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Abstract 

Leaders have a pivotal role in establishing a productive work environment, according to studies conducted 

in the domain of organisational behaviour and management. This is because modern businesses have 

realised the importance of strong leadership in ensuring the happiness and prosperity of their employees. 

A good work culture is characterised by trust, cooperation, innovation, and perseverance; these qualities 

are greatly affected by the ideas, behaviours, and routines of leaders. Not only do leaders set the vision 

and direction of organisations strategically, but they also create psychological climates through their 

communication, empathy, ethical decision-making, and motivating approaches. In this post, we'll look at 

how different leadership styles, such as transformational, servant, and authentic leadership, may help 

create a work environment where employees feel secure, happy, and engaged. Using a literature analysis 

and empirical study, this paper elucidates how leadership promotes growth-and-creativity-friendly 

workplaces that are free of stress and open communication. The report goes on to say that diverse and 

dynamic firms can benefit from leadership methods that emphasise inclusion, adaptability, and emotional 

intelligence in order to keep a positive work culture going strong psychologically. Leadership 

development programs that encourage positive work environments and long-term success may be shaped 

by the results, which can be used by both organisations and governments. 

Keywords: Leadership, Shaping, Positive Work, Culture Psychology 

1. Introduction 

An essential part of organizational psychology is the function of leadership in creating a healthy work 

culture. This is because leadership has a direct impact on employee behavior, motivation, engagement, 

and the overall success of the firm. True leadership goes beyond delegating work or checking that 

everyone is following procedures; it's living up to one's principles, having a vision, and acting ethically, 

which create an atmosphere that everyone must adhere (Riggio, R. E. 2006). The leader's actions, words, 

and interactions set the tone for the entire team, which employees pick up on, imitate, and eventually shape 

the mental environment at work. In this setting, a positive work culture is one in which workers have a 

feeling of psychological safety, trust, and belonging while also being appreciated, encouraged, and 

empowered to make important contributions to the organization's missions (Spreitzer, G. 2012). Essential 

components of long-term organizational success include an environment that encourages employees' 
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intrinsic drive, innovation, retention, and happiness on the work. Leadership styles have a significant 

impact on the psychological foundations of work culture (Goleman, D. 1998). For example, servant 

leaders put the needs and development of their team members first, which increases loyalty and 

commitment, while transformational leaders engage and intellectually challenge employees, which 

promotes innovation and resilience. Also, research shows that when leaders are self-aware, transparent, 

and ethically consistent, they create an environment where workers feel secure enough to speak their 

minds, share their concerns, and work through conflicts in a positive way. Because workers frequently 

absorb the behavioral signals and expectations conveyed by leaders, leadership has a significant impact 

on work culture by designing collective attitudes and social norms inside the firm (Greenleaf, R. K. 2002). 

Leaders who set an example of justice, empathy, and inclusion have a domino effect that reaches every 

level of an organization, highlighting the significance of role modeling in this social learning process. 

Perceptions of organizational fairness, recognition, and advancement possibilities are other ways in which 

leadership influences employees' cognitive and emotional experiences (Edmondson, A. C. 1999). 

Employees' mental health, engagement, and dedication are all positively impacted by a supportive work 

environment, which in turn leads to better performance and productivity. It is possible to create a work 

environment where employees' psychological needs are satisfied and where they feel genuinely driven to 

succeed through leadership strategies such as open communication, collaborative decision-making, 

acknowledgment of accomplishments, and encouragement of collaborative cooperation (Piccolo, R. F. 

2004). It is essential in today's competitive and ever-changing business climate for leadership vision and 

organizational values to be in sync because it gives workers a sense of purpose, which in turn makes their 

job meaningful and satisfying. The psychological influence of leadership on culture is particularly 

noticeable in modern organizational contexts due to technical developments, remote work, and 

globalization which are changing the dynamics of work. Keeping a consistent and positive cultural ethos 

is a constant challenge for leaders as they negotiate complicated interpersonal relationships, various 

workforce demands, and altering social standards (Yukl, G. 2013). 

