Leadership and management are incredibly important to the culture of an organisation. It shapes everything from day to day discussions, to procedures and organisational rules (Cote, 2023). The culture and environment of an organisation also heavily shapes how employees feel in their day to day working lives. A strong and positive office culture lets employees feel listened to, motivates them and ensures that everyone is working towards the common goal of the organisation (Limb, 2016). Organisational culture is heavily shaped by leaders and managers, but it is important to know that the two don’t operate the same way. Leadership looks at change within the organisation. It revolves around looking at how employees' strengths can be uplifted, mistakes can be learned from and focuses on moving everyone along for consistent improvement (Nursing and Midwifery Council, 2024). Management is more analytical. It focuses on policies, the day-to-day operation of the business and coordinating job roles (Limb, 2016).  
Looking at the National Health Service (NHS), there have been reported issues with staff retention, burnout and this leading to higher rates of service user satisfaction. Frontline service users like nurses and midwives have reported that despite high levels of motivation to help service users, their efforts aren’t being noticed or supported by more senior staff (Kinsman, Teoh and Harriss, 2020). However, in order to fix these issues, management and leadership culture and behaviour needs to be looked at for its impact further down the corporate ladder. In a positive culture, staff will feel supported and motivated. But in a toxic or harmful culture, not only is staff impacted, but service users as well (Taylor et al., 2024). 
There are many different styles of leadership that can be used by an organisation. Some take a more ‘tell’ approach like autocratic or transitional leadership. Whereas some are far more collaborative, like democratic leadership (The National Society of Leadership and Success, 2022). The NHS system follows a Transformational leadership style which is a collaborative leadership approach This transformational approach involves elements like an open door policy where staff can share and brainstorm with leaders, and share workplace concerns without fear of any retaliation (Gautam, Nazir and Zhu, 2026). Strong understanding and working together to solve problems have been highlighted as the more successful element of leadership in the current system due to this more collaborative approach (Benjamin and Chung, 2022).  
A collaborative leadership style is incredibly common and essential in healthcare. For example, in teams that need to rely on quick and innovative thinking like mental health or chronic illness professionals, being able to exchange and discuss varied ideas ensures all options are explored to find the most beneficial solution (Mannion and Davies, 2018).  Mediated with professional top level leadership, this collaborative style is incredibly beneficial to staff. Staff, especially in higher stress departments claim to feel more motivated, supported and effective if they are collaborated with rather than directed (Gautam, Nazir and Zhu, 2026). 
	This in turn will trickle down to service users. If patients are consistently being delivered well communicated, high-quality care, their satisfaction with the system is more likely to be high (NHS ENGLAND, 2021). Using service users can be used to improve the system further. The Patient Champion model uses former service users to work with staff and evaluate how they maintain person centred care. Building consistent improvement into the system and collaborating with the deliverers and receivers of healthcare helps to ensure that improvement is initiated, successful, and consistent (NHS Institute for Innovation and Improvement, 2017). 
However, it is hard to ignore the weaknesses of the current system that are largely in part because of poor leadership and management. Apart from staffing issues, service providers within the NHS report that unmanageable workloads, complicated administrative processes, and workplace culture as some of their largest concerns and difficulties in providing quality care (GOV.UK, 2025). During the COVID-19 pandemic, healthcare staff were put under immense pressure to deal with the global health crisis. However, six years later, healthcare staff are still under the same weight to deliver quality care. This constant stress and pressure has led to higher levels of work dissatisfaction, poor mental health, and higher rates of burnout from frontline staff (Nursing and Midwifery Council, 2024). Workplace bullying and harassment is the element of workplace culture that is becoming increasingly common. Bullying not only demoralises and demotivates staff, but can also lead to increased illness and mental health problems (Tonkin, 2023). 
Other negative behaviours like micromanaging, racism, sexism and exclusion are all reported by staff to happen frequently and lead to stress about their workplace (Mesinioti et al., 2026). It is important to note that these experiences don’t end within the confines of the workplace. Social media is also being utilised by staff to report issues and highlight the growing need for intervention at an organisational level (Mesinioti et al., 2026). While organisational level problems are being pushed back onto staff, service users also inevitably suffer from this lack of leadership and management. Services users are directly impacted by the financial cost of sickness absences and understaffing (Mesinioti et al., 2026) as this leads to longer waiting times for treatment and complications with illnesses that require more timely and cooperative treatment (Taylor et al., 2024). 
	Effective leadership and management is not something that has one simple solution. There are multiple factors that need to be considered, especially when looking at healthcare systems like the NHS. Managers and leaders within the NHS are expected to lead teams, motivate individuals, be responsible and above all else, collaborate and support their team (Limb, 2014). Management and leadership are heavily driven by targets which prohibit them from further connecting with staff. As mentioned above, this bottom-line is then pushed onto staff who then feel overwhelmed and overworked as a result of poor leadership practices (GOV.UK, 2025). Ultimately, this poor management will trickle down to service users, and form a vicious cycle between management and policy, staff, and service users. 
	The system isn’t fit for service, but there are solutions to fix this healthcare model. A positive culture leads to a more effective and fit for purpose healthcare system (Braithwaite et al., 2017) and this cultural improvement starts with more effective management. One of these improvements is the “Being fair -2” plan which looks at management practices within the NHS. It argues how culture is essential to the workforce and promoting a fair, inclusive working environment not only saves money in the long run, but makes sure every level of healthcare has a say in policies and procedures (Pickard, 2023).  NHS management has identified there’s a problem with the current system and proposed the 10-year health plan to fill the leadership gap. In this plan, more training to promote diversity and fair practices are in place as well as acknowledges the pressure staff are currently under and how that affects service users (Arnold et al., 2025). 
	NHS leaders need to not only need to promote a healthier and more positive workplace culture, but should also embed a transformational leadership style.  Transformational leadership uses regular feedback, mentorship and collaborative decision-making to promote values like empathy, transparency empowerment and approachability (Gautam, Nazir and Zhu, 2026). Using this approach highlights one of the largest problems staff have consistently highlighted, accountability from management. Promoting a positive work culture means staff will not only stay longer, but burnout rates will decrease and consistency of care will improve. This in turn, positively affects service users (Rimmer, 2023). 
	Leadership and management are complex. Leadership uses empathy and others to promote a collaborative working culture, and management balances this with a more analytical and results driven culture. All stakeholders must feel represented and valued and depending on the results an organisation wants, different leadership styles can be used to achieve different results (The National Society of Leadership and Success, 2022). Furthermore, a positive working culture leads to staff feeling valued, motivated and delivering more effective person-centred care. 
	The NHS has a leadership problem. Poor leadership and working culture negatively affects staff, leading to higher rates of burnout, mental health problems, staffing issues and ultimately creates poor work culture (Nursing and Midwifery Council, 2024). This trickles down to service users and puts a financial and emotional strain on the system that is already struggling to keep up. The solution lies in a transformational leadership style, built with empathy and empowerment at the core (Gautam, Nazir and Zhu, 2026). Frontline staff need to feel heard and that they are supporting in delivering effective and positive person-centred care to service users. Leadership needs time to be effective. It needs to have space for reflection, amendments and changes. Using more effective transformational leadership makes sure that leaders and managers aren’t focused on policy and view service users and staff as numbers. It lets them lead, not just survive (Nash, 2025). 
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