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Abstract: This paper examines the cultural impact potential of leadership and mentoring
programmes based on Schein’s three-level model. Using current literature, opportunities
and risks are critically analysed across the levels of artefacts, values and basic assump-
tions. The results show that while visible structures and values can be communicated, the
influence on deeply rooted basic assumptions remains limited — especially in the absence
of leadership coherence and structural embedding. Key areas of tension arise from the
discrepancy between proclaimed values and actual leadership behaviour. In such contexts,
mentoring loses its reflective effect and becomes functionalised. Leadership emerges as an
ambivalent factor — either as a cultural enabler or as a reproducer of existing power re-
lations. The underlying cultural model provides analytical orientation but falls short in
terms of subcultures, ambivalences and power asymmetries. The study remains concep-
tual and points to the need for in-depth empirical analysis. Recommendations for action
aim at strategically embedded, power-conscious and culturally coherent programme de-
sign that does not stage change but enables it.

Keywords: Cultural transformation; Leadership development; Mentoring practices; Or-
ganisational culture; Reflexive leadership

INTRODUCTION

In a working world shaped by digitalisation, demographic change and mul-
ti-generational workforces, organisational culture and strategic human resource
development are becoming increasingly important. Leadership and mentoring pro-
grammes are considered key tools for individual development and cultural trans-
formation. However, it remains unclear whether and how they influence deeper
cultural levels. This article examines the extent to which integrative leadership and
mentoring programmes can contribute to strengthening organisational culture.
The theoretical basis is Edgar H. Schein’s three-level model, which analyses culture
as the interaction of artefacts, values and basic assumptions. The methodology is
based on a systematic review of the literature from the last ten years on the inter-
faces between leadership, mentoring and organisational culture. The contributions
are critically examined in terms of theory, method and practical relevance. The aim
is to gain a deeper understanding of effectiveness and to identify conditions that
promote cultural impact.

Theoretical Framework: Schein’s Model of Organisational Culture

Analysing organisational culture requires a model that captures both visible
and invisible cultural phenomena. Edgar H. Schein’s three-level model proves par-
ticularly suitable for this purpose, as it differentiates cultural processes into arte-
facts, values and basic assumptions on a sound psychological basis (Schein 2010).
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Schein distinguishes between three cultural levels: artefacts, values and basic as-
sumptions. Visible structures such as mentoring formats only become effective in
context. Values provide orientation but can contradict unconscious assumptions.
The latter shape deeply rooted beliefs. Schein’s model serves as an analytical tool
here - sustainable change can only be achieved if all levels are addressed.

RESEARCH METHODOLOGY

This work is based on a selective, theory-driven literature review with the aim
of critically examining key findings on the impact, scope and limitations of leader-
ship and mentoring programmes in the context of organisational culture (Alves-
son 2012). The selection focuses on academic articles published between 2013
and 2024, which were identified. Included were works with explicit reference to
organisational culture, mentoring in an organisational context, and leadership be-
haviour as a cultural influence factor (Ehrich, Hansford and Tennent 2004). The
evaluation was carried out using Schein’s three-level model, whereby key statements
from the literature were assigned to the levels of artefacts, values and assumptions
(Schein 2004). To reflect on the cultural impact, central patterns of argumentation
and blind spots in the literature were analysed with the aim of developing a theo-
ry-based, non-exhaustive classification of possible impact patterns.

RESULTS

Opportunities offered by inclusive leadership and mentoring programmes

Integrated leadership and mentoring programmes offer organisations a mul-
tifaceted potential for cultural development, especially when they are strategically
implemented at all three levels according to Schein.

At the artefact level, programmes initially have a visible and structuring effect:
they establish rituals (e.g. mentor-mentee meetings), new communication formats
and symbolically charged roles. These visible structures signal a willingness to
change and serve as cultural reference points (Eby, et al. 2012).

At the value level, well-implemented programmes enable the conscious com-
munication of normative orientations such as willingness to learn, openness or co-
operative leadership. Studies show that mentoring helps managers to reflect more
critically on their own role and communicate values more explicitly (Clutterbuck
2014). Mentoring thus becomes a cultural translation service.

At the level of basic assumptions, programmes — if sufficiently in-depth — can
contribute to challenging implicit cultural premises in the long term (Ghosh and
Reio Jr. 2013). This is the case, for example, when cross-generational mentoring
relationships challenge traditional ways of thinking (e.g. about power, knowledge or
status) and replace them with new narratives.

