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 Three of Goleman’s Leadership Styles in Modern Organisations
Introduction
Leadership plays a major role in how organisations grow, adapt, and succeed, especially today when businesses face constant change and new challenges. Daniel Goleman’s (2000) leadership framework is useful because it explains how different leadership styles can be applied depending on the situation. For this report, I have chosen three of Goleman’s styles coaching, authoritative, and democratic because I feel these three are the most relevant for modern workplaces and they clearly show how leaders can support development, change, and teamwork. Coaching focuses on helping people grow, authoritative leadership provides direction and clarity when change is happening, and democratic leadership encourages participation and collaboration. Each style has its own strengths and works best in different business situations. This report explains where these styles are most effective, how they benefit organisations, and what skills leaders need today to lead successfully and support organisational development.
1. Goleman’s Leadership Framework
Goleman’s (2000) model outlines six leadership styles, each linked to emotional intelligence. The styles differ in how leaders motivate people, communicate, and influence the working environment. The three styles I selected — coaching, authoritative, and democratic — are especially important today because organisations need leaders who can develop staff, guide change, and encourage teamwork. These styles also match modern expectations for leaders to be flexible, supportive, and able to work well with different types of people.
2. Coaching Leadership Style: Development and Skill Growth
The coaching style is all about helping employees grow and develop for the future. Goleman (2000) explains that coaching leaders support people by identifying strengths, setting goals, and building long‑term skills. This style works best in situations where learning, development, and capability building are priorities.
 When Coaching Works Best
Supporting new or junior staff. When organisations hire new employees or graduates, coaching leadership helps them settle in, learn quickly, and feel supported. Leaders give guidance, feedback, and opportunities to practise new skills. This improves confidence and helps employees feel valued. Research shows that coaching increases engagement and reduces staff turnover (Harter et al., 2002). coaching leadership also works well because it gives employees the space to learn at their own pace while still feeling supported, which helps them build confidence and take responsibility for their own development
Preparing future leaders. Coaching is also effective for succession planning. Leaders can mentor high‑potential employees, give them challenging tasks, and help them reflect on their progress. This builds a strong pipeline of future leaders and supports long‑term organisational stability.
Improving performance. When employees are struggling, coaching provides a positive and supportive approach. Instead of criticising, coaching leaders help staff understand what needs improving and set realistic goals. This builds trust and encourages employees to take responsibility for their development.
Benefits of Coaching
· Builds long‑term skills.
· Improves engagement and motivation.
· Reduces staff turnover.
· Creates a learning culture.
· Encourages employees to become more self-aware and understand their strengths and weaknesses.
· Helps create stronger relationships between leaders and staff through regular communication.
Coaching works best when employees are willing to learn and when the organisation values development.
 Authoritative Leadership Style: Vision and Change
The authoritative style also known as visionary leadership focuses on giving clear direction and motivating people through a strong vision. Goleman (2000) describes authoritative leaders as those who explain the purpose behind decisions and help employees understand how their work fits into the bigger picture. This style is especially useful during change or uncertainty. Authoritative leadership also works well because it gives employees a clear sense of direction and purpose, which helps them stay focused and understand exactly what the organisation is trying to achieve during times of change.
 When Authoritative Leadership Works Best
Organisational change or restructuring. When a business is going through major change for example, moving from traditional retail to online operations employees may feel unsure or worried. An authoritative leader provides clarity by explaining the vision and why the change is necessary. This helps reduce resistance and builds confidence.
Launching new products or entering new markets. Teams need direction and motivation when working on new projects. Authoritative leaders set clear goals and inspire employees to work towards them. Kotter (2012) highlights that a strong vision is essential for successful change.
Crisis situations. When organisations face problems such as falling sales or operational issues, authoritative leadership helps stabilise the situation. Leaders communicate a clear plan, set priorities, and motivate employees to focus on solutions.
Benefits of Authoritative Leadership
· Provides clear direction.
· Motivates employees.
· Helps organisations manage change.
· Builds confidence during uncertainty.