2. Literature Review 

Northouse, P. G. (2021) The importance of leadership in shaping company culture and the mental health 

of employees is well-known. How employees see their workplace, engage with coworkers, and contribute 

to organisational goals are all influenced by the quality of leadership. Trust, collaboration, and dedication 

are hallmarks of a healthy work environment that leaders cultivate by inspiring, motivating, and supporting 

their colleagues. Such leadership is concerned with shaping the organization's emotional climate as much 

as its behavioural norms and task management. Leaders are crucial in creating a positive work environment 

since it affects employees' happiness and productivity. 

Schein, E. H. (2010) Due to the fact that leaders are the ones who set the example for followers to follow, 

leadership behaviour is an essential component of organisational culture. The values, ethics, and 

communication methods of a business's executives will eventually be reflected in the culture of the 

organization someday. It is when leaders behave in a manner that is fair, consistent, and open that they 

create an atmosphere that is psychologically secure and conducive to trust. On the other side, followers 

may experience a loss of interest, terror, and productivity if the leadership is either unclear or too 

authoritarian. The foundation upon which the culture of an organization is built and maintained is thus the 

leadership of that organization. 
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Peterson, S. J. (2008) In addition to having an impact on the mental health of workers, the leadership 

style of the boss also has an impact on the culture of the organization. When leaders take the initiative to 

conduct transformational leadership and cultivate an atmosphere that recognises and appreciates 

innovation, inspiration, and a shared vision, employees have a greater emotional investment in the success 

of the firm. Servant leadership places a strong emphasis on the well-being, growth, and emotional support 

of workers, which ultimately results in stronger interpersonal ties and increased job satisfaction for those 

individuals. Despite the fact that transactional leadership is beneficial for maintaining structure and 

discipline, the emphasis placed on rules and incentives has the potential to impede creativity. Autocratic 

leadership, on the other hand, is marked by a lack of participation and autonomy, which in turn leads to a 

decrease in employee engagement and produces stress. These variants demonstrate how different 

leadership styles alter the experiences that employees have while they are on the job. 

Youssef, C. M. (2007) The acts of leadership have a considerable influence on the creation of a 

psychologically safe workplace, which is an essential component of a corporate culture that is beneficial 

to the organization. Employees are more inclined to speak their minds, voice concerns, and take measured 

risks when leaders create an environment that encourages open communication and respects the opinion 

of their employees. As a consequence of this, individuals of the team are able to gain knowledge from one 

another and collaborate significantly more efficiently. Companies that have leadership that is harsh or 

penalising induce employees to be hesitant to share their thoughts, which brings about a decline in 

innovation and an increase in stress levels. Because of this, leadership has a direct influence on the sense 

of security and self-assurance that workers have in their place of employment. 

Gardner, W. L. (2005) A significant factor in determining the level of engagement and motivation 

exhibited by employees is leadership. The provision of constructive criticism, public praise, and emotional 

support by leaders to their employees increases the likelihood that those employees will go above and 

beyond the call of duty. A leadership style that is positive and encouraging gives employees the sense that 

they are a part of the organization, which in turn boosts their willingness to contribute to the success of 

the business. Leaders that possess a high level of emotional intelligence are also better able to read the 

emotions of their teams, which enables them to find solutions to issues and ensure that everyone is pleased 

while they are on the job. On the other hand, leaders who are unable to empathise with their followers and 

communicate effectively might lead to dissatisfaction and disengagement among their followers. 

Therefore, having strong leadership is one of the most important factors that determines how well an 

organization and its people perform. 

3. Methodology 

3.1 Research Design 

In order to fully understand the ways in which leadership impacts the psychological aspects of a healthy 

work culture, this study used a mixed-method approach that combines quantitative and qualitative 

techniques. Using a quantitative poll, we were able to gauge leadership styles, employee engagement, job 

satisfaction, and views on corporate culture. Furthermore, in order to gain a deeper understanding of the 

perspectives and experiences of both supervisors and employees, qualitative interviews were conducted. 