Overall, the cultural opportunity of such programmes lies in their ability to
act as a bridge between strategic objectives and the organisation’s lived self-im-
age — provided that they are more than isolated personnel development measures
(Ragins 2016).
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Risks and limitations of inclusive programmes

Despite their creative potential, leadership and mentoring programmes also
harbour considerable risks, especially if they are not embedded in a culturally co-
herent manner or are purely symbolic in nature.

At the artefact level, there is a danger of symbolic politics: programmes are im-
plemented but not lived. Visible formats such as mentoring tandems or leadership
training remain ritualised and superficial if they are not integrated into real deci-
sion-making processes. This can lead to cynicism among employees and reinforce
cultural ambivalence (Eby and Robertson 2020).

At the value level, risks arise in the form of discrepancies between communi-
cated and actual norms. If, for example, participatory leadership is promoted but
authoritarian leadership is practised, cultural dissonance arises. Mentoring then
cannot contribute to the communication of values, but rather reinforces inconsist-
ent mission statements (Tuma, Adams, Hultquist and Dolan 2021).

Changes are particularly challenging at the level of basic assumptions. Pro-
grammes that do not address deeper-seated beliefs (e.g. about power relations or
performance ideals) remain structurally ineffective. In some cases, they even sta-
bilise existing hierarchies, for example when mentoring is designed exclusively as a
top-down process (Scandura and Williams 2004).

Without structural anchoring, self-reflection and coherent leadership, cultural
change will not happen — programmes will stage change without actually bringing
it about.

Leadership as a cultural practice: a multidimensional factor

The analysis shows that leadership has a decisive influence on the cultural im-
pact of mentoring. It not only has a formal effect, but also shapes artefacts, values
and basic assumptions — for example, by visibly supporting mentoring or symboli-
cally marginalising it in everyday life (Den Hartog and De Hoogh 2023).

Leadership conveys values such as trust and openness and gives mentoring
cultural legitimacy. However, a profound impact can only be achieved if leadership
questions fundamental assumptions about power and control. (Liu, Tai, Cheng,
Weiand Lee 2022). In this respect, mentoring is not only a tool for leadership devel-
opment, but also an expression of the leadership culture that is lived and breathed
in an organisation. Its cultural reach depends largely on the fit between proclaimed
leadership values and actual leadership behaviour.

DISCUSSION

This analysis clearly shows that integrative leadership and mentoring pro-
grammes can be a fundamentally effective tool for influencing organisational cul-
ture — but only under certain conditions. The key finding is that programmes do not
develop their cultural reach simply by existing, but rather through the way in which
they are embedded in existing leadership, communication and power structures
(Parmelli, et al. 2011).

At the artefact level, Programmes send visible signals for change. However, if
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they lack depth of content or are marginalised in everyday life, they quickly become
symbolic. Visibility alone is not enough to have a lasting cultural impact (Schwartz-
Shea 2020).

At the value level, it has become clear that programmes certainly have the po-
tential to communicate or shift organisational norms and objectives. However, the
critical point lies in the coherence between communicated and lived values. If
mentoring guidelines promote values such as openness, but control and hierarchy
are practised in everyday management, cultural dissonance arises. This undermines
the credibility of the programme — cultural success depends largely on authentic
leadership (Newman & Nollen 1996).

Tensions arise primarily at the level of basic assumptions. Programmes rarely
change implicit beliefs, but often reproduce them — especially in hierarchical struc-
tures or where there is a lack of structural embedding (Wankhade and Brinkman
2014).

Leadership is ambivalent because it can promote cultural change when pro-
grammes are supported and individual behaviour is reflected upon, but at the same
time it can stabilise existing patterns. This is clearly evident in mentoring when its
cultural potential remains untapped because it is used purely for career purposes
(Hay 2000).

The discussion thus highlights a central paradox: programmes are intended
to change culture, but are themselves a product of that culture. This recursive
relationship is often neglected in the existing literature. A one-sided optimism about
design obscures the structural contradictions that hinder cultural change — such as
power asymmetries, informal subcultures or economic pressure (Zander 2021).

Schein’s model is suitable for analysis, but requires abstraction. Cultural pro-
cesses are contradictory and context-dependent. Programmes rarely have a trans-
formative effect — their value lies in provoking irritation and stimulating reflection.

