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The objective of the article is to examine the degree to which na-
tional culture and/or the business sector are influencing factors in
organization culture change. Furthermore, this paper aims to de-
termine whether the strengths of these factors differ in two na-
tional cultures. The subsequent hypothesis was tested on a sam-
ple of mainly Northern-Hungarian and Transylvanian Romanian
organizations to establish whether there was a basis for conduct-
ing further research. If our hypothesis is correct, significant cul-
ture change is under way in the region.
The study analyzes whether cultural changes took place differ-
ently in production, service and public organizations in the dif-
ferent transition economies.
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Introduction

Following the social-economic changes in the post-communist sys-
tem, many studies have been written to capture the changing cul-
ture of Hungarian organizations. These studies either demonstrated
the current situation as a snapshot (Branyiczky 1989; Máriás 1989;
Hofmeister and Bauer 1995; Simon and Davies 1995; Jarjabka 2002),
or focused on the challenges of collaboration in organizations with
different cultural backgrounds (Child and Markóczy 1993; Meschi
and Roger 1994; Poór 1995; Gaál, Szabó and Lukács 1996; Primecz
and Soós 2000). Other authors have defined the characteristics of
subcultures of Hungarian organizations (Bokor 2000). Detailed stud-
ies have also been undertaken to trace the change process of strate-
gic consciousness and the methods of strategic planning (Balaton
1994; 2003).
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The most recent and internationally comparative empirical stud-
ies were carried out in the framework of the globe project (Brod-
beck, Felix and Frese 2000) which provides a firm ground for fur-
ther examination of Eastern-European and more specifically Hun-
garian cultural characteristics (Bakacsi and Takács 1997; Bakacsi
1999; Bakacsi et al. 2002; Karácsonyi 2006; Toarniczky 2006).

This study intends to capture the change process of organizational
culture. An empirical model and a related questionnaire served as
the basis for this empirical study. The survey was first carried out in
Hungary, specifically in the Northern-Hungarian region, which used
to be the centre for heavy industry in the communist era. It was as-
sumed that the features of cultural change would be more evident in
such social-economic environmental situations. The survey was then
extended to regions with a similar background in the neighbouring
countries (Romania, Slovakia, Ukraine). From amongst these, the re-
sults of the Romanian survey were validated for statistical compari-
son with the Hungarian one.

In this paper the model and its theoretical framework is intro-
duced, followed by a primary analysis of the findings of the Hungar-
ian survey and a comparison with the Romanian results. The final
part considers the results of the secondary analysis in terms of the
typical phenomena of cultural changes in the given samples.

the research model

Based on the theoretical analyses of the possible reasons for change
in organizational culture (Sathe 1985), the role of leadership in the
change process (Schein 1992; Nahavandi and Malekzadeh 1993),
the types of cultural changes and cultural leaders (Trice and Beyer
1993), and empirical experience of change in Hungarian organiza-
tional culture (Heidrich 1999) a model was constructed to synthesize
the possible factors influencing cultural change. It is not the inten-
tion of this study to differentiate between the intensity of these fac-
tors in the change process. The factors that influence culture change
can be seen in figure 1.

leadership

The role of the leader has an influence in creating and changing
corporate culture. This is achieved by defining behavioural norms
and decision making methods as well as through decisions which
affect the organisation’s value system.

Studies examining the role of the leader assert that the leader
has a significant impact on the shaping of corporate culture. Schein
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figure 1 Factors influencing culture change

(1985) and Nahavandi and Malekzadeh (1993) observed a ‘cultural
creator’ role of the leader, when founding an organization. The cri-
teria put forward by Schein (1985) that measure whether the leader
had a definite impact on the culture are as follows: If the leader’s vi-
sions are shared unanimously and; If the leader’s impact is still felt
after the organization’s size had increased.

Nahavandi and Malekzadeh (1993) indicate the means by which
a leader may have an impact upon shaping culture as follows: as a
role model; through the use of the reward system; the selection and
recruitment process; structure and strategy and; the physical setting.

Culture changes established by the leader very often outlast the
person. However, success stories are needed in order to validate the
culture. These success stories are built into the value system of the
organization and act as something to lean on in times of crisis and
problems.

