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Abstract

Organizational culture is a critical driver of business performance, serving as the “personality” of an organization. It provides a framework
for operational processes, shapes cognitive approaches, and establishes communication norms. Management must actively cultivate cultural
elements values, beliefs, practices, and ethics to strengthen company culture. This study underscores the need to reevaluate organizational
culture in the context of globalization, rapid technological advancement, generational shifts in the workforce, and transformative changes
following the COVID-19 pandemic. We conduct a comprehensive literature review and a case study in the Albanian private sector to explore
how aligning culture with strategy and human resource management can enhance organizational performance. Data were collected via a
structured questionnaire from 317 employees in Albanian companies, and a conceptual model was tested using structural equation modeling.
The findings indicate that a strong, participatory, and adaptable culture improves employee engagement, innovation, and resilience.
Contemporary employees seek workplaces built on trust, empathy, flexibility, wellness, and inclusion factors that organizations must
incorporate into their culture to remain competitive. The study offers insights into cultural revitalization strategies and highlights the
importance of a flexible, inclusive culture for organizational success in the post-pandemic era.
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1. Introduction

Organizational culture significantly influences human resource activities by integrating personal characteristics
into professional environments. In countries highly integrated into the global economy, companies tend to be
more receptive to universal cultural influences. Empirical evidence demonstrates that company culture affects
employees’ job satisfaction, morale, performance, engagement, motivation, commitment, and turnover (Abu-
Jarad et al., 2010). Culture is therefore a strategic concern for organizations; cross-cultural human resource
management experts who can convert tacit knowledge into explicit knowledge play a crucial role in guiding
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firms through cultural complexity. Human resource management (HRM) in the 21st century faces broader
challenges than ever before. Globalization has led many companies to operate across multiple countries, or to
incorporate international markets and diverse workforce elements even when operating in a single location.
Effective cross-cultural management is essential in contemporary organizations because culture is an integral
organizational facet that must be managed proactively.

2. Methodology

The concept of organizational culture has attracted substantial attention from scholars and practitioners since the
1980s. This study utilizes a mixed-method approach: first, a literature review of foundational and contemporary
research on organizational culture, and second, an empirical case study involving a conceptual model tested in
the Albanian private sector. Data for the literature review were gathered by consulting theoretical and empirical
studies, research papers, books, and credible online sources. Pioneering work by Pettigrew (1979) provided an
early framework by defining organizational culture as a system of meaning created and sustained within
organizations through shared rituals, symbols, and language. This anthropological perspective positioned culture
as a critical force shaping group behavior. In the early 1980s, the idea of culture as a determinant of
organizational effectiveness gained prominence. Seminal contributions by Deal and Kennedy (1982) and Peters
and Waterman (1982) popularized the notion that “strong cultures” were integral to high-performing companies.
Although these works were practitioner-oriented and less empirical, they spurred mainstream interest in
organizational culture. We also reviewed key social science research that influenced management thinking on
culture. Researchers in the 1960s and 1970s (e.g., Osgood, 1964; Triandis, 1972; Geertz, 1973) examined
subjective culture—a group’s characteristic way of perceiving its environment, including shared perceptions of
rules, norms, roles, and values (Triandis, 1972; Geertz, 1973). These studies underscored that culture shapes how
members interpret their world. The limitations of this study include constraints in terms of time and access to
information. This is a relatively new and emerging topic, with numerous studies conducted to identify the most
efficient approach. Companies that have embraced this ethos are still in their infancy stage. A detailed analysis
requires extensive empirical studies, time, and access to comprehensive data. The most influential theoretical
model of organizational culture was developed by Edgar H. Schein, who formalized the concept in his 1985
book Organizational Culture and Leadership. Schein argued that culture consists of three interrelated levels:
Acrtifacts (visible organizational structures and processes), Espoused Values (stated strategies and philosophies),
and Basic Underlying Assumptions (deeply held unconscious beliefs). Schein’s model emphasized that real
cultural change cannot occur without addressing the deepest level—the unconscious assumptions—which are the
most difficult to access and change. His contribution was vital in moving the study of culture from a surface-
level symbolic analysis to a more psychological and systemic perspective, which remains a dominant framework
in the field. While Schein focused on internal organizational dynamics, Hofstede contributed a cross-cultural
perspective by showing how national culture affects organizational behavior. His Cultural Dimensions Theory
(first published in 1980 and expanded in later editions) identifies six cultural dimensions (e.g., Power Distance,
Individualism vs. Collectivism) that explain variations in organizational values and practices across countries.
Hofstede’s work provided the foundation for comparative studies of culture and demonstrated that organizational
culture is not isolated it is embedded within broader societal norms. His research is essential for multinational
organizations and scholars studying how global and local cultures interact within companies. During the same
period, researchers such as Denison (1990) and Kotter and Heskett (1992) focused on the link between culture
and organizational performance. Denison proposed that cultural traits such as involvement, adaptability, mission,
and consistency are directly related to performance metrics. Kotter and Heskett, through empirical research,
found that companies with strong, adaptive cultures significantly outperformed those with weaker cultures over
time. These studies have given culture a more strategic and outcome-oriented role in organizations. In the last
decade, organizational culture research has expanded to address contemporary challenges, such as digital
transformation, remote work, diversity and inclusion, and psychological safety. Scholars such as Edmondson
(1999) introduced the concept of psychological safety an environment where employees feel safe to take risks
and voice ideas as a crucial cultural component for innovation and team performance. More recent studies
(Schneider et al., 2022) have focused on cultural agility, inclusive leadership, and organizational resilience,
especially in response to global crises such as the COVID-19 pandemic. Culture is now viewed as a dynamic
capability that can be shaped to support strategic adaptation, employee engagement, and sustainability. Over the
last decade, the relationship between culture, HRM, and performance has been studied in increasingly complex
and dynamic contexts.

