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IS IT NECESSARY TO CHANGE ORGANIZATIONAL CULTURE?
SLOVENIAN-SERBIAN EXPERIENCE

Organizational culture is one of the strategic factors which significantly determine perform-
ance and the possibility to achieve organizational goals. It has strong impact, especially in the
process of initiating and carrying out organizational changes, which are inevitable in order to over-
come the consequences of the global economic crisis. The paper includes the results of the research,
which has been conducted to analyze the characteristics of organizational cultures of the companies
in Serbia and Slovenia. Also, the paper accentuates the necessity of organizational culture change
5o an organization is able to preserve and improve its competitive position in the environment of
radical changes and recession which has spread all over the world.
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Becna Crosnosiu Anekciu, 31arko Heaenbko, BiOJ!’eTa JlomaHOBiY
YU HEOBXIZTHO 3MIHIOBATU OPTAHIBALINHY KYJIBTYPY?

CJIOBEHCBKO-CEPBCHKMI JJOCBIJL

Y cmammi npodemoncmpoeano, wio opeanizauiiina Kyivmypa — 00un i3 cmpameiMHux
YUHHUKIG, AKI GU3HAMAIOMb pe3yabmamu OiSAbHOCMI KOMNAHIl | MOMCAUGICMb 00CAHEHH
opeanizauiinux yisei. Bona mae cuavnuil enaue, ocobaueo 6 npoueci iHiuir06anHs i 6UKOHAHHA
opeanizauilinux 3MiH, AKI HCUMMEBO HEeOOXIOHI 0451 NOVVAAHHA HACAIOKI6 C8IMO0BOI eKOHOMIUHOT
kpusu. Haeedeno pezyavmamu docaidncenns, sxe 06yi0 npogedenHo 3 Memoi aHaizy
ocobaueocmeil opeanizauiiinux Kyaomyp y xomnanisx Cepoii i Caoeenii. Taxoxwc niokpecaeno
HeoOXiOnicmb 3MiHu opeanizauitinoi Kyavmypu, wo6 oamu op2anizauii moycaugicmo 36epizamu i
nokpawyeamu it KOHKYPEHMHe NOAONCEHHA 6 Cepedosuldi paduKalbHux 3MiH mMa eKoHOMIMHO020
cnaoy, wo NOWUPUGCs NO 6CLOMY CIMmY.

Karwuosi caosa: opeanizayis; opeanizayiiina Kyabmypa; 3minu; pesyibmamu OisAbHOCMI
opeawizayii.
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HEOBXOAUMO JIU UBMEHATDb OPTAHU3AIIMOHHYIO

KYJIGTYPY? CJIOBEHCKO-CEPBCKUH OIBIT

B cmamve noxazamo, wmo op2aHU3AUUOHHASL Kyabmypa — OOUH U3 CHIPAMeUHecKux
gaxmopos, Komopovie onpedeisrom pe3yabmamvl 0essMeAbHOCHU KOMRAHUU U 803MONCHOCHLb
docmuenus opeanu3auuonnvlx yedeii. Ona umeem cuavhoe eausinue, 0co0eHHO 6 mpouecce
UHUUUUPOBAHUS U 6bINOAHEHUS. OP2AHUIAUUOHHBIX USMEHEHUIL, KOMOPble HCUSHEHHO Heo0X00uMbl
04151 nPe00oAeHUsL NOCACOCMEULl MUPOBO20 IKOHOMUYecK020 Kpusuca. ITlpusedenvt pesyabmamot
UCCAe006aHUsL, NPOGEOCHHO20 C UEAbI0 AHAAU3A OCOOEHHOCHEl O0pP2AHUIAUUOHHBIX KYAbMYpP 6
komnanusax Cepouu u Caoeenuu. Taxxnce noouepknyma HeoOX00UMOCHb UIMEHEHUS
OP2aHU3AUUOHHOU KYAbMYPbL, ¥MO00bl 0aNb 0P2AHU3AUUU 603MONCHOCINb COXPAHAMD U YAVHULANTD
ee KOHKYpeHMmHOe Noa0XceHue 6 cpede PAOUKAAbHBIX UMEHEHUN U 3KOHOMUYEeCK020 cnaod,
PACRPOCMPAHUBULE20CSL 1O 6CEMY MUP).
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Introduction. Organizational culture is one of the strategic factors influencing
economic performance and organizational goals. Its impact is especially strong in the
process of initiating and carrying out organizational changes, which represent a con-
dition for successful overcoming the consequences of the global economic crisis.
Organizational culture determines the creation of the cognitive schemes of employ-
ees, supports their internal integration, identification with organizational values,
team work, but it also influences the way organization's goals and vision are defined.
Interdependence of organizational performance and leadership is to a high degree
realized through organizational culture; actually, it emerges as the most significant
intermediary of that. In order to implement the process of organizational changes
successfully, organizational culture must be based on the values which incorporate
inclination to changes, otherwise it would be necessary to redefine and adapt it before
the initiation of changes.

