on one leadership style all the time (Goleman, 2000).

7. Comparing the Three Leadership Styles
The three leadership styles have different strengths. Affiliative leadership focuses on teamwork, relationships and employee wellbeing. Commanding leadership is useful when quick decisions and clear instructions are needed, especially in emergencies. Pacesetting leadership focuses on high performance and challenging targets and works best with experienced employees.
No style is best for every situation. Effective leaders should adapt their style depending on the circumstances. For example, they may use commanding leadership in an emergency, affiliative leadership to solve team conflicts and pacesetting leadership to achieve important targets.
Conclusion
In conclusion, affiliative, commanding and pacesetting leadership can all benefit organisations when used correctly. Affiliative leadership improves teamwork and morale, commanding leadership provides clear direction, and pacesetting leadership encourages high performance. However, each style can have disadvantages if overused. Therefore, effective leaders should be flexible and consider the situation and employees’ needs. Good communication, teamwork, decision-making and adaptability are also important for achieving organisational success.
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