Some cultural analysts use the term culture change to refer to
planned, more encompassing changes rather than those which arise
spontaneously within cultures or as a part of conscious efforts to
keep an existing culture vital. Culture change involves breaking with
the past and, through this, cultural continuity is noticeably disrupted
(Schein 1992).

organizational characteristics

Due to the major role of the ownership structure, size of the orga-
nization, the given branch of industry and the shared values in the
transition of the organization culture, the companies in this study
have been surveyed according to three aspects:
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• organization size (number of employees);
• sector of economy (production or service oriented);
• national culture (Hungarian and Romanian);

strategy and structure

The interdependence of strategy, structure and culture confirms the
strategy of any organization as a determinant factor in any culture
change (Mintzberg 1989). The cultural change process is very often
a side issue of the overall strategic change program. Either way it is
certain that, just as in the case of structure, culture cannot be treated
separately from strategy at any given time. Thus it can be said that
it is unrealistic to expect organization members to follow a new mis-
sion and goals alongside old values and beliefs. The organization’s
strategy should fit the defined culture so as to avoid the envisaged
dream becoming a strategic nightmare. The best way is, therefore,
to manage these two factors simultaneously and not in a sequential
way (Szintay 2001).

The relation between structures and cultures is also well estab-
lished. It is not the objective of this study to deal with the cultures
created by the different structural forms nor to consider cultures that
reject certain structures.

The change of organization structure immediately initiates chan-
ges in culture. New departments are born, old ones die, and sub-
sequently new groups of people emerge. Within the new structure,
organization members have to find new ways of communication and
interaction with colleagues. This leads to culture change.

features of strong cultures

The terms change and culture are often at odds with one another: the
basic elements of many cultures are all against change in any way,
shape or form. Their strength is in the stability of shared values and
assumptions about organizational behaviour. And these strengths
can become the biggest constraints to any change. It can be said that
the stronger a culture, the more difficult it is to introduce change.
According to Nahavandi and Malekzadeh (1993) there are three ele-
ments that indicate the strength of a culture: The first element is all
the shared beliefs, values and assumptions the organization shares.
The number of these will determine how thick the culture is. For ex-
ample, the higher the number of shared assumptions, the thicker the
culture. Likewise, in thin cultures, few assumptions and values are
held; the second element is the proportion of organizational mem-
bers who share these basic assumptions. The more people agree
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with and share the various assumptions, the stronger it is; the third
element is the clear order of these shared values and assumptions. If
assumptions are clearly ordered, it becomes evident to the members
which are central to the culture of the organization and which are
not. The central ones are hard to change, whereas charge is much
easier in the case of the minor assumptions.

Some other factors also have an impact on the strength of a cul-
ture. Organizations with a homogeneous and stable membership that
has long tenure are more likely to have a strong culture. The num-
ber of employees and the geographic dispersion of the company
also play a significant role. Thus, a smaller organization with fewer
employees is more likely to have a stronger homogeneous culture.
Handy (1993) also shares this belief when he points out that the
power type of culture is typical for small enterprises managed and
led by the founder.

national cultural background

National culture can have opposing influences on the organization.
This two-fold impact is seen in the implementation of organization
change and development programs. Whilst well-defined objectives
and activity plans of top management work from top-to-bottom, na-
tional culture works in the opposite direction, from bottom-up. Na-
tional culture appears to be one of the obstacles to organization
change in Hungary and Romania (Heidrich 1999).

Hypotheses

Based on this research model and previous empirical studies the fol-
lowing hypotheses were formed:

h1 The culture of production and service organisations differ signif-
icantly. Characteristics of leadership and internal organisational
features based on human relations are different. Applied tech-
nology has a major impact on the procedures. The closed system
of production companies leads to the assumption of greater con-
formity, than service organizations, where the myriads of human
interactions result in a more open system.

h2 Organisational size significantly influences the culture. Its im-
pact is not of the same strength along the different dimensions
of the model. Dimensions could exist, which are not (or hardly)
size-dependent. (Organisational size has been measured by the
number of employees in this study).
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h3 Economic and social environment have an impact on the culture
of organisations. Different economic and social development re-
sults in different cultural characteristics.

