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One of the most contested and studied topics in organisational science is leadership due to the effects it has on people, culture, and performance, which cannot be overestimated. One of the most successful thinkers in the sphere of developing leaders, Daniel Goleman, has revealed six different styles of leadership, all of which are based on emotional intelligence and fit various situational requirements. Instead of promoting one dominant style, Goleman contended that the most successful leaders were the ones capable of adapting various styles to fit the circumstance (Northouse, 2022). This essay discusses three of the leadership styles of Goleman, namely Visionary, Coaching and Democratic, delving into their roles in business, how well they suit different situations, and key competencies that contemporary leaders must possess to spur organisational growth and development.
The framework was developed by Goleman as a result of his overall study of emotional intelligence and its importance in leadership. He suggested that the leadership style would have a direct relationship with the organisational climate, which would also have affected the financial performance. According to Antonakis and Day (2018), this type of emotion-based approach to leadership was a big deviation from either the transactional or structural approach to leadership, as it considered the psychological and relational aspects of leadership. Among the six styles identified by Goleman, which include Visionary, Coaching, Affiliative, Democratic, Pacesetting and Commanding, three styles have been identified as very pertinent and very constructive in a wide spectrum of modern business settings (Goleman, 2000).
Visionary leadership (also known as Authoritative leadership) involves a leader's capacity to communicate a compelling vision for the future and to motivate others to achieve that vision. Instead of directing specific processes and procedures, visionary leaders provide information about the organisation's intended direction and the reasons for the change. This allows team members to decide how to best contribute to the vision, promoting innovation, ownership and engagement. Through setting a clear goal and allowing independence, visionary leaders facilitate unity and inspiration within the organisation, and allow individuals to feel involved and connected to the organisation's purpose (Northouse, 2022).
This style is especially critical in a business environment where it is accompanied by a wave of transformational change, strategic repositioning, or market shaking. Kotter (2012) claims that a lack of communication of vision is one of the most common reasons why organisational change fails. Failure to create the buy-in needed to maintain change arises because the leaders are unable to paint a clear and motivational picture of the future.
An obvious case where such a style would be effective is when a company is undertaking a digital transformation effort on a company-wide scale. During the transition process, when an organisation shifts to a new digital infrastructure, the employees are usually uncertain and opposed to the process. An inspiring leader who effectively conveys the goals and future-state advantages of the change, instead of giving orders, assists employees in perceiving the bigger strategic reason. This lessens resistance and creates commitment. According to Bass and Avolio (1994), when leaders can relate day-to-day effort to something bigger, they open up the doors to greater levels of motivation and performance. The report published by Deloitte (2023) also confirms that organisations that have high visionary leadership are much more adaptive to technological and workforce disruptors.
The Coaching style is interested in long-term professional development of individuals. Instead of focusing on short-term performance, a coaching leader focuses on supporting the employees to determine their strengths, weaknesses, and growth, connecting personal development to the overall organisational interests (Yukl, 2013).
Such style is of gigantic significance in the contemporary business world, where talent retention and capability development are among the most critical organisational issues. As Durth et al. (2023) emphasise, organisations that implement a culture of development-oriented leadership have more chances to incur talent deficits and develop internal capability pipes. In coaching and not merely managing leaders, they put across a message that the organisation regards its people as long-term investments and not short-term resources.
Here is an example of a business scenario that may require a style like this: onboarding and training of early-career employees or a newly-promoted manager. In this case, a coaching leader would engage in frequent one-on-one discussions, establish stretch goals, offer constructive feedback and help in the career planning of the person. Khan et al. (2020) discovered that, when employees think that they are truly supported in their professional development, the levels of burnout are reduced by a significant degree, and work performance is enhanced. This goes right to the point of demonstrating the business value of the coaching style in that it not only builds individual capability, but also maintains wellbeing and productivity, which are both key to the long-term organisational effectiveness.
Democratic style or participative leadership embraces the participation of the team members in influencing the eventual decisions made by the leader by actively seeking input, ideas and opinions of team members. This approach is based on the idea that people in the work environment can provide the greatest contribution and that people's ownership and commitment to results are greater when they are included in the decision-making process (Mintzberg, 2009).
Democratic style is especially useful in a business environment in cases where an organisation is experiencing complicated issues that demand divergent views, or seeking to establish team unity and motivation. Lythreatis, Mostafa and Wang (2017) empirically proved that participative leadership has a significant positive impact on employees, as they have a greater sense of organisational identification because they feel they are part of something meaningful, but not merely fulfilling orders. Whenever individuals are listened to, they will be more engaged and committed to the organisation.
A business case in point is a team of product developers who are being assigned to develop a new service. A democratic leader would enable brainstorming, promote cross-functional feedback, and combine ideas in a participatory manner and only then make a course. This cannot only result in decisions which are better informed but also in psychological investment within the team. Chartered Management Institute (2023) supports the idea that inclusive and participative management approaches are always associated with better team performance and ethical workplaces.
In addition to the use of specific styles, modern leaders should develop a list of core competencies to be effective and facilitate sustainable organisational development. Meuser (2014) points out that modern leadership requires far more than the conventional beliefs on power and guidance, including emotional, social, and strategic skills.
EI is still in the root. All three styles mentioned above are based upon the ability to manage and understand one's own emotions as well as to empathise with others. Emotionally unintelligent leaders are unable to generate trust, conflict, or maintain meaningful relationships with their teams (Antonakis and Day, 2018).
Nimbleness and Strategic Thinking are both essential. Leaders need to be in a position to interpret the situations, predict the future trends and change direction within a fast-changing environment. Kotter (2012) highlights that it is adaptive leadership in the face of uncertainty that helps transformational leadership stand out from the rest of the leaders who manage the status quo, rather than directing a path toward a long-range goal.
Influence and communication are the skills that can be applied across all leadership styles. Good leaders have to be capable of expressing themselves clearly, listening to people and adapting their communication to various audiences. According to Yukl (2013), a leader who communicates effectively and consistently gives rise to more team alignment and minimises the ambiguity that compromises performance.
Lastly, a belief in ethics and values is becoming a non-negotiable leadership skill. According to the Chartered Management Institute (2023) and Deloitte (2023), ethical leadership is a key component of establishing trust in organisations, keeping talent and ensuring that stakeholders remain confident in an organisation in an age of increased transparency and accountability.
The framework of leadership styles proposed by Daniel Goleman provides a practical and emotionally intelligent perspective, according to which good leadership can be viewed. The Visionary, Coaching, and Democratic styles are complementary and play different roles in the business, which allow leaders to influence change, inspire people and establish collaborative cultures. These styles, coupled with the key skills that include emotional intelligence, strategic flexibility, communication and ethical foundation, make leaders not only manage organisations but also truly develop and change them. As Northouse (2022) concludes, the distinction of an effective leader is not that they know one style but rather that they possess the intelligence to know what style is required by the moment.
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