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Introduction
Effective leadership is crucial to any organisation’s success, particularly as growing complexity and growth challenges organisations. The chief executive officer of JPMorgan Chase, Jamie Dimon, claims that the larger organisations become, the more leaders will have to drop command and control for coaching or supporting (Whittington, 2023). This essay discusses the reasons and the methods through which leadership styles evolve with a company's growth. This would be done through McGregor’s Theory X and Theory Y, transformational leadership, and Katz’s Managerial Skills Model. It explores this transition with contemporary corporate illustrations and literature, stressing the importance for bigger corporations. It identifies the important skills that leaders need to control expansion complications. 
This essay will show how coaching-oriented leadership styles and critical skills can influence an organisation's effectiveness. They help achieve sustainable growth, create employee engagement, and adapt to the ever-changing and competitive environment.
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Leadership influences and directs individuals or groups to achieve organisational goals (Cole & Kelly, 2020). Management involves planning, organising, and controlling various system resources to work efficiently (Robbins et al., 2021). While leadership focuses on inspiring people, encouraging innovation, and aligning teams behind shared goals, management ensures stability and consistency. For example, a team might develop new products thanks to a leader’s vision, whereas a manager ensures resources and processes are all in place to do so. (Northouse, 2021) Leadership is not static, as it changes with time. Leadership helps drive change in an individual or an organisation. Leadership must adapt to the changing environment in business organisations. Growing organisations need strategic vision. It is a crucial distinction because leadership deals with the organisation's culture and future, not just the operational element that deals with day-to-day activities.
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Leadership is essential for organisational success, especially when organisations become bigger. The first element is vision. It aligns departments and employees toward the same objectives. This ensures coherence across diverse departments (Yukl & Gardner, 2020). For instance, a leader's eventual vision brings together the marketing, finance, and operations silos in a larger organisation. When employees feel heard and valued, they engage willingly in their tasks and feel empowered. The Human Relations Movement stresses the importance of social and psychological factors in the workplace, such as recognition and belongingness, which improve employee satisfaction and performance (Cole & Kelly, 2020). Thirdly, leadership allows for an adaptation of the organisation to external forces. As organisations grow, they must adapt to market trends and competitive forces. For example, Satya Nadella’s leadership at Microsoft has altered the company toward cloud computing, which saw its market value climb to over $2 trillion by 2021 (Ibarra and Scoular, 2019). An authoritative leadership style in smaller firms matches simple structures and allows direct oversight. As organisations expand, complexity from teams and operations requires a coaching approach, backed by McGregor’s Theory Y, which supports employee independence and motivation. Without effective leadership, organisations become misaligned, innovate less, and do not adapt adequately, resulting in a competitive disadvantage in dynamic markets.
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As organisations grow, the leadership style changes from authoritative to coaching or supportive as complexity increases. McGregor’s Theory X and Theory Y can be used as a framework for the shift. Theory X is that employees lack ambition, are averse to accepting responsibility, and require coercive control. This concept fits with authoritarian leadership. Authoritarian leadership styles are characterised by micromanagement and centralised decision-making. (Cole & Kelly, 2020). On the other hand, Theory Y claims that employees are self-motivated, creative, and productive in autonomous environments. Moreover, Theory Y encourages a coaching style that empowers employees to collaborate (Robbins et al., 2021). In smaller organisations, authoritative leadership is effective owing to the simple structure. In these organisations, the leaders get to oversee everything and can efficiently allow orders to be issued. Startup founders, for instance, can impose command-and-control tactics on their early-stage teams to quickly establish processes for the speedy execution of the founding ideas. This management style is inefficient for larger organisations as it creates bottlenecks in decision-making. Also, the inability to monitor every decision inhibits innovation (Yukl & Gardner, 2020).
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A coaching approach, derived from Theory Y, is more suitable for larger, complex organisations with diverse teams. For example, by transforming Microsoft’s culture from rigid and top-down to collaborative, Satya Nadella encouraged teams to think creatively and innovate around cloud computing and artificial intelligence. This change helped Microsoft’s market value go above $2 trillion by 2021, showing that coaching can help enhance creativity and agility (Ibarra & Scoular, 2019). Coaching leadership promotes employee involvement as suggested by the Human Relations Movement, which emphasised social and psychological factors to improve productivity (Cole & Kelly, 2020). Nonetheless, authoritative leadership can be helpful in times of crisis. This is when fast decisions are critical. For example, Jamie Dimon quickly responded during the 2008 financial crisis at JPMorgan Chase. This helped to stabilise the bank (Whittington, 2023).
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The rise of transformational leadership supports the transition to coaching styles in growing organisations. Transformational leadership inspires employees through communicating a shared vision, providing intellectual stimulation, and providing individualised consideration in an atmosphere of empowerment. (Bass and Riggio, 2020). Transactional leadership utilises a system of rewards and punishments similar to Theory X’s authoritarian style. Transformational leadership works best in large organisations because it allows employees to adapt. For instance, Indra Nooyi, appointed PepsiCo's CEO, utilised transformational leadership to implement powerful initiatives to create more sustainable products, encouraging diverse teams to innovate and reviving the corporate strategy. Nooyi’s time as PepsiCo’s chief executive from 2006 to 2018 saw revenue grow 80% (Forbes, 2020). This method complements coaching: a spirit of cooperation and inner motivation fuels success, primarily when overseeing intricate global operations.
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Max Weber's Bureaucracy Theory shows how growing organisations adopt a formal hierarchical structure and specialised roles for efficiency (Cole and Kelly, 2020). Bureaucracy offers a structured approach but lacks flexibility, especially in fast-paced markets. A coaching style can mitigate this by making employees more flexible. Sundar Pichai’s Google provides a very suitable example of decentralised decision-making. This encourages innovation while generating an annual revenue growth of 20% from 2015 to 2020 (Statista, 2021). This approach allows teams to try things out and adjust accordingly. This is very similar to Mintzberg’s entrepreneurial role. It encourages innovation. On the other hand, authoritative leadership’s strengths, such as quick decision-making, are helpful in high-pressure times; however, they may result in disengagement and dampened creativity over time (Northouse, 2021). They require time to build trust, but can lead to lasting improvements in organisational motivation and agility. This makes coaching styles apt for larger, complex organisations.
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Katz’s Managerial Skills Model identifies technical, human, and conceptual skills as critical for leaders in expanding organisations. 
· Technical Skill: Knowledge of industry-specific requirements and techniques is essential to guide your team thoroughly. Financial firms like JPMorgan require expert leaders with knowledge of financial analysis and market trends (Robbins et al., 2021). The above-mentioned skills certification programs and mentoring help organisational leaders stay abreast of changes as the organisation grows (Goleman, 2021). 
· Interpersonal Skills: Communication, empathy, and conflict resolution skills help build strong teams. These are theoretical principles of the human relations movement (Cole & Kelly, 2020). Satya Nadella’s example of empathetic leadership at Microsoft uplifted employee satisfaction by 50% by 2020. It also enriched team dynamics (Ibarra & Scoular, 2019).
· Conceptual Skills: By strategically thinking and analysing problems, leaders can align their decisions with long-term goals. JPMorgan’s analyst reports show 15% annual profit growth as Jamie Dimon acquired businesses (Statista, 2020). Mintzberg suggests that the liaison and entrepreneur roles support the coaching process as they involve networking and innovation. These roles can be enhanced through participation in leadership programs and attending industry conferences.
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As organisations scale, leaders must pivot from a command style to a coaching style to cope with complexity and foster innovation. According to McGregor’s Theory X and Theory Y, authoritative techniques are more suitable for smaller firms and limiting for large companies, while the coaching strategy promotes employee motivation (Cole & Kelly, 2020). Transformational leadership enhances engagement, flexibility, and mitigates bureaucratic rigidity (leaders of Microsoft, Satya Nadella, and Indra Nooyi of PepsiCo are examples (Bass & Riggio, 2020). Sunder Pichai's decentralised approach to Google is another example of coaching excellence. Leaders have essential skills: technical, interpersonal, and conceptual skills. Leaders must develop their technical expertise through certifications, interpersonal skills through emotional intelligence training, and conceptual skills through strategic workshops (Goleman, 2021). In current business practice, a coaching style and these techniques guarantee that leaders develop employees sustainably and achieve agility in dynamic and competitive environments.