3. Analysis
3.1. Culture concept evolution

Organizational culture, in its simplest form, can be understood as a system of shared values and beliefs that give
an organization its identity (Deshpandé & Webster, 1989). Just as a person without culture lacks identity, an
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organization must recognize and address the needs and values of its members to foster unity in diversity. We
should view cultural diversity as a strength and opportunity rather than a threat or weakness. Examining various
authors over the years reveals the evolution of the concept of culture through multiple perspectives:

Foundational Studies: Pettigrew (1979) examined the concepts and processes related to the creation of
organizational culture and, by extension, the birth of an organization. Through a case study of a private British
boarding school, Pettigrew analyzed how an organization's founder generates purpose, commitment, and order in
a new organization. He observed that an amalgam of beliefs, ideologies, language, rituals, and myths leads to the
creation of a new culture in organizations. Similarly, Wilkins and Ouchi (1983) explored the relationship
between culture and organizational performance. They argued that organizations which develop a distinct local
culture or “clan” with particular properties can achieve significant performance efficiencies, but only under
certain conditions (such as having a long history and stable membership). These early works established that
culture acts as a form of organizational control and is deeply woven into the fabric of organizational life. Efforts
to change culture, as these scholars noted, must consider underlying assumptions and context.

National Culture and HRM: A substantial body of research has addressed how national culture influences human
resource management practices. For example, Newman and Nollen (1996) found that work teams achieve better
results when management practices are compatible with the local national culture. To develop human capital and
improve firm performance, companies should adapt their HRM practices to the host country’s cultural norms and
values. Bingdl (2006) similarly stated that firms should consider the values, myths, behavioral norms, rituals,
and societal expectations when formulating HR policies and strategies, thereby becoming more competitive and
socially responsible. Subsequent studies across various countries reinforce these ideas. Chandrakumara and
Sparrow (2004), for instance, found that national culture is a critical element in determining effective HRM
structures and practices. Collectively, these studies indicate that cultural context (national or regional)
significantly affects how HRM strategies should be designed and implemented.

Modern Perspectives: Recent contributions have expanded the concept of organizational culture to address
contemporary challenges. Edgar Schein’s model (1985) conceptualizes culture on three levels: Artifacts (visible
structures and processes), Espoused Values (stated strategies and philosophies), and Basic Underlying
Assumptions (unconscious beliefs). Schein stressed that deep cultural change requires addressing the
unconscious assumptions that lie beneath surface behaviors. Geert Hofstede’s cross-cultural framework (1980,
2010) introduced dimensions such as Power Distance and Individualism vs. Collectivism, demonstrating that
organizational culture is embedded in broader societal culture. Around the same time, Denison (1990) proposed
that certain cultural traits (involvement, adaptability, mission, consistency) correlate with performance outcomes,
while Kotter and Heskett (1992) empirically showed that adaptive, change-oriented cultures can drive long-term
financial success.

