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INTRODUCTION

The Scope and Benefits of the Study on the Positiami Romania on Hofstede’s Cultural
Dimensions

This study represents one step towards understitittnRomanian cultural differences and
similarities with other cultures, and an attempgiatng some explanations for day to day
behaviour and preference of Romanians.

The main benefit of the studyasresearch-based understanding of which manageriaind
human resources practices work and which do not wérin Romania and why. You may
also find a number aecommendationson appropriate practices, along with all other
conclusions.

The paper includes an overview of Geert HofsteBealtural dimensions and what they stand
for, the results of the research on the 5 dimessiofiRomania, as compared to other countries
and especially to Bulgaria, and a number of comahssbased on such results. We have also
added a short section on the challenges of sudiestin Romania and the future of similar
studies.

Over the last 15 years, Romania, like any othet-posimunist country, has imported a lot of
international i.e. Anglo-American principles of negy@ment and human resources practices.
Some of the practices have been successful, dilagesnot stood a chance of implementation.
All Romanian libraries abound of Anglo-American ¢ypf management books and reviews and
all multinational companies are paying good moneguach practices under the form of
consulting and/or training. At the other end @ #pectrum, the Romanian small and medium
size companies don't pay for anything. Should tthegide to invest in consulting, which are the
best ways to approach them and which of the theeveehave imported are applicable and why?
The results of the study will give an overview loé tapproaches that are more likely to be
applicable in a Romanian company.

We have also avoided, wherever possible, any ntsdaexplanations and excuses, and we
moved straight to what practices might be applieald efficient in such a cultural

environment. We believe that history is past anofino use but to excuse present failures, so
we concentrated on what the future may bring ab@. were also more interested in day to day
behaviour of people and people in organizatiore th society and political determinants.

Up to this point in our studies (April 2005), tordinowledge, this is the first nation-wide study
of the kind with the use of Geert Hofstede’s metilogy and values survey module
questionnairé. We are indebted to Geert Hofstede himself, vitso put us into contact with

our partner, Julian Genov of ProSoft Bulgarigho was of great support in the realization @ th
study, and to Gallup Organization Romania, ourrgarivho has conducted the survey and has
contributed to the regional interpretation of teeults. All thanks go last but not least to Gert
Jan Hofstede for the encouragement he providetraligh the study, from the incipient stage of
the idea.

For an in-depth result of the study, with regionaland demographic interpretations, please
contact Interact and/or Gallup after April 15, 2005

! See VSM94 by Geert Hofstede
2 See Julian Genov “Why do we achieve so little®02
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A. OVERVIEW OF HOFSTEDE’ S 5 CULTURAL DIMENSIONS

1. The Five Cultural Dimensions

Professor Geert Hofstede researched the differencesues among IBM employees in over 40
countries and came to the conclusion that eadgbmabuld be described by where it positions
itself on a scale from 1 to 100 in terms of:

» Perception of power and authority, the relatioauthority and social inequality

* The relationship between the individual and theugro

* The social and emotional implications of havingrbbern as a boy or a girl

* Ways of dealing with uncertainty and ambiguity, ttohof aggression and expression of

emotions
» Orientation towards the future vs orientation tadgathe past and the present.

The research was based on matching samples of BpMogees that were identical with the
exception of nationality. Hofstede’s initial inteon was to understand why some IBM offices
were more productive than others, given the samgaay culture, recruitment techniques, etc.

The five cultural dimensions were labelled:

» PDI (Power Distance Index)

e IDV (Individualism)

* MAS (Masculinity)

* UAI (Uncertainty Avoidance Index), and

e LTO (Long Term Orientation).
The last dimension was added in the 80’s andnitasly a characteristic of Chinese-populated
countries. We will refer to these dimensions ushwegr acronyms all through this paper.

Hofstede’ s conclusion was that people in orgaiomatwill adopt the “practices” of
organizations, either local or foreign, but wouddiain their “values”, i.e. the cultural values that
determined the profile of the nation they belong teuch values would be expressed in
behaviours, from the way the employees interactéid tveir superior to their desire to plan for
long term results or not.

The explanation was given by the fact that valwesdaveloped by the age of 10. Consequently,
organizations will “inherit” their employees’ valsiand such values come up in research to
explain the differences in behaviour among emplsydalifferent nationalities, even if

employed by the same organization with the sametipes.

Hofstede’ s model is the one that is probably tlestused in reference to cultural differences
and managing diversity. One explanation couldhieeaipplicability and simplicity of the terms
and the ease to which one could transfer the coesegs of certain cultural characteristics to
one’s situation.
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2. Implications of Cultural Dimensions

The relative position of a country on the scalerfrb (low) to 100 (high) in terms of the five
indexes is relevant to explaining social norms,ifaand school norms, behaviour in the
workplace, state organization, and politics an@&deln this study, we are mainly interested in
the implications of the dimensions on behaviouhgworkplace and consequently the most
applicable management and human resources théoriearious cultures.

The power distance index is an indication of tkelii level of corruption one would find in a
country. The individualism index will be an indian of the GNP per capita, in a reverse order:
the more the GNP increase, the higher the indiVisima The anxiety avoidance index signals
the level of tolerance towards minority, adoptidmew technology, and the amount of time
spent in strategic planning. The long term origoteor its opposite, the short term orientation,
would indicate the amount of savings of a natioth tre level of investment in real estate.

