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Introduction
Leadership plays a critical role in helping organisations respond to changing environments by motivating employees, managing change and enhancing organisational performance (Northouse, 2021). Among leadership theories, Goleman's (2000) emotional intelligence framework remains influential because it proposes that effective leaders adapt their leadership style to organisational circumstances rather than relying on a single approach. Although emotionally intelligent leadership has been associated with improved employee engagement and organisational performance (Supramaniam and Singaravelloo, 2021), leadership effectiveness is also influenced by organisational context and employees' needs (Yukl and Gardner, 2020). As a result, no single leadership style can be considered universally effective. This essay critically evaluates Goleman's visionary, coaching and democratic leadership styles by examining their characteristics, strengths and limitations before assessing the leadership skills essential for organisational growth.

[bookmark: _Toc235479346]Leadership
Although leadership and management are closely related, they perform complementary roles within organisations. Management is primarily concerned with planning, organising and controlling resources to achieve organisational objectives, whereas leadership focuses on influencing and motivating people to embrace change and achieve shared goals (Yukl and Gardner, 2020; Northouse, 2021; Robbins, Coulter and Randel, 2021). Consequently, organisations require effective management to maintain operational efficiency alongside effective leadership to navigate change.
Rather than adopting a single leadership approach, effective leaders recognise that organisational situations require different behaviours. Goleman (2000) proposes that leaders should adapt their leadership style to organisational circumstances and employees' needs, with emotional intelligence underpinning this flexibility. This view is supported by Maamari and Majdalani (2017), who found that emotionally intelligent leadership contributes to more positive organisational climates and improved employee performance. Therefore, leadership effectiveness depends not only on achieving organisational objectives but also on selecting the leadership style most appropriate to the situation. Visionary leadership provides a useful starting point because it establishes strategic direction when organisations face change. 

[bookmark: _Toc235479347]Visionary Leadership
Visionary leadership is most effective during organisational change because it provides employees with a clear direction while aligning individual efforts with long-term objectives (Goleman, 2000). Unlike directive approaches that prioritise operational performance, visionary leaders encourage employees to embrace change through a compelling future vision. Northouse (2021) suggests that inspiring a shared purpose strengthens employee commitment and organisational engagement, increasing employees' willingness to embrace change.
Its success, however, depends on more than communicating ambitious goals. Goleman (2000) proposes that leaders require emotional intelligence to understand employees' concerns, build trust and sustain motivation during uncertainty. This argument is supported by Drzewiecka and Roczniewska (2018), who found that employees working under visionary (authoritative) leaders reported fewer organisational constraints, suggesting that clear strategic direction can reduce workplace obstacles and improve organisational effectiveness.
Nevertheless, visionary leadership is not universally effective. Although it provides strategic direction, excessive emphasis on the leader's vision may reduce employee participation and decision-making. In organisations where collaboration and specialist expertise are essential, this may limit creativity and weaken employees' sense of ownership of organisational objectives (Yukl and Gardner, 2020). In such situations, democratic leadership may be more appropriate because it encourages collaboration, employee participation and consideration of diverse perspectives during decision-making. Consequently, visionary leadership is more effective when introducing organisational change than when managing highly collaborative teams.
Satya Nadella's leadership at Microsoft illustrates visionary leadership, driving organisational transformation through innovation, collaboration and adaptability (Ali and Begum, 2024). Nevertheless, this transformation cannot be attributed solely to visionary leadership, as organisational outcomes also depend on contextual factors and the leader's ability to adapt their approach to organisational and employee needs (Yukl and Gardner, 2020). Overall, visionary leadership is most effective when supported by emotional intelligence and adapted to organisational context rather than applied universally.

[bookmark: _Toc235479348]Coaching Leadership
Coaching leadership is particularly valuable for developing employees' capabilities and supporting long-term growth. Rather than focusing solely on immediate performance, coaching leaders prioritise individual learning, continuous development to achieve long-term potential through guidance, feedback and support (Goleman, 2000). Northouse (2021) suggests that leaders who invest in employee development are more likely to improve employee motivation, confidence and overall organisational performance.
Its effectiveness, however, depends on the leader's ability to build trusting relationships and understand individual employee needs. Goleman (2000) argues that emotional intelligence enables leaders to recognise employees' strengths and areas for development while providing constructive feedback that encourages learning rather than criticism. This argument is supported by Maamari and Majdalani (2017), who found that emotionally intelligent leadership contributes to stronger organisational commitment and improved employee performance, suggesting that coaching leadership benefits both employees and organisations.
Nevertheless, coaching leadership is not universally effective. Developing employees requires time and consistent communication, meaning the style may not deliver rapid results in situations requiring immediate decision-making or organisational change. Furthermore, employees who are unwilling to learn or improve may respond less positively to a coaching approach, reducing its overall effectiveness (Yukl and Gardner, 2020). In such situations, visionary leadership may be more appropriate because it provides clear strategic direction and enables organisations to respond more effectively to change. Consequently, coaching leadership is more effective when organisations prioritise long-term employee development rather than immediate results.
Google's Project Oxygen provides an example of coaching leadership by identifying coaching employees, supporting career development and providing regular feedback as key behaviours of effective managers (Garvin, Wagonfeld and Kind, 2016). Tran (2017) argues that these findings demonstrate how managers acting as coaches can strengthen employee engagement and organisational performance through continuous learning, guidance and effective communication. Nevertheless, Project Oxygen also reflects Google's organisational culture, suggesting that the success of coaching leadership depends not only on the leadership style itself but also on organisational context. Overall, coaching leadership is most effective when supported by emotional intelligence and embedded within an organisational culture that values continuous learning and employee development.