Triangulation, which involves mixing them, ensures that the strengths of each approach compensate for 

the limitations of the others. The design is descriptive in nature as it begins with broad numeric patterns 
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and then employs qualitative analysis to understand the intricacies in the data. Because of its generalisable 

results and rich contextual richness, this design is particularly well-suited to organisational research. It 

offers an all-encompassing view on the ways leadership effects workplace culture and employee 

psychological well-being. 

3.2 Population and Sample 

The study's intended participants are middle- and upper-level managers and employees from various types 

of businesses across sectors, such as manufacturing, healthcare, education, and information technology. 

This ensures a range of perspectives and enhances the findings' generalisability. Participants were selected 

using a stratified random selection procedure, which ensured that the sample comprised executives, middle 

managers, and frontline workers. Two hundred individuals were chosen to take part in the quantitative 

survey, and twenty were chosen for in-depth interviews. The dispersion of the data ensures that it is both 

complete and thorough. This study takes a two-pronged approach by surveying both leaders and 

employees to examine the influence of leadership and how they perceive the company's culture. All 

participants had to have been with the current company for at least a year to be eligible to take part in the 

study. This makes sure that they were well-versed in leadership styles and cultural norms prior to making 

a contribution. 

3.3 Data Collection Methods 

To collect accurate information, we made use of survey instruments and semi-structured interviews. In 

order to build the quantitative survey, we utilised well-known tools for assessing organisational culture 

(OCAI) and leadership styles (Multifactor Leadership Questionnaire, or MLQ). Among the standardised 

instruments utilised to assess the psychological well-being and security of the workforce were the Job 

Satisfaction Scale and the Psychological Safety Index. The questionnaires were distributed online to 

ensure easy accessibility for respondents and to increase participation. We supplemented the survey results 

with in-depth, semi-structured interviews with managers and employees to glean more insights on how 

leadership influences business culture. By asking participants free-form questions throughout the 

interviews, we were able to elicit detailed accounts from them. After getting everyone's OK, we recorded 

between thirty and forty-five minutes of each interview. By combining qualitative and quantitative data, 

this two-pronged approach enhanced the dataset and shed insight on how leadership influences 

organisational culture. 

3.4 Data Analysis Techniques 

The research employed both quantitative and qualitative methods, specifically, theme analysis and 

quantitative statistics. The quantitative survey data was subjected to a battery of statistical analyses, 

including regression, descriptive statistics, and correlation tests. Leadership styles have the potential to 

impact a variety of psychological outcomes, including job satisfaction, engagement, and the perception of 

safety on the job. The direction and kind of these relationships might be better understood with the use of 

these tests. We also used Structural Equation Modelling (SEM) to look at the possibility that cultural 

variables mediate the connection between leadership and employee well-being. Full interview transcripts 

were analysed using theme coding for qualitative data. Storylines and themes that recurred included trust, 

communication, inclusivity, and leadership behaviours. To ensure accuracy, the manual coding was 
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double-checked using qualitative analytic methods. Triangulating quantitative and qualitative data 

allowed for a more solid interpretation of the results, which is essential for making sure that numerical 

patterns have meaning. This analysis strengthens the study's dependability and completeness. 

4. Results 

4.1 Demographic Profile of Respondents 

The demographic profile of respondents provides a basic overview of the workforce participated in the 

study, which helps to contextualise the outcomes of leadership and work culture. It is certain that both 

sexes will have their say because the 200 respondents questioned had approximately equal ratios of male 

and female replies (54 and 46 percent, respectively). With 40% of the total responding between the ages 

of 25 and 34, the age distribution mirrored that of young professionals just starting out in their professions. 

