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This review article explores the evolving nature of organisational culture within nonprofit organisations (NPOSs),
especially in the face of crisis, societal transformation and digitalisation. Drawing upon a wide range of theoretical
frameworks and recent research, including comparative and regional studies in nonprofit management and
leadership, the article identifies key cultural dimensions that define NPOs, discusses leadership styles shaping those
cultures and examines how recent global and regional crises have accelerated cultural shifts. By emphasising the
interplay between culture, leadership (situational, adaptive, participative and ethical) and organisational outcomes
such as commitment, job satisfaction and proactivity, this paper contributes to a growing body of literature that views
culture as a dynamic and strategic organisational asset. It calls for greater contextualisation in nonprofit cultural
studies, with special attention to post-crisis environments, digital workspaces and the influence of cross-sector
leadership experiences.
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Y uili ornsaoBili CTaTTi PO3rNagaeTbCs eBO/OLIA OpraHizauiiHoi KybTypu HenpmbyTkoBux opraHisauii (HMO)
B YMOBax Kpu3, LUnMpoBoi TpaHcdopmawii Ta cycninibHUX BUKMKIB XXI CcTONITTA. Ha OCHOBI MiXAMCUMNNIHAPHOTO
aHanisy, Wo OXOomn/e AK 3axifHi, TaK i yKpalHCbKi HAyKOBI [kepena, JOCILKYITbCA KNOYOBI KY/IbTYPHI eN1eMeHTH,
L0 chopMYIOTb iAEHTUYHICTL HENPUOYTKOBMX OpraHisaLlii, a Takox CTUAi NigepcTBa, ki CNpusoTb aganTauii, 3ryp-
TOBaHOCTI Ta CTiliKOCTi B yMoBax HecTabinbHocTi. Oco6/nBa yBara npuiiseTbCsl YKpaiHCbKOMY KOHTEKCTY, a came
BillHi, BO/IOHTEPCLKOMY pyXy Ta TpaHcopMalLii rpoMagaHCbKOro cycnifibeTaa. Lie x npuknagom Toro, sk KynbTypa
BMKOHYE CTabinidytouy Ta Mobini3auiiiHy gyHKLi. Takox 6y/10 BBOAEHHO NOHATTSA riGpMAHOT0 npodhecioHaniamy sk
BaXK/IMBOTO YMHHKKA, WO 00'€4HYE LIHHICHO BMOTVMBOBAHY AiS/IbHICTb 3 NPOMheciiHnMmn migxogamMm Ao ynpasiH-
HA. PO3rnagaloTbCsl TakOX afanTuBHe, eTUYHE, CUTyaTMBHE Ta NapTUCUnaTMBHE NiAEPCTBO SK KIKUOBI CTUAI, WO
dhopmytoTb OpraHisauiiHy KynbTypy. AKLUEHT POGUTLCS HA HEOBXiAHOCTI PO3BUTKY iHKMHO3MBHOIO Ta LjiHHICHO Opi€H-
TOBaHOro ynpasiHHSA, SKe BiAnoBigae BUKMKaM MOCTKPU30BOIO CYCMisIbCTBa. Y CTaTTi NPOMNOHYOTHCSA aBTOPCHKI
MipKyBaHHS LL0A0 (hOpMyBaHHS Ky/bTypy B yMOBaXx LchpOBOI B3aEMOJIT, 0OMEXEHVX PecypciB i BUCOKOI eMOLliii-
HOI Hanpyru. MigkpecnoeTbes, Wo kynbtypa B HMO € He cTaTuyHUM (DOHOM, a aKTMBHUM YMHHUKOM, LLO BNMBAE
Ha NPUIAHATTA pilleHb, 3rypTOBaHICTb KOMaHAU Ta CTpaTeriyHy rHyyKicTb. MeTogomMorisa fOCiIKEHHS I'PYHTYETLCA
Ha CTPYKTYpOBaHOMY aHanisi niteparypw, L0 BK/IKYAB CUCTEMATUYHWIA Migtip MKEpen 3a K/4HoBMMU CroBamu
(“nonprofit culture”, “adaptive leadership”, “Ukraine” Towo), 3 noganblUMM KOHTEHTHUM aHasli30M | TeMaTUYHKUM y3a-
ra/lbHeHHAM. [10 aHanisy Oynu BKAKYEHI HayKOBI MyO6ikaLil, a TakoX aHasliTUYHI 3BITU YKPATHCLKUX i MiXKHAPOLHUX
opraHi3auiii. Po6oTa TakoX BU3Ha4a€e NPOrasiMHN B HAYKOBIN NiTepaTypi Wwoao Kynbtypu B HMO y KOH(IKTHUX 30-
Hax, 3aK/IMKatum 40 pO3BUTKY SI0KaTi30BaHUX MOZeNe, Lo BPax0oByOTb NOAITUYHUIA, eMOLAHWIA Ta opraHisayinHmii
KOHTEKCT. TakUM YMHOM, LISt CTATTS € BHECKOM Y NEPEOCMMUCIEHHS POAi Ky/bTYpu SIK CTpaTeriyHoro pecypey Ans He-
npnByTKOBMX OpraHisawiii, ski 4itoTb B yMOBax HeCTabifIbHOCTI.