· Helps reduce confusion giving employees clear messages and consistent guidance.
· Encourages faster decision-making when quick action is needed.
· Support all departments making sure everyone works towards the same goal.
· Boosts confidence during uncertain periods by providing stability and reassurance.
· Strengthens organisational identity by connection daily tasks to a bigger vision.
Authoritative leadership works best when organisations need clarity, alignment, or a strong sense of direction.
 Democratic Leadership Style: Participation and Collaboration
The democratic style focuses on involving employees in decision‑making and encouraging collaboration. Goleman (2000) explains that democratic leaders build commitment by listening to employees and valuing their input. This style is effective when teamwork and diverse ideas are needed. Democratic leadership is effective because it encourages open participation and collaboration, allowing employees to share ideas, contribute to decisions and feel valued in the process which strengthens team commitment and leads to more creative and well-rounded solutions; as Goleman (2000) explains this style builds trust and improves overall team performance by involving people directly in shaping outcomes.
 When Democratic Leadership Works Best
Cross‑department projects. When organisations work on projects that involve multiple departments, democratic leadership helps bring different perspectives together. Leaders encourage open discussion and make sure everyone’s ideas are heard.
Innovation and brainstorming. Democratic leadership support creativity. When employees are involved in generating ideas, they feel more ownership and are more motivated. Somech (2006) found that participative leadership improves innovation.
Team goal‑setting. When employees help set goals, they feel more committed and responsible for achieving them. This improves motivation and teamwork.
 Benefits of Democratic Leadership
· Encourages creativity.
· Strengthens teamwork.
· Improves decision‑making.
· Builds ownership and engagement.
· Increases employee motivation because staff feel their opinions matter.
· Helps reduce conflict by giving everyone a voice in the process.
· Encourages transparency which improves trust between leaders and employees.
· Strengthens organisational culture by promoting fairness, respect and inclusion.
· Supports problem solving by combining different viewpoints and experiences.
Democratic leadership works best when employees have useful knowledge and when organisations value collaboration.
Essential Leadership Skills for Today’s Organisations
To use Goleman’s styles effectively, leaders need several key skills.

1 Emotional Intelligence
Emotional intelligence is essential. Goleman (1995) identifies self‑awareness, self‑regulation, motivation, empathy, and social skills as core elements. These skills help leaders understand people and build strong relationships.
2 Communication Skills
Leaders must communicate clearly, listen actively, and give constructive feedback. Good communication supports all three styles coaching, authoritative, and democratic.
3 Adaptability
Modern organisations change quickly, so leaders must adapt their style depending on the situation. Yukl (2013) argues that flexible leadership improves performance.
4 Strategic Thinking
Strategic thinking helps leaders plan for the future make informed decisions, and guide change effectively.
5 Digital Literacy
As technology becomes more important, leaders need to understand digital tools and data to support innovation.
6 Collaboration Skills
Democratic leadership requires strong collaboration skills. Leaders must create inclusive environments and manage relationships across teams.
Conclusion
In today’s fast‑changing business environment, leaders need to use different approaches depending on the situation. For this report, I chose the coaching, authoritative, and democratic styles because they clearly show how leadership can support development, change, and teamwork. Coaching helps employees grow and builds long‑term capability. Authoritative leadership provides direction and clarity during change, helping organisations stay focused. Democratic leadership encourages participation and teamwork, which supports innovation and shared responsibility. To use these styles effectively, leaders need emotional intelligence, strong communication, adaptability, strategic thinking, and digital awareness. These skills help leaders create positive working environments, motivate employees, and support organisational growth. Understanding when and how to use each leadership style allows leaders to respond to challenges and guide their organisations successfully. Overall, understanding these three leadership styles and knowing when to use each one gives leaders a strong and practical way of guiding their teams and supporting the organisation as it helps them deal with change more confidently, communicate better with employees and create a positive working environment where people feel involved, supported and motivated, this makes leaderships more effective and helped the organisation grow and stay successful in a business world that is always moving and changing.
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