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Introduction
In the contemporary business landscape, characterised by relentless change and complexity, effective leadership stands as the most critical determinant of organisational success. Leadership is no longer viewed as a static set of traits but as a dynamic and adaptive process. Among the most influential frameworks for understanding this process are the six leadership styles proposed by Daniel Goleman, which are rooted in the principles of emotional intelligence. This essay aims to provide a detailed analysis of this framework by exploring three distinct styles: the Visionary, the Democratic, and the Commanding. The purpose is to define leadership, dissect the characteristics, advantages, and disadvantages of these selected styles with practical business examples, and identify the essential skills modern leaders must cultivate. Ultimately, this exploration will demonstrate that superior leadership is not about mastering a single approach, but about skilfully adapting one's style to meet the demands of any given situation to drive sustainable growth.
Main Body
Defining Leadership in the Modern Context
At its core, leadership is the process of social influence, where an individual inspires and guides a group of people toward the achievement of a common goal. It is distinct from management, which focuses on control, processes, and task execution. True leadership involves creating a compelling vision, motivating people to pursue it, and fostering an environment where they can perform at their best (Wooldridge, Purdum & Jones, 2025). It is about influencing behaviour and mindset, building trust, and empowering others to contribute meaningfully. In today's organisations, leadership is less about hierarchical authority and more about creating direction, alignment, and commitment across all levels of the enterprise.
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Figure 1: Six Goleman Leadership Styles
(Source: mbaskool.com, 2025)
An Analysis of Goleman's Leadership Styles
Daniel Goleman’s framework posits that the most effective leaders do not rely on a single style but seamlessly alternate between different approaches depending on the context. The following analysis explores three contrasting styles to illustrate this principle.
1. The Visionary Leadership Style
The most effective style, which is mostly used, is the Visionary style, which focuses on inspiring and causing people to move towards a common dream. Such a leader states a clear and strong vision of the future and fervently describes how individual efforts of every person play a crucial role in helping to obtain the stated goal.
· Characteristics: The Visionary leader is a motivational person who is interested in the why instead of the how and gives the employees the chance to get creative and play with their approaches (Radomska and Witek-Crabb, 2024). They think ahead, are well-spoken and most importantly, highly empathetic and thus enable them to bring together their vision and the personal values as well as aspirations of their subordinates.
· Advantages: This strategy is enormously effective in promoting staff engagement and commitment, given that it gives a great level of meaning. It establishes focus and purpose, particularly when the times of change or confusion are great, e.g. a merger or a major change in its market. It facilitates more motivation and organisational cohesion because it helps in pulling the team behind a single objective.
· Disadvantages: The Visionary style can be less effective if the leader's vision is perceived as unrealistic or detached from the team's current reality (Brygian, Maca & Abeng, 2023). It may also fail if the team is composed of highly experienced experts who require more autonomy and less top-down inspiration.
· Practical Business Example: A technology company CEO launching a groundbreaking sustainable energy solution would use the Visionary style to rally employees, investors, and the public. By painting a vivid picture of a cleaner future, the CEO inspires the workforce to overcome technical challenges and drives the organisation forward with a unified purpose.
2. The Democratic Leadership Style
The Democratic leadership style is founded on the principles of collaboration, participation, and consensus-building. This leader actively seeks input from team members, valuing their expertise and ensuring that everyone has a voice in the decision-making process.
· Characteristics: Democratic leaders are excellent listeners, skilled facilitators, and strong team builders. They foster an environment of open communication and trust, where ideas can be debated respectfully. Their mantra is "What do you think?", reflecting a genuine desire to leverage the collective intelligence of the group.
· Advantages: The primary benefit of this style is that it generates high levels of buy-in and commitment to decisions. By involving employees, it boosts morale, job satisfaction, and a sense of ownership (Fitra et al., 2024). It is also an excellent method for generating a wide range of innovative ideas and making complex decisions where no single person has all the answers.
