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1. Introduction
[bookmark: _Int_ABV8fYCl]Leadership is a foundational pillar in every organisation, shaping decision-making, culture, and performance outcomes. As companies scale in size and complexity, traditional command-and-control leadership styles become less effective. In this essay, we explore the transition of leadership styles from authoritative to coaching and supportive approaches as advocated by Whittington (2023). This essay argues that as organisations grow, effective leadership transitions from authority-based models to facilitative and coaching-driven styles, supported by contemporary leadership theories and business examples. Additionally, it will outline the critical skills leaders need to remain effective in dynamic business environments. This exploration is grounded in recent scholarly literature and practical business examples to provide a contemporary perspective on organisational leadership.
2. Defining Leadership and Its Importance
[bookmark: _Int_nRPYfLkN][bookmark: _Int_7lgrosiT][bookmark: _Int_aXIAzz5y]Leadership can be defined as the ability to influence and guide individuals or teams to achieve organisational goals. According to Northouse (2021), leadership involves processes by which an individual is able to influence a group of individuals to attain a shared goal. Leadership is not merely about authority or seniority; it is about impact, vision, and execution.

[bookmark: _Int_8NmH3CoD]Effective leadership is crucial in today’s volatile, uncertain, complex, and ambiguous (VUCA) business environment. Leaders play a significant role in decision-making, strategic direction, and maintaining employee morale. Yukl (2020) emphasises that leadership is essential for adapting to change and improving performance. Strong leadership ensures clarity of vision, fosters innovation, and cultivates a high-performance culture.

[bookmark: _Int_7XiET2MC]Furthermore, leadership is closely tied to employee engagement. Gallup (2023) found that organisations with effective leadership have significantly higher employee engagement and lower turnover rates. When employees trust their leaders, they are likely to feel motivated and committed to their roles.

Leadership also affects organisational agility. As companies grow, decision-making becomes more decentralised. Leaders must empower their teams, delegate effectively, and encourage collaborative problem-solving. This shift underscores the need for leaders to transition from micromanagement to mentorship and support.
3. Evolution of Leadership Styles as Organisations Grow
As organisations expand, the complexity of their operations increases. Leadership styles must evolve to meet these growing demands. Whittington (2023) suggests that leaders in larger organisations should act more like coaches and conductors rather than players on the field. This requires a move away from directive leadership to more facilitative and empowering styles.

Northouse (2021) describes several leadership styles, including authoritarian, democratic, and laissez-faire. In smaller businesses, an authoritarian style may be effective due to the proximity of the leader to operations. However, as companies grow, this top-down approach can hinder decision-making and innovation. Employees may feel disempowered, leading to reduced engagement and slower response times.

Transformational leadership is particularly relevant in growing organisations. This style, characterised by inspiration, intellectual stimulation, and individualised consideration, helps align the organisation toward a shared vision (Northouse, 2021). Leaders who adopt transformational practices build trust, encourage creativity, and support employee development. For example, Satya Nadella at Microsoft transitioned the company’s culture from a fixed to a growth mindset, significantly improving innovation and collaboration.

[bookmark: _Int_DkTUfiQ9]Similarly, servant leadership, though less hierarchical is effective in larger organisations. It emphasises the leader’s role in serving others and fostering employee growth. In practice, leaders who listen, empathise, and prioritise the needs of their teams can create highly motivated and loyal workforces. Companies like Google have integrated servant leadership principles into their management strategies through initiatives like Project Oxygen, which identified key coaching behaviours among successful managers (Garvin, Wagonfeld and Kind, 2023).

Furthermore, situational leadership theory suggests that no single leadership style is best. Leaders must adapt their approach based on the readiness and competence of their teams (Yukl, 2020). Kotter (2012) emphasises that as organisations grow, managing change becomes a core leadership responsibility. Leaders must not only adapt their styles but also actively guide their teams through transitions, aligning behaviours with evolving goals and culture. In fast-growing organisations, a situational approach allows leaders to remain flexible, addressing the varied needs of diverse teams. For instance, a startup scaling to a multinational corporation may require its leaders to shift from directive behaviour to delegating and coaching as teams mature. A real-world example is Airbnb's co-founder Brian Chesky, who initially led with a hands-on, directive style during the startup's early days. As the company expanded globally, Chesky adopted a more delegative and coaching-oriented approach, empowering specialised teams and senior leaders to drive strategic decisions, which was crucial for maintaining agility and innovation at scale.
Overall, rigid leadership models are increasingly unsuitable for large, dynamic organisations. The emphasis should shift to enabling, coaching, and collaborating. This not only improves team performance but also fosters a culture of continuous learning and adaptability.

As organisations expand and the complexity of operations increases, the role of leadership becomes more multifaceted. Various leadership theories and models provide frameworks for understanding how leaders can adapt to these changes effectively.

