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Modern leaders must possess specific skills to effectively achieve organisational objectives and foster relationships with stakeholders. This essay will explore Goleman’s leadership styles and their relevance to contemporary businesses, as well as the essential qualities modern leaders need to thrive. Each leadership style, Coercive, Authoritative, Affiliative, Democratic, Pacesetting, and Coaching, has its own advantages and disadvantages, along with factors such as an individual’s skill set and willingness to learn and adapt. By examining real-life business examples, we will gain a deeper understanding of why certain companies adopt these leadership styles and the benefits they can provide (Goleman, Boyatzis and McKee, 2002).
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Business culture has a popular narrative that people are born leaders rather than leaders who can be trained. Goleman (2000) argues that this narrative is not correct and that the best leaders do not follow a single leadership style; they seamlessly work with stakeholders, analyse the current and potential future position of the business, and have the flexibility to switch from one style to another. 
Coercive Leadership Style
A coercive leadership style is an exceptional choice as it focuses on a specific goal, elicits immediate action from employees in crisis situations, and gives clear orders. However, this can also reduce company morale, limit creative engagement, and limit the space for employees lower in the chain of command to voice their opinions to line managers. This style can be seen in Elon Musk, who informed staff they had days to decide whether to continue working long hours at high intensity or leave the company altogether to cut costs (Jin and Potkin, 2022). Although coercive leadership can produce rapid results during organisational crises, overreliance on this approach may reduce employee autonomy, innovation and trust. Consequently, it should be regarded as a temporary leadership strategy rather than a long-term management approach.

Affiliative Leadership Style
Moreover, an affiliative leadership style prioritises nurturing relationships with employees. This approach can be particularly effective when implementing cohesive team-building activities, enhancing team member morale, and focusing less on specific tasks set by the organisation. It emphasises being emotionally available to staff members. As highlighted by Oswald (2017) and Stumbo (2022), during his tenure, Phil Jackson, who coached the Chicago Bulls, championed a "people first" mentality. He consistently advocated for treating individuals with respect, recognising potential barriers within teams, and maintaining a broader perspective rather than fixating solely on negative aspects. 
Nevertheless, this leadership style tends to overlook underperforming team members, which can hinder the organisation’s achievement of its goals. Additionally, it may lead to lower-level staff exploiting their managers’ leniency, fostering a culture of mediocrity, and potentially creating resentment within the team. Although it prioritises maintaining positive relationships with employees, this approach can set a precedent for reduced accountability, making it increasingly challenging to achieve objectives (Gurley and Wilson, 2011). While affiliative leadership strengthens relationships and employee well-being, excessive focus on harmony may prevent leaders from addressing poor performance. Therefore, organisations should balance supportive leadership with clear accountability to maintain both morale and productivity.

Pacesetting Leadership Style
Leaders often adopt a pacesetting style, as noted by Dziurgot (2024) and Business Insider (2010). James Cameron exemplifies this multifaceted approach, placing significant pressure on himself and his crew to achieve the highest possible standards in his film direction. His demanding environment requires highly skilled talent to endure long hours, face challenging tasks, and withstand rigorous critiques. Unfortunately, such a management style can leave crew members feeling unmotivated and stressed, leading to high turnover. Moreover, the environment created by leaders like Cameron may stifle individuals' creative aspirations, leading them to perceive management practices as micromanagement rather than supportive guidance. Although pacesetting leadership can deliver exceptional performance among highly skilled employees, unrealistic expectations may contribute to stress, burnout and increased staff turnover. This suggests the style is most effective when applied selectively within experienced, self-motivated teams.

Essential Leadership Skills for Contemporary Leaders
Modern organisations operate in increasingly complex and fast-changing environments, meaning leaders require more than technical knowledge to achieve organisational objectives and support long-term business growth. Effective leaders must possess a combination of emotional intelligence, communication, strategic thinking, adaptability and decision-making skills to respond to changing market conditions, technological advancements and evolving stakeholder expectations (Goleman, 2004). Goleman (2000) also argues that no single leadership style is effective in every situation, with the authoritative leadership style, now more commonly referred to as visionary leadership, being particularly valuable for inspiring employees and communicating a clear organisational direction.
Emotional intelligence is one of the most important leadership competencies because it enables leaders to understand and manage their own emotions while recognising the needs and concerns of employees. This helps build trust, strengthen relationships and improve employee engagement, contributing to higher organisational performance (Goleman, Boyatzis and McKee, 2002). Strong communication is equally essential, allowing leaders to communicate organisational goals clearly, encourage collaboration and minimise misunderstandings across teams. Strategic thinking, adaptability and effective decision-making enable leaders to anticipate future challenges, respond to organisational change and identify opportunities for innovation. Collectively, these skills allow leaders to adapt their leadership style to different business situations, ensuring organisational objectives are achieved while maintaining employee commitment, resilience and sustainable long-term success.