In the past two decades, new themes have gained prominence. Edmondson (1999) introduced psychological
safety as a vital cultural component that encourages learning and innovation by allowing employees to speak up
without fear. This concept has been further validated by later research linking psychological safety to higher
innovation and team effectiveness (Edmondson & Lei, 2014). More recently, scholars have focused on concepts
like cultural agility (the ability to operate effectively in different cultural contexts), the impact of digital
transformation on culture (e.g., how remote and hybrid work affect cultural cohesion), and the increasing
emphasis on diversity, equity, and inclusion (DEI) within organizational cultures. Organizational culture today is
viewed as a dynamic capability—something that organizations can shape and leverage to improve resilience and
adaptability during crises (such as the COVID-19 pandemic). In essence, modern organizations continuously co-
create their cultures through leadership and employee interactions to support strategic adaptation, engagement,
and sustainability.

3.2. Organizational culture and Human Resources Management

Engaging with individuals from various countries, cultures, and linguistic backgrounds is both intriguing and
challenging. In such a work environment, Human Resource Management must navigate the integration of
diverse cultural aspects, fostering a pluralistic atmosphere that encourages respect for all cultures, even at the
expense of the corporate culture. When examining the relationship between culture and organizational systems,
we can refer to authors such as Kroeber and Kluckhohn, who highlight that cultural dimension—specifically
those Engaging with individuals from diverse countries, cultures, and linguistic backgrounds presents both
intriguing opportunities and challenges for organizations. HRM must adeptly navigate the integration of diverse
cultural elements, fostering a pluralistic and inclusive atmosphere that respects all cultures, even if this
challenges a prevailing corporate culture. Scholars have long noted that cultural values and norms significantly
influence individual behaviour. Therefore, human resource managers need to cultivate a strong, tolerant, and
inclusive corporate culture that unites employees from varied backgrounds under common organizational values.
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One area where culture’s influence on HRM is clear is recruitment and selection. Cultural context shapes
perceptions of the “ideal” candidate and the criteria by which candidates are evaluated. Hiring employees who
not only fulfil job requirements but also align with the company’s core values can reduce absenteeism and
turnover, while boosting satisfaction and productivity. Therefore, integrating cultural fit into recruitment
processes is essential. In organizations with strong cultures, recruitment and selection often emphasize
candidates whose personal values and behaviours resonate with the organization’s values, ensuring better long-
term integration and performance. Training and development is another HR domain deeply intertwined with
culture. Providing accurate information and culturally relevant knowledge through training consistently enhances
performance, whereas training content that is misaligned with employees’ cultural backgrounds can be
counterproductive. Culture offers cognitive frameworks (schemas and scripts) that help employees interpret
experiences and determine appropriate actions. For example, Wilkins and Ouchi (1983) highlight that shared
cultural understandings help team members communicate and coordinate more effectively. Likewise, Lord and
Foti (1986) note that culture provides mental models that guide individuals’ behaviours in various situations. In
practice, training programs that acknowledge and incorporate cultural differences (such as communication styles,
feedback norms, or learning preferences) tend to be more successful in diverse and global teams. Performance
management systems must also be culturally responsive. It is widely recognized that a strong organizational
culture can positively impact employee performance and productivity. In line with this, Bowen and Ostroff
(2004) and Guest (1997) argue that HRM practices will more effectively influence performance when they send
consistent signals reinforcing what behaviours the organization values. Performance appraisal processes that
account for cultural norms of feedback and motivation can enhance employee commitment. For instance, in
collectivist cultures, group-oriented evaluations and rewards may be more motivating, whereas in individualist
cultures, emphasizing individual achievements might be key. Armstrong (2000) emphasizes that HRM should be
viewed strategically, focusing on acquiring, motivating, and organizing human resources to achieve
organizational goals. Without a culturally aware and well-trained workforce, businesses will struggle to compete
globally, as evidenced by warnings that a lack of workforce development leads to loss of competitive edge
(Tomaka, 2001).