KniouoBi cnoBa: HenpuOyTKOBI opraHizauii, opraHisaujiiiHa KynbTypa, NigepcTBo, KPU30BUW MEHEMKMEHT,
YkpaiHa.
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Statement of the Problem. Organisational
culture has long been considered an essential
part of effective nonprofit management.
Defined broadly as a system of shared values,
assumptions and beliefs that govern how people
behave in organisations [17], culture influences
everything from daily operations and decision-
making to leadership and team dynamics. In
nonprofit organisations, where material rewards
are often limited and missions are socially driven,
culture assumes even greater importance [9].
It becomes both a motivational force and a
mechanism of internal cohesion, especially in
environments of uncertainty or crises [10; 18].
As the growing complexity of global crises,
ranging from pandemics and armed conflicts to
digital disruption, has significantly affected how
nonprofit organisations operate and sustain
their missions. Amid these challenges, the role
of organisational culture in shaping internal
resilience, staff cohesion, and public trust has
become more critical than ever. For mission-
driven organisations that often function with
limited resources and under conditions of high
volatility, culture is not merely a background
feature — it is a core driver of effectiveness and
adaptability.

In the nonprofit sector, particularly in regions
affected by conflict and systemic change such as
Ukraine, culture determines how organisations
navigate uncertainty, respond to community
needs, and maintain their legitimacy. However,
much of the existing literature continues to rely
on theoretical models drawn from the corporate
or public sectors, with limited attention to the
unique cultural dynamics of NPOs. Furthermore,
while leadership is often recognised as a
key determinant of organisational culture,
there remains a lack of clarity on how specific
leadership styles influence cultural development
during crisis. This problem is compounded by
a relative lack of empirical and context-specific
studies in Eastern Europe, where nonprofits are
often deeply embedded in civil society activism,
hybrid governance models, and volunteer-based
networks. The cultural dimensions that sustain
NPOs through crises, such as collective identity,
shared values, and ethical leadership are under-
theorised and poorly documented.

It has been observed how traditional
frameworks often fall short in capturing the
hybrid nature of nonprofit leadership and values
under pressure. In this article, | aim to position
culture not only as an analytical category but
also as a lived practice, one that enables NPOs
to maintain coherence and meaning even under

extreme external disruption. This article seeks to
address these theoretical and empirical gaps by
proposing a more dynamic, leadership-informed
understanding of nonprofit organisational culture
in crisis settings.

Analysis of Recent Research and
Publications.  Organisational  culture in
the nonprofit sector has been the focus of
growing academic attention, with researchers
highlighting its central role in shaping motivation,
governance, and performance. Foundational
studies by Schein [17] conceptualise culture
as a learned set of shared assumptions that
guide behaviour and are transmitted through
organisational life. Hofstede [12] offers a
comparative lens by outlining cultural dimensions
that vary across contexts, while Cameron and
Quinn [7] developed the Competing Values
Framework to demonstrate how different types
of organisational culture align with internal goals
and operational modes.

