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[bookmark: _Toc228406208]1. Introduction
Leadership is a major topic of academic research‚ customarily seen as one of the most important roles influencing organisational success in terms of vision‚ culture‚ and effective functioning across sectors․ Northouse (2021‚ p․5) defines leadership as a process whereby an individual influences a group to achieve a common goal․ One of the better known models of leadership flexibility can be attributed to Daniel Goleman (2000)‚ who identifies six leadership styles based on different factors of emotional intelligence․ The model will be explored below in terms of three Goleman's six leadership styles‚ namely visionary‚ coaching‚ and democratic‚ while also discussing the advantages‚ disadvantages‚ and applicability․ It also identifies the competencies leaders need to be successful in complex and unpredictable environments․
[bookmark: _Toc228406209]2. Defining Leadership
Various definitions of leadership exist․ For example‚ Yukl (2013‚ p․7) defines leadership as the process of influencing others to understand with a view to agreement about what needs to be done‚ and how to do it‚ while easing collective efforts․ A broadly shared definition of leadership is that provided by Bass and Bass (2008): the relational process of influencing a group towards the achievement of a goal‚ within a given context․ Despite their different emphases‚ these definitions have in common that leadership is a process of influencing others‚ and that this process depends on the leader's ability to read and respond to the people and context around them․ In a study by Goleman (2000) of nearly 4000 executives‚ he argued that the best leaders do not apply one leadership style as a default but apply different styles situationally‚ and that the best leaders are those that apply more styles at their disposal than those that apply a narrower set of styles․ In Primal Leadership‚ Goleman‚ Boyatzis and McKee (2002) argued that the style of leadership determined the group's emotional climate‚ and that instead of being a secondary trait‚ emotional intelligence was the foundation for the other competencies․ Goleman's six leadership styles are summarised in table 1‚ and three of them will be discussed in detail in the following sections‚ visionary‚ coaching and democratic․



Table 1: Goleman's Six Leadership Styles Overview
	Leadership Style
	Core Approach
	Climate Impact
	Discussed Here

	Visionary
	Mobilises people behind a common purpose while allowing autonomy in execution
	Most positive
	Yes

	Coaching
	Centers around the individual‚ with a long-term focus
	Highly positive
	Yes

	Affiliative
	It fosters emotional connections and maintains harmony among team members․
	Positive
	No

	Democratic
	Gather support from others by including them in decisions
	Positive
	Yes

	Pacesetting
	Sets demanding performance standards and expects self-direction
	Often negative
	No