Upon starting to explore this topic, we came torddization that a lot of current organizational
issues, from marketing and consumer behaviour, ¢ypeessages that sell, management
practices and hierarchies that work, and type ofgany strategy that may be applicable, all
may be understood, predicted and evaluated basttarsults of cultural dimensions.

Hofstede’s methodology can also explain the logtilience of international institutions, such as
those of the European Union. One could noticddbal flavour of the EU efforts without
research, from the misuse of the funds to the eohsiagging and bargaining over the principles
and objectives established by the EU in Romaniavetheless, we dedicated the final section
of the conclusions to the “Romania in the EU”.

As all the other implications, on social norms, iigrand school, politics and ideas have opened
to us as a result of the study, they will form slbject of a later book. We believe our society
will benefit from this theory that has a lot of dipations, including educational models, parental
strategies and behaviour, and methods to overcemergtion gaps.
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3. Summary of 2005 Romanian Study Results on Cultal Dimensions

The research conducted with our partner, Gallu@@aation in Romania, in January 2005,
using the Value Survey Module developed by Geefstdde’s Institute of Research (IRIC) in
1994 (VSM94Y, and the short replica Gallup has conducted inckl2005 to validate the results
of one of the dimensions, demonstrated that Romarsignilar to other Balkan countries (high
power distance, low individualism, feminity, highaertainty avoidance and short term
orientation). The study was conducted over a samp@pulation of over 1000 respondents from
all over Romania.

Table 1. Comparative Results of Romania vs Other Qtures

BALKAN LATIN SGPEIS AMK'IAILI\I G SCANDINAVIAN | ANGLO-SAXON
COUNTRIES | COUNTRIES COUNTRIES COUNTRIES COUNTRIES
Collectivism Individualism | Individualism I ndividualism I ndividualism
Large Power | Large Power | Small Power Small Power Small Power
Distance Distance Distance Distance Distance
Femininity Femininity Masculinity Femininity Masculinity
Strong Strong Strong . .
Uncertainty Uncertainty Uncertainty Wea_lk Uncertainty We"’.‘k Uncertainty

. . ) Avoidance Avoidance
Avoidance Avoidance Avoidance
Short Term Short Term Short Term Short Term Short Term
Orientation Orientation Orientation Orientation Orientation

We would conclude that Romania, along with othek&a countries (Bulgaria, Greece, Serbia,
Macedonia, Albania), are at the opposite pole ftbenAnglo-Saxon countries, from which we
are currently importing all management and humaoueces practices. We would therefore
discuss the success factor of such practices ifuthee.

We have also encounteradRomanian specific issueegarding the first dimension, Power
Distance Index, which will be explained below. FhEsue was labelled “The Power Distance
Complex”. This complex is obvious from the unnatlyrlow level of PDI resulted from the
research (see below).

What Hofstede assumed in the latest version dbtigé is that Romania would fare high in PDI
(90), low in IDV (30), relatively low in MAS (42\nd high in UAI (90). While Hofstede does
not provide an assumption regarding long term éatgon, we supposed that Romania would be
no different from other Balkan countries i.e. arsherm orientation.

Comparison between Romania and Bulgaria
Our Bulgarian partner, Julian Genov of ProSoft,diarted a similar study in 2001 and identified
similar results for Bulgaria, with some differeneesee below.

% The VSM 94 and methodology can be foundaamw.geert-hofstede.com
* Geert and Gert Jan Hofstede “Software of the Mi2@05 edition
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Table 2. Indices’ value according to the five-dimesional model of Hofstede

Country PDI |IDV | MAS |UAI |LTO
ROMANIA — first survey 2005 29 49 39 61 42
ROMANIA — second survey 2005 33 49 39 61 42
ROMANIA — according to Hofstede’'s estimates 9( 30 2 4| 90
BULGARIA — survey 2001 55 41 48 64 33
BULGARIA — according to Hofstede’s estimates 7( 30 40 85
EORIEII\E/IEE BALKAN 60 35 57 112
VUGOSLAVIA COUNTRIES 76 27 21 88

All figures need to be reviewed eventually, upon calucting similar studies in at least 10
countries in the region, according to Hofstede.

Please note that our colleague in Bulgaria hasulztd the individualism index of his country
by checking it against the level of internal vseewtl locus of control of the respondents.
Should we have done a similar calculation, Romasame on IDV would probably be lower.

We will explain below that the Romanian PDI resigta desire and not a reality. Please look at
the results as being probably close to Hofstedgtisnates of 90.

Indeed, we are similar to Bulgaria in most respagtsch may explain why it is us as the “last
two” in the race to Eurointegration, and why weoatemment upon each other’s successes (and
failures). The similarity may also explain why steongly disagre¢hat we should be compared
to each other: it is difficult to see thy neighbewproblems reflecting your own so exactly.

Consequently, we would continue to develop in @imitays, most likely also while part of the
EU. Like it or not, the difficulties a Romanianceminters when travelling or trying to do
business in Bulgaria mirror the difficulties a Batgn encounters in Romania.

The similarities may be historically and geographycexplained: we share a closer
environment, a similar religion, the big empiresédaome over and settled down on both
countries more or less at the same time, etc.

The differences may also be explained from the gaom@s of view:

» Bulgarians declare a higher PDI than Romaniansaantemember we have had our
bewilderment at the fact that the Bulgarian govesntihad taken the EU promises more
to heart and the Bulgarians were actually doingenwdrwhat they said they would.