Contemporary organizational structures of organizations operating in former
transitional economics are the result of incapability of the traditional models to adjust
to challenges and changes, are characterized by high flexibility, which would not be
achievable without innovation and redefinition of the existing organizational culture.

Although in recent years many elements in organizational culture have been
changed, there is still a need for many changes. The goal of this paper is to indicate
these changes, and to prove that in the global economic crisis environment, it is nec-
essary to adapt the fundamental values the organizational culture is based on, and
redefine them according to new principles, which promote adaptability, teamwork
and participative leadership style.

The paper includes the results of the research conducted with the goal to analyze
the characteristics of organizational culture of the companies operating in two tran-
sitional economies, Serbia and Slovenia and to point out the changes to be imple-
mented in order to preserve and improve the competitive position in the environment
of radical changes and recession which has spread all over the world.

The importance of organizational culture. The essential elements of the culture,
value, belief and basic assumption, as rooted attitudes of what is right and desirable,
and what is wrong and undesirable, represent the reflection of perception of reality
and, at the same time, affects the way it is interpreted. A person forms the most val-
ues in the early age, and many of them are suppressed deeply in the subconscious,
from where they direct his/her attitudes and actions. Values and beliefs constitute the
basis for decision-making, estimates and judgments, but also represent foundation for
ethical code establishment and are used as the standard for different forms of moral
judgments. They are often linked with the expressed emotions and represent a strong
driving mechanism for the behaviour of organization's members. That is why the
strong value and belief system, which constitutes organizational culture, can largely
make it easier, but it can also entirely block the process of necessary organizational
changes, depending on the orientation of cultural values, as well as on the capability
of a leader to manage those values.

Decision-making is under the influence of the dominant system of values, beliefs
and basic assumptions, which consciously or unconsciously affect the choice of alter-
natives. If a company has adopted values, which emphasize openness, flexibility and
inclination to changes, it will be faster in identifying impulses in the environment,
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which indicate the need for change, and it will easily make a decision to initiate the
wanted change. On the other hand, an organization with overstressed values of stabil-
ity and avoiding risks will overlook the warning signals, and its leaders will not notice
the need for change on time or will ignore such a need completely.

Organizational culture influences the process of defining the need for change. It
determines the way a company scans its environment, defines its position in it and
estimates its own resources. The culture affects the way events are perceived and
interpreted, it determines the nature of a company's reaction to certain events
(Janicijevic, 1998: 144). Organizational culture contributes to formation of mental
schemes of employees, which serve as special filters for interpretation of situations. It
is considered that people have tendency to ignore those occurrences and events,
which are not in accordance with their mental schemes, so that is why they are per-
ceived with more difficulties or misinterpreted. The capability of leaders and other
members of an organization to register and interpret the events, which signal the
necessity for changes, depends on what values and beliefs are dominantly incorporat-
ed into their interpretative schemes.

Establishment and functioning of teams for changes is easier if there are com-
patible systems of values and beliefs between potential members. These systems pro-
vide mutual referential framework for interpretation of the reality, thus reducing
potential conflicts and facilitating collaboration. Organizational culture makes the
teamwork easier, so the teams formed from the members whose cultural models coin-
cide are better in facing the challenges of organizational changes, than those whose
dominant values are different. Since many formal mechanisms of coordination are
disturbed in the process of changes, the strong and consistent system of values, incar-
nated in organizational culture, can serve as their adequate replacement.

Although the process of formulating the vision of organization is a creative act
which requires a lot of inventiveness and intuition, it is to a great extent based on the
values which are deeply rooted in the leader's conscience and which direct his/her
way of thinking and judgment, and thereby impact the formulation of new organiza-
tion's vision. Strong organizational culture determines not only the selection of new
organizational vision, but it also enables employees, by sharing mutual values, to
develop strong team spirit and sense of belonging to organization, thus supporting the
process of identification. Identification with organization provides the sense of pur-
pose and boosts motivation, which is of great importance in the process of changes,
which require high degree of dedication and commitment. The sense of belonging
reduces the level of anxiety and stress, giving people security in the circumstances
filled with uncertainties, vagueness and insecurity.