In the nonprofit context, values such as
altruism, justice, inclusion, and service-orientation
are often at the core of both mission and identity
[18; 8]. Scholars note that these values influence
not only interpersonal relationships within
organisations but also leadership practices,
volunteer engagement, and public legitimacy
[10; 2]. Leadership research has increasingly
focused on patrticipative, ethical and adaptive
models that reflect the collective, horizontal, and
often informal structures common in nonprofits
[11; 14; 20].

Despite this growing body of literature, major
gaps remain. Much of the theoretical foundation
is drawn from private and public sectors, making
it less applicable to grassroots, hybrid, or crisis-
affected nonprofits. Regional gaps are also
significant. For instance, Eastern Europe, the
South Caucasus and other conflict-prone areas
are still underrepresented in scholarly work.
Studies that do exist tend to be descriptive
rather than analytical and often do not
examine culture as a strategic asset shaped by
leadership.

To build this article, a structured integrative
literature review was conducted, following
Torraco's methodology [19]. This approach
included a combination of peer-reviewed journal
articles, regional case studies, policy reports,
and nonprofit sector analyses. | focused on
studies published since 2000, with preference for
sources addressing cultural change, leadership
and resilience in nonprofit organisations.
Databases consulted included Scopus, JSTOR,
Web of Science, and Ukrainian analytical
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platforms (such as the Zagoriy Foundation and
Ukrainian Prism).

Importantly, a cross-comparison of Western
and Ukrainian was made to identify both
overlapping insights and culturally specific
dynamics. In doing so, we can critically evaluate
not only what organisational culture is in theory,
but how it is constructed and lived in practice.
Particularly in settings where external crises
challenge the normative and functional integrity
of the nonprofit model. This approach allowed to
build a contextual, multi-layered understanding
of how culture and leadership intersect in
moments of instability.

Highlighting Previously Unresolved
Parts of the Overall Problem. While existing
scholarship has developed important conceptual
models for understanding organisational
culture, such as Schein’s definition of shared
assumptions [17], Hofstede’'s comparative
cultural dimensions [12], and Cameron and
Quinn’s Competing Values Framework [7]. Still,
much of this research remains rooted in corporate
or public-sector paradigms. These models often
fall short in capturing the complex realities faced
by nonprofit organisations operating under
crisis conditions, especially in conflict-affected
contexts like Ukraine.

Moreover, despite the recognition that
values such as altruism, justice, solidarity
and participatory engagement are central to
nonprofit identity [18], these dimensions are
frequently discussed in abstract or normative
terms, without sufficient analysis of how they
are enacted, transformed or challenged during
periods of intense disruption. Research that does
explore nonprofit responses to crisis, such as the
COVID-19 pandemic or the Russian invasion of
Ukraine, tends to focus on operational resilience
or service delivery adaptation [7; 3], rather than
deep organisational culture change.

Another unresolved issue is the interaction
between leadership styles and cultural
development in NPOs. While adaptive,
participative, and ethical leadership theories
have been applied to nonprofit settings [12; 14;
20], few studies systematically investigate how
these styles actually contribute to the shaping
and sustaining of resilient cultures in the face
of crisis. For example, in Ukrainian nonprofits
that emerged from grassroots activism,
leadership is often distributed and informal, yet
the literature does not adequately address how
such leadership structures influence cultural
norms, cohesion or symbolic meaning-making
in organisations under duress.

The Ukrainian nonprofit sector, particularly
since 2014 and even more so following the full-
scale invasion in 2022, presents a compelling
empirical case for rethinking how we define
and study culture in mission-driven, crisis-
oriented institutions. However, it remains
underrepresented in international scholarship,
with only a limited number of regionally grounded
studies, such as those by Lutsevych [14],
Boyko [3] and Boichak and McKernan [5],
that explicitly link leadership, culture and civic
resilience.