* Romania may be more feminine than Bulgarian, megthiat we would likely be more
cooperative and eager to accommodate than Bulgariamould also explain why
Romanian women are more present in politics, manageand administration.

 Romania may be a little longer term oriented thafgBria and therefore would be more
willing to sacrifice today for tomorrow.

® The chart is used courtesy of Julian Genov
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As for the other two Balkan countries includedha thart, Romania (and Bulgaria) will
probably advance more quickly towards a betterdstathof living than Greece and Serbia in a
similar amount of time. We may just be a littlemmtolerant to new and different than our
neighbours in Greece and Serbia (the recent histad®erbia was a living proof), as a result of a
lower index of Uncertainty Avoidance.

B. ROMANIAN CULTURAL DIMENSIONS

1. The Power Distance Complex

a) Romanian Power Distance Indag resulted from the first survey is suspiciolsly: 29.
The second survey we conducted in March 2005 tidyvée accuracy of the PDI results
ended in a similar low figure: 33. Second timeckanged the questions to match the
cultural understanding of the Romanidn®Ve suspected the wording of the questions
may have triggered a too positive answer on thegdar nation that was not used to
speak up their mind to a “stranger” on issues edl&d power and authority. When the
results came out similarly, we formed our final claision.

We believe the PDI must be regarded as a high imqutekably over 70, if not higher. We
would estimate that, should the Romanians havesdgmeanswer to the power distance
guestions in a more open way, we would fare higfin@n our neighbouring country
Bulgaria and comparatively equal to France and €&xel@ other words, Romanians
would rather have no interference with those in @oand tend to obey to orders taken
from the top. Such a national characteristic #igghe perceived need for an
authoritarian leader, a one-man controlled leadiers¥hile the rest of the population
would tend to follow the rule established by susddership.

A high power distance index indicates that persbahan organization would rather
have a good relationship with the direct superiogrder to gain his/her protection and to
avoid taking personal responsibility for decisiofhe staff in a high power distance
organization would also shrink from expressing gisements with their bosses and
would take orders indiscriminately and follow them.

The gap resulted from the fact that one questiguieed about the ideal working
environment i.e. whether or not Romanians preféretconsulted by their direct superior
in his/her decision. Should we look around us @bpskrve Romanians behaviour toward
authority, the emotional worshipping or total hdttewards those in power, and the total
acceptance of abusive actions if they come frorawthority, we realize that we have
encountered a psychological reverse of the poveamite dimension, called counter-
dependence. According to Hofstede, some countriesd display the reverse results
when the respective dimension is too high or tea lo

We also concluded that, while the general behavad&omanians would be that of a
high power distance country, their outmost desiri®i a participative management style
and for a more cooperative style between authantythe rest of the personnel.

® See below on culturally biased questions and elesnp
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The high difference between desired and actuahbetialead us to conclude that we
have encounteresh authority complex, that may be at the root of why Romanians
obstinately refuse to obey any rule in practiceilevat the same time crying out for all
sorts of rules and regulations. We suspect tleatjéip between desired and actual
behaviour would also explain certain paradoxed) siscthe hot desire to work for a
British — American style of management and the Aneerican behaviour of the old
generation.

The negative side of this complex is the countgredelence that Romanians express for
their leaders. The leader is either loved to athrieor hated to the guts, and there is no
middle ground in between. We suspect that is dgtaeore hatred than love in the
authority complex and Romanians by and large despigthing that has to do with
authority.

Finally, the correlation between the high PDI amel level of corruption of a country
leads to conclude that, as long as Romanians &sc# high power distance country, the
corruption level will stay high. If they start agj on their desired level, or at least find a
lower ground between the two levels, corruption loareradicated indeed.

Another factor that will affect the corruption léwell be the money that EU will be
willing to pour into the country in order to incezathe standard of living. The lower
ranks of authority will cease their corrupted picet the moment their standard of living
reaches a bearable level. A Euro 1500 a montk alérbe less inclined to accept any
favours or bribe from a civilian than a Euro 20@anth one, who believes he/she
deserves the bribe to compensate for the surviewg he/she is at. However, the higher
ranks will stay corrupt, as allowed by the high powistance behaviour of our fellow
country men, who are not willing or do not dareisi confronting the higher authorities.

The good news is that the desired level expresgeéldeosurvey may make the work of
anti-corruption campaigns easier. If there has been a good momentum to “clean” the
old practices, this is one of them. This desimal may explain the voting for the
current president with his strong affirmations agacorruptions and local mafia type of
structures. We have also taken into consideratienrmoment in time when the survey
was conducted, i.e. January 2005, after the electitevertheless, the subject is open to
debate and we welcome any other suggestions aonohef such results.

b) Possible Explanations

According to Geert Hofstede, the high power distaindex of our country is a tribute to
our common inheritance of the Roman Empire. Mosihtries that have been occupied
by the Romans at the turn of our era inheritedgadr distance to authority because of
the style of leadership Romans had (see Italy,deaBpain, etc.). Such inheritance may
explain why Crisana and Maramures areas are lawgsiwer distance as they stayed
safe from occupation.

A possible explanation of why the power distancel$etodecreasavith age, if we

discount the segment under 25 as influenced anehdiemt on the paternal authorities, is
a counter reaction to the years of dictatorshipa@dralized authority. We suspect that
the eldest respondents (over 50) dissociate stydregiveen what they say and how they
behave. In other words, their responses are lasedhat they think that the operator or
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the person who has devised the questionnaire exfiesah to answer, while not
necessarily reflecting their day-to-day behaviour.