The Economic Environmental Factors in Hungary

In order to consider the third hypothesis adequately, a comparative
study has to be undertaken of the different environmental factors
affecting Hungary and Romania.

There seem to be two extreme views in the comparative economics
literature on the process of economic restructuring in transition
economies: The one is where the collapse of the private sector, which
is not adapting to the new market and social environment, is com-
bined with a slowly emerging private sector (Blanchard, Comman-
der, and Cricelli 1995). The other one is where the main force behind
transition is the rapid growth of the private sector. The former case
appears to apply to Romania and the latter for Hungary (Bilsen and
Konings 1998, 430). Companies in the former system worked in quite
a safe way. All the conditions of operation were set by the state. This
seemed logical since the state had full ownership of every business
unit. This meant that the policy of the companies was very much de-
termined by the government. Central planning was the driving force
of any company. The strategic branches were pre-determined and
no business was permitted to make independent strategic decisions.
The sales and supply opportunities were also all influenced by the
government. This especially applied to any export activities which
were handled by state-owned export-import companies which were
set up for every branch of industry.

The success of companies was not measured by profit or perfor-
mance. The managers of companies were appraised by their rela-
tionship with the government and the ministries of the given sector.
This relationship was of course very much based on political ideol-
ogy. This resulted in advantages in terms of access to central finan-
cial and other resources (Bakacsi 1989; Máriás et al. 1981; Balaton
1994) The downside of this was that those companies making a profit
would not get access to the central resources which were primarily
reallocated to those firms with huge losses, as the state automati-
cally helped those companies in financial trouble. A desire for secu-
rity and an unwillingness to take risks were the norms as a result of
state policy. In fact, the guaranteed survival led to the ‘moral hazard’
of Hungarian companies (Kornai 1993a). This, of course, was not a
good incentive, and organizations began to aim for losses rather than
profits.
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With the changes in society and the economy, the comecon mar-
kets collapsed. The comecon was the international level of central
planning for the former communist countries, where economic pol-
icy was set. All trade transactions and collaborations were arranged
five years in advance. This safe and secure way of doing business
came to an end.

Changes in the environment forced companies to become more
market-driven and profit-oriented, both of which were alien con-
cepts. The main problem with this was that there were hardly any
existing examples of countries making a change from bureaucratic
socialism to a market economy. This resulted in a deep crisis for all
the companies in Central-Eastern Europe called ‘transformational
decline’ (Kornai 1993b; Balaton 1994).

Simon and Davies (1995) summarized the characteristics of the
radical changes, which demonstrated the discontinuity with the past:

• a multi party system, a new parliamentary system and free elec-
tions;

• a new and gradually developing banking and financial system
with stock and commodity exchanges;

• the dissolution of the comecon;
• new educational laws starting with the abolition of compulsory

teaching of Russian in schools;
• new company, accountancy, taxation, labour and property laws;
• the beginning of the privatization of the entirely state-controlled

industries;
• the privatization of council flats and a new system of local coun-

cils which were renamed ‘local authorities.’

The Economic Environmental Factors in Romania

In the 1980s, most Communist bloc countries became open to re-
form. In Romania the situation was a little different as Romanian
leader Nicolae Ceausescu took a harder line, adopting an increas-
ingly closed and repressive attitude. Despite this difference, there
were some similarities with other countries in that Romania’s econ-
omy was planned and highly centralized with large state-owned cor-
porations and cooperatives playing centre stage. The economy in Ro-
mania was based on heavy industry. According to the Canadian In-
ternational Development Agency (2005) this was ‘a sector that was
difficult to reform and caused extensive environmental damage.’

Despite this reluctance to change, 1989 marked the fall of the
Ceausescu regime and thus the end of the Communist era as well.
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Since this time, Romanian and other transition countries have un-
dertaken massive reforms of their economic systems, transforming
institutions, processes, attitudes, and fundamental concepts of indi-
vidual and organizational behaviour.

According to research undertaken by Scarlat and Scarlat (2007)
there were three stages in the transition of Romania:

1. 1990–1997

2. 1998–2001

3. 2002–2005

In the first period (1990–1997), Romania sought to abandon the so-
cialist model. This stage of transition came at great cost: Romania’s
standard of living declined dramatically; public services suffered;
unemployment and inflation increased simultaneously and Roma-
nia’s currency was devalued.

