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Managing an educational institution is no easy task; at least it hasn’t been for me during the last ten 

years of my professional life. The most difficult part of school management to me is the diversity of 

people within my team. To reach full business and educational potential, a school with our portfolio will 

have to employ an academic manager, a director of studies, teachers, teacher trainers, administrators, 

marketing and sales representatives, project managers, HR managers, exam centre managers, 

examiners, etc. We are talking about at least a dozen different educational backgrounds, each more 

different than the other. In my quest to do the best possible job as a CEO (and basically school’s GM), I 

always sought to learn more and educate myself in the field of management and leadership. 

In a book called “Leadership: The Power of Emotional Intelligence”, its author Daniel Goleman defines 

five distinct leadership styles: 

 Commanding 

 Visionary 

 Affiliate 

 Democratic 

 Pacesetting 

 Coaching 

This articles briefly describes the main characteristics for each of these styles. The information 

presented is based on the presentation given by a leadership trainer Tiago Santos, an inspiring young 

man whose course I’ve had a pleasure of attending as a part of my professional development. 

Commanding 

Commanding leaders give directives by telling people what to do and demand immediate compliance. 

Their favorite phrase is “Do as I say.” They control their teams tightly and monitor them constantly. They 

most often don’t seek any input from their teams, and generally emphasize their feedback on what is 

wrong.   

Commanding leadership style is most effective: 

 in crises, when individuals and the team need clear directions 

 when working with low skilled teams 



 
 

 
 
 

 with under-performing individuals where all else has failed 

 when trying to eliminate bad habits. 

Commanding leadership style is least effective: 

 in complex situations 

 with competent and highly skilled teams 

 long-term 

 to promote new and creative ideas. 

Visionary 

Visionary leaders mobilize people towards a vision. They understand the “big picture” and set long-term 

paths for the organization or the team. They explain and communicate the vision to all team members 

and allow them more liberty to explore their own ideas.  

Visionary leadership style is most effective: 

 when a new vision or clear direction is needed 

 with leaders who are self-confident 

 with leaders who truly believe in the vision 

 in context where the goal is the most important. 

Visionary leadership style is least effective: 

 with leaders who lack experience 

 when working with a team of experts 

 when teams need to produce quick results 

Affiliate 

Affiliate leaders create harmony and build emotional bonds. To them, people always come first. They 

share their emotional challenges and feedback they give is always positive. They focus on personal 

relationships and reward personal characteristics and behaviors. 

Affiliate leadership style is most effective: 

 in toxic work environments 

 for recovering trust and loyalty amongst a team 

 when seeking harmonious relationships between diverse and conflicting groups 

 when individuals need emotional support. 

Affiliate leadership style is least effective: 

 with individuals whose performance is weak 

 in crisis when teams need clear direction 

 with individuals who are task-oriented 



 
 

 
 
 

 with team members that see relationships with their leaders as inappropriate. 

Democratic 

Democratic leaders aim to reach decisions by forming a consensus. They listen to everyone’s opinion in 

a meeting and invite all individuals to participate in decision making process. They trust their team 

members to make the right choices and put focus on collaboration, team leadership and 

communication.  

Democratic leadership style is most effective: 

 when team members are highly qualified 

 when leader feels like teams need to have an ownership on a decision 

 when new ideas are needed. 

Democratic leadership style is least effective: 

 with new or incompetent team members 

 when quick decisions need to be made 

 when individuals don’t have access to all the relevant information. 

Pacesetting 

Pacesetting leaders seek to set high standards for performance through setting an example. Such 

leaders are generally obsessive about doing things faster, better or more efficient, and have high self-

confidence. They also have little sympathy for poor performance and only seek co-ordination with 

others to make impact on an immediate task.  

Pacesetting leadership style is most effective: 

 with highly motivated teams 

 when quick results are required 

 when individuals need little directions 

 when all individuals provide high contributions. 

Pacesetting leadership style is least effective: 

 when team members are looking for some empathy 

 with employees who seek an empowering relationship where they can influence decisions 

 in moments of burnout or massive tiredness 

 when individuals want personal development. 

Coaching 

Coaching seems to be one of the “buzz-words” when talking about leadership in the 21st century. Main 

goal of a coach is to develop people for the future, instead of amplifying performance now. They provide 

on-going support with a lot of feedback and help individuals identify their personal strengths and 



 
 

 
 
 
weaknesses. They share exciting assignments for development purposes and may trade-off short-term 

performance for longer term development. 

Coaching leadership style is most effective: 

 with highly motivated employees 

 when team members recognize their leader as an expert 

 when employees are ready to recognize their own weaknesses. 

Coaching leadership style is least effective: 

 when it is not possible to invest in long-term development (i.e. on short projects) 

 when leader has no coaching skills 

 when employees don’t want to change 

 when leaders don’t have credibility with their team. 

 

A good leader will have to exhibit elements of each of these leaderships styles, depending on the 

situation. Since we have clearly defined perks for each style in different business situations and with 

different teams, it should be easy to decide when to apply a certain leadership style.  

According to American psychological researcher Bruce Tuckman, there are five distinct stages of team 

development: forming, storming, norming, performing and adjourning. Forming stage is basically the 

process of putting a team together. At this stage, team members are not yet fully sure of their individual 

responsibilities and they feel the need to be accepted into the group. Storming stage begins when tasks 

become clear and organizational processes begin. It is one of the most vulnerable stages of team 

development, as interpersonal conflicts begin to surface due to differences in opinions, power struggles 

and clashes, as well as concerns over excessive work. In norming stage team members are starting to 

work well together and they become more cohesive and productive. This leads to performing, which is 

the most productive stage both personally and professionally. Adjourning stage is more common for 

individual projects rather than long-term business organizations, as it marks the end of a specific team 

as they complete their joint task. 

When it comes to running a business, ideally we want our teams to be constantly in the performing 

stage. This is, in fact, possible with proper leadership. A good leader needs to recognize when their 

teams enter different stages of team performance, understand team behaviors, feelings, thoughts and 

needs at each of these stages, and then apply proper leadership style (as discussed above). That way 

teams can reach performing stage quickly and stay there – hopefully indefinitely.  

 


