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1. Introduction
Organisational culture plays a vital role in the success and performance of a company. It encompasses the values, beliefs, attitudes, and behaviours that contribute to the unique social environment of an organisation (Needle, 2004). The culture of an organisation is shaped through the approaches and actions of its leaders and managers. While managers and leaders have distinct roles within an organisation, there is considerable overlap between what they do, particularly in relation to developing organisational culture. This essay examines the differences and similarities between managers and leaders, focusing specifically on how their styles and approaches shape organisational culture.
First, the concepts of management and leadership will be defined. The key differences between managers and leaders will then be discussed, highlighting how their styles, characteristics, and focuses differ. The approaches managers and leaders take to developing organisational culture will be examined, again contrasting their different emphases. Similarities between managers and leaders will also be considered. Overall, the essay argues that while managers and leaders play different roles within organisations, they both significantly influence organisational culture, albeit through different approaches. Effective organisations require competent managers to maintain operations, as well as strong leaders to drive change and innovation.
2. Defining Management and Leadership
Management and leadership are related yet distinct concepts. Management refers to the coordination of organisational activities and resources to achieve goals efficiently and effectively (Jones & George, 2017). Key responsibilities of managers include planning, organising, staffing, directing, and controlling. Leadership, on the other hand, involves influencing and inspiring others towards achieving a vision or goal (Northouse, 2019). While management is focused on stability and maintenance through processes and systems, leadership is concerned with movement and change through strategy and influence.
Managers ensure day-to-day operations run smoothly through coordinating staff, resources, and systems. They oversee task execution, allocate responsibilities, monitor performance, and troubleshoot issues. Managers achieve goals through organising activities and motivating employees. In contrast, leaders set strategic direction and align staff behind a vision for the future. They communicate aspirations, build teams, and drive innovation and change. While effective organisations require both managerial oversight and strategic leadership, the approaches of managers and leaders can differ significantly.

3. Differences Between Managers and Leaders
While managers and leaders have some overlapping responsibilities, clear differences exist between their styles, characteristics, and focuses. These differences stem from their contrasting roles within organisations.
Firstly, the styles of managers and leaders diverge (Zaleznik, 2004). Managers tend to adopt a structured, analytical approach focused on stability and order. They establish standard processes, monitor adherence to rules, and allocate resources to achieve targeted outcomes. Leaders, on the other hand, exhibit a more intuitive, flexible approach oriented towards change. They craft a vision, inspire followers, and energise people towards new directions.
Secondly, personality characteristics differ between managers and leaders (Zaleznik, 2004). Managers are inclined to think logically and prefer formal authority and control. They focus on the present, breaking tasks into steps and addressing problems as they arise. Leaders tend to be imaginative and comfortable with ambiguity. They think long-term, experiment with ideas, and take risks. Managers seek order and stability while leaders embrace chaos and change.
Lastly, their focuses diverge. Kotter (2001) argues that management is about coping with complexity through planning, budgeting, and problem-solving. Leadership, in contrast, is about coping with change through setting direction, aligning people, and motivating action. Managers aim to produce predictability and order, while leaders seek to drive useful change. Managers administer, leaders innovate.
In summary, while managers value stability, control, and efficiency, leaders pursue innovation, inspiration, and change. These diverging emphases lead managers and leaders to develop organisational culture through different approaches.
4. Leadership Styles and Approaches to Developing Organisational Culture
Leaders play a primary role in shaping organisational culture (Schein, 2010). They imprint elements of culture such as values, assumptions, and behaviours in a number of ways. Firstly, what leaders pay attention to communicates what is important in an organisation. Secondly, leaders' reactions to critical events create norms and expectations. Thirdly, deliberate role modelling, coaching, and teaching by leaders ingrains cultural elements. Leaders' approaches to developing culture depend partly on their leadership style.
Autocratic leaders centralise authority and dictate work methods. They can quickly embed a culture of obedience but may discourage initiative (Newstrom & Davis, 1997). Democratic leaders involve staff in decision-making, promoting a culture of participation. Laissez-faire leaders provide minimal guidance, which can foster proactivity but also a lack of cohesion (Eagly et al., 2003). Each style sends cues about acceptable behaviours.
Charismatic leaders inspire devotion through their passion, confidence, and high expectations. They model values like drive, risk-taking, and ethical behaviour that get infused into the culture. Transformational leaders also inspire followers around an appealing vision while providing personal support. This fosters a culture of engagement, energy, and shared purpose (Bass & Avolio, 1994). Participative leaders consult with employees and solicit their suggestions. This creates an open, collaborative culture where people feel valued.
Leaders can actively shape culture through rites, rituals, stories, and language. Rites like awards ceremonies reinforce desired values (Anand, 2005). Rituals like monthly updates celebrate shared experiences. Stories of past successes exemplify cherished behaviours. Metaphors and slogans spread guiding assumptions. Systematically transmitting cultural elements like norms, values, and beliefs is how leaders embed a coherent culture.
