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[bookmark: _Toc215876801]Introduction
In contemporary organisations, the way leaders behave strongly shapes how employees experience their work and how well the organisation performs. Goleman (2000) suggests that leaders draw on six leadership styles based on emotional intelligence, and that these styles can either strengthen or damage the working climate. This paper focuses on three of these styles: visionary, affiliative and coaching and examines how they influence innovation, team performance, employee commitment and long-term organisational growth. It will analyse the main characteristics, advantages and disadvantages of each style, using recent organisational research and real examples to show where they work best. Thus, visionary, affiliative and coaching leadership are most effective when used together to create a positive climate for innovation and performance; that each style has specific strengths and weaknesses in different organisational contexts; and that their successful use depends on modern leadership skills such as emotional intelligence, strategic vision and developmental coaching that support sustainable organisational growth.
[bookmark: _Toc215876802]Leadership Styles
[bookmark: _Toc215876803]Defining Leadership and Linking To Style
Leadership can be seen as a process where one person influences others to agree on what needs to be done and how, and then helps them to work together to reach shared goals (Yukl and Gardner, 2020). This means leadership is not only about formal power, but also about how leaders behave with people every day (Yukl and Gardner, 2020). Goleman argues that leaders use different leadership styles, and that these styles are strongly linked to their emotional intelligence (Goleman, 2000). He identifies six main styles: visionary or authoritative, coaching, affiliative, democratic, pacesetting and coercive (Goleman, 2000). Each style affects the emotional climate of the organisation, such as how trusted, supported and motivated employees feel (Goleman, 2000). The focus is on the visionary, affiliative and coaching styles because research shows that these three are closely linked to innovation in teams. 
[bookmark: _Toc215876804]Visionary Leadership Style
In Goleman’s model, the visionary or authoritative leader mobilises people around a clear and inspiring long-term direction (Goleman, 2000). The leader explains how each person’s role contributes to the broader organisational picture. They set overall goals but give employees freedom to decide how to achieve those goals, which encourages initiative and new ideas (Goleman, 2000). Visionary leadership helps create a positive climate because people understand where the organisation is going and why their work matters (Yong et al., 2025c). In a survey of 95 teams of social welfare in Dutch municipalities, it was discovered that visionary leadership helps team innovation by enhancing team cohesion and collaboration (Van der Voet and Steijn, 2020). In another study, a survey of 303 employees within small and medium-sized IT enterprises in China demonstrated that visionary leadership enhances the level of individual innovativeness, and this enhances the sustainability of an organisation in the long term (Wang et al., 2024).
When a leader has a vague and unrealistic vision, this style of leadership may not be very effective because workers find it challenging to connect it with their daily work (Van der Voet and Steijn, 2020). These teams may have a positive innovation effect based on good cohesion, which implies that divided teams extract less benefit (Van der Voet and Steijn, 2020). Farhan adds that leaders with great vision can fail to see the immediate operational problems and resource restrictions, leading to frustration in cases when personnel think that immediate hardships are not addressed (Farhan, 2024). Nevertheless, studies also imply evident positive qualities. In one of the case studies, a manufacturing company with the new regulations of the environmental world assumed a green vision with long-term goals and invested in more clean technology, which contributed to its entering new markets and enhancing its performance in the long term (Farhan, 2024). In addition, evidence from IT Industry 4.0 SMEs shows that visionary leadership increases employees’ innovative performance, strengthening organisational sustainability and competitiveness in fast-changing environments (Wang et al., 2024). Overall, visionary leadership appears most effective during periods of change and innovation, where organisations need clear strategic direction and room for creativity.
[bookmark: _Toc215876805]Affiliative Leadership Style
The affiliative style centres on people, relationships and harmony, with leaders building emotional bonds, promoting team spirit and sending the message that “people come first” (Goleman, 2000). Such leaders show empathy, give regular praise and work to maintain morale, especially after conflict or stress (Goleman, 2000). Evidence from a study of 56 lecturers in three private higher education institutions in Kota Kinabalu found that affiliative department heads were viewed as caring, friendly and concerned about staff well-being, creating a culture focused on teamwork and mutual support (Yong et al., 2025c). Affiliative leadership can also enhance organisational commitment; in the Sabah study, increased affiliative scores were correlated with an increased attachment towards the institution among lecturers (Yong et al., 2025c). A survey of 300 project-team professionals in the IT sector of Pakistan indicated that affiliative leadership is positively related to project success, and that, in part, it contributes to enhanced team performance, indicating the importance of supportive relationships in project coordination (Wahab et al., 2023). With the help of establishing psychological safety and minimising stress, affiliative leaders promote open dialogue and teamwork in challenging workplaces.
