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Abstract: In modern organizations, leadership style is an important force in shaping and developing
organizational culture. Leadership styles not only influence the behavioral norms, values and belief
systems within the organization, but also change the attitudes and behaviors of employees through
subtle ways, thus affecting the overall organizational performance. The purpose of this dissertation is
to explore in depth the process of shaping organizational culture by different leadership styles and the
mechanisms of their influence, and to analyze the performance and effects of these influences in
different contexts. By comparing multiple leadership styles, this paper reveals how leaders, through
their own behaviors and decisions, promote or hinder the formation and development of organizational
culture, and offers suggestions on how to effectively use leadership styles to enhance organizational
culture.
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1. Introduction

Organizational culture is the collection of values, beliefs, norms and behaviors that are widely
shared by members within an organization. It not only shapes the code of conduct of organizational
members, but also has a profound impact on the overall performance, innovation and competitiveness
of the organization. A healthy organizational culture enhances employees' sense of belonging and
cohesion, improves the efficiency of teamwork, and thus promotes the sustainable development and
growth of the organization. On the contrary, a faulty organizational culture may lead to low employee
morale, increased mobility, and even affect the company's market position.

As a key factor in shaping organizational culture, leadership style plays a guiding and leading role.
Different leadership styles can influence the formation and evolution of organizational culture through
a variety of ways. A leader's behavior, decision-making and communication styles often convey clear
values and expectations to organizational members, and gradually shape the organization's cultural
atmosphere through subtle influence. For example, transformational leaders can shape a culture of
excellence and continuous improvement by encouraging innovation and change, while authoritarian
leaders may develop a culture centered on efficiency and authority by emphasizing discipline and
obedience.

This paper will take a look at a variety of leadership styles and delve into their specific impact on
shaping organizational culture and the mechanisms behind them. The paper will not only analyze how
various types of leadership styles influence various aspects of organizational culture through different
pathways, but will also reveal how these influences manifest themselves in practical applications and
the consequences for the long-term development of the organization through typical case studies. By
comparing and analyzing different leadership styles, this paper aims to provide valuable theoretical
basis and practical guidance for organizations on how to effectively shape and manage their cultures,
and to help them maintain their competitive advantages in an increasingly complex and changing
business environment.

2. Classification and Overview of Leadership Style

Leadership style refers to the consistent behaviors and ways that leaders show in the process of
managing and guiding organizational members. Scholars have studied leadership styles extensively and
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have proposed a variety of categorization criteria. This paper will focus on the following major
leadership  styles: autocratic leadership, democratic leadership, laissez-faire leadership,
transformational leadership, and empowering leadership.[]

2.1. Authoritarian Leadership

Leaders in this style tend to centralize power, make all decisions alone, and exercise strict control
over their subordinates. They usually require their subordinates to follow strict instructions and rules,
and emphasize discipline and efficiency. This style may improve the execution and efficiency of the
organization in the short term, but it may inhibit creative thinking and employee initiative, leading to
the rigidity of the organizational culture.

2.2. Democratic Leadership

Democratic leaders encourage employees to participate in the decision-making process and
emphasize teamwork and communication. They tend to listen to multiple opinions and treat all
employees equally, creating an open and inclusive organizational culture. This style usually enhances
employees' job satisfaction and sense of belonging, and promotes innovation and teamwork.

2.3. Laissez-faire leadership

Laissez-faire leaders intervene less in their subordinates' behavior and decision-making, giving
employees a high degree of autonomy and freedom. This style of leadership may have a positive effect
in some innovative organizations, but in the absence of clear direction and goals, it may lead to
confusion and lack of cohesion in the organizational culture.

2.4. Transformational Leadership

Transformational leaders set ambitious goals and lead their teams to achieve significant change by
motivating and inspiring their people. They are often able to shape an organizational culture that
encourages innovation, change and enterprise, and are suitable for fast-changing environments and
companies seeking high growth.

2.5. Empowering Leaders

Empowering leaders give employees the power to make their own decisions through trust and
decentralization. They focus on stimulating the potential of their employees and developing their sense
of responsibility and self-management skills. This style of leadership usually fosters cooperation and
trust within the organization, resulting in a highly participative and accountable organizational culture.

3. Mechanisms of influence of leadership style on the shaping of organizational culture

The influence of leadership style on organizational culture is achieved through a variety of
mechanisms, including the transmission of values, the modeling of behavior, the establishment of
decision-making style, the choice of communication methods, and the design of incentive
mechanisms.?!