Several other improvements occurred in the economy during the
second stage when growth policies were adopted. Certain austerity
measures were undertaken in fiscal policy as well as a number of
structural reforms.

The third interval marks the end of the transition period. In ef-
fect, a transition period ends for a country when the eu writes in
the Country Report that the economic system of the country has
achieved a ‘functional market economy’ status. In the case of Roma-
nia, the European Commission wrote in its report in 2003: ‘Romania
can be considered as a functional market economy once the good
progress made has continued decisively.’ According to Bilek (2003),
the second condition referred to in the Report appears to indicate
that the Romanian economy cannot be considered a fully function-
ing market economy in every respect.

From an economic point of view: the economic transition is over
when the country’s yearly gdp reaches the pre-transition maximum
level. The Romanian economy achieved this in the year 2002–2003,
according to the World Bank (see United Nations Common Database
at http://unstats.un.org/unsd/cdb).

After the end of the transition period, Romania strived to alleviate
poverty and to meet eu integration requirements. Romania became
an eu member on 1 January 2007. However, it faces a number of chal-
lenges, which the World Bank lists as follows:

• Accelerating structural reforms.
• Reforming public institutions and improving governance.
• Reforming the legislative process and the judiciary.
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• Reforming the pension system.
• Developing rural areas and reducing poverty.
• Reforming the energy sector.

Methodology and Discussion

In order to test these hypotheses, an analysis was required of the or-
ganizational culture of the North Hungarian region to be compared
with Romanian companies from Transylvanian region. Both regions’
economies used to be based on heavy industry. This study is based
on primary information sources which were collected by sampling
436 firms. The Hungarian sample contains 100 companies and the
data was collected between 2001 and 2003. The sample for Roma-
nia contains 336 companies and the data were collected in 2004. The
research questionnaire was constructed within the frame of compre-
hensive otka-research based on the section examining the organi-
zation culture (Szintay 2006). The questionnaire was divided into 6
question groups with a total of 40 statements. These question groups
are as follows:

1. Personality of the leader (ki): culture-forming and shaping role
of the leader, representation of the employees, representation of
the interests of the group, sources of leadership credibility.

2. Employees (kii): typical behavioural norms, motivations, crite-
ria of individual success, transfer of norms and scores, clan vs.
competitive (market) organizational culture.

3. Strategy and (organization) culture (kiii): strategic conscious-
ness, application and acceptance of strategic methods, evalua-
tion of the social and market environment, acceptance of change.

4. Structure and co-ordination (kiv): organization adaptability, me-
thods of decision-making, technology and standardization, rules
and procedures as cultural elements, information and power.

5. Organization climate (kv): informal relationships, out-of-work
relationships, level of trust, level of mutual loyalty (organization
vs. members), ceremonies and rituals.

6. National culture (kvi): universalism vs. particularism, monochro-
nic vs. polychronic cultures, feminine vs. masculine scores, in-
dividualistic vs. collective society, performance vs. ascription.

In the latter question group the dimensions of Trompenaars (1993),
Hall and Hall (1989) and Hofstede (1995) were applied which were
most related to the original research model regarding work val-
ues. However other dimensions (i. e. uncertainty avoidance, power
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table 1 The structure of the Romanian sample

Small Medium Big N. a. Total

Production 52 76 71 — 199

Service 94 35 7 1 137

Total 146 111 78 1 336

table 2 The structure of the Hungarian sample

Small Medium Big N. a. Total

Production 3 11 32 — 46

Service 5 13 24 — 42

Public service — — 13 — 12

Total 8 24 68 — 100

distance, specific vs. diffuse) were measured in previous question
groups as related concerns.

The Likert scale was used with seven grades: 1 means total dis-
agreement and 7 total agreement. The last question of each set of
questions was an open question. The ‘expert opinion-method’ was
used in the course of the research, where only one respondent from
each and every organisation filled out the questionnaire, so only an
overall picture of the sectors of economy can be examined rather
than individual companies.

limitations

The sample used is not representative for the entire Romanian and
Hungarian economy. Only companies from one geographic region
have been sampled. Furthermore, the sample does not reflect the
structure of the economy in terms of the main sectors. It should also
be noted that the questionnaire was filled out by managers and the
subordinates’ point of view was not taken into consideration.