Visionary (Authoritative) Leadership Style
Visionary leaders inspire employees by communicating a clear long-term direction and motivating them to work towards shared organisational goals (Goleman, 2000). This style is particularly valuable during periods of organisational change, innovation, or business transformation, when employees need clarity and confidence about the organisation's future direction.
Essential skills
To apply a visionary leadership style effectively, leaders require several key skills:
· Strategic thinking – enables leaders to anticipate future opportunities and align organisational objectives with long-term market trends. 
· Communication – allows leaders to clearly articulate the organisational vision, ensuring employees understand their role in achieving business goals. 
· Emotional intelligence – helps leaders recognise employee concerns during change, build trust, and maintain motivation. 
· Decision-making – supports leaders in making informed strategic choices despite uncertainty. 
These skills enable organisations to remain competitive, improve employee commitment, and support sustainable growth. Although visionary leadership encourages innovation and organisational commitment, its effectiveness depends heavily on the leader's ability to communicate a realistic and achievable vision. Without employee involvement or practical implementation strategies, a compelling vision may become disconnected from operational realities, resulting in resistance to change or reduced employee engagement. Therefore, visionary leadership is most effective when combined with collaborative leadership behaviours that encourage employee participation.

Coaching Leadership Style
Coaching leadership focuses on developing employees' capabilities by providing guidance, feedback, and opportunities for continuous learning (Goleman, 2000). Rather than concentrating solely on immediate performance, coaching leaders invest in long-term employee development, helping individuals reach their potential while supporting organisational objectives.
Essential skills
Effective coaching leaders require:
· Active listening – enables leaders to understand employee strengths, challenges, and career aspirations. 
· Emotional intelligence – supports empathy, trust, and personalised development. 
· Communication and feedback – allow leaders to provide constructive guidance that encourages learning and performance improvement. 
· Mentoring and people development – helps identify training opportunities and prepare future leaders within the organisation. 
These skills contribute to higher employee engagement, stronger talent retention, improved succession planning, and a workforce capable of adapting to changing business demands. While coaching leadership promotes continuous development and long-term organisational capability, it requires considerable time and managerial commitment. In fast-paced or crisis situations where rapid decisions are required, leaders may not have sufficient time to coach employees effectively. Consequently, coaching leadership is often more appropriate in stable environments that prioritise learning, development, and long-term performance over immediate operational outcomes.

Democratic Leadership Style
Democratic leadership encourages employees to participate in decision-making by seeking their opinions and involving them in organisational processes (Goleman, 2000). This collaborative approach promotes employee engagement, creativity and shared ownership of decisions, making it particularly effective in organisations that rely on innovation. Google is frequently associated with a democratic leadership approach because it encourages employees to share ideas, collaborate across teams and contribute to organisational decision-making. The company promotes an open culture where employees are encouraged to challenge ideas, provide feedback and participate in developing innovative products and services (Bock, 2015). This collaborative environment has supported the development of products such as Gmail and Google Maps, demonstrating how employee involvement can drive creativity and continuous innovation. 
Essential skills
Successful democratic leaders require:
· Communication – facilitates open dialogue and the clear exchange of ideas. 
· Collaboration and teamwork – encourage employees to contribute diverse perspectives towards shared objectives. 
· Conflict management – enables leaders to resolve disagreements constructively while maintaining positive working relationships. 
· Critical thinking and decision-making – help leaders evaluate multiple viewpoints before making balanced organisational decisions. 
Although employee participation can improve decision quality and increase engagement, extensive consultation may slow decision-making, particularly when organisations need to respond quickly to changing market conditions. Therefore, democratic leadership is most effective in organisations that value innovation and problem-solving, provided leaders can balance employee participation with timely decision-making (Goleman, 2000).

Conclusion
Goleman's leadership framework emphasises that effective leadership is not tied to a single style; success hinges on a leader's ability to adapt to changing circumstances (Goleman, 2000). While coercive, affiliative, and pacesetting styles can yield positive results in certain contexts, they also reveal the risks of over-reliance on any one approach. Conversely, visionary, coaching, and democratic styles foster growth through employee engagement and innovation, yet they also require careful application based on specific organizational needs. Thus, leadership effectiveness depends more on a leader's judgment in selecting the right approach than on the style itself.
Additionally, contemporary leadership goes beyond simply guiding employees; it involves cultivating resilient, agile organisations. Skills such as emotional intelligence, strategic thinking, communication, and collaboration are vital for leaders to navigate technological change and increasing complexity. Leaders who prioritize these competencies and adapt their styles are likely to enhance employee commitment, drive innovation, and ensure long-term success.
To support this, organizations should invest in leadership development programs focused on emotional intelligence and situational adaptability. Regular training, mentoring, and feedback can help leaders transition between styles effectively, fostering a more adaptable and sustainable business environment.
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