Another explanation is linked to the appropriatengfsthe questions used. We suspect
that the following questions regarding power dis&n

» Preference for being consulted by the superior

» Fear to express disagreements to the direct superio
were interpreted by the Romanian respondents rackg tjuestion regarding what is
good vs bad and they answered to such questionevinof what they thought would
provide a “good” answer i.e. high preference fansudting and no fear for expressing
disagreements. Moreover, the fourth questionedl&t the power distance index:

* Employees’s avoidance of double subordination
was a guestion that most Romanians did not comptehkn their experience, as part of
linear structures where there is only one bossaanehtire pyramid of others in former
state owned companies, or as part of private corapavhere “family”-type of
relationships were formed and there was only orss lado centralized everything, the
Romanians have probably had great difficulties akimg up their mind whether they
should avoid it double subordination or not. Tipegbably reacted similarly to the good
vs. bad answers behaviour explained above andmsaidroblem” to double
subordination for fear that this is the right queast

2. Romanian Collectivism

a) The Individualism IndexRomanian population scored 49 on the individualistle,
which would place our country on the collectiviside of the world. The good news is
that most of the world population is collectiviafiile only a number of countries, among
which USA on top of the list, are individualist. &bad news is that the collectivism of a
nation is a predictor of the wealth of the respechation, as it is linked to the need to
self-ascertain and financial independence. Irectilist countries, individuals tend to
obey the rules of the group they belong to andstiwgety is fragmented into numerous
groups of interest that advance their memberslagid interest at the expense of the
other groups’ wellbeing. The collectivist mind tkein terms of distributing the little
wealth it has inherited from parents while the wdiialist mind thinks about the wealth
he/she individually may create.

Again on the good news side, the individualisnRomanian people is likely to increase
with time, as there is a good correlation accordinglofstede between the individualism
of a country and the amount of external financesaeives. This correlation explains
why a collectivist poor country cannot help itdelfoecome wealthier and needs external
financing in order to start controlling own destiny

c) Possible Explanations
Agricultural societies tend to foster more colleistiic values as the members of the
group had to stay together and work together ieotal bring food to the table. The
hunter societies, divided into smaller tribes tt@ild independently survived, such as the
ones in the northern part of Europe, created leksativist nations. Moreover, countries
that are closer to the Equator tend to be morecilistic, as a warmer climate is better
for agriculture.
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We believe that, should we have administered tlstipnnaire 10 years ago in Romania,
we would have received an even lower score of iddalism. The individualism of a
nation increases with wealth and with foreign irtireent, as the individuals have more
opportunities to go out of the family circle, exisecindependence and create wealth for
themselves.

3. Feminine Romania

a) Romanian Feminity
Romania is a feminine country, i.e. the Romaniansl to look for collaboration and
welfare of the entire society and are less comipetregarding promotion and
achievement. The score of 39 places Romaniamiftid group of countries where male
and female roles are not pre-determined and mehttetake over domestic
responsibilities just like their spouses (providleely are allowed to by their mother-in-
law?!).

The good news is that in a feminine society, ther® need for affirmative action to
promote women in the parliament or managementipasitas they will advance if they
want to, as their male colleagues are not inclijpecble?) to create any glass ceilings.
In feminine countries, it is the man who is momnif@ne in values and tends to be less
cooperative.

In addition, as a high power distance acting cgumiorruption is high; however, crime
can hardly be organized in feminine countries asetlis not enough “competitiveness” of
the good or evil and Romanians will resort to pétgft and misdemeanours rather than
high scale smuggling and terrorism, which is uguadirrelated with masculinity and

high power distance. We may escape the fatenafesiLatin American countries, such
as Mexico and Peru, which have become also thigorgrof local terrorism and

camarilla when economic times went bad.

The bad news is that the feminity of the populateihrender the local companies
uncompetitive on the international market, andRlenanians will hardly do anything to
improve that situation. Since they favour theisuee time and domestic cooperation,
Romanians will allow other companies, more poweafud bolder, to take their place on
the market without much effort.

c) Possible Explanations
The religion of a country may be a source of fetyinr masculinity of a culture,
depending on the degree of difference it profebségseen man and woman. The
orthodox religion of Romania is more inclined todsthe complementarities of the
sexes than the subordination of the woman to the riofstede believes that the world
values will become more feminine in the future aayywvith jobs that used to be
performed by males being performed by machinegtamgbbs that are left (those where
service and people-orientation prevail) require arfeminine values.

10
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4. The Level of Anxiety in Romania

a)

Uncertainty Avoidance Index

Romania scored high on the uncertainty avoidanake s€61 — which demonstrates that
our fellow countrymen have a high degree of anxiegarding the future and the daily
decisions they want to make and prefer the secofitgyday over the uncertainty of
tomorrow.

Romanians have difficulties in dealing with ambigseituations and with different
opinions of others. Coupled with the relative cdilism of the society, people would
tend to reject a minority opinion and would feelrmaomfortable in a consensus
gathering. In high anxiety situations, such astales, threats of today security, or the
need to accept something “foreign” and therefofiedint, Romanians would most likely
react negatively and emotionally and would resist¢hange.

The high level of anxiety will also impact the ndedstructure in organizations. Most
of the Romanians’ actions will be geared towardssirvival of today or this month and
will overlook the impact on tomorrow. The anxi¢gyel causes the useless haste and
worry and an unnecessary level of impulsivity antbgons. Romanians are always in a
hurry and always late.