The data from the Hungarian sample were collected one year be-
fore the Romanian one. In this way the comparative analysis will
further heighten the differences in economic development between
the two countries.

Findings: The Hungarian-Romanian Comparison

h1 The cultures of production and service organisations differ sig-
nificantly. Characteristics of leadership and internal organisa-
tional features based on human relations are different. Applied
technology has a major impact on the procedures. The closed
system of production companies leads to the assumption of
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greater conformity than service organizations, where the myri-
ads of human interactions result in a more open system.

h1 hypotheses were strongly validated in the Hungarian sample
along all question groups. Service and also public service companies
proved to be more focused on human relations with a more demo-
cratic style leadership than in the production sector. However h1 hy-
potheses were not reinforced in the Romanian sample.

h2 Organisational size significantly influences the culture. Its im-
pact is not of the same strength along the different dimensions
of the model. Dimensions could exist, which are not (or hardly)
size-dependent (organisational size has been measured by the
number of employees in this study).

h2 hypotheses were validated in both the Hungarian and the Ro-
manian sample. smes proved to be more family-like places to work
at, with a friendlier organizational climate. In the Hungarian sam-
ple production smes were the most preferred organisations to work
at and large public service companies. The cultural difference based
on size was less evident, however still present in the Romanian sam-
ple.

h3 Economic and social environment have an impact on the culture
of organisations. Different economic and social development re-
sults in different cultural characteristics.

Considering the total of the results, it is shown that Romanian or-
ganisations are at a different stage of cultural change than Hungar-
ian ones. In conclusion a transitional state of organization culture
appears to exist in Romanian organizations. While in Hungarian or-
ganizations family type organizations are less frequent, in the Ro-
manian sample contrasting values such as friendliness and compe-
tition go hand in hand. At service and especially production compa-
nies, the heritage of the communist past seems to be present to some
degree. The collective mind and caring-organization contrasts here
with the espoused values of the competitive company. A longitudinal
survey in 5–10 years might prove competitive values to have greater
dominance, with the fading of family values.

Key Findings

the paternalist leader

The paternalist type leader is even more appealing in Romanian or-
ganizations than in the Hungarian ones. This type does not operate
in partnership with the followers but rather as a father with his chil-
dren. Therefore, on the relationship level, loyalty is high and mutual.
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table 3 ki – leadership

Romania Hungary

Services Production Services Production Public serv.

q (1) (2) (1) (2) (1) (2) (1) (2) (1) (2)

ki1 5.88 1.10 5.93 1.14 4.81 1.85 4.48 1.80 5.25 1.29

ki2 4.98 1.60 4.63 1.75 4.81 1.55 4.95 1.61 5.17 1.70

ki3 5.45 1.21 5.52 1.25 5.17 1.50 4.75 1.67 5.58 1.56

ki4 5.58 1.20 6.06 0.98 5.52 1.15 4.93 1.40 5.92 0.90

ki5 5.31 1.59 5.62 1.37 4.17 1.87 4.27 1.81 5.25 2.18

ki6 5.01 1.70 5.51 1.54 4.17 1.87 4.50 1.75 3.58 2.15

ki 5.37 0.35 5.55 0.5 4.77 0.54 4.65 0.27 5.13 0.81

notes q – question, (1) average, (2) standard deviation.

table 4 kii – employees

Romania Hungary

Services Production Services Production Public serv.

q (1) (2) (1) (2) (1) (2) (1) (2) (1) (2)

kii1 4.20 1.66 4.21 1.61 4.60 1.61 4.30 1.70 4.33 1.97

kii2 5.81 1.21 5.87 1.13 5.83 1.45 5.84 1.49 5.92 1.16

kii3 4.85 1.53 4.68 1.49 4.21 1.47 4.00 1.62 3.92 1.83

kii4 6.06 0.89 6.13 0.93 5.00 1.50 4.82 1.32 4.92 1.68

kii5 5.51 1.46 5.56 1.30 4.81 1.70 4.33 1.97 5.33 1.37

kii6 5.37 1.45 5.31 1.45 4.19 1.73 3.47 1.78 4.00 1.60

kii7 5.02 1.57 5.02 1.53 4.02 1.65 3.73 1.50 3.33 2.06

kii 5.26 0.68 5.25 0.73 4.67 0.62 4.36 0.79 4.54 0.9

notes q – question, (1) average, (2) standard deviation.

