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Introduction
Leadership has a direct and measurable impact on organisational performance, employee engagement and financial performance. Research by Daniel Goleman shows that leadership style has a significant impact on organisational climate, which in turn can be responsible for a substantial percentage of the performance outcomes of a business (Bobmorris and Bobmorris, 2024). This shows that leadership is not just a behavioural concept but also a driving force strategically for results. Organisations now, which are characterised by rapid technological change and pressure to compete, the ability to adapt styles according to the context is decisive to leadership effectiveness. This essay explores the three types of leadership styles, namely visionary, democratic and coaching leadership, and evaluates the practical use of these leadership styles using real organisational contexts. It also looks at the most important leadership skills needed in modern organisations and how these impact sustainable performance and growth.
Discussion 
The conventional definition of leadership refers to influencing people towards a common goal. Goleman underlines the fact that a good leader should be able to create direction, encourage employees and develop organisational culture (Keller Executive Search, 2025). This is in line with macro scholarly views that make leadership a relational and strategic process. Subsequent studies point to the fact that leadership competence has a strong correlation with emotional intelligence (Tan, Voon and Ngui, 2022). It implies that leadership cannot be associated with authority or decision-making but with the capability of suppressing emotions, establishing connections, and changing behaviour to fit into the situation.
The visionary leadership style is referred to as 'authoritative' in Goleman's model of leadership, and focuses on setting a definite organisational direction and aligning employees to long-term goals. According to Goleman, this type of style is especially effective when there is a need for a new vision or change in strategy in an organisation (SAFETY4SEA, 2025). Empirical evidence indicates that visionary leadership has a positive contribution to organisational alignment and employee motivation due to the clarity and purpose provided by visionary leaders (Hayati, 2020). Leaders in this style communicate high direction and, at the same time, give flexibility to employees on how to achieve their goals. Visionary leadership is most effective when bringing about a time of organisational crisis or transformation where a direction is considered to be the need of the hour. For example, during the Apple financial downturn period in the late 1990s, Steve Jobs chose a visionary approach to reducing product lines and instead focused on innovation, which led to a turnaround in terms of profitability and the market value (Nucleus AI, 2026). This proves that visionary leadership is effective, especially when organisations are uncertain and need to realign their strategy, as it gives them clarity and lessens ambiguity among employees. It is especially helpful when a business is entering new markets, when a business is being restructured, or when it can be used in response to outside disruption. However, there are also the limitations of visionary leadership that must be considered. It is less successful when employees lack the skills/experience to work on their own. 
The participative leadership style, also known as the democratic leadership style, entails the involvement of the employees in the decision-making processes, giving the employees the opportunity to present ideas and feedback prior to final decision-making. According to Goleman, the style is effective especially in forming consensus and enhancing team commitment, especially when there is uncertainty in the direction of the organisation. The participative leadership is discovered to be closely positively associated with employee performance and job satisfaction, especially in knowledge-based industries (Mpuangnan et al., 2024). Using Google as an example, firms promote participation of employees by means of formal feedback mechanisms and free communication, among other things, which, on the one hand, has led to a long life span of innovation, and on the other hand, employees have experienced high retention. A study conducted by Google Project Aristotle outlines that a connection between team effectiveness and psychological safety is strong (Poyton, 2025). Inclusive and participative leadership encourages this project.
Although there are these benefits, there is a limit to democratic leadership. The consultation that is necessary to create a decision can slow down the pace of decision-making, causing a lack of efficiency in any time-sensitive scenario. Moreover, the disagreements between workers can introduce procrastination or a lack of transparency in strategic orientation. Democratic leadership proves the most appropriate when organisations are interested in empowering the workers and use the grander contribution to the quality of decisions (Akbar, Ramdhani and Alamanda, 2025). The approach is effective in a group setting, like product development or projects in creative industries, where multiple opinions boost creativity. As an example, collaborative decision-making and open forums at Google enable employees to present ideas, and this enhances problem-solving and engagement. 
Coaching leadership style is long-term based on employee development by matching personal objectives with the organisational aims. According to Goleman, this style is among the least utilised and the most effective to achieve better performance and create future leadership capacity (Admin, 2025). It has been shown that the performance of organisations starts to be measurably improved once they invest in coaching leadership practices. The International Coaching Federation indicated that 86% of companies report a positive return on investment of coaching, and 70% of people who receive coaching are described as demonstrating better performance in their work and communication skills (Fettner, n.d.). Coaching leadership in the organisational context is common in professional services firms like Deloitte and PwC, where employee continuous development is essential. Such organisations have systematic mentoring and coaching programmes as a way of developing their leadership pipelines and employee retention. It is proven to be 92% more probable that companies, which are characterised by strong learning cultures, are more innovative and 52% more productive, compared to the companies that do not have the cultures (Domenici, 2024).
But on the other hand, coaching leadership involves a lot of time and effort on the part of the leaders, thus curtails its use in crises or high-pressure situations. Coaching leadership can best be applied in the context of team building and the development of long-term capabilities. It is especially useful when the organisations need to work out how to increase the performance of employees, train future leaders or fill the skills gap. Indicatively, leadership pipelines and competency improvement of employees are achieved through formal coaching and mentoring programmes in professional service firms like Deloitte (Deloitte, 2025). This type of style is best in stable organisational situations where the leaders have time to conduct individual development, as compared to high-stress situations that demand quick outcomes.
The leadership styles are effective based on the issue of critical leadership skills that allow leaders to act in response to intricate organisational issues. Emotional intelligence is the most considerable of them. According to the studies conducted by Goleman, about 90 per cent of the gap between high and average leaders can be explained by emotional intelligence (Wiebusch and Wiebusch, 2025). This is where self-awareness, empathy, and relationship management become relevant to leadership effectiveness. According to researchers, poor communication is one of the significant causes of organisational failure, and research reports that every year, poor communication costs big organisations an average of 62.4 million in the loss of productivity (DSTNY, n.d.). This indicates a direct monetary effect of communication on the performance of the organisation.
Adaptability is also very important in changing business conditions. Leaders are required to modify their leadership styles based on situational requirements, including the need to become more directive instead of democratic in times of crisis. The second necessary skill is strategic thinking, which allows leaders to predict future trends and arrange organisational resources to meet them (Hunitie, 2018). Strategic planning by leaders helps in organisational sustainability and competitive advantage in the long run. Lastly, leadership effectiveness consists of decision-making skills and problem-solving skills. Leaders are required to reason, evaluate alternatives and implement solutions effectively in complex scenarios or situations. All of the skills combined will help leaders use various styles of leadership effectively and appropriately react to organisational challenges in a strategic and evidence-based way.
Conclusion
Styles of leadership are very instrumental in determining organisational performance in terms of employee behaviour, performance and sustainability of an organisation. This essay has examined three leadership styles of Goleman, including visionary, democratic and coaching, as well as indicated how they would be applicable to various organisational situations. Visionary leadership works best in times of change, giving guidance and orientation. Democratic leadership fosters teamwork, innovation, and employee involvement, whereas coaching leadership assists in the long-term growth and building organisational capacity. Another point identified by the analysis was the fact that leadership performance requires such prominent skills as emotional intelligence, communication, adaptability, and strategic thinking. The competencies would help leaders use the right styles depending on the situation and organisational goals. Finally, the evidence-based and adaptable approach to leadership is necessary in organisations; organisations should combine various styles and acquire critical leadership skills. This will guarantee better organisational output, better employee interest and sustainable development in a more complicated business environment.
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