The high anxiety level is also at the root of réjegthe minorities. One may be
surprised to hear even younger people today, whoaminute ago discussed the
importance of racial integration in US as a caadystn class, that such racial integration
does not apply in Romania because here we deal'gyiisies”.

Possible Explanations

While again the Roman Empire may be at the roat lmfyher uncertainty avoidance
index, the educational system would be an impoftastor in teaching the youngsters
that what is different is good or bad. A familw@onment that professes religious and
ethnical intolerance, by labelling the differentimnlemeaning manner, would not be
helpful in lowering the anxiety level of generatsaio come. All the parental teachings
that are trying to control the exploratory needhaf youngster, such as “the gypsy will
take you away if you don’'t behave” and the stookparents travelling to Hungarian-
inhabited territories who could not, | quote, “baujyoaf of bread because the shop vendor
refused to speak Romanian”, have created a vidwole and increased anxiety over
what is foreign and different.

We did announce that we would leave the readepldesure to argue historically on the
roots of uncertainty avoidance or other indexesweler, since this is one of the indexes
that may change over time, a bit of historical explion is welcome. The forced mix
with other nationalities and the constant strugglmaintain a national identity under
various passers-byes may be an explanation. Cidbwupth the level of collectivism, that
favours the in-group identification and rejectidree outsiders, the uncertainty
avoidance may have developed as a defence mechag&nst the multitude of

“others”.

11
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5) Cultural Short Term Orientation
a) Romanian Short Term Orientation
Romania score low in long term orientation indexeapected from most of the
European cultures and USA. The short term oriemtat 33 — indicates a prevalence of
present and past experience over the uncertairefand a low level of personal
investment in the future.

Romanians will find it difficult to plan for a lorg period of time and would prefer to
refer to past experience as an indication to hay ttould do things in the present. The
short term orientation also accounts for the ldciti@ategic planning and ability to
foresee the future strategically, which may imghetway companies may plan (or rather
not plan) for the future.

c) Possible Explanations
The long term orientation value was coined asalt®f analyzing the values of
Confucianism, which professed virtue over truth pragmatism of today decisions in
view of future results. All the other religionshi@tianity and Orthodoxy included,
search for the truth and find their source of befiehe past and in tradition. The
religious tradition may account for the short tementation of Romania and other
countries in Europe.

12
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C. CONCLUSIONS

1. Organization and Management Practices

Power Distance and Uncertainty Avoidance Indexartipular affect our thinking about
organizations. The questions that organizatioyaisaneed to answer to are: Who has the
power to decide what? -a result of PDI- and Whbds or procedures will be followed to
attain the objective? — a result of the UAL.

Strategy
a) Prepare for a difficulties in planning
You will find zero inclination towards strategicapining because of high PDI, and a
tendency towards detailed action and short-termiifaek. They will tend to leave the
planning to specialists and have a more limitesvwa@ what information is relevant.

No Romanian entrepreneur | know has financial ptaes for one year ahead. Should
they learn to do that and want to measure thimgsy, tould be very successful because
they tend to follow the path. However, they wititrmeasure their performance based on
that, but on the personal success.

We are a high context culture i.e. what we saytiselevant in itself, but according to
the context, and we tend to rely less on expliddnimation produced by the financial
analysts. Romanians will find it difficult to valigatheir company in International
Accounting Principles terms and to understand tiaklvalue and why the company is
not as precious as they thought (this may be ataibieof the famous “we are selling our
companies too cheap”).

It will be difficult to get companies to get out tre stock exchange and find investors
for them (remember the failure of the MEBO methbg@rivatisation and the discredited
idea over privatisation as a result of that). €heill always be strong companies owned
by families and/or with a state interference ok lsomehow.

Management by Objectives (MBO) is not the bestarpin its literal implementation

because managers and employees will find it diffimudissociate between themselves as

people and the results. Couple that with thetfzat performance is not the most
important goal of organizations, while cooperaton stability is (feminity). If the
MBO threatens the well being of employees, it Wwédcome a disguised form of politics
and internal fights.

b) Unstable business cycle

Expect high growth quickly and then potential sestee going backs because the market

changes and your company will find it difficult aolapt quickly. The people in the
company reject sudden changes and they find itdiffto create a lean organization that
may adapt to the market. As long as the strucndethe environment is fit for the
business, you can expect high and sudden growth.

Steady development is a myth. Evolution throughstant change is a myth.

13
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b) Innovation may not be the best strategy

Innovation here is in the sense of implementingctieative ideas of others to the market.
This conclusion is mostly for those American companvho thought it was trendy
enough to declare their Romanian based companyative.

One will get a lot of creative ideas from a Romarteam, but they will fall short at
implementation. Romanians find it stressful tgole under pressure to innovate and take
responsibility for the innovation, partly becausé¢he high uncertainty avoidance, partly
because of the acting high power distance leviak dnly “innovation” that will actually
get implemented is the innovation dictated fromtthye

| was told about a project launched by a young @mhat was looking for a couple of
people who would be willing to develop the projioin the scratch and implement it.
The recruiter got a lot of applications, but, upioling the nature of the job and the level
of innovation that was required, all applicantslied the offer under the excuse of
“lack of time”.

Structure

a) French/German structure — high on hierarchy andqadures

Avoid changing the structure frequently. It isiampediment in the work of the
employees because of high UAI that requires a tong for adjusting to changes. The
American model of changing structure all the timenirror the market changes and to
make it more efficient is not applicable and ism@uproductive.

