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What makes a leader truly great?
 Is it their ability to inspire others, make quick
decisions, or drive innovation? The truth is,
leadership is not a "one-size-fits-all" concept. It’s a
dynamic blend of skills, styles, and strategies that
adapt to the needs of the moment.

In today's fast-paced and ever-changing world, the
most effective leaders are those who can adapt
their leadership style based on the team they lead,
the challenges they face, and the outcomes they
seek to achieve. From being a visionary change
agent to a supportive coach, leaders are expected
to shift gears and wear multiple hats. But how do
you know which leadership style to use and when
to use it?

This eBook, "Understanding Leadership," is your
comprehensive guide to discovering,
understanding, and mastering various leadership
styles. It will equip you with the knowledge to
recognize your natural leadership tendencies and
provide tools to help you adapt to different
situations. Whether you’re a seasoned executive, a
team manager, or someone on the path to
leadership, this guide offers something valuable
for everyone.

INTRODUCTION

www.coachrakeshverma.com



The world of work has evolved, and so has the role of
leadership. Employees no longer look for bosses who
"command and control" — they seek leaders who inspire,
coach, and empower. To stay relevant and effective,
leaders must cultivate emotional intelligence,
adaptability, and strategic thinking. This eBook will
guide you on how to master those abilities through
practical examples, insightful reflections, and
actionable exercises.

What You’ll Learn
Identify Your Leadership Style: Through quizzes,
exercises, and real-life scenarios, you’ll discover
which leadership style comes naturally to you.
Adapt to Situations: Learn how to shift between
styles, from being a coach to a commanding leader,
based on the situation at hand.
Master Core Leadership Styles: Explore Coaching,
Servant, Transformational, Democratic, Traditional,
and Situational Leadership — and know when to use
them.

Apply Leadership Skills in Real Life: Through case
studies and practical exercises, you’ll be equipped to
lead with confidence, clarity, and purpose.

No matter where you are on your leadership journey,
this eBook will help you become a more confident,
adaptable, and impactful leader.

WHY THIS EBOOK MATTERS
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Introduction to Leadership Styles

What is Leadership?

Leadership is not about power or control; it is
about influence, inspiration, and impact. A leader
guides a team, department, or organization
toward a vision. But how leaders choose to do so
differs significantly from one person to another.
In the past, leadership was seen as a one-size-
fits-all approach. Today, effective leaders
recognize that flexibility and adaptability are
essential to manage diverse teams. Your
leadership style is the unique way you guide,
inspire, and motivate others.

Why Are Leadership Styles Important?
They impact team performance and employee
satisfaction.
The wrong style can create resistance and
disengagement.
Adapting styles can help leaders navigate
different business challenges.

CHAPTER 1
03
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Overview of Key Leadership Styles

Traditional Management1.
Traits: Authority-driven, task-oriented, top-
down approach.
When to Use: Crisis situations, when there is
no time for consultation.

Coaching Leadership2.
Traits: Empathy, questioning, and active
listening.
When to Use: When team development,
problem-solving, and growth are priorities.

Transformational Leadership3.
Traits: Visionary, change-oriented,
innovative.
When to Use: To inspire teams to embrace
change, innovation, and growth.

Servant Leadership4.
Traits: Focus on team well-being, support-
driven, empathetic.
When to Use: To build a positive work
culture, reduce burnout, and enhance loyalty.

Democratic Leadership5.
Traits: Participative, inclusive, collaborative
decision-making.
When to Use: To foster team input,
innovation, and employee engagement.

Situational Leadership6.
Traits: Adapts leadership style to fit the
situation or individual.
When to Use: In dynamic and rapidly
changing environments.
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CHAPTER 2
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Scenario
Use 
Coaching

Use Commanding

New Joinee
✅ Ask questions
to assess their
perspective.

🚫 Avoid
overwhelming
them with rules.

Tight
Deadlines

🚫 No time for
coaching.

✅ Give clear
instructions.

Employee
Conflict

✅ Encourage
reflection and
conflict resolution.

🚫 Avoid taking
sides.

Coaching leadership is one of the most effective
styles today. It promotes autonomy, self-reflection,
and personal development. Instead of telling people
what to do, a coaching leader asks powerful
questions that encourage team members to find
solutions themselves.
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CHAPTER 3
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A leader is not a boss but a coach.