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Figure 2: Building Consensus and Empowering Teams Through Collaboration
(Source: betterup.com, 2022)
· Disadvantages: Its main drawback is its potential for inefficiency. The process of gathering input and reaching a consensus can be extremely time-consuming, making it unsuitable for situations that require swift action. It can also lead to frustration if team members feel their input is sought but ultimately ignored.
· Practical Business Example: A marketing director tasked with developing a major new advertising campaign would effectively use the Democratic style (Sahureka & Soetjiningsih, 2023). By holding brainstorming sessions with strategists, copywriters, and designers, the director can draw on diverse perspectives to create a more creative and robust campaign strategy that the entire team feels invested in.
3. The Commanding Leadership Style
The Commanding style, also known as the coercive or directive style, is the most authoritative and is used sparingly by effective leaders. This leader issues clear orders and expects immediate compliance, operating from a position of power.
· Characteristics: This style is defined by its top-down, "do it because I say so" approach. It involves close monitoring, tight control, and little to no solicitation of employee input. Communication is direct and unilateral (Wei, 2022).
· Advantages: While often detrimental, the Commanding style has a crucial, albeit narrow, application. It is highly effective in times of crisis or genuine emergency, where there is no time for discussion and decisive action is required to mitigate risk. It provides clarity and removes ambiguity when a situation is chaotic.
· Disadvantages: When used as a primary style, its impact is overwhelmingly negative. It demolishes morale, stifles creativity and innovation, and creates a climate of fear and resentment (Moon, 2021). It erodes employee autonomy and can lead to a high turnover of talented individuals who feel disempowered.
· Practical Business Example: A Chief Information Security Officer will have to leverage a Commanding style in the incident of a crucial cybersecurity attack. To manage the threat and preserve valuable company data, they would have to give immediate and non-negotiable commands (i.e., shutting of certain servers or disabling of access credentials). Speed and clarity are bought first in this situation of very high stakes.
Essential Skills for Today's Leaders
The new business environment requires leaders to be very competent to handle the entire environment and apply as many leadership styles as possible. Without them, the growth of organisations will cease.
Goleman model concentrates on self-regulation, empathy, social abilities and self-awareness. High-EI leadership simplifies the issue of situations analysis so that improved decisions can be made on the kind of leadership to adopt.
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Figure 3: Modern Leadership: Core Skills for Navigating Complexity and Driving Growth
(Source: aihr.com, 2021)
The corporate world continues to fluctuate. Executives should be able to reverse turn around a new issue, technology, or an opportunity on the market (Gutiérrez et al., 2022). This ability will allow a leader to assume a Visionary approach in the creation of a new way, and a Democratic approach in the demand of an invention that will demonstrate how flexible leaders are to operate under an uncertain environment.
Other than mere enlightenment, contemporary champions should be excellent communicators. These include the ability to outline a vision in a convincing manner, to be an active listener and to provide challenging feedback in a constructive way (Sanchez-Nunez, Patti and Latorre-Postigo, 2023). It is the means by which leaders create relationships and trust, resonate with their personnel, and motivate things to occur, to maintain viable development by incorporating all people who are aware and involved.
To be able to establish a strong and scalable organisation, leaders must move themselves as directors of talent. This would involve allocation of large tasks and resources to team members and accomplishing them to ensure their success, in addition to creating a spirit of responsibility towards the team. The leaders form organisational capacity and train future leaders once other people are empowered.
Conclusion
The three proposed styles of leadership by Goleman such as the Visionary, Democratic and Commanding styles have clarified me that none of the styles is the best. The success of leaders is not related significantly to this or that style, but it can highly depend on their diagnosis and choice of the most effective. A future-oriented, imaginative, Democratic more and Commanding crisis option. These styles are to be formed basing on various factors such as the ability to capitalize on such styles as emotional intelligence, versatility, strategic communication, empowering of others. Leaders of the modern world need to center their attention on strengthening this collection of instruments to overcome multifaceted challenges, high-performance, and help their organisations to sustain their development and thriveability.