The ideal scenario is the UK leader and the Frem¢berman structure. On one hand,
US structure, with moderately higher PDI could ppleable, but the stress on
individual delivery of results and competitiven€8BAS and high IDV) will shrug off
guality Romanian employees in time, as they prafeiower rhythm to adjust. On the
other hand, if the French structure comes withRilemch themselves i.e. authority and
centralization, Romanians will find it difficult tcope with as a reminiscence of other
authoritative figures they have seen and will d@withdraw and become silent. The
“power distance complex” is in place at any timdkame the leader for personal
failures. Such withdrawal will probably irritatee French, who expect authority and
individualism i.e. taking responsibility for actisnand no comments on the questioning
of authority, which Romanians will do a lot on theck, while quietly sabotaging their
work.

The division of budgets and each department toolek dccountable for budget will be a
difficult task and will work as a good structuredamiles as long as the accountability
does not result in any kind of penalty individuadlyd the company takes into account
entire organization when communicating the results.

A word on Romanian owned companies and Romaniaepeaheurs

The dangers of the family model that the Romanrdgrepreneurs seem to create around
them because they lack experience in creatingrewtno growth in the long run and a
lot of theft and corruption that they are favourthgough this Middle Eastern — Oriental
model. Should they continue with centralized atithnan behaviour and no structure,
their employees will either leave or adjust by msting with corruption.

14



Interact - A Study on the Position of Romania oridtiexe’s Cultural Dimensions

Romanian entrepreneurs need to learn to structutéed democratic thinking in the
organization. First the structure and the rulémylwill learn to do it and they really
need external consulting to do that, because theg ho previous experience. One thing
that works ideally is to employ a British or a Gamtonsultant to work along with the
entrepreneur in building the structure.

b) Difficulties with cross-departmental projects amdjpct management

Another US-generated theory and practice, the kssiprocess reengineering with cross
departmental projects and project managers magentie best idea to implement in a
Romanian company. Cooperation and stability isnbed of the day, not efficiency, and
the multiple subordination and accountability thath projects involve require a too low
anxiety avoidance that our culture does not possess

Leadership
a) The authority complex and leadership style
Romanian employees have an authority complex/ problLots of dangers in leadership
style because of that, because they behave olikglg high PDI — look at their leader
into everything; the moment the leader exercisestlthority and behaves like a leader
in high PDI, they turn around and criticize the &a@bur, because ideally they expect a
lower PDI environment. Unless you are aware df éisea leader, you may fall into the
trap of thinking that a “strong hand” is what iseded and then discover you are alone in
the implementation of your decision.

The two types of leadership likely to be foundhe Romanian organizations:

» the Family Entrepreneur for which it is importafi@dmily interest, personal
wealth, power, this year’s profits, game and gango$ipirit and growth of the
business as the last part;

* inthe regions (where there is German influenceywillefind the Founder =
responsibility towards employees and society, argatomething new, game and
gambling spirit, continuity of the business and ¢tvam face and reputation.

Both styles needs to be coupled with a close sigiervand do not expect the
entrepreneurs to plan strategically.

If we need to develop leaders or we want to empltsader from the international
environment, we could learn something from thednias a model = The Manager =
because it implies staying within the law and resipg ethical norms. We would
recommend British nationals as best in running comgs in Romania, as they would
also develop their successors in a more ethical way

a) The trap of the authoritarian leader

Managers and workers are psychologically in twogsin remember the bewildering
statement of a GM, after failing to implement améd@ute a structure and a plan in the
organization because the “leaderless” group ofedt@ders could not find a common
ground, concluded that he needed to implementditiatorship” in the organization.

The high PDI behaviour of teams in organization #redauthority complex lead all

leaders astray to a trap of authoritarian actifgni Latin America and the constant
election of leaders who never fail to turn outyidledged dictators. In other words,
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Romanians would easily choose an extremist / paidrauthoritarian figure to control
their actions and will start despising and hatimg @rders and the action of the leader
even before they become reality. See the eleati@d00 when the nationalist extremist
party and leader gained so many votes.

The preference for controlling leaders is alsoedah the high level of anxiety of the
Romanian population (see below UAI), but at thisps sufficient to affirm that, should
the leader fall into the trap of actually actingaasauthoritative figure, Romanians would
use the moment to stop acting in any directionsdad blaming him/her for that.

The trap comes about when the leader’s anxietyeissed up and does not allow the
respirofor the decision making of their subordinates. i8ex and more patient leader,
who has the knowledge to build enough structuredaas not get bugged down in
details and does not get easily scared, will wagt @@mmunicate longer until all matters
are solved in a moment of crisis, without havingestore to dictating; while the
downturn is this organizations will become slowtbg advantage lies in the long run.
Employees will stick around to that leader and fallow by slowly learning that this
leader is not yet another “tyrant” to blame foritrslortcomings.

The Romanian population has a high need for low, RIbich is a need for being trusted,
allowed to express their anxiety, even allowed ithha@vaw from action when the risk
seem to be higher and sometimes been given thetyabat somebody else — the leader
— is supervising their leap of faith into a riskgcgsion. While this sounds contradictory
and impossible, it also signals tliEgmocracy is potentially a better system than
totalitarianism. Same in organizations: a democratic leader willagther.

