

THE EVOLUTION OF LEADERSHIP IN GROWING ORGANISATIONS:
 FROM COMMAND TO COACHING




Organisational effectiveness depends heavily on leadership according to widespread expert opinion. Leadership undergoes substantial transformation when organisations grow because they face increased complexity together with rising diversity and expanded scale. Leadership in large firms according to JPMorgan Chase CEO Jamie Dimon (Dimon, 2021) requires conductors and coaches instead of centralis
ed decision-making. The initial use of command-and-control leadership works efficiently for small organisations yet becomes irrelevant when organisations grow larger. This paper investigates the leadership approaches organisations need to develop when they expand in size. The introduction establishes leadership definitions before presenting their vital role. The paper examines the transformation between authoritative leadership styles and coaching leadership through both theoretical frameworks and real-world business case studies. A study defines the fundamental competencies needed by leaders to succeed in extensive organisations. The final section provides guidelines for present-day leadership approaches operating in advanced business settings.
The Concept and Importance of Leadership 
Organisational leadership functions as a method that enables people or groups to work together toward reaching organisational targets (Northouse, 2021). The main distinction between leadership and management involves vision leadership alongside inspirational and people development instead of systems management (Kotter, 1990). The effectiveness of leadership remains vital for establishing strategic direction and maintaining stakeholder alignment while promoting innovation.
An organisation develops and maintains its culture through leadership functions as a fundamental element. Schein (2010) states that organisational culture development depends on leader conduct and the messages leaders send through their behavior and communication. A well-led organisation culture produces unity and motivated staff members which drives long-term business achievement. Organisational adaptation alongside market competitiveness requires effective leadership which enables change management as a vital component according to Burnes (2017).
Talent development together with team performance represents a crucial aspect of leadership importance. The emotional intelligence capabilities of leaders according to Goleman (1995) help them establish trust-based relationships while managing conflicts to develop team performance. Leaders who show self-awareness combined with empathy and social skills develop psychological safety within their teams which leads to high-performing teams according to Edmondson (2019).
Leadership demonstrates a direct relationship with innovation. Leaders who empower their employees through encouragement of experimentation and tolerate failure will create an environment that supports innovative outputs according to Amabile and Khaire (2008). Leaders in small organisations take independent decisions yet growing organi
sations need distributed and collaborative leadership to manage their expanding complexity according to Mintzberg (2009).

Organisational effectiveness demands leadership adjustments since leadership needs to transform as the organisation expands. The leadership approach which functions well in small centralised structures proves ineffective when organisations expand to decentralised systems. The organisational needs of modern businesses drive a leadership style transformation from authoritarian to coaching methods.
Leadership Style Transformation in Growing Organisations 
Organisational growth leads to operational complexities which force leadership styles to undergo fundamental changes. Large organisations cannot sustain the command-and-control leadership approach because its authoritarian nature becomes less effective with increasing complexity. This analysis explores leadership development needs for future organisations through both theoretical models and business case studies.
Authoritative vs. Transformational Leadership
Authoritative leadership involves centralized decision processes along with strict top-down management practices and limited delegation of responsibilities. The model works well for both small organisations and crisis situations yet lacks effectiveness when organisations need to innovate or give employees autonomy (Goleman, 2000). Transformational leadership emerged from Burns (1978) and Bass (1985) uses vision-based motivational approaches that empower others.
Leaders who exhibit transformational leadership inspire their followers to achieve more than expectations by implementing goal-oriented initiatives that promote intellectual growth and individual progress. The traits necessary for team alignment and innovation become vital for companies that expand in size.
Microsoft's current CEO Satya Nadella shows transformational leadership through his executive approach. After his CEO appointment Nadella transformed Microsoft into a collaborative work environment by establishing a “growth mindset” and dedicated resources to learning and empathy (George, 2019). Through this change Microsoft achieved improved market success while building stronger employee relationships.
Situational Leadership Theory
Situational leadership theory was developed by Hersey and Blanchard in 1969 which states that effective leaders adjust their leadership style based on the maturity level and competence of their followers. Small organisations require directive leadership from employees but large and complex organisations need autonomy and collaboration to be effective. Leaders need to learn how to transition between directing, coaching, supporting and delegating.

