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[bookmark: _Toc237596920]1. Introduction
Today's organizations are experiencing quick digitalisation, a diverse workforce, economic uncertainty and the need to grow sustainably. Leadership is thus not a set behaviour. It's about taking charge and affecting others to achieve a common task and establishing the environment through which they can do their job best (Northouse, 2021). Goleman's (2000) framework is particularly relevant as it links six observable leadership styles to the competencies of emotional intelligence and suggests that good leaders shift their styles as necessary. This essay will critically review three relatively people oriented styles which are visionary (originally referred to as authoritative), coaching and democratic leadership. It examines the key features, benefits, drawbacks and scenarios for use of each style. Next, it examines the emotional, communication, decision making, digital, ethical and learning capabilities that leaders need to be able to handle complexity and facilitate sustainable organisational development. 
[bookmark: _Toc237596921]2. Leadership and Goleman's framework.
According to Northouse (2021), leadership is a process whereby an individual exercises influence over a group of people to accomplish a shared objective. This definition makes clear that leadership has nothing to do with position – influence, relationships and shared purpose are as important as position. Goleman (2000) also addresses behaviour and coerce, visionary, affiliative, democratic, pacesetting and coaching styles, each coming from a different competency in emotional intelligence. His research involved over 3000 executives and the relationship between leadership style and organisational climate and indirectly the performance of organisations. The real power in the framework lies in situational flexibility, in which a leader builds up a repertoire rather than thinking in terms of personality as destiny. It is good, however, and not to be used mechanically. Initial evidence was practitioner-based and cannot be captured by labels, power, culture and sector-constraints. However, in recent guidance it is still reiterated that the style should be dependent on the circumstances (Knight, 2024). 
[bookmark: _Toc237596922]3. Visionary leadership
Visionary leadership is all about articulating the direction and articulating why so that employees can be mobilised towards the compelling direction. The leader defines the goal and criteria, and usually grants employees autonomy in how to accomplish them (Goleman, 2000). Its main benefits are strategic alignment, significance and adaptability. With employees knowing the grand plan, independent teams can make decisions without constant oversight. This is useful in the midst of transformation as old routines are replaced with new ones and change can make it difficult to stay united. It also aids in mission and values as options are subject to a clearly communicated future state.
This style has however its limitations. If a vision isn't backed up with resources, milestones and a real consultation, it can turn into rhetoric. It can also be unsuccessful if the leader is not trusted or if there are more knowledgeable experts who possess more information on the direction needed. Dissent can be stifled, and strategic blind spots can be created, as a result of overconfidence. Thus, psychological safety becomes crucial: it is important that employees can question assumptions, or even report risks, without fear (Edmondson, 2019). A retail business implementing an omnichannel service, for instance, could apply the visionary leadership to tie in new data systems and a new store design with reengineered employee training under one holistic umbrella customer experience.
[bookmark: _Toc237596923]4. Coaching leadership
Coaching leadership concentrates on employees’ long-term development. The leader recognizes strengths and weaknesses in others, links individual goals with the organization's goals, assigns work beyond an individual's capacity and gives them feedback (Goleman, 2000). Its benefits are enhanced capacity, engagement, succession planning and retention. Google's research on evidence based management also show that coaching, empowerment, career development and effective communication are behaviours of successful managers (Google, 2026). Coaching thus changes leadership from managing short-term tasks to investing in human capital, thereby facilitating growth as the organisation acquires people who can take on more wide-spread responsibility.
Time, readiness and performance pressure are its own disadvantages. Skill and capacity are needed for regular developmental conversations, and over-supporting and over-dominating can leave people dependent, whereas feedback and discussions that are poorly delivered can be judged and judgemental. Coaching is also inappropriate when an employee doesn't want to learn or when there is an urgent safety or work-related violation. For example, a new customer-service supervisor who is knowledgeable about the product, but not confident in his or her ability to deal with conflict. 
[bookmark: _Toc237596924]5. Democratic leadership
Democratic leadership engages employees' ideas and involves them in decision-making. Collaboration, communication and conflict management are part of the emotional-intelligence based foundation of its (Goleman, 2000). Frontline workers who have information which senior managers don't have can help to enhance the quality of decisions made. It can also foster commitment, inclusion and trust, especially if the implementation relies on the change in employee habits. Digital leadership studies confirm the need for working processes and relationships with stakeholders and people spread out in a complex context (Cortellazzo, Bruni and Zampieri, 2019).
But involvement does not equal agreement. Slow, repetitive consultation, and disgruntled employees when leaders ask opinions after the decision has essentially been made. It is downplayed in crisis situations, as delay adds to the damage and can be used as a cover-up if nobody actually decides. A logistics company, for instance, which has plans to redesign their warehouse shifts, could request their shift operators, safety representatives and planners to evaluate demand patterns, fatigue risks, and customer deadlines. Their knowledge will enhance the schedule, providing additional input on what is accepted. The leader should, however, clarify legal and service limitations that are hard limits, establish a time limit for feedback and state how the decisions will be final. In this way, democratic leadership is more appropriate when knowledge is shared and time allows it to be used; it is less appropriate when speed or confidentiality or an obvious expert logics are a critical component of the leadership process.
[bookmark: _Toc237596925]6. Key competencies of today's leaders
Emotional Intelligence is the first key to style flexibility; self-awareness allows the leader to be aware of what his/her own instinct is to do, self-regulation helps to prevent anxiety or ego from dictating choices, empathy uncovers what the impact of change is on others and relationship skills allow leaders to influence (Goleman, 2000). These capacities are expressed as behaviour through active listening and clear communication. They are needed in all three styles: Vision needs a believable story, Coaching needs good questions and feedback, and Democratic Leadership needs open dialogue. Leaders also need to establish a psychological safety environment where bad news, mistakes and alternative ideas bubble up in time to be used for learning and innovation (Edmondson, 2019). It's important to note, though, that emotional intelligence doesn't mean shirking tough choices; it should also include performance expectations and genuine responsibility.
Secondly, modern leaders must possess analytical abilities, resilience, adaptability, and technological proficiency. According to the World Economic Forum (2025), analytical thinking is one of the top skills and also the importance of leadership and social influence, resilience, flexibility, agility, AI and big data are all increasing. Although leaders don't have to be the best programmer in the business, they must know about data limitations, cyber and privacy threats, and how technology transforms the way we work. They can test evidence, check for bias and make decisions under conditions of uncertainty with critical thinking; they can change their style when circumstances or conditions change through adaptability. Digital leaders also need ways to facilitate interaction and collaboration in distributed networks, adds Cortellazzo, Bruni and Zampieri (2019), and have to pay attention to ethical issues.
[bookmark: _Toc237596926]7. Conclusion and recommendations
Goleman's framework demonstrates that leadership is behavioural and situational. Visionary leadership is helpful in aligning people upon purpose, but can become top down rhetoric when there is strategic change. Building capability and succession takes time, receptiveness and accountability, and coaching leadership is the way to do it. Democratic leadership is characterized by distributing knowledge and gaining commitment, but may take a long time to make urgent decisions. Thus, the effectiveness of an organization is not achieved by choosing a particular style but by adapting style to task, people, urgency and values. These are the emotional intelligence, communication, building psychological safety, analytical judgement, resilience, digital literacy, ethical awareness and systems thinking of contemporary leaders. The three following recommendations are practical in nature
Leaders should assess the context first, clearly including the extent of urgency and staff capability; build up a wider range of skills through feedback, coaching and practising different scenarios; and monitor effectiveness through performance and people measures.With these precautions, flexible leadership can lead toward short-term success and develop trust, competencies, and lasting capacity for long-term development.
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