We believe there was no other country where autraan figures and dictatorship has
managed to bring the entire country down so lom ihaRomania. Rather than saying
that the dictatorship fits the country, we woulg #ze contrary, because the failure was
the highest in this country among the others inrélggon. The three dictatorships (Carol
II, lon Antonescu, and the communists) have nohlsmnomically successful. If the
dictatorship model had worked, the country woulthmeve sabotaged it so badly, to the
verge of extinction. We made sure we disappearse@dly and economically for over 30
years, in order to escape the pressure.

Democracy in organizations

High UAI makes it very difficult for formal empowerent; employees would not find it
desirable to know that they are accountable forstEts without the procedures to help
them get out of difficulty — more like the Germanadel here. The Romanian employee
will be paralyzed by too much empowerment and ithgtion of power all of a sudden
and will use it discretionary for small group aretgonal interests.

Because of the communist past and the authorityptemthe employees in a Romanian
organization will find it insulting not to be empeved and or asked to have an inputin
decisions. It may probably work in the short rargive the impression of democracy
while the leader still retains responsibility fanplementation. For the long run, make
sure all the time that all attempts had been madesalving people in decision making.
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This is why we love the idea of USA, because iegius a relatively moderate model of
PDI. But we are estranged by the high IDV andldic& of “human touch” we can find in
more collectivist countries, like Italy and Spdimok at the level of spontaneous
immigration to Spain and Italy vs. the level of ingnation to Canada, in spite of all
organized programs and conditions).

c) Management of change is the first priorityadéader

The leader that is fluent in managing change anmthoonicating the changes all the time
will have lots of success. The changes need tmbenunicated well in advance, with
thorough preparation to minimize damages and tcensake that everybody understood
well what lies ahead in the future. Even thenléagler will still get lots of complaints
and resistance to change.

Every little thing that is changed is felt like ardlen and like an additional stress, even if
it proves immediately that it relieves work andremses efficiency. People do not get
happy over their new technological gadget and tieegiot appreciate that their speed in
working has increased; on the contrary, lots ohgles and improvements get them very
tired and despaired. The Romanian employee wilj lior the days when “all these
changes stop and we will get back to normal”. @eaas a philosophy of work is again a
failure in Romanian companies.

. Human Resources Management Practices

a) HR Planning

Job analysis with the view to structure and havieable hierarchy; the more
documented, the best. Lack of good structure fanstfor small organizations like a
family impedes the growth of the company. Looktfoe clear pyramid and go with it.
Very important to have the job analysis processgdace and avoid sudden changes or
too frequent changes in the structure.

Job description: stress limits of authority anerarchy —line of command.

Forget about matrices and other complicated strestinat will make an employee feel
that there are too many bosses. They will terml/rlook the matrix and ask their boss
to talk to the others’ boss to clarify things ahdrt put the order in writing!

b) Recruitment and Selection

Female may be more competitive in Romania as dtrefstie feminity of the country.
You will not have a gender discrimination issueasslyou want to create it artificially,
and then you will be at a loss because, if youtdiavoale under the thinking that it is a
“male” job, your organization will lose some comipeé edge.

High turnover in organizations are a huge issugolf have high turnover, it is not
something that you budget for as “normal” becadsearket conditions etc, it is
something abnormal and you are doing something gurddormally, in a country like
ours, people would not leave their jobs and loakotber jobs without a fault of the
management. They are not low on loyalty. On t&rary, there is a moral link to be
attached to an organization.

Check out what the Romanian entrepreneurs sayargvoking for loyal employees,
not necessarily for the most performing.
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c) Performance Management

The objective discussion about the individual gadisork will be very difficult, as a
high context culture determines people to takeldaekl personally and equate it with
shame. Moreover, the manager never wins out df auwdiscussion because, no matter
how good the intention is towards improvement afgrenance, the employee will
interpret the interview as a threat and as a waleaieaning him/her personally. We
suspect you will end up with a lot of performaneeiews in which all employees are
“excellent”.

The emphasis is on harmony and good working redaligs. If the performance
management system threatens the harmony of thaeinagi@n or stresses the objectives
too much, it will scare the Romanian employees awais the “how” of the
performance management that is very importantthetwhat”. In feminine culture, the
measurement of results are not important and theages of the organization will hint
at the failure of goals rather than approach thesctly.

The need for supervision is clear. If you allovopke in a group, without a leader, to
find their own way of working, they will lose time internal fights for leadership at the
expense of productivity. | doubt that Romanian kEyges will come forward with their
own objectives, and they will expect the supervisado it for them and then to leave
them alone to do their job.

In order to satisfy the “negative correlation watlithority” the manager still needs to give
the impression that the employee has a lot to baytahe objectives, especially when
the going gets tough and things did not work ouhay were supposed to work.

By and large, do not expect a highly performingamrigation without a lot of discussion.
A manager needs a lot of cunning and personaltafiégito implement a performance
management system, but that system should notebeotle of his/her management style
because it will alienate the employees. One reastivat organizations find it difficult to
change through evolution, but through crisis anlgion.

Romanians work to live. The leisure time and @aify time is important. At the
beginning, when young and out of enthusiasm, thiystay in for longer hours, but if
the longer hours become a habit, and this is wieabtganization values, then your
labour market pool will diminish.

Give the impression of time at their disposal -ytle not react nicely under pressure and
stress of delivering results and making decisions.

d) Training and Development

We would strongly advise that, if there is one stho send your managers to, these are
the German and the UK ones. The teachings ther&vwgiee us some morally minded
leaders for the future, ones that appeal moreg@thployees in their wishes for low PDI
and that would find it more difficult to trespasetline towards becoming authoritarian.
Moreover, the German way of building organizatiand structures will be helpful.