Google’s project teams operate under a flexible leadership model according to example (Bock, 2015). Managers change their leadership style according to team experience level and project requirements to balance team freedom with strategic direction.
Leader-Member Exchange (LMX) Theory
Graen and Uhl-Bien (1995) developed LMX theory which explains that leaders develop individual trusting connections with their subordinates. In large organisations, leaders cannot interact equally with all employees. The development of high-quality relationships with essential team members leads to a favourable leadership climate which spreads across the organisation.
Leaders can achieve effective delegation by developing in-groups of mutual trust and respect thus enabling decentralised decision-making in complex organisational structures.
Servant and Coaching Leadership
Servant leadership as described by Greenleaf (1977) puts the focus on developing followers while their leaders give up authority. Coaching leadership enables employee development through mentoring and feedback processes according to Whitmore (2009). The approaches function as fundamental tools for organisations with large structures because leaders need to develop independence while preserving strategic direction.
PepsiCo's former CEO Indra Nooyi implemented servant leadership by dedicating to employee development while promoting corporate responsibility and stakeholder engagement (Bryant, 2011). The approach resulted in employee loyalty and innovation across the company.
Why the Shift is Necessary
Organisations at scale exceed the leader’s capability to monitor all operational activities. Decentralisation requires trust-based empowerment which also needs adaptability. Workers in large organisations seek purpose alongside freedom and possibilities for development which supportive leadership approaches provide (Pink, 2009). The transition from controlling to coaching approaches both meets practical needs and matches contemporary workforce requirements and modern business complexities.
Essential Leadership Skills in Expanding Organisations 
A leader in a large organisation must have diverse competencies which help them manage organisational complexity and achieve long-term success.
Leaders need to show self-awareness along with empathy and social skills to establish trust and handle relationships effectively (Goleman, 1995).

Visionary leadership needs three elements: future trend anticipation along with team goal alignment and market condition response abilities (Liedtka, 1998).
The key element of clear and transparent communication ensures departments and geographic regions stay aligned and engaged (Clampitt, 2013).
Effective leaders need to distribute decision-making power to capable employees so they can take responsibility for achieving outcomes (Yukl, 2013).
Change Management: As organisations grow, change is constant. Leaders need to oversee change initiatives and minimize resistance while keeping morale levels high (Kotter, 1996).
Cultural Intelligence: Global organisations need employees who possess cultural sensitivity and adaptability abilities to manage their diverse teams and create inclusive work environments (Earley and Mosakowski, 2004).
Leaders should spend their time developing talent by offering guidance while providing support and presenting challenges that help employees advance in their roles (Whitmore, 2009).
These abilities help leaders to inspire others while delegating work and adapting to new situations which are essential for effective leadership in expanding organisations.
Conclusion and Recommendations 
Organisations growing larger require leaders to transition from directive management to mentor-based leadership to address complex operational decentralization. Theories such as transformational leadership, situational leadership, LMX, and servant leadership back up this leadership transition. Both Satya Nadella and Indra Nooyi have shown through their leadership how empowering leadership approaches can be successful.
Modern leaders who want to succeed in large-scale organisations should focus on developing emotional intelligence together with strategic vision and cultural awareness and coaching capabilities. These abilities help leaders to express themselves plainly and assign tasks properly and construct strong teams which can withstand challenges.
Contemporary leaders should allocate their time to personal development by focusing on soft skills and cultural competence while creating a leadership development system through mentoring and empowerment programs. Their approach allows organisations to evolve from command-and-control structures toward adaptive inclusive models that match the dynamic global business environment.
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