Nearly a third were in the 35–44 age bracket, which represents employees in the midst of their careers 

who often take the lead independently; 18% were in the 45–54 bracket, and 10% were 55 and older, 

indicating highly experienced professionals. Thirty percent of the workers in the sample had less than five 

years of experience, 42 percent had six to ten years, twenty percent had eleven to fifteen years, and eight 

percent had sixteen years or more of experience. The respondents' educational backgrounds revealed a 

highly educated workforce: 60% had master's degrees or above, 30% had bachelor's degrees, and 10% had 

doctoral degrees. This demographic dispersion enhances the credibility of results by considering the 

perspectives of a diverse workforce in terms of age, gender, experience, and education. 

Table 4.1: Demographic Profile of Respondents 

Category Group Frequency (N=200) Percentage (%) 

Gender Male 108 54 

 Female 92 46 

Age 25–34 80 40 

 35–44 64 32 

 45–54 36 18 

 55+ 20 10 

Work Experience <5 years 60 30 

 6–10 years 84 42 

 11–15 years 40 20 

 15+ years 16 8 

Education Undergraduate 60 30 
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 Postgraduate 120 60 

 Doctoral 20 10 

 

4.2 Leadership Styles and Their Impact 

Research shows that leadership styles significantly affect the historical development of both corporate 

culture and the mental health of employees. By fostering an environment of trust, innovation, and shared 

purpose, transformational leadership outperformed all of the other leadership styles studied, motivating 

68% of participants to exceed expectations in their job. More than half of those who took the survey 

associated servant leadership with admirable traits like empathy, inclusivity, and a focus on staff 

development. Although transactional leadership was effective in establishing norms and maintaining 

order, it was well-received by just 35% of respondents and was widely believed to put obedience ahead 

of initiative. Only 15% of those who took the survey had good experiences with authoritarian leadership, 

while 60% said it had negative impacts including stress, disengagement, and a lack of creativity. Based 

on these findings, it is clear that leadership styles that prioritise control and dominance undermine 

psychological safety and employee well-being, whereas leadership styles that prioritise empowerment, 

trust, and emotional intelligence foster positive work environments. 

Table 4.2: Perceived Impact of Leadership Styles on Work Culture 

Leadership Style Positive Impact (%) Neutral (%) Negative Impact (%) 

Transformational 68 22 10 

Servant 54 30 16 

Transactional 35 40 25 

Autocratic 15 25 60 

 

We also looked at how leadership affected other important cultural traits including trust, creativity, 

communication, and cooperation. In terms of communication and trust, servant leaders scored the highest 

(65% each), but transformational leaders topped the charts for inspiring innovation (72%). Despite its 

middling performance overall, transactional leadership excelled at preserving order. Rigid, top-down 

approaches may impede the culture's long-term growth since authoritarian leadership performed badly in 

all categories, especially trust (18%) and inventiveness (12%). 

Table 4.3: Leadership Styles and Their Impact on Cultural Dimensions 

Cultural Dimension Transformational (%) Servant (%) Transactional (%) Autocratic (%) 

Teamwork 70 62 45 20 
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Innovation 72 60 40 12 

Communication 66 65 42 18 

Trust 68 65 38 18 

 

4.3. Employee Psychological Outcomes 

4.3.1 Psychological Safety 

Leaders' approaches had a substantial impact on employees' perceptions of psychological safety, which is 

the degree to which they felt comfortable taking risks with one another on the job. When it came to 

psychological safety, transformational leadership was the most effective, with 72 percent of people saying 

they could speak their minds, provide suggestions, and take the lead without worrying about repercussions. 

After that, at 68%, was servant leadership, which made workers feel safe and appreciated via its focus on 

empathy and inclusion. Because of its rule-bound structure, which kept order but inhibited free debate, 

transactional leadership delivered moderate levels of safety (40%) mostly as a result of its policies. While 

65% of workers reported feeling anxious or hesitant to voice problems, just 20% reported feeling 

psychologically safe under autocratic leadership. These findings emphasise the importance of leaders who 

foster an atmosphere of trust by listening attentively, encouraging openness, and establishing norms of 

reciprocity. Additionally, it shows how authoritarian or strict methods may stifle employee input and 

creativity, leading to hostile work environments. 