We would ideally say French for structure, but veéidye that the French model is
rejected by the Romanian employee at the end addlgeThis is a mistake that the
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previous generation made at the beginning of tHeGéntury, and the inheritance (the
accounting principles, for example) brought abolat &@f problems in organizations.
We are still fighting with the French accountingdawith the Russian model of
education, for that matter!) and we can barelydiate it into financial management.

We are a collective culture so that employees expet it is the organization’s duty to
train them and provide for them and they consildeotetical and complicated learning as
good. Simple tools are suspicious. Unfortunatehy a small proportion of the
employees will also pursue individual studying bait own to improve their abilities and
will expect the organization to train them from aarel to another.

Watch out for the trainer leadership style andabmpetitiveness you place in the
training situation. We had groups in a businesaiktion game that complained thiaé
trainer favoured one group over the otleerd the fact that the purpose should not be to
compete, but to learn. Consequently, American tfgeaining that emphasises learning
by competing with others (even if disguised as taatding or leadership games) is a
tricky training that may not be very successful.

Communication training that emphasize assertiveardsspeaking out one’s mind may
not be the most applicable; they will be highly egupated by the employees internally,
but they will not apply them in the business enviment as a tool to deal with power and
decision making.

e) Compensation and Benefits

There is a strong power of job context at the egpef job content i.e. people will be
more motivated by the extrinsic motivators: salascurity of job and working
conditions, than the content of the job. The higiexcentage ever among the 20
guestions was the one related to the securityeojab.

Probably the best way to motivate is with a highese salary and a smaller commission
based on performance, while the introduction ofuahbonuses that give the impression
of egalitarian work is very powerful and productiv@ome seniority pay is also needed in
Romanian organizations. Maternity leave and ctelce are very appreciated in
packages, | doubt that benefit packages that iechpadrt facilities are the best solution.

Side effects of compensation and benefits

Do not forget that Romanians behave like high RPidrefore the incidence of corruption
at all levels, including within multinational compuas with foreign culture, is still likely.

If paid well and are given the impression thatjtieis stable and they have enough time
to get accustomed to changes in the organizatidritare is not much emphasis on
personal responsibility, the Romanians will be Vegal and the corruption — including
taking advantage of organizational systems to guosun interests and group interests —
will be low.

Otherwise, if treated authoritatively i.e. the leathlls into the authority trap, and
threatened to lose their job, corruption will flalrin a second, in places that you will
not even expect. However, it will be less likdiah in a country like Italy, because
feminine values emphasise cooperation and low ctativemess. The kind of theft you
will find is the petty cash and small theft, unimiamt theft. Moreover, organized crime
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within the organization is again very unlikelywiill probably be one person who has
thought about a device to smuggle something ofalue.

3. Romania in EU
Let's hope that the EU ability to work with differees that has proven so far will also be
able to work with the Romanian differences.

The one difference that worries us mostly is thiaanty complex and the tendency to
dissociate between what is said and what is deehave had lots of practice in this
area of disguising the promises into real onesraver follow through.

However, the standardization is going to be a geyd and appreciated thing.
Certificates, quality standards, all rules and fatinns, although initially frowned at, will
become the yardstick. Do not take the existengales as a model for implementation
though.

It also depends on who is leading the EU, becawes&rtench will find it difficult to
accommodate us, and the British and German matyrgétof our inconsistencies. Italy
and Spain, Greece and the other Central and Easp&an countries would form good
colleagues and working companions, but inconsigiasiness partners. We will surely
not learn the best lessons from them.

It would probably be Germany with whom we will lmipreferred organizations,
especially in regional areas, and the British camgsawill be the best choice in the
Romanian employees’ eyes. France and French coegpaill come and settle and be
highly successful as big organizations becausa#yethey do things ultimately appeal
to us, especially their emphasis on structure, p@and centralized direction.

4. Challenges and the Future of the Study
a) Difficulties in asking questions without takimgo account the cultural context
We discovered this in Romania with some questibasmeant something in a different
culture: for example:

* Expressing disagreement needed the wording ohérfdce of the supervisor” in
order to explain the meaning; otherwise, we gaioaptositive answer on
expressing disagreements, because of the gossimliible supervisors’ s back

* We have also stressed the phrasing on “makingidesisto induce the
importance of the question in order to drive thekimg down to reality

» We identified a cultural difference between “praiesal” and “working”
relationship; the former being perceived as co#e more impersonal, therefore
rejected, while the latter being confused with “Wmag your boss’ family
problems”.

b) Difficulties in conducting surveys and ask absuth power and authority related
guestions to respondents who are still paranoidulvehat they say to whom

The fact told to us by Gallup about respondents aftbthe questionnaire asking
whether or not they answered properly. We aresncg we have actually found out what
the Romanians value really are, we found out wingy think they would like others to
think about themselves.
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c) Difficulties in discriminating between the rangieresponses

The tendency of Latin countries to consider evengflimportant and place only 1,2, and
3 on a scale from 1 to 5 and avoiding the usearidt5 which would discriminate better
between the answers.

d) Future

Other surveys when in the EU to see whether thatcphas registered changes, but such
changes may be given also by the dispersion ditfieulties above. We would

probably discover an increase in individualism hedceforth less collectivistic values,
and a higher PDI score which would be closer ta¢adity i.e. closing the gap between
stated values and actual behaviour.
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