	Commanding
	Demands immediate compliance with directives
	Often negative
	No


Source: Adapted from Goleman (2000, pp. 78-90). Highlighted rows indicate styles discussed in this essay.
[bookmark: _Toc228406210]3. The Visionary Leadership Style
Visionary style (Goleman‚ 2000)․ Sometimes called authoritative style by Goleman (2000)‚ this is where leaders articulate a long-term vision for the future and support their teams who will find the best way to execute it․ Visionary leadership is characterised by self-confidence‚ empathy‚ and the ability to inculcate a common goal․ It is the most effective style for improving organisational climate․ It is particularly useful for improving motivation in complex or uncertain environments where employees understand how their jobs contribute to the overall mission․ Vision communication is one of the eight key practices of successful change management according to Kotter (2012)․ Jobs' Apple provided a shared vision and empowered teams with sustained competitive advantage and industry-defining innovation (Northouse‚ 2021)․ If the leader is not credible‚ or if the people being led have sufficient experience but find that top-down direction is not consultative enough‚ the style is less effective․ McCleskey (2014) advises that if done too rigidly‚ it may disenfranchise those who want to be more involved in the direction․
[bookmark: _Toc228406211]4. The Coaching Leadership Style
But‚ long-term personal development is the priority․ The leader spends time in conversations that connect ordinary workday happenings to people's longer-term career aspirations‚ and helps people develop the capacity for self-directed personal development․ Although it has the strongest impact on climate‚ it is the least used because of its delayed impact․ Goleman (2000‚ p․ 101) states that the greatest positive effect of this style is on participants' depth of development and commitment to the organization․ Goleman‚ Boyatzis and McKee (2002) suggest that coached teams develop the reflective capacity to improve continuously with greater commitment and less turnover․ Satya Nadella imparted a cultural value of growth mindset at Microsoft‚ with concrete impacts on employee performance and satisfaction (Northouse‚ 2021)․ The coaching style also has positive repercussions at a team or organisational level by fostering a psychologically safe workplace‚ allowing employees to take risks‚ experiment‚ and learn by doing without being seen as incompetent or blameworthy․ According to Goleman‚ Boyatzis and McKee (2002)‚ this model is associated with longer-term team creativity and organisational effectiveness․ Its main drawback is that it is unsuitable for use in crisis situations․ At the same time‚ Yukl (2013) also notes that coaching requires high levels of empathy and listening skills‚ which takes time․
[bookmark: _Toc228406212]5. The Democratic Leadership Style
A democratic or participative leadership style involves team members in the decision-making process‚ increasing output quality with expert input‚ while gaining team commitment․ Goleman (2000) argues that it is particularly effective when dealing with complex issues‚ or where executing the decision relies on the buy-in of team members․ Bass and Bass (2008) relate participative leadership to job satisfaction‚ creativity‚ and group cohesiveness․ Google is noted for its leadership practices to support creativity and retain employees such as peer evaluation and open discussion groups‚ and communities to support innovation (Yukl‚ 2013)․ In addition to the advantages of sound decision making‚ the democratic style can provide advantages in situations of organisational change‚ where team members actively resist the effort at implementation․ Involving team members‚ and seeking their opinions‚ can show the leader's respect for their skills and experience‚ allowing for commitment to the organization and improved success of the change (Northouse‚ 2021)․ These methods have drawbacks‚ as deliberation can slow decision-making‚ and‚ when participants do not reach consensus‚ the leader may be unable to realise the corporate culture they are attempting to promote․ McCleskey (2014) points out that over-participation can make it less clear who is accountable for decisions․
[bookmark: _Toc228406213]6. Essential Leadership Skills for Contemporary Organisations
As today's leaders need different skills‚ Goleman (2000) argues that emotional intelligence (self-awareness‚ empathy and relationship management) is the foundation of effective leadership (and a prerequisite of any leadership style)‚ which promotes psychological safety․ In addition‚ leaders need to be flexible and adaptable․ Thus‚ Yukl (2013) argues that the ability to reframe strategy in a crisis can be key to achieving a sustained competitive advantage․ This is mainly because rapid change means leaders that resist the shift are no longer enablers‚ but blockers‚ and organizations that continuously harness agile leadership are consistently able to outmanoeuvre organizations fueled by hierarchical decision-making (Kotter‚ 2012)․ Knowledge of data and AI applications can help leaders to make informed decisions and engage later generations (Kotter‚ 2012)․ Proposed is 'planned communication'‚ or the ability to simplify the mission and make it relatable‚ which may help leaders to align their teams despite uncertainty (Northouse‚ 2021)․ This is particularly important for larger organizations‚ or those with distributed operations‚ as unclear communication can easily give way to misco-ordination‚ low morale‚ and poor collaboration between departments․ Additionally‚ inclusive leadership seeks to encourage cognitive diversity essential to foster innovation and adaptability‚ by creating shared spaces in which all voices are engaged and heard (Goleman‚ Boyatzis and McKee‚ 2002)․ Five competencies that support the ability to grow sustainably are summarised in Table 2․
Table 2: Essential Leadership Skills for Contemporary Leaders
	Core Skill
	Why It Matters
	Link to Growth

	Emotional Intelligence
	It requires self-awareness‚ empathy‚ and relationship management skills․
	Fosters trust and a state of psychological safety

	Adaptability
	Enabling leaders to reset strategy during technological disruption and market change
	Sustains the competitive advantage in turbulent environments

	Digital Literacy
	Enables the informed use of data analytics‚ artificial intelligence and digital communication tools
	Supports evidence-based decision making and technology-native workforces

	Strategic Communication
	Transforms high-level goals into motivating narratives for large project teams
	Reduces vagueness and conserves effort during uncertainty

	Inclusive Leadership
	Creates psychologically safe environments in which every voice is heard
	Unlocks cognitive diversity to drive innovation and organisational resilience


Source: Author's own compilation, adapted from Goleman (2000), Yukl (2013), Kotter (2012), Northouse (2021), and Goleman, Boyatzis and McKee (2002).
[bookmark: _Toc228406214]7. Conclusion
We discuss Goleman's (2000) three leadership styles‚ visionary‚ coaching and democratic․ Visionary leadership provides clarity and inspiration in planned transition; coaching leadership aligns leadership activities with the long-term vision of creating the capabilities necessary for individuals and teams‚ and democratic leadership builds engagement‚ team spirit and commitment fostered by shared information․ Each of the styles has its limitations‚ meaning that one style is not better than the others‚ thereby reinforcing the situational dimension of this approach․ As demonstrated in the discussion above‚ the most effective leaders are those who can diagnose each particular situation and adapt their style of leadership as opposed to adhering rigidly to any one style of leadership․ (Yukl‚ 2013) Table 2 also notes the five competencies of emotional intelligence‚ adaptability‚ digital literacy‚ planned communication and inclusive leadership that have become applicable for sustainable organisational performance and can be developed through learning and development interventions as part of reflective practice․ Leadership development also needs to be a continuing process that is embedded in the organisational culture․ This will ensure that leaders dynamically develop in line with the leadership needs of the organization (Northouse‚ 2021)․ Successful leaders comprise the full range of theoretical information and practical understanding that enables them to adopt any of the appropriate styles according to the needs of the team and of the organization at any particular moment in time․
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