CONCLUSION

Leadership and mentoring programmes have considerable potential to shape
organisational culture — provided they are designed as cultural interventions and
not merely as additional personnel development measures. The analysis shows that
such programmes - if strategically grounded and coherently implemented — can
be effective at all three levels of Schein’s cultural model: as visible structures (arte-
facts), normative orientation (values) and impetus for reflection on fundamental
assumptions. Cultural impact does not happen automatically. Programmes can re-
main ineffective if they are staged symbolically, not integrated into existing man-
agement structures or culturally incoherent. The decisive factor is whether manage-
ment practices and mentoring actually correspond to the values that are promoted.
Cultural depth is revealed in the tension between aspirations and actual behaviour.
This work remains conceptual and literature-based; it draws on systematically but
selectively chosen contributions. In addition, Schein’s model neglects aspects such
as subcultures, power relations and ambivalences. This points to a clear need for fur-
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ther research: future empirical studies should examine how integrative programmes
influence cultural contradictions, tensions and change processes in everyday organ-
isational life.

REFERENCES

EBY,L. T, ALLEN, T. D, HOFFMAN, B.].,, BARANIK, L. E., SAUER, J. B,, BALD-
WIN, S., ... EVANS, S. C,, 2012. An interdisciplinary meta-analysis of the poten-
tial antecedents, correlates, and consequences of protégé perceptions of mentoring.
American Psychological Association, 441-476.

ADENIY] 1. S.,, HAMAD, N. M., ADEWUSI, O. E.,, UNACHUKWU, C. C,
OSAWARU, B.,, ONYEBUCHI, C. N,, ... DAVID, L. O,, 2024. Organizational cul-
ture and leadership development: A human resources review of . Magna Scientia
Advanced Research and Reviews, 243-2585.

SCHEIN, E. H., 2004. Organizational Culture and Leadership (3. ed.). San Francis-
co: John Wiley & Sons, Inc.

ALVESSON, M,, 2012. Understanding Organizational Culture. California: Sage Pub-
lications.

EHRICH, L. C,, HANSFORD, B., & TENNENT, L., 2004. Formal Mentoring Pro-
grams in Education and Other Professions: A Review of the Literature. Educational
Administration Quarterly, 518-540.

CLUTI'ERBUCK, D., 2014. Everyone Needs a Mentor: Fostering Talent in Your Or-
ganisation (S. ed.). London: CIPD - Kogan Page.

GHOSH, R., & REIO JR., T. G., 2013. Career benefits associated with mentoring
for mentors: A meta-analysis. Journal of Vocational Behavior, vol. 83, Issue 1, doi:
10.1016/1vb.2013.03.011, pp. 106-116.

RAGINS, B.R.,2016. From the ordinary to the extraordinary: High-quality mentor-
ing relationships at work. Organizational Dynamics, vol. 45, Issue 3, doi: 10.1016/j.
orgdyn.2016.07.008, pp. 228-244.

SCANDURA, T. A., & WILLIAMS, E. A., 2004. Mentoring and transformational
leadership: The role of supervisory career mentoring. Journal of Vocational Behavior,
vol. 65, Issue 3, doi: 10.1016/j,jvb.2003.10.003, pp. 448-468.

TUMA, T. T, ADAMS, J. D, HULTQUIST, B. C., & DOLAN, E. L., 2021. The
Dark Side of Development: A Systems Characterization of the Negative Mentoring
Experiences of Doctoral Students. CBE — Life Sciences Education, vol. 20, issue. 2,
doi: 10.1187/cbe.20-10-0231.

EBY, L. T., & ROBERTSON, M. M., 2020. The Psychology of Workplace Mentor-
ing Relationships. Annual Review of Organizational Psychology and Organizational
Behavior, Volume 7, doi: 10.1146/annurev-orgpsych-012119-044924, pp. 75-100.
DEN HARTOG, D. N,, & DE HOOGH, A. H.,, 2023. Cross-Cultural Leadership:
What We Know, What We Need to Know, and Where We Need to Go. Annual
Review of Organizational Psychology and Organizational Behavior, Volume 11, doi:
10.1146/annurev-orgpsych-110721-033711, pp. 536-566.

LIU, L., TAIL, H.-W,, CHENG, K.-T.,, WE], C.-C,, & LEE, C.-Y. C.-H,, 2022. The

513



Multi-Dimensional Interaction Effect of Culture, Leadership Style, and Organiza-
tional Commitment on Employee Involvement within Engineering Enterprises:
Empirical Study in Taiwan. Sustainability, vol. 14, issue 16, 9963, doi: 10.3390/
sul4169963

PARMELLL E., FLODGREN, G., BEYER, F.,, BAILLIE, N., SCHAAFSMA, M. E.,
& ECCLES, M. P, (2011). The effectiveness of strategies to change organisational
culture to improve healthcare performance: a systematic review. Implementation Sci-
ence, vol. 6, article 33, doi: 10.1186/1748-5908-6-33.