3.1. Transmission of Values

The personal values and beliefs of leaders are one of the core drivers of organizational culture. In
the day-to-day operation of an organization, leaders implicitly transmit these values to their employees
through their own behaviors, decision-making, and communication styles, thereby creating a broad
cultural identity throughout the organization. For example, transformational leaders often place a high
value on innovation and risk-taking, and such values are perceived and recognized by employees
through the leader's words and actions, which in turn become part of the organizational culture.
Employees in such a culture will feel the encouragement from the leadership and be willing to try new
approaches and strategies in their work to promote the innovative development of the organization.
Over time, innovation and risk-taking spirit not only become the cultural characteristics of the
organization, but also become part of the core competitiveness of the organization.
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3.2. Modeling behavior

The behavior of leaders has a significant demonstration effect on employees, and can even be said
to be the wind vane of the organization's culture. In their daily work, employees tend to imitate and
learn from the leader's behavior and internalize it as their own code of conduct. If the leader adopts an
authoritarian management style, emphasizing strict control and high-pressure management, this
behavioral pattern will gradually permeate the entire organization, forming a cultural atmosphere
centered on obedience and discipline. On the contrary, if the leader adopts a democratic leadership style,
focusing on equal communication and openness, this behavior will encourage cooperation and
tolerance among employees, and promote the development of the organizational culture in the direction
of more openness and diversity. Leader's behavior is not only personal performance, but also the
epitome of the organization's culture, which has a far-reaching impact on the behavioral norms of
employees and the formation of the organization's culture.

3.3. Establishment of decision-making style

The leader's decision-making style is an important manifestation of the organization's management
style and cultural characteristics. Different decision-making styles will have different impacts on
organizational culture. For example, an authorizing leader tends to make decisions through
decentralization and trust, a style that encourages employees to take initiative in the decision-making
process and fosters a sense of autonomy and responsibility. Over time, this participatory style of
decision-making creates a highly participatory culture within the organization, and employees become
more willing to take responsibility for the success of the organization. On the other hand, a laissez-faire
leader's relatively liberal approach to decision-making may lead to ambiguity in the rules and norms
within the organization, and in the absence of a clear direction for employees, the organizational culture
may be characterized by a looseness and lack of cohesion. Therefore, leaders must choose their
decision-making styles carefully to ensure that they are consistent with the goals and directions of the
organizational culture.

3.4. Choice of Communication Style

A leader's communication style plays a key role in shaping organizational culture. Effective
communication not only conveys the organization's strategies and goals, but also enhances employees'
sense of involvement and belonging, and promotes trust and cooperation within the organization. For
example, transformational leaders often use motivational communication to inspire enthusiasm and
creativity by clearly communicating the organization's vision and goals, shaping a culture of excellence
and continuous development. In contrast, a leader who lacks transparency or is overly assertive in his
or her communication may cause dissatisfaction and alienation among employees, weakening the
cohesion of the organization. Therefore, when choosing communication methods, leaders should focus
on the fit with the organization's culture and promote the formation and consolidation of a positive
culture through open, transparent and motivational communication.

3.5. Design of incentives

The design of incentives is an important tool for leaders to influence organizational culture.
Through reasonable incentives, leaders can directly guide the behavioral patterns of employees and
shape the culture of the organization. For example, leaders can set up challenging goals with
corresponding incentives to stimulate the creativity and aggressiveness of employees, and then promote
a culture of excellence and innovation. This culture encourages employees to break through and
achieve mutual growth for both the individual and the organization. In addition, incentives can also
promote a culture of collaboration and continuous development by rewarding teamwork, continuous
improvement and other behaviors. However, the design of incentive mechanisms also needs to take into
account the characteristics of the organizational culture to avoid placing too much emphasis on
individual competition, leading to the weakening of the culture of cooperation. Through the careful
design and implementation of incentive mechanisms, leaders can effectively guide the direction of
organizational culture and enhance the overall effectiveness of the organization.
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4. Specific impact of leadership style on organizational culture

The impact of different leadership styles on an organization's culture can be seen in a number of
ways, and the following are some of the specific impacts of common leadership styles on
organizational culture.®!

4.1. Authoritarian leadership and organizational culture

Authoritarian leaders emphasize authority and control and tend to maintain organizational order and
efficiency through centralized management and strict rules and regulations. This leadership style may
improve the execution and discipline of the organization in the short term, but in the long term, it may
inhibit the creative thinking and innovative behavior of employees, leading to a rigid and lackluster
organizational culture. An organizational culture that is overly dependent on authority is likely to
produce passive and negative work attitudes among employees, which in turn affects the overall
effectiveness of the organization.

4.2. Democratic leadership and organizational culture

A democratic leader focuses on teamwork and employee participation, and promotes trust and
cooperation within the organization through open communication and shared decision-making. This
style of leadership usually creates an inclusive, cooperative and innovative organizational culture,
which enhances employee job satisfaction and organizational cohesion. Organizational culture under
democratic leadership style tends to be highly adaptable and flexible, and can effectively respond to
changes and challenges in the external environment.

