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1. [bookmark: _Toc225139055]Introduction

Leadership has been perceived to be one of the most important determinants of organisational success. The business world is becoming a very complex and competitive place, where leaders are required to use various behavioural strategies to motivate their employees, deal with change, and keep the growth. The six leadership styles presented by Daniel Goleman, including visionary, coaching, affiliative, democratic, pacesetting and commanding, represent a useful and empirical approach to the issue of how leaders can change their style to fit the situation at hand (Goleman, 2000). This essay is a critical assessment of three of these styles, the Visionary, Coaching, and Commanding styles and discusses their attributes, their strengths and weaknesses in a modern business situation in the UK. The essay uses practical examples of organisations like Marks and Spencer, Lloyds banking group and Ryanair in the business world to outline the necessary skills business leaders require to be effective leaders and enable the sustainable growth of the organisation.
2. [bookmark: _Toc225139056]Main Body

Leadership is a complex notion that has been described in many ways throughout the academic literature. According to Northouse (2021), leadership is a process through which one person can influence a group of people in order to accomplish a shared objective. Equally, Yukl (2020) defines leadership as the act of making people comprehend and concur on what, and how to do things to achieve collective goals through individual and group work. In the UK business environment, the Chartered Management Institute (CMI, 2023) has stressed that the old leadership concepts based on power and rank are no longer relevant, but on emotional intelligence, flexibility, and inspiration. Goleman (2000) posited that the task of a leader is first to energize the emotions of people that they lead and the best leaders are those that can be flexible enough to apply the various styles depending on the situation. This is an emotional intelligence (EI) aspect that is at the core of explaining the high performance of particular styles in a given situation.
2.1. [bookmark: _Toc225139057]The Visionary Leadership Style

The Visionary style, which Goleman (2000) calls the “Authoritative style” is typified by a leader who defines a very attractive long term vision but, leaves the autonomy of choosing the best path to reach the goal to the individuals. The visionary leader, instead of micromanagement, is able to give a sense of direction and communicate a common cause. According to Goleman (2000), this style was the one with the most positive influence on organisational climate.
The main benefits of the visionary style are its ability to develop direction, augment employee motivation, and develop an innovative culture. The motivation and output of employees raise exponentially when they know the rationale behind the given task (Bass and Bass, 2008). Nonetheless, this style has its constraints as well: the lack of credibility among the leader, poor communication of the vision, excessiveness of its idealism can also make the vision uninspiring instead of motivating (Northouse, 2021).
A case in point of a compelling example is Stuart Machin, the “CEO of Marks and Spencer (M&S)”. Under Machin, who assumed leadership in 2022, has been a radical transformation programme under the title "Reshaping M&S for Growth," which has seen the store estate modernised and its digital capabilities, food and clothing offers make a comeback. During his transformative leadership, M&S has recorded a 58 percent increase in pre-tax profit in 2023, which is a clear message that a sensible, long-term vision can be used to achieve significant commercial results (M&S Annual Report, 2023). This goes in line with a study conducted by Antonakis and Day (2017) where the researchers established that the clarity of vision was one of the most potent predictors of motivation among followers to the performance of a firm.
2.2. [bookmark: _Toc225139058]The Coaching Leadership Style

The Coaching style is aimed at the personal and professional growth of individual employees in the long term. A coaching leader determines the individual strengths and areas of development, sets aspirational goals and offers continuous feedback in order to help the individual grow. The coaching leader does not perceive employees as means to an end but as individuals who have a potential (Goleman, Boyatzis and McKee, 2002). This is especially useful when dealing with employees who are motivated but have no particular skills or confidence.
Coaching style is also linked to a greater degree of job satisfaction, retention in the organisation, and psychological safety, which are factors that lead to organisational resilience in the long-term (Clutterbuck, 2020). According to a study conducted by the CIPD (2022), organisations that had invested in coaching cultures noted a 21% increase in the scores on employee engagement in contrast to those who had not. The main drawback with this style is that it is a time consuming style and might not be effective in times of crisis when quick and decisive action is needed (Goleman, 2000).
The example of Lloyds Banking Group exemplifies a relevant one in the UK. After the financial crisis of 2008, the bank had invested heavily in re establishment of the internal culture through the coached based leadership development programmes. Their Helping Britain Prosper approach that was created under the leadership of CEO Antonio Horta-Osorio saw coaching as the core of managerial practice, which allowed Lloyds to increase customer satisfaction ratings and staff satisfaction in the consecutive five-year period (Lloyds Banking Group, 2021). This is an example of how coaching leadership can help bring about cultural change especially among organisations that are rebuilding their reputation or their organisation has undergone a structural change.
2.3. [bookmark: _Toc225139059]The Dominant Leadership Style