This review article reveals a lack of
longitudinal and  ethnographically-informed
studies that trace cultural evolution across crisis
phases. Much of what is known about nonprofit
adaptation comes from surveys or one-off
case studies, which provide snapshots rather
than developmental insights. Moreover, the
digital transformation of nonprofit workspaces
has introduced new cultural tensions that are
only beginning to be explored in the academic
literature [15]. It is clear that existing theories
fail to account for hybrid professionalism,
where nonprofit staff operate with both
activist and managerial logics [3], or for the
emergence of care-centered and trauma-
informed organisational cultures, particularly
in organisations working with displaced or
highly vulnerable populations [16]. These are
not merely operational innovations- they reflect
deeper cultural shifts that remain analytically
underexamined.

Therefore, this article aims to illuminate these
gaps by conducting a structured, integrative
literature review to examine the interaction
between leadership and culture during a crisis.
The aim is to move beyond prescriptive models
and toward a more grounded understanding
of organisational culture as a strategic, lived
and evolving phenomenon in  nonprofit
organisations today.

Formation of the Objectives of the Article.
Given the limitations in the current literature,
especially the lack of context-sensitive, crisis-
responsive models of nonprofit organisational
culture, this article sets out to investigate
how cultural frameworks within NPOs are
constructed, maintained and transformed in
times of instability. It aims to do so by placing
special emphasis on the leadership mechanisms
that shape those cultures in post-crisis or high-
volatility environments.

Building upon the conceptual contributions
of Schein [17], Hofstede [12], and Cameron and
Quinn [7], as well as region-specific insights
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from Ukrainian nonprofit development [14; 3; 6],
this article has the following objectives:

— To synthesise theoretical models of
nonprofit organisational culture and leadership.

— To explore the intersection between
leadership styles (adaptive, participative,
situational, and ethical) and organisational
cultural transformation in crisis contexts.

— To identify recent -cultural shifts in
nonprofit organisations caused by global crises,
war, and digital transformation.

— To contextualise these developments
within the Ukrainian nonprofit sector as a living
case study of culture-driven resilience.

This work contributes to the development of a
more dynamic, locally grounded understanding
of nonprofit organisational culture that goes
beyond Western-centric models. In doing so,
it offers insights for scholars, practitioners and
funders invested in the strategic potential of
culture in nonprofit governance and adaptation.

Plan of Analysis. To achieve the objectives
above, | conducted a structured integrative
literature review based on Torraco’s guidelines
[19], which support the systematic synthesis of
theoretical, empirical and applied sources across
disciplines. My review process included several
stages: definition of criteria, selection of sources,
thematic coding, and critical analysis.

In total, 48 sources were initially identified.
After applying relevance, quality and duplication
filters, a final set of 25 key sources was included
in the analysis.

Through comparative reading, coding and
synthesis, | identified key themes such as
cultural hybridity, care-based leadership, digital

disruption, and the symbolic function of culture
in mission retention. These themes structure the
summary of the main research material in the
next section.

Summary of the Main Research Material.
Nonprofit organisational culture is rooted in
values such as altruism, justice, solidarity and
service, which underpin both mission and
identity [18]. Norms of participatory governance,
trust-based communication, and volunteer
involvement form the core of internal dynamics
[1]. Compared to private organisations, NPOs
operate with fewer formal structures but higher
normative expectations, facing the complex task
of balancing the interests of donors, beneficiaries,
and their teams [12; 17].

Based on the analysis of Ukrainian NPOs,
several cultural features stand out. First, hybrid
professionalism, where staff act both as activists
and professionals, this is especially prominent in
large-scale nonprofits. This dual role enhances
flexibility and purpose but also creates internal
tension between mission passion and formal
accountability [3; 14]. Second, digitalisation has
altered communication and rituals. According
to the Zagoriy Foundation (2022), nonprofits
have adapted to hybrid work, but this has
challenged cohesion and informal learning.
Many organisations responded by creating
new digital rituals such as virtual check-
ins or digital storytelling to maintain cultural
continuity [3; 22].