Table 4.4: Leadership Styles and Psychological Safety 

Leadership Style High Safety (%) Moderate Safety (%) Low Safety (%) 

Transformational 72 18 10 

Servant 68 20 12 

Transactional 40 35 25 

Autocratic 20 15 65 

 

4.3.2 Job Satisfaction 

Job satisfaction, which is heavily impacted by leadership style, is a major predictor of employee happiness 

and production. Among the many reasons for the high levels of satisfaction under transformational 

leadership, 65% of respondents cited inspiring vision, recognition, and opportunities for progress. 

Similarly, under servant leadership, 58% of workers said they were content because their bosses paid 

attention to what they needed, were fair, and helped them out. Employee satisfaction was low at 45% 

despite transactional leadership's emphasis on clear responsibilities and rewards. They were dissatisfied 

with life in general because of the lack of agency and new ideas. Sixty percent of employees were 
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dissatisfied with their jobs under authoritarian leadership due to the high rates of turnover, low levels of 

appreciation, and restrictions on their personal autonomy. These results show that leadership styles that 

put an emphasis on control have a negative effect on commitment and morale over time, whereas 

leadership styles that put an emphasis on support, recognition, and empowerment are critical for 

encouraging job satisfaction. 

Table 4.5: Leadership Styles and Job Satisfaction 

Leadership Style High Satisfaction (%) Moderate Satisfaction (%) Low Satisfaction (%) 

Transformational 65 25 10 

Servant 58 28 14 

Transactional 45 30 25 

Autocratic 22 18 60 

 

4.3 Motivation and Engagement 

Employee engagement and motivation, measures of the inclination to exert oneself and commit oneself to 

the accomplishment of organisational goals, are significantly impacted by leadership styles. The highest 

levels of engagement were achieved by transformational leaders, who provided a clear vision, 

acknowledged and encouraged creativity, and had 70% of respondents reporting feeling motivated and 

energised. Of the 62% of employees who reported strong levels of motivation under servant leadership, a 

large portion could be attributed to the leaders' supportiveness, transparency, and focus on team 

development. There was a wide range of reactions to transactional leadership; 38% found it very 

motivating, while 37% found it just somewhat engaging—a figure usually limited by the reward-

punishment paradigm. With severe pressure, a lack of autonomy, and unrecognition among the variables 

contributing to disengagement and demotivation, just 18% of respondents felt driven under an autocratic 

leadership style, making it the lowest performing type. These findings add credence to the idea that 

workers put more effort and enthusiasm into their work when their managers foster a feeling of 

community, offer constructive criticism, and open doors to promotion. 

Table 4.6: Leadership Styles and Motivation/Engagement 

Leadership Style High Motivation (%) Moderate Motivation (%) Low Motivation (%) 

Transformational 70 20 10 

Servant 62 26 12 

Transactional 38 37 25 

Autocratic 18 17 65 
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4.4. Discussion 

The findings of this study highlight the importance of leadership in fostering a positive work environment 

and its effect on employees' mental health. Leadership styles that prioritise servant leadership and 

transformation consistently outperform other approaches in fostering a safe workplace, raising employee 

happiness, and inspiring them to do their best. The ideas in organisational psychology that link healthy 

workplaces to leaders that empower and assist their employees find further support in this. Leadership that 

can inspire via vision, recognition, and encouragement has a beneficial effect on employee engagement, 

creativity, and knowledge sharing. Everyone on the team feels valued and supported when their leader 

prioritises their needs before their own. This creates an environment of trust and collaboration. Conversely, 

transactional leadership is excellent at clarifying roles and duties and keeping everyone on the same page, 

but it appears to have less of an impact on innovation and psychological well-being due to its emphasis 

on compliance rather than independence. The terrible outcomes of autocratic leadership techniques 

demonstrate unequivocally that hierarchical, authoritarian management styles are detrimental to morale, 

creativity, and the creation of a psychologically safe workplace. Based on the results of the qualitative 

interviews, it is clear that leaders have the power to shape cultural attitudes through their empathy, 

openness, and honesty. Taken together, the discussion demonstrates that leadership is an essential 

psychological factor in shaping organisational culture, going beyond its traditional managerial function. 