The most directive of the six styles that Goleman uses is the Commanding style also known as coercive style. It is defined by decision making that is on the top-down level, certain orders, and the anticipation of instant obedience. The authoritative leader is performance and result-oriented and focuses on organisational control. Goleman (2000) warned that this style must be applied in limited numbers because excessive application of the same will ruin the morale of the team, lower the initiative, and destroy the team climate.
In spite of the shortcomings, the commanding style is of great importance when dealing with crisis or turn around cases where uncertainties are expensive and speed is paramount. Burns (2012) observed that the authoritative leadership style can be very efficient when an organisation is under an existential threat and employees need direct guidance in order to prevent stagnation in the decision making process. The most important is the speed and clarity of implementation; the negative is that it can lose talented workers and psychological safety in the long run (Edmondson, 2019).
Ryanair CEO Michael O Leary is also a much mentioned dominant figure in the UK and European flight industry. It has been O'Leary's overly directive style of implementing cost reduction efforts, implementing non negotiable performance expectations, and insisting on efficiency that has made Ryanair the largest airline in Europe by the number of passengers (Creaton, 2019). Although there has been criticism of OLeary style in its effect on the relationship between employees, which has led to high profile industrial conflicts with pilots and cabin crew, it has certainly brought about steady commercial performance in an industry with low margins which was highly competitive. This proves that commanding style is effective when it is applied to operationally oriented organisations that have well-established performance measures.
2.4. [bookmark: _Toc225139060]Necessary Leadership Competencies in the Modern Business

In all the three styles of leadership, there are some basic skills that make good leadership in the current business environment successful. Emotional intelligence (EI) is the first and foremost, this is the capacity to recognise, understand, and control emotions both of one self and other people. Goleman (1998) 
Secondly, it is important that communication is strategic. There are four roles that leaders should perform, they should have a vision to convey, they should give feedback, conflict management, and they should involve stakeholders at various levels, including board members and frontline workers. Communication was listed as the most requested development between the managers according to the CMI (2023). 
Thirdly, situational awareness and adaptability enable the leaders to alternate between styles based on the circumstances required. It is this skill to read the room, to be able to know when to inspire, when to coach and when to direct that makes the difference between great leaders and competent ones (Hersey and Blanchard, 1988). 
Lastly, the ability to create psychologically safe teams, or workplaces where employees feel free to voice and take a risk and challenge assumptions, is becoming widely recognised as a requirement of innovation and sustainable performance (Edmondson, 2019). Project Aristotle by Google (2012) discovered that psychological safety was the most significant factor in successful teams, and the same can be applied to organisations that need to deal with the fast pace of change.
3. [bookmark: _Toc225139061]Conclusion

In this essay, three of the leadership styles developed by Goleman including visionary, coaching, and commanding have been critically assessed and it has been established that each of the three is valuable depending on the context in which an organisation is being operated. The transformational change is motivated by the visionary style, like the commercial resurgence experienced by M&S; the long-term capability and involvement are motivated by the coaching style such as the case with the Lloyds Banking Group and the decisive execution in a high-pressure situation is motivated by the commanding style like the case with Ryanair. More importantly, there is no one best style. In the modern business, a good leader must be able to diagnose a situation need and bend like a snake to suit the situation.
The implication, as the business leaders is that they must invest in the development of emotional intelligence as a leading competency, nurture situational awareness to apply the appropriate style at the appropriate moment, and value psychological safety as the source of sustainable team performance. 
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