References
aihr.com, 2021. 18 Key Leadership Competencies for 2025 Success, [online]. Available at: https://www.aihr.com/blog/leadership-competencies/ [Accessed on: 26.09.25]
betterup.com, 2022. Democratic leadership style: How to make it work as a team, [online]. Available at: https://www.betterup.com/blog/democratic-leadership-style-pros-cons-examples-and-how-to-make-it-work [Accessed on: 26.09.25]
Brygian, G.I., Maca, S. and Abeng, A.T., 2023. Strategic And Visionary Leadership Styles In Robinson Crusoe By Daniel Defoe. Humaniora: Journal of Linguistics, Literature, and Education, 3(1), pp.45-55.
Fitra, A.A., Yulyantika, N.R., Romadlona, N.A., Permata, F.D.A., Nastiti, J.P., Mujiyanti, K.P., Nuraziizah, N.A.A., Firdaus, N.W. and Almutairi, R.I., 2024. Socialization of Goleman's 6 Leadership Types to Prepare Young Leaders for the Future. Health Frontiers: Multidisciplinary Journal for Health Professionals, 2(1), pp.51-58.
Gutiérrez, G., De Lena, M.T.G., Garzás, J. and Moguerza, J.M., 2022. Leadership styles in agile teams: An analysis based on experience. IEEE access, 10, pp.19232-19241.
mbaskool.com, 2025. Leadership Styles Goleman - Definition & Importance, [online]. Available at: https://www.mbaskool.com/business-concepts/human-resources-hr-terms/1956-leadership-styles-goleman.html [Accessed on: 26.09.25]
Moon, J., 2021. Effect of Emotional Intelligence and Leadership Styles on Risk Intelligent Decision Making and Risk Management. Journal of Engineering, Project, and Production Management, 11(1), p.71.
Radomska, I.S.I.J. and Witek-Crabb, A., 2024. Leadership Styles Identification–Case of the Company from an Industrial Installations Sector. New Trends in Business Management 2024, p.103.
Sahureka, P. and Soetjiningsih, C., 2023. Democratic parenting and emotional intelligence: a study on teenagers from divorced families. Jurnal Bimbingan Dan Konseling Terapan, 7(2), p.118.
Sánchez-Núñez, M.T., Patti, J. and Latorre-Postigo, J.M., 2023. Developing Emotional and Social Intelligence in an education leadership postgraduate program. Escritos de Psicología-Psychological Writings, 16(1), pp.53-64.
Wei, P., 2022. Leadership Styles and Emotional Intelligence of Educational Leaders: Inputs for a Leadership Coaching Program. Frontiers in Educational Research, 5(14), pp.15-37.
Wooldridge, A., Purdum, B. and Jones, S., 2025. Exploring Goleman’s Leadership Styles Through Role-Playing. Management Teaching Review, p.23792981251348399.

2

image1.png
Prifysgol Cymru
¥ Drindod Dew Sant

J University of Wales
Trinity Saint David




image2.jpeg
Commanding.

Leadership
Styles by
Goleman

Pacesering




image2.png
Democratic leadership pros and cons

Some employees may prefer not to
be involved

Assigning blame for failure and
scapegoating may be an issue

Quiet team members may not share
important suggestions or feedback
unless prompted

Not a very effective management
style when working with uneducated
or unskilled workers

BetterUp*




image3.png
Social intelligence
Problem-solving
Conflict management

Decision-making

Setting and sharing \
a compelling vision et
Change management | the organization « Interpersonal skills

Emotional intelligence

Coaching ability &
trustworthiness

Tnnovation
Entrepreneurship

LEADERSHIP
COMPETENCIES

Inclusiveness.
« People management

Competencies

« (Learning) Agility Tor eading
« Industry expertise yourselt
« Managing yourself

- Courage

« Orgcitizenship behavior




