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The Role of Leadership Styles in Organisational Effectiveness
Introduction 
In theories of management and organisational practices, leadership remains a fundamental concept. It influences an organisation’s overall culture, effectiveness, motivation, and creativity. In today’s ever-changing environment, where managers need to find a balance between operational demands, ethical decision-making, and employee involvement, effective leadership becomes particularly important. As stated by Robbins and Coulter (2016), leadership involves the act of motivating others to achieve the goals of the organisation. Similarly, Cole and Kelly (2020) describe leadership as the capacity to guide, inspire, and nurture individuals and groups towards shared objectives.
This article takes a critical look at leadership through the lens of Daniel Goleman's six emotional intelligence-driven leadership styles, focusing on the authoritative, democratic, and coaching approaches. The key characteristics, advantages, and disadvantages of each style are explored. To evaluate the impact of leadership behaviour on organisational success, the discussion concludes with an overview of essential leadership traits for modern enterprises.
Comprehending Leadership in the Management Setting
Even though they are not the same, management and leadership are connected. Leadership is about motivating and helping people to achieve a shared goal, while management is about organising, planning, and controlling resources. (Cole and Kelly, 2020). Leadership ideas today include emotional intelligence, being adaptable, and understanding ethics. However, Fayol's classic management theory still describes important management roles that are relevant now (Goleman, 2000).
Effective leadership in contemporary organisations is defined not merely by authority but also by the ability to motivate individuals, build trust, and communicate a clear vision. Situational and transformational leadership models have supplanted trait-based and behavioural theories in the realm of leadership studies. For example, Steinmann et al. (2018) emphasised transformational leadership, where leaders initiate change by aligning followers’ values with the organisation's objectives. Similarly, Goleman (2000) pointed out that emotionally intelligent leaders adapt their strategies based on specific situations and team dynamics to ensure enduring success.
Self-awareness, empathy, and social skills are traits commonly found in today’s most effective leaders (Joseph-Richard and McCray, 2022). These leaders recognise that organisational culture, employee diversity, and context all play a role in the effectiveness of leadership. The following sections explore three of Goleman's leadership styles—authoritative, democratic, and coaching—and their impact on productivity and employee engagement.
Authoritative Leadership Style
Goleman (2000) characterised the Authoritative (Visionary) leadership style as motivating individuals to align their efforts with organisational objectives while providing a distinct vision and direction. By allowing autonomy in achieving shared goals, this type of leader encourages creativity and articulates an engaging future vision. Rather than adopting a dictatorial approach, it finds a middle ground between inspiration and guidance.
Advantages:
According to Goleman et al. (2013), authoritative leadership proves beneficial in times of organisational turmoil, crisis, or uncertainty by providing reassurance and clarity. Linking daily activities to the overarching goals of the organisation enhances motivation. Research findings indicate a strong relationship between employee engagement and strategy alignment with visionary leadership (Chuang et al., 2025; Biloa, 2023). For instance, Jeff Bezos, the founder of Amazon, exemplified this method by defining a long-term vision focused on customer obsession and innovation, which continues to drive Amazon's global success.
Disadvantages:
Nonetheless, when a leader lacks emotional intelligence or credibility, authoritative leadership can become ineffective. If the vision is stressed excessively without sufficient teamwork, it could alienate employees or result in unrealistic expectations (Robbins et al., 2021).
Application in Practice:
The authoritative leadership style is effective for retail businesses such as Tesco in communicating strategies related to digital transformation, sustainability, and enhanced customer service. By providing a clear vision and aligning departmental objectives, Tesco's management can maintain operational efficiency while fostering employee trust and ownership. According to Wang et al. (2024), leaders with a clear vision who pair strategic insight with empathy tend to achieve greater organisational commitment and innovation.
Consequently, when combined with emotional intelligence and genuine authenticity, authoritative leadership serves as an effective approach to enhance performance.