Next, crises such as COVID-19 and the
war in Ukraine have not only disrupted but
also transformed cultures. In our view, many
Ukrainian NPOs have shifted from operational

Table 1
Selection Criteria and Source Evaluation
Stage Criteria Applied Explanation
Emphasis on leadership,
1. Source Peer-reviewed journals, NpO reports, |organisational culture, nonprofit

Identification regional policy analyses

management, and post-crisis
resilience

2. Time Range

Published between 2000-2024
(exceptions for classical theories)

To reflect both foundational
and current developments

3. Geographic

Global with emphasis on Eastern

To balance universal insights with local

adaptation

Focus Europe and Ukraine relevance

- Organisational culture, leadership -
4. Thematic - S Coded thematically for relevance
Focus styles, crisis response, digital to nonprofit sector-specific issues

5. Methodological
Validity

methods reports

Inclusion of empirical studies,
theoretical frameworks, mixed-

Ensures a balance of conceptual
and applied perspectives

Source: generated by the author
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efficiency to cultural resilience by emphasising
care, flexibility and inclusive leadership. Staff
wellbeing, psychological safety, and empathy
have emerged as cultural pillars, particularly
in organisations supporting displaced or
traumatised communities [15; 16].

Leadership is the primary mechanism
through which these cultural shifts are anchored.
Situational leadership, based on Hersey and
Blanchard’'s framework, allows leaders to
adapt behaviourally, for instance, moving from
directing to supporting depending on team
maturity [4]. Based on this comparative review of
the literature and Ukrainian nonprofit practices,
we can observe that effective leadership in
crisis does not follow a single model. Instead,
cultural resilience emerges when leadership
styles are flexibly blended with attention to
values, community expectations and real-time
challenges. Moreover, this flexibility helped
sustain services during blackout periods and
then transition to rebuilding phases.

Participative leadership, aligned with post-
Maidan civic norms, supports inclusiveness and
shared responsibility [20]. Lutsevych [14] argues
it strengthened mobilisation and accountability.
We can observe similar dynamics in Kyiv-based
organisations where team members co-created
strategies, leading to higher ownership and
democratic alignment.

Adaptive leadership, as described by Heifetz
[11], is especially relevant in war-affected
settings. Rather than enforcing fixed plans,
leaders cultivate environments for problem-
solving and experimentation. This leadership
style complements hybrid professionalism,
allowing for rapid response while upholding
mission-driven values.

Ethical leadership serves as the moral
anchor. In contexts of extreme uncertainty,
ethical behaviour maintains trust and legitimacy
[9]. Leaders who practice transparency and
fairness through open budgeting or collective
reflection, can help prevent mission drift and
sustain cohesion [13; 21].

According to our analysis, effective
nonprofit leaders in Ukraine blend these styles
dynamically, depending on cultural, operational
and emotional conditions. Culture is not only
what an organisation believes, but it is how
people behave when under pressure. The crisis
has revealed that adaptive, participatory and
ethical practices are not simply idealistic, but
essential for resilience and continuity. As such,
culture in nonprofit settings is not fixed, it is
cultivated, challenged and reinvented through
everyday decisions, especially in times of crisis.

Conclusions.  Nonprofit  organisational
culture is not static- it is dynamic, negotiated
and deeply embedded in mission, context, and
leadership. Amid rising complexity and global
crises, culture serves as both a compass and a
cushion. It guides behaviour, fosters resilience,
and sustains identity through disruption.

Drawing on this structured analysis of literature
and Ukrainian civil society organisations, we
can argue that culture evolves most effectively
when leaders embody shared values and
when organisations maintain  coherence
between their mission and their methods even
in digital or post-conflict settings. This review
contributes to the theoretical and practical
understanding of nonprofit culture by proposing
a context-sensitive, leadership-informed model.
It underscores the importance of investing
in values-based leadership, cultural rituals,
and hybrid organisational practices that allow
NPOs to remain both grounded and resilient.
To build stronger and more equitable nonprofits,
practitioners and scholars must approach culture
as a living system, one which is responsive to
context, shaped by leadership and animated by
shared values.

Future work should further explore how
culture is co-created within communities under
pressure and how emerging digital and care-
based practices are redefining the nonprofit
ethos. As this article shows, in times of crisis,
culture is not just what organisations preserve,
but it is also how they adapt, survive and lead.
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