4.3. Laissez-faire leadership and organizational culture

Laissez-faire leaders give employees a high degree of autonomy, allowing them to make decisions
and innovate freely. This style of leadership may play a positive role in some innovative and
knowledge-based organizations, encouraging individuality and creativity. However, in the absence of
clear direction and goals, a laissez-faire leadership style may lead to a disorganized organizational
culture that lacks cohesion and consistency, affecting the overall effectiveness of the organization.

4.4. Transformational Leadership and Organizational Culture

Transformational leaders shape an organizational culture that encourages innovation and enterprise
by motivating employees, setting ambitious goals, and leading organizational change. This style of
leadership is suitable for fast-changing environments and high-growth companies, and helps
organizations maintain vitality and competitiveness in a competitive marketplace. Organizational
cultures under transformational leadership styles are usually highly adaptable and capable of sustained
development, and can continuously promote organizational progress and innovation.

4.5. Empowering Leadership and Organizational Culture

Empowering leaders give employees more autonomy in decision-making through trust and
decentralization, and cultivate employees' sense of responsibility and self-management ability. This
style of leadership usually shapes an organizational culture that is highly participatory, responsible, and
cooperative. Organizational cultures under an empowered leadership style usually show higher
employee loyalty and job satisfaction, and can effectively improve the overall effectiveness of the
organization and the ability of teamwork.

5. Interaction between leadership style and organizational culture

There is a complex interactive relationship between leadership style and organizational culture.
Leadership style not only affects the formation and development of organizational culture,
organizational culture also in turn constrains and influences leadership style. The interaction between
the two can be analyzed through the following aspects:
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5.1. Match between cultural adaptability and leadership style

In different types of organizational culture, the adaptability of leadership style is crucial. Innovative
organizational cultures emphasize flexibility, freedom, and creativity, so transformational and
empowering leadership styles can better guide organizational members to innovate and self-manage,
and promote firms to maintain an edge in a competitive market. This type of leadership style enhances
employees' sense of engagement and responsibility through motivation and trust, stimulating their
potential and promoting further development of the organizational culture. In contrast, an authoritarian
leadership style may be more appropriate in an organizational culture that focuses on discipline,
efficiency, and stability. This type of leader ensures efficient execution and robust operations through
clear directives, tight control and oversight. This matching relationship requires leaders to select and
adjust their leadership styles based on an understanding of the characteristics of the organizational
culture in order to promote the synergistic effect of culture and leadership behaviors to achieve the
organization's goals and strategic direction.

5.2. The guiding role of leadership style on culture change

In the process of organizational culture change, the guiding role of leadership style is crucial.
Transformational leaders guide employees to embrace change and actively participate in cultural
transformation by setting a clear vision and incentives. Such leaders usually encourage innovation,
promote change, and create a favorable environment for culture change by reducing employee
resistance to change through role modeling and positive communication channels. In the early stages of
change, the leader's influence is especially critical, helping the organization to overcome barriers to
culture change by inspiring employees with intrinsic motivation and confidence in the future. This
guiding role not only contributes to the smooth progress of cultural change, but also accelerates the
penetration and recognition of the new culture, ensuring that the organization can quickly adapt to
changes in the external environment and maintain competitiveness.

5.3. The constraining effect of culture on leadership style

Organizational culture, as a kind of deep-seated behavioral norms and value system, has a powerful
constraining effect on leadership style. In an organization that emphasizes the values of collectivism,
cooperation and sharing, an authoritarian leadership style may trigger employees' resistance and
dissatisfaction, and even lead to conflicts and contradictions within the organization. Such a cultural
environment reinforces the need for leaders to adopt a consultative and participatory leadership style
that encourages teamwork and promotes the achievement of collective goals. Similarly, in an
organizational culture that is highly individualized and emphasizes autonomy, a leadership style that is
too strict or interferes too much may inhibit employees' creativity and initiative. Therefore, leaders
must consider the normative aspects of culture in their decisions and behaviors to ensure that their
leadership styles are appropriate to the cultural context in order to gain the support and acceptance of
their employees so as to achieve the organization's long-term goals.

5.4. Mutual reinforcement of leadership style and culture building

The interaction between leadership style and organizational culture can form a virtuous cycle that
promotes the sustainable development of the organization. Adaptable leadership style can not only
promote positive organizational culture construction, but also enhance the cohesion and sense of
belonging of organizational members by continuously strengthening cultural values. For example, a
transformational leadership style can gradually form a culture that encourages creativity and challenges
the status quo by continuously motivating innovation and progress; at the same time, this culture will in
turn support the leader's management strategies and enhance the organization's adaptability and
innovation. Similarly, an empowering leadership style can promote employee autonomy and
engagement through trust and decentralization, leading to a highly collaborative and accountable
culture, which in turn further consolidates and strengthens the leader's management effectiveness. This
mutually reinforcing relationship helps organizations to remain competitive and innovative in a rapidly
changing market environment.
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6. Typical Case Analysis

In order to better understand the impact of leadership style on organizational culture, this paper
selects several representative cases for analysis.