3.3. Conceptual Model and Case Study: Culture as a Strategic Enabler

To explore the interaction between culture, HRM, and performance, we developed a conceptual framework in
this study linking Business Strategy, HRM Practices, HRM Outcomes, and Organizational Performance, with
organizational culture embedded throughout these elements. In this model, culture functions as a strategic
enabler and integrator:

Business Strategy: The company’s long-term vision, competitive positioning, and objectives.

HRM Practices: The human resource policies and practices (e.g., hiring, training, performance evaluation,
compensation) that implement the strategy.

HRM Outcomes: The immediate results of HRM practices, such as employee competencies, engagement,
satisfaction, and retention.

Organizational Performance: Key outcomes at the organizational level, including financial results, productivity,
innovation, and customer satisfaction.

Role of Culture in the Model: Culture aligns individual behaviour with strategic objectives by translating the
company’s values and goals into expected norms and actions. A strong, well-aligned organizational culture
ensures consistency between what the company espouses and what it actually does (i.e., it “walks the talk”),
thereby supporting effective strategy execution (Schein, 2010). Furthermore, culture drives performance by
enhancing employee engagement, promoting innovation, and improving adaptability—all capabilities crucial for
success in a dynamic environment (Denison & Mishra, 1995). In our model, culture influences how HRM
practices are perceived and enacted. For example, in a culture that values continuous learning, training programs
will likely be more enthusiastically received and more effective. In a culture emphasizing accountability,
performance management systems will have a stronger impact because employees accept and internalize the
importance of metrics and feedback. Empirical Case Study — Albanian Private Sector: We tested this conceptual
model using data from private companies in Albania, an emerging economy context. A structured questionnaire
was administered to organizations with more than 50 employees, yielding 317 responses. The survey assessed
multiple cultural indicators (clarity of mission and policies, communication effectiveness, employee voice in
decision-making, etc.), HRM outcomes (e.g., self-reported engagement, perceived fairness of HR practices), and
organizational performance metrics (where available or perceptual measures). We employed Structural Equation
Modelling (SEM) with the LaVan package in R to analyse the relationships. This context is particularly
instructive because many companies in Albania face cultural inertia: they have traditionally hierarchical cultures
with limited employee voice. Such firms often struggle to adapt to rapid changes due to rigid structures and a
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lack of inclusive practices. Our case study findings highlight the challenges and opportunities of cultural
revitalization in these settings. The post-COVID-19 era, which accelerated shifts toward remote work and
digitalization, has further underscored the need for flexible and participatory cultures for organizational
resilience and strategic renewal. In the Albanian companies studied, we observed that fostering a more open,
employee-inclusive culture was imperative for improving responsiveness and innovation.

4, Results and discussions

The case study results provide a snapshot of how employees perceive their organizational culture and its impact
on performance. We focus on three illustrative cultural indicators measured in the survey, along with their
interpreted implications:

Mission, Vision, Policies, and Documentation (Score: 30.99): This high score indicates that employees perceive
the organization’s mission, vision, policies, procedures, and formal structures to be clearly documented and well
communicated across the company. A strong foundation of formal structure and transparency is evident, which is
essential for fostering consistency, strategic alignment, and trust among stakeholders. This result suggests a high
level of institutionalization of core organizational elements, supporting effective internal communication and
reinforcing the organization’s stated purpose and values.

Communication of Board Decisions and KPI Alignment (Score: 3.84): Respondents generally agreed that
decisions made by top management (e.g., the Board or senior leaders) are clearly communicated through the
hierarchy and that these decisions are translated into individual performance expectations via Key Performance
Indicators (KPIs). This moderately high score reflects a well-functioning top-down communication system that
aligns strategic goals with individual accountability. It implies that vertical communication channels in the
organization are effective, contributing to role clarity and a performance-oriented culture.

Employee Voice in Decision-Making (Score: 3.53): This score, while above neutral, is slightly lower relative to
the other cultural dimensions. It indicates that employee input is only somewhat valued in decision-making
processes. In other words, the current culture supports employee voice at a moderate level, leaving room for
improvement in participatory management. This finding may point to opportunities for the organization to
involve employees more in decisions, thereby improving engagement, innovation, and cultural alignment. A
more developed employee voice culture could support higher trust and morale, as well as better implementation
of change initiatives.

