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Leadership Evolution in Growing Organisations

1. [bookmark: _Toc202901824][bookmark: _Toc204441083]Introduction
A dynamic business environment requires strong leadership for organisations to achieve success and maintain sustainability. The evolution from traditional authoritarian leadership to coaching-based collaborative leadership becomes essential for expanding businesses. The transformation in leadership styles is evident through JPMorgan Chase CEO Jamie Dimon, who notes that small organisations can succeed under command-and-control methods. Yet, larger corporations need leaders who enable , rather than command (Whittington et al., 2023).

This paper critically studies the changes in leadership methods that occur during organisational expansion. The paper begins by defining leadership and its business importance before moving on to evaluate how leadership styles need to transform with organisational growth through theoretical frameworks and concrete business examples. The analysis will utilise leadership models, combined with real-world examples from Google, Apple, and Amazon, to provide practical evidence.

2. [bookmark: _Toc204441084]Defining Leadership and Its Importance 
[bookmark: _Hlk204439800]Leadership functions as the process through which people acquire influence to guide and motivate individuals or groups toward reaching collective targets (Robbins et al., 2021). Leadership differs from management because it focuses on people and their influence, rather than organisational procedures and control systems. When properly executed, leadership drives organisations toward innovation while connecting employee dedication to organisational objectives to achieve sustainable development (Northouse, 2022).

Different leadership styles emerge based on how organisations function , along with their cultural settings and personal traits of leaders. According to Lewin et al. (1939), leadership styles include autocratic, democratic, and laissez-faire approaches. Autocratic leaders make their decisions independently , without consulting others. The style demonstrates high efficiency in reaching short-term objectives, yet restricts creative thinking. Elon Musk leads Tesla through a highly directive method that combines fast-paced decision-making. The democratic leadership approach promotes team collaboration with participation from all members. Sundar Pichai at Google exemplifies this style through his promotion of open communication, which drives innovation (Goleman, 2017). Leaders who practice laissez-faire leadership give teams the freedom to work independently, which benefits creative sectors like Pixar and Valve, as their leaders trust self-directed teams (Cameron et al., 2020).

Business success depends heavily on leadership because it provides direction , enables change management , and unites staff toward common organisational goals. Leadership plays a crucial role in determining organisational adaptation effectiveness during transformational and growth phases. Apple made a transition from Steve Jobs' centralised visionary style to a more operational collaborative approach when Tim Cook took over as CEO, which ensured sustainable innovation (Isaacson, 2011).

Leadership approaches directly influence organisational culture and performance. The Full Range Leadership Model, developed by Bass and Avolio (1994), demonstrates that transformational leadership styles, which motivate followers through inspiration and intellectual stimulation, produce better employee satisfaction, engagement, and productivity levels. The transactional leadership model focuses on standard performance monitoring, yet it does not encourage lasting employee commitment or organisational flexibility.

Leadership extends beyond operations management, as it involves motivating people toward meaningful action. Leadership needs to adopt people-oriented approaches to sustain organisational success as organisations expand.

3 [bookmark: _Toc204441085]Evolving Leadership Styles in Expanding Organisations 
[bookmark: _Hlk204439834]Organisations that grow in complexity and size require their leadership approaches to transform for sustained effectiveness. The leadership model change is evident, according to Jamie Dimon, who prefers constant feedback alongside command methods instead of traditional command-and-control structures. The direct instruction method works effectively in small businesses but becomes impractical when organisations expand because the leadership scope increases.

Situational Leadership Theory, which was developed, demonstrates that no single leadership approach works best in all situations (Hersey et al., 2001) . Leaders who want to succeed adapt their leadership approaches according to the skills level and dedication of their followers. The startup environment demands a supervisory approach because employees need close monitoring, but as teams mature, leaders should adopt coaching and delegating styles to foster autonomy and engagement. The principles of Transformational Leadership developed by Bass and Avolio (1994) achieve exceptional importance in larger organisations. Transformational leaders inspire their employees through empowerment while driving innovation to match organisational values with employee goals. The model operates at Google. Sundar Pichai , as Google CEO, promotes innovation through psychological safety and empowerment to build a workplace where employees feel valued and heard (Edmondson, 2019). The complex nature of large organisations makes Transactional Leadership less successful because it demands both flexibility and creative thinking. Amazon's Jeff Bezos merged data-driven operational systems with long-term visionary leadership through a hybrid model, which suits its tech giant status at a large scale (Stone, 2022).