[bookmark: _Toc203769775]References
Bass, B. M. and Riggio, R. E. (2020). Transformational leadership. 3rd ed. Abingdon: Routledge.
Cole, G. A. and Kelly, P. (2020). Management theory and practice. 9th ed. Andover: Cengage Learning.
Forbes (2020) Indra Nooyi’s leadership legacy at PepsiCo. Available at: https://www.forbes.com/sites/forbes/2020/10/12/indra-nooyis-leadership-legacy [Accessed 10 July 2025].
Goleman, D. (2021). Emotional intelligence: Why it can matter more than IQ. London: Bloomsbury Publishing.
Ibarra, H. and Scoular, A. (2019). ‘The leader as coach’, Harvard Business Review, 97(6), pp. 110–119.
Northouse, P. G. (2021). Leadership: Theory and practice. 9th ed. Thousand Oaks, CA: Sage Publications.
Robbins, S. P., Coulter, M. K., and Randel, A. (2021). Management. Global ed. Harlow: Pearson Education.
Statista (2020) JPMorgan Chase annual profit 2015-2020. Available at: https://www.statista.com/statistics/jpmorgan-profit [Accessed 10 July 2025].
Statista (2021) Google annual revenue 2015-2020. Available at: https://www.statista.com/statistics/google-revenue [Accessed 10 July 2025].
Whittington, R. (2023). ‘Jamie Dimon, Chair and CEO since 2005 of JPMorgan Chase’, CEO Magazine, 8 April.
Yukl, G. and Gardner, W. L. (2020). Leadership in organisations. 9th ed. Harlow: Pearson Education.

image3.png
Modeling the way

Encouraging
the heart

Inspiring
a shared vision





image4.jpeg
Board of
Directors

Executive
Vice President

Research &
Development

Research &
Development

Manufacturing

Finance

Marketing

Customer Service

Research &
Development

Manufacturing

Finance

Marketing

Customer Service

Human Resources

Procurement

Finance

Communications

Training / Safety

Legal




image1.png
‘Theory X’ ‘Theory Y’

management
staff
tt

Theory X - authoritarian,

repressive style. Tight control, Theory Y - liberating and developmental.
no development. Produces Control, achievement and continuous
limited, depressed culture. improvement achieved by enabling,

empowering and giving responsibility.

|

staff
management




image2.png
Engagement Effectiveness (%)

EY

70

60

50

0

EY

2

10

Leadership Styles and Employee Engagement

Authoritative Leadership (Engagement) I Coaching Leadership (Engagement)

‘Small Organizations

Organization Size

Large Organizations