Since affiliative employees believe in harmony, they can evade tough discussions and postpone addressing underperformance (Goleman, 2000). This would enable low standards to persist and could disorient team members on expectations (Goleman, 2000). This means that organisations do not always apply the affiliative style in a consistent way, as the Sabah study observed that only approximately one out of every two lecturers indicated that their heads exhibited the affiliative behaviour consistently (Yong et al., 2025c). Teams that depend on deadlines and quality targets more frequently experience project leaders who have built trust, appreciated contributions or collaboration (Wahab et al., 2023). This shows a clear link between affiliative behaviours, stronger team performance and better project outcomes. These findings suggest that affiliative leadership is especially useful for team development, conflict repair and staff retention, but that it works best when paired with clear goals and performance expectations.
[bookmark: _Toc215876806]Coaching Leadership Style
In Goleman’s framework, coaching leaders focus on developing people for the future (Goleman, 2000). They help employees to identify strengths and weaknesses, set personal goals and experiment with new ways of working (Goleman, 2000). Coaching leadership is a team effort where leaders and learners collaborate to foster learning through questions, feedback and prompting people to reflect, as opposed to issuing commands (Colgate, 2025). According to Colgate's analysis of coaching leadership in business, coaching leadership can increase motivation, enhance competencies and foster psychological safety, since employees are encouraged to learn and to explore new concepts (Colgate, 2025). Research on 321 workers in South Korean manufacturing companies revealed that coaching leadership enhances creative performance by psychological empowerment and positive voice behaviour (Hwang et al., 2023). This implies that coaching leadership aids innovation by making employees feel stronger and more willing to voice their ideas.
Coaching leadership takes time and competence, and leaders might not be able to offer constant one-on-one coaching, as well, when in a high-pressure, short-term situation (Colgate, 2025). Colgate observes that low-quality coaching that does not correspond with the needs of employees may ruin trust and satisfaction, and therefore, the style is not always good in practice (Colgate, 2025). The Sabah study found that only a minority of lecturers strongly agreed that their heads consistently display coaching behaviours, which suggests that many organisations find this style hard to implement (Yong et al., 2025a). Halliwell et al. (2023) note that when managers receive leadership coaching, they become more authentic and change-oriented, which helps them to lead organisational change projects more effectively. Additionally, in manufacturing firms, coaching leadership leads to higher creative performance, which is a key driver of product and process innovation (Hwang et al., 2023). Overall, these findings suggest that coaching leadership is effective for empowering employees, building future capability and supporting innovation and change.
[bookmark: _Toc215876807]Key Leadership Skills for Modern Organisational Growth
Across visionary, affiliative and coaching styles, several skills are vital. Emotional intelligence is central, because leaders need self-awareness, empathy and relationship management to use these styles in a sensitive way (Goleman, 2000). These emotional skills help them manage conflict, support staff well-being and build trust in diverse and hybrid teams (Yong et al., 2025c). Vision and strategic thinking are crucial, since leaders must read digital and sustainability trends and turn them into clear, shared direction (Farhan, 2024). Coaching and developmental skills matter because leaders need to ask questions, give constructive feedback and create learning opportunities so employees grow and stay ready for change (Colgate, 2025). Relationship-building and communication underpin cohesive teams that can deliver complex projects (Wahab et al., 2023). Finally, adaptable leaders flexibly mix these styles to match context and manage crises and growth.
[bookmark: _Toc215876808]Conclusion
Thus, leadership is a process of influencing others towards shared goals and that how leaders behave strongly affects organisational climate and results. Goleman’s visionary, affiliative and coaching styles each make a valuable contribution when they are used in the right way. Visionary leadership gives clear direction and supports innovation and long-term sustainability. Affiliative leadership strengthens relationships, team cohesion and commitment. Coaching leadership develops people’s skills, creativity and readiness for change. Modern leaders need emotional intelligence, strategic vision, strong communication and coaching skills so they can flex between styles when situations change. Practical recommendations are that organisations should invest in leadership development programmes that build emotional intelligence, strategic vision and coaching skills. They should also encourage leaders to consciously blend visionary, affiliative and coaching styles, rather than relying on just one way of leading. In addition, organisations can support this by creating a culture of feedback and reflection, so leaders regularly review how their style affects team climate and performance.
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