The paternalist leader proved to be industry independent. Another
characteristic of the paternalist leader is that (s)he is not managing
the organization based on the transparent organizational norms, but
there is a continuous ‘personal game’ with each and every follower
within the mutual circle of loyalty. This game is operated within the
framework of the ‘psychological contract,’ based on mutual expecta-
tions.

The Paternalist leader as one of the most accepted types has been
identified and validated by the Hungarian sample as well. This type
seems to have survived in post-communist countries. While the self-
interested dictator type is strongly rejected, the paternalist type with
a more relation-oriented style remained as a desired one. This type
of leader was analysed in detail by Pellegrini and Scandura (2008)
and can be seen in figure 2.
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table 5 kv – organizational climate

Romania Hungary

Services Production Services Production Public serv.

q (1) (2) (1) (2) (1) (2) (1) (2) (1) (2)

kv1 4.83 1.51 4.67 1.44 4.30 1.61 3.93 1.77 4.25 1.66

kv2 3.92 1.71 3.61 1.79 4.68 1.86 4.30 2.31 5.00 2.04

kv3 5.37 1.37 4.92 1.47 4.57 1.42 3.95 1.92 4.42 1.56

kv4 5.22 1.56 5.42 1.36 5.14 1.61 4.84 1.67 5.75 1.36

kv5 5.12 1.32 5.03 1.35 4.54 1.45 4.20 1.66 4.92 1.08

kv6 3.26 1.65 3.59 1.74 3.32 1.83 3.61 1.63 3.33 1.67

kv 4.62 0.84 4.54 0.77 4.42 0.61 4.14 0.42 4.61 0,82

notes q – question, (1) average, (2) standard deviation.

table 6 kvi – national culture

Romania Hungary

Services Production Services Production Public serv.

kvi1 3.66 1.53 4.17 1.48 3.93 1.57 3.60 1.68 4.75 1.96

kvi2 3.55 1.75 3.87 1.73 4.40 1.95 4.87 1.42 4.33 1.97

kvi3 4.48 1.63 4.47 1.64 4.40 1.34 3.64 1.60 3.42 2.50

kvi4 4.66 1.90 4.80 1.84 5.10 1.59 5.33 1.64 5.17 1.95

kvi5 4.12 1.62 4.37 1.57 3.83 1.54 3.78 1.43 4.08 2.11

kvi6 4.35 1.68 4.23 1.82 4.00 1.55 3.80 1.59 3.42 1.38

kvi7 4.00 2.04 4.04 1.93 4.95 1.78 4.93 1.53 6.25 0.87

kvi 4.12 0.45 4.28 0.31 4.37 0.5 4.28 0.73 4.49 1.01

notes q – question, (1) average, (2) standard deviation.

Interestingly, the Paternalist leader type is independent of the size
of the organization and there is no significant difference between
smes and large organizations. However the appearance was more
common in smaller organizations in the primary analysis.

The analysis by sector has not shown significant difference be-
tween production and service companies, but the paternalist leader
was less common in service companies.

Paternalist
leader

ki1

kiv4

0.80

0.80

The good boss has strong personality; he
is strong-minded but fair. He takes care of
and protects the employees loyal to him.
Co-ordination and control are insured
through personal guiding, information
and co-operative needs of the boss.

figure 2 Paternalist leader and co-ordination
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additional features of paternalist leaders in smes

A typical phenomenon was identified as an obstacle to organiza-
tional change and to growth in smes:

• Very often the leader of the company is the owner as well.
Therefore whatever decision is made, it is about private prop-
erty. Trust becomes a decisive factor in terms of whom to involve
in managerial decisions and thereby sharing information about
the company. To do so the leaders would need to employ man-
agers trusted on both a human and business level. In this way
direct, daily control, which was taken for granted when the com-
pany used to be smaller, would not be needed.