The internal integration of the personnel and their adaptation to external envi-
ronment are the most significant functions of organizational culture. The culture
helps members develop the collective identity and mutually cooperate in the most
effective way. It manages everyday activities, determines the method of communica-
tion in an organization, determines which behaviour is acceptable etc. The culture
also influences the way an organization reacts to the impulses from the environment,
the way in which specific goals are selected and strategies are defined, as well as the
way in which an organization is facing the challenges of competition and changes in
any segment of the environment. Organizational culture is the factor which keeps the
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members of an organization together, making them a community, instead of a group
of isolated individuals.

Only changes based on organizational values that are highly consistent with indi-
vidual values of the members of an organization can be implemented without signif-
icant changes in the dominant culture. Every form of more radical changes requires
organizational culture change. The changes, necessary to happen in the environment
of the global economic crisis, which are based on the values significantly different
from the existing ones, can be successful and complete only if the existing organiza-
tional culture is changed at the same time of the implementation of these changes.
Strong organizational culture contributes so much to faster implementation of
changes, only when it is the culture based on the values incorporating inclination to
changes. This becomes especially important if we consider the fact that organization-
al culture represents one of the segments most tightly connected with almost all
dimensions of organizational architecture.

Research results from Serbia and Slovenia. In the attempt to examine the char-
acteristics of organizational cultures within Serbian companies in the environment of
organizational changes, a research was conducted using the sample method, encom-
passing 20 randomly selected companies of different scope of work, size and owner-
ship. The data were collected by the method of a poll, using in advance created ques-
tionnaires filled in by 500 respondents. An examination of characteristics of organi-
zational culture in Slovenian organization was a part of the comprehensive research
on the influence of employees' personal values on their behaviour in organizations.
The data were obtained through computer assisted telephone interviewing (CATI) of
employees in Slovenia, based on random sampling 500 organizations were contacted,
while we obtained 260 answers from employees. The sample meets the basic criteria
for the obtained data (i.c., represents a relatively representative regional coverage;
met the basic-activity structure of Serbian and Slovenian organizations, with a good
fit to the industry-based structure of Serbian and Slovenian economies). All members
participated voluntarily. In our study, we compared the results from Serbia and
Slovenia.

The goal of the research was to determine how employees feel about changes,
what are the most significant reasons for resistance to changes, what are the most
important mechanisms of motivation and power, what is the leaders' relationship
towards team work, creativity and individual initiative, how much is employee par-
ticipation in decision-making supported, what are the dominant characteristics of
leadership styles in their companies, what characteristics of a leader are preferred by
employees and if leaders of domestic companies are capable to rise to the challenges
of the crisis which they are facing.

Based on the data received within the research, it was determined that there is a
high level of readiness of employees to take part in organizational changes. Answering the
question: "Would you agree to take part in the process of radical changes with uncer-
tain outcome, but with a potential for improvement of the company or you personal-
ly?" 78% of the respondents in Serbia said "yes", while 22% said "no". This result is
logical, since the companies have been dealing with many different problems previ-
ously, and especially now in the environment of the global economic crisis, thus orga-
nizational changes come as a necessity. This is confirmed by the fact that the highest
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level of readiness for changes was shown by the workers of those companies, which
operate poorly and are at the edge of existence.

In Slovenia, more than half of the employees (57.7%) think that management is
very benevolent to changes in organization, and 36.5% that it moderately supports
changes. Only, 5.6% of the employees see management as unfavourable to changes.
Regarding to the uncertainty, it is evident that more than half of the employees
(57.4%) see management as medium risk-taker. 31.2% of the employees see as very
risk preferable, while 11.6% as very risk aversive.

The highest number of the respondents in Serbia, 51%, answered that for imple-
mentation of changes in the organization the most important is to have a clear vision of
the future. Others thought that participation of all employees in changes is the most
important (36%) and support of a leader in their implementation (13%). This con-
firms the significance of a leader for implementation of changes, considering that the
creation of a vision is one of the most important roles of a leader, but it also shows that
members of organizations want to be involved in changes and be consulted on mak-
ing important decisions.

Among factors for realization of changes, Slovenian employees consider man-
agement openness to knowledge and ideas of other employees as the most important
factor followed by collaboration between management and employees, so it is similar
in both cultures.