Democratic Leadership Style
Democratic (Participative) leadership emphasises collaboration, diversity, and collective decision-making. As noted by Goleman (2000), this style values employee perspectives, promotes open communication, and fosters mutual respect. It aligns with McGregor's Theory Y, which suggests that, when empowered, individuals are intrinsically motivated and capable of supporting organisational goals (McGregor, 2006).
Advantages:
Democratic leadership encourages employee engagement, which enhances commitment, motivation, and creativity. Behravesh et al. (2021) point out that there is a strong connection between team unity and job satisfaction with participatory leadership. Costa et al. (2023) found that democratic leadership fosters innovation and information sharing in complex situations. This approach enables store and department managers at Tesco to involve employees in problem-solving, particularly in areas where frontline participation is essential, such as customer service and inventory management.
Disadvantages:
Nevertheless, the process of making decisions can be hindered by lengthy consultations, particularly in fast-paced sectors such as retail. If not managed properly, this may lead to confusion or reduced accountability (Cole and Kelly, 2020).
Application in Practice:
Tesco's leadership approach incorporates democratic elements by utilising open communication channels such as "Our Voice" and regularly gathering employee feedback. Aligned with its core values of respect and collaboration, this strategy promotes a culture of inclusion and trust (Tesco PLC, 2025). Furthermore, a democratic leadership style enhances customer satisfaction and loyalty by empowering employees.
Democratic leadership fosters collaboration and engagement, making it suitable for groups that value diversity and creativity. When paired with strong management direction, it can significantly enhance organisational performance and adaptability.
Coaching Leadership Style 
Fostering individual potential and aligning personal growth with organisational objectives are the primary aims of the coaching leadership approach. As noted by Goleman (2000), coaching leaders guide employees in recognising their strengths, setting goals, and improving their performance through feedback and support. This method is particularly advantageous in organisations that prioritise continuous learning and career progression.
Advantages:
Leadership coaching facilitates the planning of succession and the ongoing development of talent. It enhances employee commitment and self-efficacy, resulting in increased productivity and job satisfaction (Hamlin et al., 2006). According to Cole and Kelly (2020), leaders who engage in coaching foster reflective learning, which improves employees' skills and confidence. Coaching is implemented through methods such as performance evaluations, leadership development programs, and mentorship initiatives at companies like Tesco and Amazon, all aimed at nurturing future leaders.
Disadvantages:
Coaching requires a significant investment of patience, time, and strong interpersonal skills. In fast-paced environments, managers might prioritise short-term results over long-term development (Robbins et al., 2021). Moreover, unhelpful feedback can lead to a decrease in employee motivation or create dependence instead of promoting empowerment (Grover and Furnham, 2016).
Application in Practice:
To foster career growth and boost employee involvement, Tesco has integrated coaching leadership into its management development programs. Tesco's "People Strategy" underscores the importance of individualised feedback and mentorship to cultivate leadership abilities across all levels (Tesco PLC, 2025). Moreover, by encouraging managers to take on accountability and practice self-reflection, coaching contributes to enhancing Tesco's customer-focused culture.
As a result, investing in human capital is increasingly vital for attaining a competitive advantage in the current economic environment, and leadership coaching enhances organisational resilience.


Important Leadership Competencies for Contemporary Organisations
In the current business landscape, leaders need to possess emotional intelligence, adaptability, and strong ethical principles. Successful leadership is largely based on emotional intelligence, which encompasses self-awareness, empathy, motivation, and the ability to manage relationships (Goleman, 2017). Additionally, to efficiently oversee diverse and hybrid teams, leaders should also be skilled in digital literacy, communication, and cultural intelligence (Joseph-Richard and McCray, 2022).
Cole and Kelly (2020) emphasise the importance of strategic thinking and the ability to foster trust, while Robbins et al. (2021) highlight decision-making and conflict resolution as essential management skills. Effective leaders in retail organisations such as Tesco manage to balance operational efficiency with empathy by merging technical expertise with a people-centred approach. Furthermore, the COVID-19 pandemic has underscored the significance of resilience, adaptability, and ethical leadership in maintaining organisational stability and ensuring employee well-being (Carnevale and Hatak, 2020).