Taken together, these results portray a company culture that is well-structured and strategically oriented, with
clear communication and alignment mechanisms, but also one that could benefit from becoming more inclusive
and participatory. The strong formal elements (clear mission/policies and goal alignment through KPIs) likely
contribute to consistency and efficiency in execution. This resonates with literature suggesting that clarity and
consistency in culture correlate with positive performance outcomes (Denison, 1990; Cameron & Quinn, 2011).
On the other hand, the relatively lower emphasis on employee voice suggests the culture has yet to fully tap into
the benefits of bottom-up input and empowerment. In dynamic or knowledge-based environments, higher
employee involvement is often linked to greater innovation and adaptability. Enhancing this aspect (for example,
by establishing regular forums for idea-sharing or involving employees in problem-solving teams) could make
the culture more resilient and agile. From an HRM perspective, these findings highlight the importance of
balancing top-down alignment with bottom-up engagement. The company studied appears to excel in translating
strategy into structured HRM processes (which is a strength), but it may need to invest more in HR practices that
encourage feedback, collaboration, and employee-driven innovation. For instance, HR could introduce or
strengthen initiatives like suggestion systems, cross-functional project groups, or recognition programs for
innovative ideas. By doing so, the organization would reinforce a culture of collaboration and continuous
improvement, complementing its existing strengths in structure and alignment. In summary, the discussion of our
findings suggests that revitalizing organizational culture requires attention to both formal and informal
dimensions. Formal clarity and strategic alignment provide stability and direction, while informal cultural
elements like openness and inclusivity drive adaptability and innovation. The case study organization, rooted in a
transitional economy context, demonstrates that achieving a blend of these cultural characteristics is both
possible and beneficial for performance. It also underlines that cultural change is a gradual process:
improvements in employee voice and empowerment, for example, may yield significant gains in innovation and
engagement over time, thereby enhancing overall organizational performance.

5. Conclusion

Organizational culture plays a crucial role in shaping and executing human resource strategies and overall
business performance. In an era of relentless change—marked by globalization, technological disruption, and
evolving workforce demographics—culture has become both more important and more challenging to manage.
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More organizations and workforces are operating across cultural and national boundaries, which means that
culturally heterogeneous and cross-cultural management approaches are no longer optional; they are necessary
for success. A key insight from this study is that there is no universally “ideal” organizational culture. Different
contexts demand different cultural attributes. The optimal culture for any given organization must be adapted to
its specific circumstances, including its industry, business strategy, regional culture, and the values of its
employees. For example, a startup in the tech industry might thrive with an innovative, risk-tolerant culture,
whereas a healthcare organization might prioritize a culture of safety and empathy. Our findings reinforce this
contingency perspective: cultural revitalization efforts should aim to align culture with strategic objectives and
stakeholder expectations rather than chasing one-size-fits-all notions of “good culture.” The case study of
Albanian companies highlights that in transitional or traditionally hierarchical environments, cultural
revitalization often entails making the culture more participatory, flexible, and learning-oriented. Rigid, top-
down cultures can impede adaptability and employee engagement, making it difficult for organizations to
respond to market changes or crises. By contrast, organizations that cultivate trust, open communication, and
empowerment are better positioned to innovate and weather disruptions. The COVID-19 pandemic exemplified
how companies with resilient, people-cantered cultures could more readily pivot to new ways of working
compared to those with inflexible cultures. From a practical standpoint, leaders and HR professionals must take
an active role in culture management. Culture should be treated as a living aspect of the organization that can be
diagnosed, nurtured, and aligned with strategy. Change initiatives (such as digital transformation or diversity
programs) will only succeed if the underlying culture supports the needed behaviours and mindsets. This means
that sometimes deep-seated assumptions may need to be challenged—an effort that requires clear vision,
consistent action, and often, a willingness to involve employees at all levels in the change process. Finally, while
this study provides valuable insights, it also acknowledges its limitations and the need for further research. Our
empirical evidence is limited to a specific context and relies on perceptual survey data. Future studies could
expand this work by examining multiple organizations across different industries or countries, employing
longitudinal designs to track cultural change over time, or incorporating objective performance metrics.
Additionally, qualitative research (such as interviews or ethnographic studies) could enrich our understanding of
how cultural change unfolds in practice and what obstacles commonly arise. In conclusion, revitalizing
organizational culture is both a strategic necessity and a continuous journey. Organizations must be proactive in
shaping cultures that not only reflect their values but also enable their strategic goals. In a world where change is
the only constant, a vibrant culture that balances clarity with adaptability, and alignment with inclusion, will be a
source of sustainable competitive advantage.