One foundational model is the Transformational Leadership theory, which emphasises the ability of leaders to inspire, intellectually stimulate, and provide individualised consideration to their followers. Transformational leaders go beyond task management, they aim to elevate motivation, engagement, and performance by aligning team goals with a compelling organisational vision (Northouse, 2021). In practice, this style has proven effective in large, innovation-driven firms. For example, under Steve Jobs transformational leadership, Apple experienced a cultural and strategic revival, marked by a strong emphasis on innovation, design excellence, and a shared vision, which propelled the company to become a global technology leader.

Another significant model is the Servant Leadership theory, where the leader’s primary goal is to serve others. Coined by Robert Greenleaf, this approach prioritises the needs of team members and encourages shared decision-making. This model is especially effective in knowledge-based organisations where creativity and autonomy are essential. Google, for example, uses principles of servant leadership in its managerial training programs, empowering employees to take initiative and innovate freely (Garvin, Wagonfeld and Kind, 2023).

The Situational Leadership Model developed by Hersey and Blanchard suggests that there is no one-size-fits-all leadership style. Instead, leaders must adjust their approach depending on the maturity and competence of their team members. It outlines four main styles: directing, coaching, supporting, and delegating. For example, a leader may use a directing style with new employees and transition to a delegating style as the team becomes more experienced and confident. This flexibility allows leaders to provide the right balance of guidance and autonomy as the organisation grows (Yukl, 2020).

Additionally, the Path-Goal Theory proposes that a leader’s role is to clear the path to a goal by removing obstacles and providing support. Depending on the situation, leaders may adopt directive, supportive, participative, or achievement-oriented behaviours. This model highlights the need for adapting leadership behaviour to suit the specific work environment and employee needs (Yukl, 2020).

[bookmark: _Int_vlNi4lU1][bookmark: _Int_pZznt3zK]Overall, these models demonstrate that effective leadership in expanding organisations requires not just positional authority, but a strategic blend of inspiration, support, and adaptability. Leaders who understand and apply these theories are better positioned to foster a responsive and resilient organisational culture.

4. Essential Skills for Leaders in Expanding Organisations
[bookmark: _Int_3wCbSc2s]As organisations scale, leaders must possess a dynamic skill set to manage complexity and drive performance. Key among these are emotional intelligence, communication, adaptability, strategic thinking, and digital literacy.

[bookmark: _Int_yDoA1cxn][bookmark: _Int_YwwYx6Ll]To begin with, emotional intelligence (EQ) empowers leaders to understand as well as manage their sentiments and those of others. High EQ fosters trust, conflict resolution, and team cohesion (Northouse, 2021). Goleman (2017) identifies EQ as a key differentiator in effective leadership, arguing that leaders who demonstrate self-awareness, self-regulation, and empathy are more likely to create high-performing teams.

Alongside emotional intelligence, communication is vital for aligning teams with strategic goals. Leaders must be clear, transparent, and empathetic in their communication, especially during periods of change.

Furthermore, adaptability is crucial in navigating uncertainty. Leaders must respond quickly to market changes and internal challenges with resilience and flexibility.

[bookmark: _Int_8noUNpLr][bookmark: _Int_R04pi2O1]In addition, strategic thinking helps leaders focus on long-term goals while managing current operations. It allows them to identify opportunities, allocate resources efficiently, and sustain competitive advantage
Finally, digital literacy is increasingly important as organisations integrate technology into operations. Leaders must understand digital tools and data analytics to make informed decisions.
5. Conclusion and Recommendations
In conclusion, leadership must evolve as organisations grow. The command-and-control model, while effective in smaller setups, loses relevance in complex, larger entities. Instead, transformational, servant, and coaching-oriented leadership styles offer more effective approaches for managing people and achieving strategic goals.

To succeed in modern business environments, leaders must cultivate emotional intelligence, adaptability, strategic insight, and communication skills. These competencies allow them to foster innovation, engagement, and resilience.

[bookmark: _Int_YTdb0pCE]Recommendations: Organisations should invest in leadership development programs that focus on coaching, emotional intelligence, and digital skills. Leaders must be trained to adopt flexible styles and support team autonomy. By doing so, they can build inclusive, high-performing cultures that drive long-term success.
6. References

Gallup, (2023). State of the global workplace: 2023 report. (online) Gallup. Available at: https://www.gallup.com/workplace/349484/state-of-the-global-workplace.aspx  (Accessed 29 Jun. 2025).

Garvin, D.A., Wagonfeld, A.B. and Kind, L., (2023). Google’s Project Oxygen: Do managers matter? (online) Harvard Business Publishing. Available at: https://hbsp.harvard.edu  (Accessed 27 Jun. 2025).

Northouse, P.G., (2021). Leadership: Theory and practice. 9th ed. London: Sage Publications.
Whittington, R., (2023). Leadership and strategy in modern business. London: Routledge.

Yukl, G., (2020). Leadership in organisations. 9th ed. Essex: Pearson Education.
Kotter, J.P., (2012). Leading Change. Boston: Harvard Business Review Press.
Kotter, J.P., (2012). Leading Change. Boston: Harvard Business Review Press.
Goleman, D., (2017). Leadership That Gets Results. Harvard Business Review Press.
1
image1.png
N Prifysgol Cymru
3N ¥ Drindod Dewi Sant
S University of Wales

Trinity Saint David