6.1. Case 1: Google's Transformational Leadership and Innovation Culture

As a leading global technology company, Google's success is driven by its transformational
leadership style. Larry Page and Sergey Brin, the founders of Google, established the core value of
“Don't be evil” at the early stage of the company, emphasizing innovation, openness and transparency.
They encouraged their employees to freely express their ideas and explore new technologies and
markets, a transformational leadership style that laid the foundation for Google's culture of innovation.
The company's “20% time” policy, which allows employees to spend a portion of their work time on
personal projects, has sparked countless innovative ideas that have led to a series of revolutionary
products such as Gmail and Google Maps.

Google's leaders also inspire their employees to challenge conventional ways of thinking and go
above and beyond by setting bold, long-term goals. For example, Google's layout in the field of
artificial intelligence was driven by this transformational leadership, which attracted the world's top
talent to join and form a highly innovative team. Google's organizational culture has thus been shaped
into an atmosphere that pursues excellence, encourages risk-taking and continuous improvement,
which not only promotes the company's leadership in the field of technology, but also brings a steady
stream of ideas and products. This culture has helped Google maintain a lasting competitive advantage
in the rapidly changing technology industry.[!

6.2. Case 2: Toyota's Empowering Leadership and Lean Culture

Toyota is well known for its lean manufacturing methods, and the key to its success is the
application of an empowering leadership style. Toyota's leaders encourage employees to make
continuous improvements to work processes by empowering them to make their own decisions in the
production process. This empowering leadership style not only trusts the expertise of employees, but
also involves them in the problem solving and decision making process, resulting in a highly
responsible and collaborative lean culture. Toyota's Toyota Production System (TPS), which
emphasizes waste elimination and continuous improvement, has greatly improved productivity by
empowering employees to identify and solve problems on the job.

Toyota's leaders further strengthened employee responsibility and involvement by implementing the
“On-Light System,” which empowers employees to stop production on the line to solve problems. This
culture not only improves product quality and productivity, but also enhances employees' sense of
belonging and job satisfaction, creating a highly cohesive organizational atmosphere. It is this
employee-centered, continuous improvement culture that has enabled Toyota to maintain its
competitive advantage in the global automotive industry and become a model of lean production.[!

6.3. Case 3: IBM's Authoritarian Leadership and Disciplinary Culture

In the mid-20th century, IBM established a strict culture of discipline through its authoritarian
leadership style. IBM's leaders implemented strict rules and regulations through a highly centralized
decision-making approach to ensure that the company maintained a high degree of consistency and
execution during its rapid expansion. This authoritarian leadership style helped IBM achieve rapid
growth and market expansion in the prevailing market environment. Especially in the area of hardware
production and sales, IBM ensured the stability of product quality and consistency of service through
highly disciplined and standardized processes.

However, as the market environment changed, especially in the context of increased competition
and diversified customer needs in the technology industry, the limitations of this authoritarian
leadership style gradually emerged. Employee creativity and initiative were inhibited, and the
organization's ability to innovate was challenged.IBM's leaders gradually realized this problem and
promoted the transformation of the organization's culture by introducing transformational and
empowering leadership styles. For example, in the 1990s, IBM gradually shifted to a customer-centric,
service-oriented culture by promoting the flattening of its corporate structure and giving departments
more autonomy. This cultural transformation helped IBM regain its innovative vitality in a highly
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competitive market and realize a successful transformation from a hardware manufacturer to a leading
global IT service provider.[®!

7. Conclusion and Management Recommendations

This paper reveals the key role of leaders in constructing and guiding organizational culture through
an in-depth discussion of the impact of different leadership styles on shaping organizational culture.
There is an interactive relationship between leadership styles and organizational culture, and adaptable
leadership styles can effectively promote the development of a positive organizational culture, thus
enhancing organizational cohesion and competitiveness. When promoting organizational change and
innovation, leaders should choose the appropriate leadership style according to the specific cultural
characteristics and organizational needs, for example, transformational leadership style can effectively
guide cultural transformation, while empowerment leadership style can help to enhance the autonomy
and sense of responsibility of employees.

In actual management, leaders need to pay attention to and evaluate the interaction between
leadership style and organizational culture to ensure that the two are coordinated and matched. By
effectively adjusting the leadership style, leaders can play a greater role in shaping a positive
organizational culture and promote the organization's adaptability and sustainable development in a
changing environment. At the same time, through the establishment of open communication
mechanisms and incentives, leaders can enhance the sense of participation and belonging of employees,
thus promoting the overall effectiveness of the organization, and laying a solid foundation for the
long-term success of the enterprise.
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