• Success is an obstacle to organization change. The paradox sit-
uation is that a company facing a growth problem usually has
a successful past. Based on financial and economic success,
the owner-manager’s beliefs about the suitable leadership style
are enforced. However these beliefs and ideas are rarely self-
conscious. Therefore failure in growth does not occur as a man-
agerial problem, where leadership style or, even more, the leader
needs to be changed or replaced.

• It would take a high level of self-reflection and humility for a key
player of a success story to take a step back and let somebody
else manage the business, thereby admitting that his/her skills
are not enough for a larger size organization. There is not much
chance of this, since often these owner-managers are ‘hands-on’
men.

family-type vs. competitive organizations

Competition is motivated both by task-based performance and by
informal, relationship-power. Interestingly enough respondents also
perceived their organizations as big families. A positive correlation
could be found in the questions regarding family features of the or-
ganizations, where trust and informal relations were present.

With regard to competition, no significant difference could be dis-
tinguished based on size; however competitiveness increases with
the size of the organizations. Competitiveness is not dependent on
sectors.

National culture and organization culture seem to be related, in
terms of the masculine features of the society. Competitiveness as a
typical masculine value proved to be related to organization compet-
itiveness.

The seemingly contrasting value, family type, seemed to apply to
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Family-type
organization

kii5

kii6

kv1

kv3

0.61

0.76

0.77

0.72

In organizations older employees share
their experience with the younger ones
about how to get along in the firm.
The organization is very friendly place
like a big family. Everybody helps and
supports the other.
The atmosphere of the organization is
friendly; people spend much time on
informal and social relationships.

Trust and friendship have great value
here.

figure 3 Factor analysis of questions regarding family-type cultures

smaller organizations: the larger organizations are, the less friendly
the cultures appear to be. Sector however is not an influential fac-
tor for the friendliness of organizations. In the Hungarian sample
service organizations in general and small production organizations
proved to be significantly friendlier places in which to work.

The informal development of organization culture is linked with
friendly organizations, just like trust in the organizations which the
Hungarian sample was lacking. Therefore it seems that cultural fea-
tures of a friendly organization are not necessarily derived from con-
scious management efforts in the Romanian sample.

Conclusions

• On the basis of the findings the following could be claimed: In
the Hungarian sample significant differences appear between
the organization cultures of production and service companies.
This relevant variance has appeared sharply in the entire 6
question groups. However this phenomenon did not register in
the Romanian sample.

• Comparing the culture of Hungarian production and service
companies we can say that in the production sector the role
of the leader is less caring, the level of informal relationships
is lower, and the organizational climate is not so friendly (lack
of readiness to help and lack of a climate of intimacy). Leaders
and employees hold information back as a means of retaining
power. In both countries the characteristic type of leader can
be defined for the whole of the sample as paternalist. This is
especially significant at production smes.

There are significant differences between the public and the pro-
duction/service sectors in the Hungarian sample. This raises the
question of whether a real cultural change has taken place in these
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companies since the change of the economic and political system
or not. On the one hand, we can find here the most positive re-
sults in several question groups (the culture-forming role of the top
leader, organizational climate, etc.); on the other hand, there is the
monopoly or quasi-monopoly market situation of the organizations.
Although they consider the market and social environment suitable
for their work, some of the methods of strategic planning are com-
pletely lacking in practice. These companies find the changes tak-
ing place in their environment the least predictable. This passive
strategic behaviour of these now private companies assumes con-
stant faith in the ‘omnipotence of the state’; interestingly, this type
of culture appeared in the Romanian sample at production and ser-
vice organizations as well. In that sample public service organiza-
tions were not involved. Therefore this culture type seems to be the
heritage of the communist past and could be considered as a transi-
tional culture. Old values of the past have not faded away completely,
but new ones of the market economy are emerging. This explains the
simultaneous presence of seemingly very contrasting values, such as
friendliness and competition.

Summary

The objective of the study was to identify cultural characteristics of
service and production companies of two transition countries: Hun-
gary (the Northern region) and Romania (the Transylvanian region).
Six dimensions were used for comparison. Significant differences
could be traced between the two samples based on cultural back-
ground. The sector of business was a more significant factor in the
Hungarian sample. Service organizations tend to have a significantly
different organizational culture than production ones, although this
difference was less evident in the Romanian sample. The size of the
organization appeared as an influential factor in both samples.
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