5. Conclusion 

This study highlights the importance of leadership in fostering a positive work environment and its 

effect on employees' mental well-being. Leaders that put an emphasis on empowerment, empathy, and 

support have a far more engaged, motivated, satisfied, and safe workforce. This is particularly the case 

when it comes to servant leadership and transformative leadership. Workplaces where employees feel 

valued, respected, and motivated to think creatively flourish when leaders are open and honest with 

them, offer praise when it's deserved, and advocate for diversity and inclusion. Authoritarian leadership 

styles, such as autocracy, are counterproductive to workplace psychology because they reduce trust, 

morale, and organisational growth. Emotional intelligence, ethical decision-making, and interpersonal 

skills are shown to be crucial in leadership, which is shown to be more than just an administrative or 

structural job. Leadership is also shown to be a vital psychological factor in defining organisational 

culture. From a pragmatic perspective, companies may benefit from leadership efforts that prioritise 

diversity, encourage positive and empowering attitudes, and center on the well-being of employees. 

When leaders' actions are in harmony with their employees' psychological needs, they may build high-

performing, long-lasting work cultures that boost morale and productivity. 

6. References 

1. Bass, B. M., & Riggio, R. E. (2006). Transformational leadership (2nd ed.). Mahwah, NJ: 

Lawrence Erlbaum Associates. 

2. Fetter, R. (1990). Transformational leader behaviors and their effects on followers’ trust in leader, 

satisfaction, and organizational citizenship behaviors. Leadership Quarterly, 1(2), 107–142.  

3. Cameron, K., & Spreitzer, G. (Eds.). (2012). The Oxford handbook of positive organizational 

scholarship. Oxford University Press. 

https://www.ijlrp.com/


 

International Journal of Leading Research Publication (IJLRP) 

E-ISSN: 2582-8010   ●   Website: www.ijlrp.com   ●   Email: editor@ijlrp.com 

 

IJLRP26042147 Volume 7, Issue 4 (April 2026) 10 

 

4. Bass, B. M. (1990). From transactional to transformational leadership: Learning to share the 

vision. Organizational Dynamics, 18(3), 19–31.  

5. Goleman, D. (1998). Working with emotional intelligence. New York, NY: Bantam Books. 

6. Kahn, W. A. (1990). Psychological conditions of personal engagement and disengagement at work. 

Academy of Management Journal, 33(4), 692–724.  

7. Greenleaf, R. K. (2002). Servant leadership: A journey into the nature of legitimate power and 

greatness. Mahwah, NJ: Paulist Press. 

8. Edmondson, A. C. (1999). Psychological safety and learning behavior in work teams. 

Administrative Science Quarterly, 44(2), 350–383. https://doi.org/10.2307/2666999 

9. Judge, T. A., & Piccolo, R. F. (2004). Transformational and transactional leadership: A meta-

analytic test of their relative validity. Journal of Applied Psychology, 89(5), 755–768.  

10. Yukl, G. (2013). Leadership in organizations (8th ed.). Upper Saddle River, NJ: Pearson. 

11. Northouse, P. G. (2021). Leadership: Theory and practice (9th ed.). Thousand Oaks, CA: SAGE 

Publications. 

12. Schein, E. H. (2010). Organizational culture and leadership (4th ed.). San Francisco, CA: Jossey-

Bass. 

13. Peterson, S. J. (2008). Authentic leadership: Development and validation of a theory-based 

measure. Journal of Management, 34(1), 89–126.  

14. Luthans, F., & Youssef, C. M. (2007). Emerging positive organizational behavior. Journal of 

Management, 33(3), 321–349.  

15. Avolio, B. J., & Gardner, W. L. (2005). Authentic leadership development: Getting to the root of 

positive forms of leadership. The Leadership Quarterly, 16(3), 315–338.  

https://www.ijlrp.com/