Considering the standard classification given by Harrison (1972), the organiza-
tional culture of roles dominates in most of Serbian companies. Namely, 61% respon-
dents stated that the most important thing in their companies was to follow estab-
lished rules, procedures and standards. At the second place (22,7%) is doing the job
efficiently and expertly, which implies the culture of tasks, while 9% stated that the
most important was to respect the manager's decisions regardless all other things,
which is the equivalent of the culture of power. Only in 7.3% cases the most impor-
tant was individual development of employees, which can be considered as the cul-
ture of support, and that is, logically, the least represented culture in Serbian compa-
nies.

Employees' tasks in Slovenian organizations are relatively exactly defined, indi-
cating that supervisors give subordinates very precisely commands about their work.
54.6% of the employees think that their supervisors precisely define their tasks. 30.7%
of employees think that their tasks are moderately defined, while only 14.6% think
that their tasks are very broadly defined. Those results indicate that, based on
Harrison typology, in Slovenian organizations especially the culture of role and the cul-
ture of tasks, are present, as in Serbian organizations as well.

Out of the total number, 57% respondents in Serbia stated that creativity and
individual initiative are little appreciated in their company, and 29% — that they are not
appreciated at all. That is the total of 86%, which is a very disturbing result. Only 14%
respondents stated that management is highly more willing to accept ideas and
knowledge of employees. Again, those are the most successful companies, which tell
us that valuing personal initiative is probably the factor that contributes to their suc-
cess. These data show that Serbian leaders insufficiently use the potentials of their fol-
lowers, which can be a significant improvement of business operations, especially in
the process of adjusting organizational culture when creative ideas are needed.
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In Slovenian organizations, almost 70% of the employees (i.e., 69.2%) see man-
agement as very open to knowledge and ideas of other employees, while only 2% of
the employees see it as unfavourable to knowledge and ideas of others. Regarding col-
laboration, more than 90% of the respondents characterized collaboration between
management and employees as moderate (51.9%) or very strong (41.9%). Only 6.2%
consider collaboration as very weak.

The comparison of the findings in both countries differs significantly. It is evi-
dent that in Slovenian organizations management is highly more willing to accept
ideas and knowledge of employees, than their counterparts in Serbian organizations
are. Regarding appreciation innovativeness, creativity, and individual initiatives, the
pictures in Slovenian and Serbian organizations are inverse. While more than 90% of
the employees think that innovativeness is at least moderately appreciated, in Serbian
almost 90% think that innovativeness is very little appreciated.

The research showed that the teamwork was not practiced very widely in Serbian
companies. In 55% of the companies, it is practiced very little, while in 17% of them
it is not practiced at all. Only 28% respondents stated that the teamwork is widely
practiced in their companies, and that is mainly the case in very successful compa-
nies. These results are disturbing, because modern organizational structures are more
and more based on teamwork and classical organizational units are transformed into
multifunctional teams of high flexibility and mutual connection.

In Slovenian organizations team working slightly prevails over individual task
performing. About half of the employees think that both main possibilities for carry-
ing out the work are equally represented in the organizations. 34.2% think that team-
work prevails, while 13.8% think that individual work prevails.

Serbian companies are also characterized by the misbalanced distribution of
power, because 83% respondents stated that the power was extremely unevenly dis-
tributed through the organizational parts of their companies. This implies strong hier-
archical structure and higher centralization in decision making, which is, also, not in
accordance with the contemporary trends in organization design.

For Slovenian organizations it is significant that management authority is dele-
gated to employees. Slovenian employees think that management still have a great
authority, but also that employees have some authority, which has been delegated to
them (50.4%). 25.7% of the employees think that only management has authority,
while 23.9% think that authority is to a great extent delegated also to employees.

Concerning organizational structure, research in Slovenia implies structure
somewhere in the middle between hierarchical and flat structure. 24.6% perceived
organizational structure as flat, while 28.8% as traditional. Others (46.5%) perceived
it as a combination of both structures. Respondents also perceive that their organiza-
tion has a lot of management levels in comparison to organizations of same size.
Employees perceived that their organizations are more centralized then decentral-
ized. 41.9% of the employees think that organizations are heavily centralized, 40.8%
— that in organizations centralization and decentralization intertwined, while 17.3%
think that structure is flat.

A great tendency of management to define precisely tasks for their subordinates
in Serbia and Slovenia has its roots also in previous systems in these countries, where
only "the bosses have right to decide". Managers did not trust employees. As a result,
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employees did not have any responsibility. A comparison reveals that team working is
in both samples "underused”. In Slovenian organizations it is present, while in
Serbian organizations individual work is still more prevalent.