Competent leaders in today’s landscape need to merge strategic insight with emotional awareness to guide their organisations through continuous transformation while upholding inclusion and integrity.
Conclusion
The achievement of an organisation heavily relies on its leadership. Analysing Goleman's authoritative, democratic, and coaching leadership styles reveals that adaptability is crucial, as there is no one-size-fits-all approach. Democratic leadership promotes collaboration and trust, authoritative leadership provides guidance and vision, while coaching leadership develops individuals for sustained success.
Tesco and Amazon exemplify contemporary companies that demonstrate the necessity for alignment between style, culture, and context for effective leadership. For long-term success, leaders must blend strategic foresight with emotional intelligence, strong communication skills, and ethical consciousness. The foundation of organisational efficacy will increasingly centre on leadership that motivates, unifies, and nurtures employees as companies navigate increasing complexity and digital transformation.


References
Behravesh, E., Abubakar, A.M. and Tanova, C. (2021) ‘Participation in decision-making and work outcomes: evidence from a developing economy’, Employee Relations: The International Journal, 43(3), pp.704-723.
Biloa, X. S. (2023). The Impact of Leadership Style on Employee Job Performance. Open Journal of Leadership, 12, 418-441.
Carnevale, J. B., and Hatak, I. (2020) ‘Employee adjustment and well-being in the era of COVID-19: Implications for human resource management’, Journal of Business Research, 116, 183–187.
Chuang, Y.T., Chiang, H.L. and Lin, A.P. (2025) ‘Full-range leadership, follower envy, and the effects on organizational citizenship behaviors and work deviances’, Curr Psychol 44, 2018–2032.
Cole, G. A., and Kelly, P. (2020) Management theory and practice (Ninth edition / Gerald A. Cole, Phil Kelly.). MA: Cengage Learning.
Costa, J., Pádua, M., and Moreira, A. C. (2023) ‘Leadership Styles and Innovation Management: What Is the Role of Human Capital?’, Administrative Sciences, 13(2), 47.
Grover, S., and Furnham, A. (2016) ‘Coaching as a Developmental Intervention in Organisations: A Systematic Review of Its Effectiveness and the Mechanisms Underlying It’, PloS one, 11(7), e0159137.
Goleman, D. (2017) Emotional Intelligence: Why It Can Matter More Than IQ. London: Bloomsbury.
Goleman, D., Boyatzis, R. and McKee, A. (2013) Primal Leadership: Unleashing the Power of Emotional Intelligence. Boston: Harvard Business School Press.
Hamlin, R.G., Ellinger, A.D. and Beattie, R.S. (2006) ‘Coaching at the Heart of Managerial Effectiveness: A Cross-Cultural Study of Managerial Behaviors’, Human Resource Development International, 9, 305-331.
Joseph-Richard, P., and McCray, J. (2022) ‘Evaluating leadership development in a changing world? Alternative models and approaches for healthcare organisations’, Human Resource Development International, 26(2), 114–150.
Robbins, S.P. and Coulter, M. (2016) Management (13th Edition), Harlow: Pearson Education Limited.
Steinmann, B., Klug, H. J. P., and Maier, G. W. (2018) ‘The Path Is the Goal: How Transformational Leaders Enhance Followers' Job Attitudes and Proactive Behavior’, Frontiers in psychology, 9, 2338.
Tesco PLC (2025) Annual Report 2025. Available at: https://www.tescoplc.com/investors/reports-results-and-presentations/annual-report-2025 (Accessed: 02 Nov 2025).
Wang, L., Jin, X., and Yoo, J. J. (2024) ‘The Process of Visionary Leadership Increases Innovative Performance among IT Industry 4.0 for SMEs for Organizational Sustainability: Testing the Moderated Mediation Model’. Sustainability, 16(19), 8690.