When to Coach vs. When to Tell

Coaching Tip: The best leaders know when to
switch from coach to commander. Balance is key.
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CHAPTER 4
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Identifying Your Leadership Style

Self-Reflection Exercise

Ask yourself:
Do I prefer to be in control, or do I trust my team to make decisions?
Do I focus more on deadlines or team development?
Do I adapt my approach based on the person I’m dealing with?

Identify Your Style Quiz

How do you respond to a missed deadline?
A) Call a meeting and ask for reasons (Servant)
B) Ask the team to brainstorm how to avoid this again (Democratic)
C) Tell them how to fix it (Traditional)
D) Offer coaching and guidance (Coach)

How do you approach change in the workplace?
A) Encourage open discussions (Democratic)
B) Inspire and share a future vision (Transformational)
C) Create a step-by-step action plan (Traditional)
D) Support employees through coaching (Coach)



Situation Ideal Style Why It Works

Urgent deadlines
Traditional/
Directive

Clear, immediate action
required.

Innovation required Transformational
Vision-driven
creativity needed.

Developing employees Coaching
Encourages,self-growth and
learning.

Decision-making Democratic
Collaboration
builds engagement.

Dynamic environment Situational
Flexibility
is essential.

07CHAPTER 5
Incorporating the Right
Leadership Style

No single leadership style works
for every situation. To be an
effective leader, you must be
adaptable.

How to Choose the Right
Leadership Style

Pro Tip: You can blend multiple styles at once. For example,
use the Coach style for team development while leaning on
Transformational Leadership to inspire innovation.
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CHAPTER 6
Leadership Styles in Action

 Case study 1 -The Empathetic HR Leader

Style: Servant Leadership

Scenario:
Meera Joshi, a Head of Human Resources (HR) at a mid-sized software
development company, was faced with an increase in employee burnout
and high turnover rates following a company-wide restructuring.
Employees felt disconnected and undervalued. Instead of enforcing
stricter policies, Meera embraced servant leadership and made employee
well-being her top priority.

Key Actions Taken:
Weekly Mental Well-Being Check-Ins: Introduced 15-minute check-ins
every Monday where employees could express concerns and highlight
personal goals.
Wellness Programs: Launched an Employee Wellness Hub with access
to mental health professionals, stress management workshops, and
"no-meeting Fridays."
Transparent Communication: Meera started sharing weekly "Wellness
Updates" where she updated employees on company well-being
initiatives and highlighted employee success stories.

Results:
Employee Retention: Turnover rates dropped by 25% within 6 months
as employees felt seen, valued, and supported.
Employee Satisfaction: Employee satisfaction scores increased by 40%,
with special mentions for wellness initiatives.
Trust & Engagement: Employees felt comfortable sharing their
struggles, which strengthened relationships between HR and the
workforce.

Lesson:
Servant leadership works best when people feel disconnected or
undervalued. By prioritizing the well-being of her employees, Meera
cultivated a culture of psychological safety and trust. HR leaders can use
this approach to retain top talent, boost engagement, and foster a sense
of belonging.

This chapter showcases real-world examples of
leadership styles in the manufacturing industry,
particularly within building material companies.
These case studies demonstrate how middle
managers can leverage different leadership styles
to overcome challenges, improve team
performance, and achieve operational excellence.
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Leadership Styles in Action

Case Study 2: The High-Impact Sales Leader

Style: Transformational Leadership

Scenario:
Vikram Mehta, a Regional Sales Manager at a fast-growing
construction material manufacturing company, was tasked with
increasing sales in an underperforming region. The existing
team had low morale due to frequent rejections and unrealistic
targets. Instead of focusing on short-term fixes, Vikram took a
transformational approach. He inspired his sales team by
reframing their purpose from "hitting sales targets" to "helping
customers find value."

Key Actions Taken:
Vision Alignment: Vikram set a compelling vision for the
team — to be the most customer-focused region in the
company.
Storytelling & Motivation: He shared stories of successful
salespeople and linked them to real-life customer success
stories.
Incentive Overhaul: Shifted from monthly quotas to
customer satisfaction goals, which motivated the team to
build long-term relationships instead of chasing short-term
wins.

Results:
Sales Growth: Regional sales increased by 22% within 6
months.
Employee Motivation: Sales reps reported higher job
satisfaction, and employee turnover decreased by 18%.
Reputation Boost: The region was recognized as a top-
performing unit, and several employees were promoted.