Evident is that power and authority are in Serbian organizations more concen-
trated in the hands of management, while in Slovenia there is a tendency of employ-
ees' empowerment. This is supported with more hierarchical and centralized organi-
zation structure in Serbia than in Slovenia.

The majority of leaders in Serbia are mostly focused on giving orders and con-
trolling if tasks have been carried out (60,6% of them), while only 7,4% are focused
on support and development of better interpersonal relations and 32% are trying to
get all employees involved in the process of mutual problem solving.

In Slovenian organizations, management is dominantly focused on achieving
results, over needs of their employees. More than half of the employees (54.2%) think
that management is focused only on achieving organizational goals. While only 3.8%
think that management is primarily focused on employees and their needs.

Regarding the trade-off dilemma of management between achieving organiza-
tional goals and focus on employees and their needs, it is evident that in both coun-
tries prevails management orientation on achieving organizational goals.

In the context of researching domination of leaders’ power in Serbian companies,
the conclusion was that personal had a small advantage over positional. Thus, 38%
respondents, when asked why they were ready to obey the orders of a manager,
answered that it was because he was on a higher position, 32% said it was because they
valued his expertise and capabilities, 19% stated it was because they believed in his
human and moral qualities and 11% because of the fear that they would be punished
if they did not carry out those orders.

Management in Slovenian organizations mainly rely on their personal power.
More than half of employees (51.2%) think that management base their power on
their knowledge, expertise, and charisma, while 42% think that management uses a
combination of personal and positional powers when leading. Only 6.9% think that
management relies only on positional power by their leadership.

Slovenian results reveal that management authority and power is dominantly
based its personal power, so in Serbian companies, where conclusion was that per-
sonal had a small advantage over positional power.

Conclusion. Even though some of the findings in both countries differ signifi-
cantly, if we summarize the research results, we can conclude that the existing lead-
ership styles and behaviour patterns in both countries are still far from transforma-
tional leadership, which is the key driving force for organizational changes and orga-
nizational culture change. Considering the fact that the followers have developed
awareness about the necessity for changes and that, relative to that awareness, their
inclination towards changes has significantly increased in the recent years, it is clear
that the companies have perceived changes as the necessity and that, therefore, the
leaders have the responsibility to make greater efforts, through modification of their
behaviour, for their successful implementation.

The research, with the results presented in this paper, proves the connection
between the characteristics of Serbian and Slovenian companies' organizational cul-
ture on one side, and national specifics and based on them, established prevailing val-
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ues of employees on the other side. Serbian and Slovenian national culture, which is
characterized by high distanced power, collectivism and low tolerance for uncertain-
ty, in most cases implies bureaucratic organizational culture characterized by strong
hierarchy, strict respect for rules and procedures, prevailing centralization of deci-
sion-making and very low inclination towards changes, or very strong resistance to
their implementation. However, when answering the direct question, relatively high
percentage of the employees says they are ready for changes, if a majority of other
employees take part in them, which suggests a high level of collective spirit.
Contradiction lies in the fact that, contrary to this collectivism, the research results
show that teamwork is not a common practice in the most of organizations, as well as
that there is insufficient validation of creativity, personal initiative and enterprise,
especially in Serbia.

Employees' low tolerance to uncertainty and high degree of preference to clear-
ly structured vs. creative work tasks, implies not only domination, but acceptability of
directive leader's behaviour as dominant in the companies in both countries (although
in Slovenian organizations democratic leadership style has become more important
recently).

The main problem in both countries is high uncertainty avoidance and lack of
innovativeness. In terms of reducing the gap between most innovative organizations
and organizations in transitional economics we can sum up that institutional frame-
work for innovativeness — outlined in innovation policy — is adequate, also in soci-
eties having in majority less innovative organizations (e.g., Slovenia and Serbia as
transition countries). One crucial obstacle is the level of management innovativeness.
In that framework readiness of management for innovative activities is of huge impor-
tance — i.e., innovative thinking, working, and behaviour.

Comparison of the findings in both countries reveals that the employees in both
samples are willing to participate in processes regarding radical changes. However,
the results of this benevolence to changes had not yet turned into actual results — i.e.,
more innovative work and behaviour of organizations and employees.

The results clearly show that it is necessary to focus the efforts on creating adap-
tive organizational culture, capable to respond to radical changes in the environment
and capable to overcome resistance through stimulating flexibility, creativity, teamwork
and openness to changes.
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