Recommendations

Drawing on our analysis and conclusions, we offer the following recommendations for organizations aiming to
revitalize their culture:

Enhance Employee Involvement in Decision-Making: To move beyond a moderately participative culture,
management should implement more mechanisms for employee voice. This can include regular town-hall
meetings, anonymous suggestion channels, cross-departmental task forces, and involvement of employee
representatives in planning sessions. Encouraging greater participation aligns with a “clan” culture orientation
and has been linked to higher engagement and innovation (Morrison, 2014; Detert & Burris, 2007). Over time,
even traditionally hierarchical organizations can foster a more inclusive environment by signalling that employee
input is valued and acted upon.

Develop Bottom-Up Communication Channels: In addition to strong top-down communication, organizations
should cultivate robust bottom-up communication. Leaders can create structured feedback loops such as pulse
surveys, focus groups, or skip-level meetings, where insights and concerns from all levels are brought to
management’s attention. When employees feel heard, they are more likely to buy into strategic changes and less
likely to resist initiatives. Moreover, upward communication can alert leadership to potential issues or innovative
ideas that might otherwise be overlooked, thereby increasing the organization’s agility and cultural agility.

Leverage HRM as a Cultural Integrator: Human Resources should act as a strategic partner (Ulrich, 1997) in
embedding desired cultural values into every stage of the employee lifecycle. This means hiring for cultural add
(not just fit) — bringing in people who embody the values and behaviours the organization aspires to. Onboarding
programs should explicitly teach and reinforce cultural principles. Training and leadership development should
emphasize soft skills like cultural intelligence and emotional intelligence, ensuring that managers exemplify
company values in their leadership style. Performance management and reward systems should be reviewed to
ensure they incentivize behaviours consistent with the revitalized culture (for example, teamwork, innovation, or
customer-centricity, as appropriate).
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Institutionalize Culture Assessment and Feedback: Treat culture as an area for continuous improvement.
Organizations should regularly measure their culture through tools like organizational culture surveys (e.g., the
Organizational Culture Assessment Instrument), engagement surveys, or 360-degree feedback focused on values
and behaviours. The results of these assessments should be discussed openly and used to guide action plans.
Survey indicate low trust or high fear of speaking up, leadership can initiate trust building workshops or revise
policies that inadvertently discourage. By institutionalizing such diagnostics, the organization reinforces that
culture is important and that it is committed to aligning espoused values with employees’ actual experiences.

Integrate Cross-Cultural Sensitivity into Strategy: As workforces become more diverse and global, cultural
differences must be consciously integrated into strategy formulation and implementation. This could involve
providing cultural competence training for managers, customizing HR practices to local norms in multinational
operations, or ensuring multilingual and multicultural representation in corporate communications.
Organizations that embed cross-cultural sensitivity into their HR strategy will find it easier to attract and retain
diverse talent and to operate effectively across borders (Hofstede, 2001; Thomas & Inkson, 2017). For example,
a company expanding into new regions should adapt its leadership style and HR policies to respect local cultural
practices while maintaining core corporate values.

Finally, we recommend that organizations approach culture change with patience and authenticity. Cultural
revitalization is not achieved by a one-time memo or a superficial rebranding of company values—it requires
consistent role modelling from leaders, alignment of systems and structures, and often a shift in “the way things
get done.” Leaders should communicate clearly why cultural changes are being made (e.g., to support a new
strategic direction or to correct known problems), and they should acknowledge and address employees’
concerns during the transition. Importantly, further research and practical experimentation are encouraged to
refine these recommendations. By continuously learning and adapting, both scholars and practitioners can better
understand how to build strong, adaptive cultures that drive sustainable performance.

Note: "The author(s) acknowledge the use of Al tools, including ChatGPT, to support learning, idea generation,
and preliminary literature synthesis. All intellectual contributions, critical analysis, and final manuscript
preparation were conducted by the author(s)."”
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