[bookmark: _Toc235479349]Democratic Leadership
Democratic leadership is particularly effective in organisations that depend on collaboration, innovation and employee engagement because it encourages participation in decision-making while recognising the value of diverse perspectives (Goleman, 2000). Rather than relying solely on managerial authority, democratic leaders seek employee input before making decisions, creating a greater sense of ownership and commitment. Northouse (2021) argues that involving employees in decision-making can improve motivation, trust and the quality of organisational decisions, particularly when employees possess valuable knowledge and experience.
Its effectiveness, however, depends on the leader's ability to encourage meaningful participation while maintaining organisational focus. Goleman (1995) suggests that emotionally intelligent leaders create environments where employees feel respected and confident in expressing ideas, leading to higher levels of engagement and collaboration. This argument is supported by Agazu et al. (2025), who found that emotionally intelligent leadership positively influences employee performance by strengthening communication, trust and organisational commitment.
Nevertheless, democratic leadership is not universally effective. Seeking employee involvement may slow decision-making, particularly during periods of uncertainty or crisis where rapid action is required. Yukl and Gardner (2020) argue that extensive consultation can reduce decision-making efficiency and create difficulties when employees hold conflicting opinions or lack the expertise needed to contribute effectively. In such situations, visionary leadership may be more appropriate because it provides clear strategic direction and enables faster organisational responses to change. Consequently, democratic leadership is more effective when organisations prioritise collaboration and employee involvement than when immediate managerial direction is required.
Toyota's continuous improvement (Kaizen) philosophy illustrates democratic leadership by encouraging employees to contribute ideas through suggestion programmes and problem-solving teams. Adler, Goldoftas and Levine (1997) found that employee involvement was an integral component of the Toyota Production System, with approximately 18,000 employee suggestions submitted in a single year alongside widespread participation in problem-solving activities. This collaborative approach demonstrates how employee participation can strengthen organisational learning, innovation and operational performance. Nevertheless, Toyota's success cannot be attributed solely to democratic leadership, as it also reflects a long-established organisational culture that supports continuous improvement and employee involvement. Overall, democratic leadership is most effective when supported by emotional intelligence and applied in organisational contexts where collaboration enhances decision-making without compromising organisational effectiveness.
[bookmark: _Toc235479350]Essential Leadership Skills
Leadership effectiveness extends beyond adopting an appropriate leadership style and depends on the skills required to respond to changing organisational demands. Emotional intelligence is regarded as one of the most important leadership competencies because it enables leaders to understand and manage both their own emotions and those of others (Goleman, 1995). Leaders with high emotional intelligence build trust, resolve conflict and motivate employees, creating positive workplace relationships that support organisational performance. Agazu et al. (2025) found that leaders' emotional intelligence positively influences employee performance by strengthening communication, commitment and workplace relationships. 
Effective communication and decision-making are equally important for organisational growth. Northouse (2021) argues that leaders must communicate goals clearly while encouraging feedback and collaboration to maintain employee engagement. Similarly, Yukl and Gardner (2020) suggest that leadership effectiveness depends on selecting decisions appropriate to organisational circumstances rather than relying on a single leadership approach. Leaders who communicate effectively and make informed decisions are more likely to gain employee trust, coordinate activities and achieve strategic objectives.
Adaptability is also essential as organisations operate in dynamic business environments. Leaders must remain flexible, embrace change and encourage continuous learning to respond effectively to new challenges (Goleman, 2000). Therefore, leadership success depends not only on selecting an appropriate leadership style but also on developing the skills required to apply that style effectively across different organisational contexts.

[bookmark: _Toc235479351]Conclusion
Leadership effectiveness depends on selecting leadership styles that align with organisational objectives, employee needs and the business environment. This essay has demonstrated that Goleman's visionary, coaching and democratic leadership styles each offer distinct advantages through strategic direction, employee development and collaboration. However, no single leadership style is universally effective, as each presents limitations when applied without consideration of organisational context. Effective leadership therefore requires flexibility to adapt behaviours to different situations.
The analysis has further shown that emotional intelligence underpins successful leadership by enabling effective communication, relationship building and informed decision-making. These competencies strengthen leaders' ability to apply leadership styles while maintaining employee engagement and organisational performance. Consequently, organisational growth is most likely to be achieved when leaders combine emotional intelligence with adaptable leadership practices rather than relying on a single leadership approach.
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