Overall, leadership styles and actions directly impact organisational culture. Autocratic leaders may create an authoritarian culture, while participative leaders facilitate an empowering, inclusive culture. Charismatic, transformational leadership engenders a culture committed to shared vision and values. Whether deliberate or inadvertent, leaders profoundly influence cultural development.
5. Management Styles and Approaches to Developing Organisational Culture
While less visible than leadership, management also importantly shapes organisational culture (Schneider et al., 2013). Firstly, policies and procedures instituted by management create boundaries that channel behaviours in certain directions. Performance management and reward systems focus employees on what is valued. Hiring practices determine what types of people become part of the organisation. Training aligns staff behind corporate values and required skills. Standardised processes, quality management systems, and measurements imposed by management all impose cultural discipline.
Secondly, management controls resources, thereby directing focus. Allocating funds and staff to certain functions indicates their priority, while cutting resources discourages associated behaviours. Management determines departments, teams, physical layouts, and reporting structures, all of which influence interactions. Internal promotions likewise communicate what types of employees are favoured.
Lastly, management actively manages culture through alignment, transmission, and modification initiatives (Schneider et al., 2013). Creating mission and value statements codifies expected behaviours. Rites like orientations embed cultural knowledge. Training disseminates norms. Rewards reinforce desired practices, while sanctions discourage undesired ones. Surveys assess alignment between actual and desired culture. Misalignments are addressed through recruitment, training, incentives, and signalling by management.
The degree to which management shapes culture depends on their style. Authoritarian managers impose a culture of obedience through top-down policies and procedures (Newstrom & Davis, 1997). Participative managers allow employees to contribute to decision-making and customise their work methods, promoting a culture of empowerment. Laissez-faire managers provide little guidance or coordination, permitting varied sub-cultures to form organically. While management styles influence cultural development, culture also constrains which management styles are acceptable.
Overall, management policies, resource allocation, practices, rituals, and style all orient organisational culture in certain directions. While less overt than leadership, management profoundly enables and stimulates cultural growth.
6. Similarities Between Managers and Leaders
While managers and leaders play different roles in organisations, similarities exist between what they do and how they influence culture:
· Both managers and leaders motivate and inspire employees, though through different means. Managers incentivise through compensation, rewards, and discipline. Leaders motivate by communicating vision and modelling values. Both build commitment to organisational goals.
· Managers and leaders both influence culture through role modelling acceptable attitudes and behaviours. The actions, values, and ethics demonstrated by managers and leaders signal expected norms. Both teach cultural knowledge through formal training and informal mentoring.
· Either managers or leaders can champion initiatives to consciously strengthen or transition culture through alignment efforts. While leadership commitment facilitates major cultural transformation, management policies enable incremental shifts.
· Communication is vital for both managers and leaders to impart vision, values, and corporate culture. Clear, consistent communication from managers and leaders conveys priorities. Meetings, presentations, emails, slogans, stories, and corporate media shape shared assumptions.
· Hiring and promotion practices are gateways for managers and leaders to inject talent that fits the culture. Onboarding and orientation programmes socialise employees into cultural norms. Performance appraisals assess cultural alignment. Both managers and leaders shape membership and cultural coherence.
While management and leadership approaches differ, moderate positions allow managers to exercise some leadership, and leaders to adopt a degree of management focus. At lower levels, supervisors exhibit managerial and leadership traits. Senior managers provide high-level vision and strategy along with operational oversight. The roles are thus not mutually exclusive.
In summary, while differences exist between managers and leaders, they share similarities in championing culture, communicating, hiring, training, role modelling values, and inspiring employees. Both significantly contribute to developing organisational culture.
7. Conclusion
This essay has examined how managers and leaders shape organisational culture through different approaches. Managers coordinate resources and enforce stability to enable a culture. Leaders energise change and model values to actively mould culture. While managers use policies, procedures, and organisational design to embed culture, leaders transmit assumptions and expectations more overtly through rhetoric, rituals, stories, and ethics.
However, similarities also exist. Namely, managers and leaders both communicate priorities, incentivise behaviours, hire employees, role model appropriate attitudes, and motivate teams. So while their primary focuses differ, with managers oriented towards order and leaders focused on movement, they can adopt traits of the other at different levels and times. Strong organisational culture requires stabilising and standardising mechanisms from managers along with strategic and aspirational leadership.
In conclusion, organisational culture is profoundly shaped by its leadership and management. Both influence culture, just through different emphases and means. Managers develop culture by coordinating resources and designing structure while leaders actively mould culture by articulating vision and modelling values. Organisations need capable leadership and management acting in concert to foster a cohesive, high-performing organisational culture. Both roles make vital, and distinct, contributions to developing organisational culture.
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