According to the Path-Goal Theory of leadership (House, 1996), leaders should change their actions based on the needs of their team members and the nature of the work environment. The coaching strategy aligns with this theory, as it enables leaders to explain paths to their team members while clearing obstacles and supporting their development.

Real-world examples underscore this transition:

Google (Democratic/Coaching): Promotes flat hierarchies and open communication. Leaders act as facilitators, not dictators.

Apple (Transformational/Supportive): Under Tim Cook's leadership, the company focuses on long-term planning and team collaboration, although it represents a departure from Jobs' authoritarian approach.

Tesla (Autocratic): Elon Musk achieves innovation success in high-pressure situations, yet his leadership methods have faced criticism about employee burnout and insufficient work-life balance.

The quick results obtained through autocratic methods in crisis situations and innovation development prove inadequate for organisations that need to focus on employee retention , cultural adaptation , and organisational flexibility. Servant Leadership Theory (Greenleaf, 2013) supports the model of supportive leadership and coaching, which serves employee needs and develops their capabilities, thus becoming more popular in organisations focused on sustainability and inclusivity.

Business expansion demands that organisations transition toward Theory Y (1960) because it views employees as motivated and capable individuals , according to McGregor's Theory X and Theory Y. The coaching leadership approach follows Theory Y because it enables people to make valuable contributions through appropriate support.

Larger organisations demand leaders who motivate instead of enforcing control and provide support instead of issuing commands while serving as coaches instead of commanders. Leadership evolves into a relational process that relies on trust, along with a shared purpose.
4 [bookmark: _Toc204441086]Essential Skills for Leaders in Expanding Organisations
[bookmark: _Hlk204440671]Organisations undergoing expansion require leaders to acquire new abilities which surpass technical capabilities and decision-making competencies. The fundamental leadership abilities for organisations expanding their operations consist of:

Emotional intelligence (EI) involves understanding one’s own emotions and those of others, and handling them effectively. Leaders who demonstrate high EI strengthen their relationships through better communication skills and develop empathy and resolve conflicts effectively (Goleman, 2017).

Coaching and mentoring abilities to help drive talent development while delivering constructive feedback that supports employee growth. Such leadership approaches develop workplaces that learn and adapt (Parsloe & Leedham, 2022).

Strategic Thinking: The leadership approach of visionaries consists of market trend prediction followed by resource alignment for achieving future growth objectives (Daft, 2018).

The communication abilities of leaders result in trust development, which ensures proper alignment between departments and regional areas (Northouse, 2022).

Leaders must master change management skills through the implementation of Kotter's 8-Step Process to succeed in dynamic markets (Kotter, 2012).

Cultural Intelligence: Leaders need to understand and navigate through diverse cultural contexts because businesses continue to globalise (Morrison, 2020).

The transformation of Microsoft into a growth-oriented culture by Satya Nadella, through an emphasis on learning, empathy, and collaboration , has generated major innovation alongside significant business growth, according to George (2022).

5 [bookmark: _Toc204441087]Conclusion and Recommendations 
Organisational growth requires leadership to transform continuously. Small or early-stage businesses benefit from authoritative styles, but larger and more complex organisations need coaching and supportive leadership approaches. The leadership theories of Situational, Transformational , and Servant Leadership support this transition while emphasising the necessity of adaptability, empowerment , and long-term vision.

The leadership competencies required for growing organisations include emotional intelligence, together with strategic foresight, communication, and mentoring abilities. These leadership capabilities help organisations develop employees while driving innovation and sustaining cultural unity. Google , along with Microsoft, demonstrate how coaching-oriented leadership produces lasting business success.

Contemporary leaders should dedicate their resources to leadership development programs which concentrate on emotional intelligence and coaching skills. Organisations need to use flexible leadership systems which both empower teams and encourage innovative approaches. Leadership in the future will function by enabling people to reach their maximum potential rather than through commands of control.

6 [bookmark: _Toc204441088]References
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