SCHWARTZ-SHEA, P,, 2020. Mentoring: The Consequences of Formalization in
the Age of Corporatization. Political Science & Politics, vol. 53. issue 4, doi: 10.1017/
$1049096520000517, pp. 775-779.

NEWMAN, K. L., & NOLLEN, S. D., 1996. Culture and Congruence: The Fit Be-
tween Management Practices and National Culture. Journal of International Business
Studies, Volume 27(https://doi.org/10.1057 /palgrave.jibs.8490152, pp. 753-779.
WANKHADE, P, & BRINKMAN, J.,, 2014. The negative consequences of cul-
ture change management: Evidence from a UK NHS ambulance service. In-
ternational Journal of Public Sector Management, vol. 27 No. 1, doi: 10.1108/
IJPSM-05-2012-00S8, pp. 2-2S.

HAY, J., 2000. Developmental mentoring: Creating a healthy organisational culture.
Journal of Communication Management, vol. 4, No. 4, doi: 10.1108/eb023534, pp.
378-384.

ZANDER, L., 2021. Interpersonal leadership across cultures: a historical exposé
and a research agenda. International Studies of Management & Organization, vol. S0,
issue 4, doi: 10.1080/00208825.2020.1850980, pp. 357-380.

514



IIPOI'PAMMU 3A AMAEPCTBO UM MEHTOPCTBO: MHTETPUPAH
ITIOAXOA 3A YKPEIIBAHE HA OPTAHU3AITMOHHATA KYATYPA

Pestome: B masu cmamus ce paszaexnda nomeHYUaAsm 3a KyAMypHo ev3deticmeue
HA npozpamume 3a AUOEPCBO U MEHIMOPCBO, OAZUPAHU HA MPUCIENEHHUS MOOeA
na Ilaiin (Schein). Kamo ce usnoissa axmyaina Aumepamypa, ce anHasusupam
KPUMUUHO 653MONCHOCIUME U PUCKOBEME HA HUBAMA HA ApmePaKmu, UeHHOCIU
u ocHosHu npednocmasku. Pesysmamume nokassam, ue Odokamo sudumume
CIPYKMYPU U YEHHOCIU M02am 0a 650am KOMYHUKUPAHU, BAUSHUEMO 8BPXY 0BAOOKO
BKOpeHeHUMe O0CHOBHU NpednocmasKu 0CMasa 02PAanU4eH0 — 0C00eHo Npu AUNCa Ha
CB2AACYBAHOCI 6 AUDEPCMBOMO U crpyKmypHa unmezpayus. Kaouosu obracmu na
HanpeseHue Bb3HUKBAN 01 HECHOMBENICIBUEINO MENDY NPOBBIZAACEHUME YEHHOCTLL
u deticmsumernomo audepcio nosedenue. B makusa konmexcmu menmopcmeomo 2you
c80emo pedrexcusHo 8v30deiicmeue u ce pyHkyuonarudupa. Audepcmeomo ce ouepmasa
Kamo ambusarenmen. Gakmop — uAu Kamo KyAmypew Kamaiusamop, uAu Kamo
863NPOU3BO0UIMEL HA CHUYECBYBALYUIME BAACNOBU OMHOWEeHUS. OCHOBHUIM KYAYpeH
M00eA npedocmass AHAAUMUMHA OPUEHMAYUS, HO He e JOCMAmp1eH N0 OMHOUlEHUE
Ha cybkyamypume, ambusarenmuocmume u eracmosume acumempuu. IIpoyusarnemo
0CMABA KOHYENMyaAHo U noco4sa Heobxodumocmma om 3advAb0Uuer emnuputen
anasu. Ilpenopekume 3a Oelicmeue ca HACOMEHU KbM CMpamezuecku 62padeHo,
CB3HAMEAHO 1O OMHOUlEHUE HA BAACIMA U KYAMYPHO Cb2AACYBAHO NPOZPAMUPAHE,
K0emo He nocmass NPoMAHAMA HA CYeHd, A I NPaAsU 6b3MONCHA.

Katouosu dymu: KyimypHa mpancopmayus; paseumue Ha AUOEPCKU YMEHUS;
NpaKMuKY 3a HACHABHUMECHBO; OP2AHUSAYUOHHA KYAMYPA; PePAEKCUBHO AUDECTBO
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