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Introduction:

As businesses grow, the way they are led must change. What works in a small team or startup will not always work in a large, complex organisation. Jamie Dimon, the CEO of JPMorgan Chase, has said that leading at scale is more about building culture, trusting your team, and coaching rather than controlling (Business Insider, 2025).

This essay explores how leadership needs to evolve as organisations scale. It draws on key leadership theories—situational, transformational, and servant leadership—and looks at the skills leaders need to develop to succeed in larger, more complex environments. It also considers how digital transformation and remote work are changing leadership dynamics. The essay ends with practical suggestions for leaders who want to build strong teams and sustainable performance.



Leadership in Bigger, More Complex Organisations:

In large organisations, no leader can be everywhere or do everything. That is why leadership at this level is less about telling people what to do and more about setting direction, building trust, and enabling others to lead.

Emotional intelligence plays a big part here. Coronado‑Maldonado et al. (2023) found that leaders with high emotional intelligence (EI) tend to build more engaged and productive teams. Similarly, Nwagwu and Henry (2025) showed that EI helps leaders delegate more effectively, which becomes essential as teams grow and spread out.

Dimon’s comments reflect this shift in mindset: leadership is about empowering others, clearing out unnecessary bureaucracy, and making sure communication is clear and consistent (Business Insider, 2025).



Why Leadership Has to Change as Companies Grow

When companies are small, directive leadership can work. In those initial stages, the leader often makes quick decisions, manages multiple roles, and stays close to the action. But as the organisation grows, this direct approach can become a bottleneck. Leaders must learn to step back, delegate, and build systems that allow others to lead.

Del Pino‑Marchito et al. (2025) revisited the Situational Leadership Model, which shows that adapting your leadership style to match your team’s development level can lead to better performance. As teams mature, they do not need as much direction—they need coaching and space to grow.

Servant leadership adds another layer. This model focuses on supporting the growth, well-being, and autonomy of team members (Martinez & Leija, 2023; Wiyono et al., 2024). In a growing organisation, this approach helps build loyalty, trust, and strong culture. Transformational leadership also becomes more important at scale, as it is about inspiring people with a shared vision and encouraging innovation (Deng, 2023).

Dimon seems to mix all three approaches: he is direct when it comes to standards, but also invests in coaching and maintaining a strong, healthy culture (Business Insider, 2025). Other leaders like Satya Nadella at Microsoft and Indra Nooyi at PepsiCo have also shown how strong leadership at scale involves a balance of strategy, empathy, and trust.



Leadership Models That Help at Scale:

Situational Leadership: Being Flexible and Responsive

The Situational Leadership Model is a practical framework for leaders navigating change. It suggests that leadership style should be based on how ready the team is—some situations call for more guidance, others for support or delegation (Del Pino‑Marchito et al., 2025).

This flexibility is important in a growing business. A new department might need step-by-step guidance at first, but as it matures, the leader needs to step back and let the team take ownership. Leaders who keep directing when they should be coaching risk holding their team back.

Transformational and Servant Leadership: Vision Meets Care

Transformational leaders set bold goals, inspire change, and create purpose (Deng, 2023). Servant leaders focus more on people—helping their teams grow, feel valued, and stay motivated (Martinez & Leija, 2023). In large organisations, combining both styles can be powerful: one drives performance and innovation, the other creates loyalty and long-term engagement.

Studies back this up. Xie (2020) found that transformational leadership is linked to stronger learning cultures, while servant leadership supports creativity and psychological safety (Nazar, 2022). Jiang & Wei (2024) also highlighted how servant leadership can help virtual teams thrive by meeting basic psychological needs like autonomy and connection.

Real-World Examples of Blended Styles

Not all leaders get the balance right. For example, Elon Musk is often seen as a transformational leader who pushes for innovation, but some argue his lack of empathy harms team morale. On the other hand, leaders like Satya Nadella blend vision with empathy—focusing on both performance and people, especially during Microsoft’s shift toward cloud services and remote work.



Challenges Leaders Face During Scaling:

Adapting your leadership style can be challenging. Usual challenges include:
	•	Letting go of control: Founders or early leaders often struggle to delegate, especially if they built the company from the ground up.
	•	Inconsistent leadership: As the organisation grows, not all middle managers may have the skills or mindset needed to lead effectively.
	•	Cultural drift: Without clear leadership, values and culture can fade as new people join.
	•	Geographical and digital complexity: Leading across time zones and cultures—often virtually—adds layers of difficulty.

Tackling these challenges means developing leaders at all levels, investing in training, and setting up clear systems and values.



Leading in a Hybrid or Digital World:

The rise of hybrid and remote work adds a new layer to leadership at scale. Leaders cannot rely on physical presence anymore—they must build trust and alignment in other ways.

Jiang & Wei (2024) found that servant leadership works especially well in virtual teams. It helps people feel connected, supported, and valued—even when they are working remotely. In hybrid environments, leaders need to communicate clearly, check in regularly, and create opportunities for team bonding.

Digital fluency is also important. Leaders must be comfortable using collaboration tools, managing asynchronous work, and building culture through digital channels. These are now core parts of leadership—not optional extras.



Skills Leaders Need in Growing Organisations:

As organisations expand, leaders need more than just business knowledge. They need soft skills and emotional intelligence to bring people together and keep the organisation aligned. Some key skills include:
	•	Emotional Intelligence (EI)
Essential for managing conflict, building trust, and understanding team dynamics (Coronado‑Maldonado et al., 2023).
	•	Coaching Mindset
Leaders should help others grow, ask good questions, and step back when needed.
	•	Inspirational Communication
Especially in remote settings, leaders need to clearly share vision, goals, and purpose (Deng, 2023).
	•	Cultural Leadership
Leaders set the tone—values like fairness, inclusion, and accountability must be lived, not just stated (Wiyono et al., 2024).
	•	Flexibility and Awareness
Leaders must read situations well, adapt their style, and know when to lead and when to support (Del Pino-Marchito et al., 2025).
	•	Digital Communication and Remote Enablement
In today’s world, leaders must know how to keep teams connected, aligned, and motivated even when working from various places.

These skills help leaders move from controlling tasks to building systems that empower others to succeed.



Conclusion:

As companies grow, leadership must shift from firsthand control to enabling others. Jamie Dimon’s leadership style—mixing directness with coaching and a strong culture—shows how leaders can guide large organisations effectively. Theories like situational, servant, and transformational leadership all support this idea: leadership at scale is about adapting, inspiring, and supporting.

To lead at scale, leaders must develop emotional intelligence, learn to coach rather than command, and communicate vision clearly. They also need to build inclusive cultures and trust their teams to take the lead.

In the end, strong leadership in large organisations is not about overseeing everything—it is about creating the kind of environment where everyone can lead in their own way.
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