Lesson:
Transformational leadership works best when a shift in team
mindset and culture is required. By giving his team a purpose
beyond revenue targets, Vikram was able to tap into intrinsic
motivation. Leaders in sales and business development can
replicate this approach by shifting focus from "numbers" to
"value creation".
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Leadership Styles in Action

Case Study 3: The Decisive Line Leader

Style: Situational Leadership

Scenario:
During an unplanned supply chain disruption, Vivek Singh, a
Production Line Manager at a steel manufacturing company, was
faced with a critical shortage of raw materials. The production
line risked grinding to a halt, which could cost the company
millions in revenue. With time running out, Vivek had to make
quick decisions. Instead of seeking consensus, he took a directive
approach and assigned team members to focus on short-term
substitutes and recalibrated production schedules.

What Happened?
Quick Decision-Making: Vivek instructed the procurement
team to source an alternative supplier and had production
engineers adjust product specifications to work with
alternative materials.
Crisis Averted: Production resumed within 48 hours, reducing
potential financial loss.
Employee Trust: While the directive approach was necessary
in the short term, Vivek later debriefed the team, seeking
their feedback on how to prevent similar issues in the future.

Lesson:
Situational leadership requires managers to adapt their style to
the urgency of the moment. In a crisis, decisive leadership is
essential. Vivek’s ability to switch from collaborative discussions
to decisive action allowed him to protect production targets and
maintain operational stability.
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Leadership
 Style

When It
Works Best

Key Traits

Transformational
Process
Improvement,
Innovation

Visionary,
Empowering,
Growth-Oriented

Coaching
Employee
Development,
Skill Building

Empathetic,
Supportive,
Collaborative

Situational
Crisis
Management,
Emergencies

Decisive, Directive,
Focused

10
Key Takeaways
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How You Can Apply These Lessons

Identify Key Moments for Change: Know when to use
transformational leadership (e.g., product launches)
and when to be a coach (e.g., employee
development).

Be Flexible: Shift from democratic to situational
leadership as needed. A leader must be like water —
fluid, adaptable, and ready to change shape.

Listen More, Speak Less: Coaching leaders don't
solve problems for their teams; they help their teams
discover solutions themselves.

Prioritize People, Not Just Profits: Employees are not
just numbers. Servant leaders see the human aspect
of work, leading to increased loyalty and retention.
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CHAPTER 7
Practical Tools and Exercises

1. Leadership Style Assessment Quiz
Take this short quiz to discover your dominant
leadership style.

2. Reflective Journaling Prompts
Write about a time you faced a tough
leadership challenge. How did you handle it?
List 3 key qualities you want your team to
describe you with. Are you demonstrating
them?

3. Role-Playing Scenarios
Example:

Scenario: Your team is about to miss a project
deadline.
Task: Write two approaches you could take —
one using a Traditional style and one using a
Coaching style. Which one would you choose?
Why?

4. Growth Plan Template
Step 1: Identify your dominant leadership
style.
Step 2: Write down situations where you can
switch to a different style.
Step 3: Track progress monthly.
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12ABOUT COACH
RAKESH VERMA

With extensive experience in the building materials and construction
industry, Rakesh has successfully established and grown businesses, led
cross-functional teams, and implemented strategic change initiatives. His
blend of corporate wisdom and coaching expertise makes him a trusted
guide for professionals seeking growth and clarity.

Coaching Approach & Philosophy
He empowers his clients to:

Navigate leadership transitions with confidence and clarity.
Achieve personal and professional goals using structured coaching
models like GROW, 7-Step Goal Setting, and the Wheel of Life.
Develop self-awareness and overcome growth blockers using techniques
like NLP and Human Iceberg Models.

As a coach, Rakesh is known for his empathetic approach and ability to
challenge clients to unlock their potential. His coaching sessions are
customized to the unique needs of each client, ensuring measurable
progress and sustained growth.

📞 Contact: 9899794234
📧 Email: rv@coachrakeshverma.com 
🌐 Website: coachrakeshverma.com
💼 LinkedIn: linkedin.com/in/coachrakeshverma

Want to experience coaching with Rakesh?
👉 Book a 60-minute discovery call today!
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Rakesh Verma is an ICF Level 2 Certified
Coach, Executive Coach, and Business
Mentor with over 30 years of corporate
leadership experience. 

His mission is to support mid-career
professionals, business owners, and
leaders in navigating life's challenges and
unlocking their potential. 

He specializes in fostering self-leadership,
life mastery, and self-sufficiency through
personalized coaching sessions.
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