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APSTRAKT: This paper aims to point to
the widespread practice of neglecting behav-
ioral aspects of different forms of fusions and
integrations of enterprises that have emerged
in the process of privatization through
strategic partnerships with foreign compa-
nies among Serbian enterprises. The initial
hypothesis in this paper is that the process of
privatization, restructuring and transfor-
mation in Serbian enterprises cannot be
completely successful and equally advanta-
geous for all the subjects involved if there is
no concern for human dimension of these
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processes. Without this concern there is a
possibility for behavioral problems to arise,
and the only way to resolve them is through
post festum respecting and introducing ele-
ments that should never have been neglected
in the first place. This paper refers to the
phenomenon of collision of cultures and the
ways of resolving it while forming strategic
partnerships.
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This paper aims to point to the widespread practice of neglecting behaviour-
al aspects of different forms of fusions and integrations of enterprises that have
emerged in the process of privatization through strategic partnerships with for-
eign companies among Serbian enterprises. In order to avoid confusion and mis-
understanding we would like to stress that this has nothing to do with social pro-
grams for the redundant. On the contrary, it refers to those that are to stay in the
company once the privatization is over and therefore need to shift from the old
way of behavior and beliefs, to learn new rules and adopt new values. Practice
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and experience of successful integrations indicate that the process of learning
must occur on both sides: employees in domestic firms must learn new norms of
behavior and foreign partners must learn how to communicate with them and
gain their support and their friendly attitude.

The main reason for writing this paper originates from what has recently
happened in the well known company “Sartid” from Smederevo. What hap-
pened there proves what eminent theoreticians in OB believe about the impor-
tance of organizational fitting for the survival of strategic partnerships in long
terms. The present experience, after the very first steps of transition and with
very few firms who have created strategic partnerships with the foreign ones casts
new light on the importance of human dimension in the process of restructur-
ing, transformation and privatization of enterprises.

The initial hypothesis in this paper is that the process of privatization,
restructuring and transformation in Serbian enterprises cannot be completely
successful and equally advantageous for all the subjects involved if there is no
concern for human dimension of these processes. Without this concern there is a
possibility for behavioral problems to arise, and the only way to resolve them is
through post festum respecting and introducing elements that should never have
been neglected at all. The most powerful example in support to our hypothesis is
recently finished strike in the “U.S. Steel Serbia”, former “Sartid” from
Smederevo.

At the beginning of this paper we will give the definition of strategic partner-
ships and their specifics that have occurred in transition countries. Secondly, we
will point to the characteristics of Serbian national culture and its influence on
success of strategic partnerships with foreign companies. The third part of this
paper refers to the phenomenon of collision of cultures and the ways of resolving
while forming strategic partnerships. Finally, we will point to the possibilities of
measuring the success of strategic partnerships and implications for managers.

FORMS OF STRATEGIC PARTNERSHIPS AND IT’S SPECIFICS
IN TRANZITION COUNTRIES

As shown in Figure 1, one of the classifications of strategic partnerships
divides them into those that are created on the contractual and those that are cre-
ated on the ownership basis, with or without forming a new entity. According to
this we can make distinction between strategic partnerships and traditional con-
tractual forms, on the one side, and mergers and acquisitions on the other. In the
literature regarding this subject we can find other classifications as well, that
make a difference between partnerships created by two and those created by
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more than two firms. Finally, we come across the classifications on the function-
al bases that make a difference between marketing, selling, production, R&D etc.
strategic partnerships. As far as this paper is concerned, we will be dealing with
partnerships created by two companies on the ownership basis.

INTERFIRM LINKS

CONTRACTUAL ARRANGEMENTS EQUITY ARRANGEMENTS
NO NEW
TRADITIONAL CONTRACTS NONTRADITIONAL CONTRACTS IDENTITY CREATION OF ENTITY MERGERS
AND
ARM'S LENGTH BUY-SELL ® JOINT R&D © MINORITY EQUITY © NONSUBSIDIARY JV  ACQUISITIONS
FRANCISING © JOINT PRODUCTION INVESTMENT
LICENSING © LONG TERM SOURCE AGREEMENT - FIFTY-FIFTY JV
CROSS-LICENSING © JOINT MARKETING © EQUITY SWAPS - UNEQUAL EQUITY JV

©® SHARED DISTRIBUTION / SERVECES

© JV SUBSIDIARY OF MNC

Figure 1: Classification of Strategic Partnerships
Source: Adapted from Evans P., Pucik V., Barsoux J.L., The Global Challenge
Frameworks for International Human Resource Management, McGraw-Hill Irwin, 2002

One of the elements that make strategic partnerships in tranzition countries
different from those forms created in modern market economies is that most
companies are in social or state ownership. This fact has two implications:
(1) strategic partnerships are formed with government institutions as mediators
(Agency for the privatization, trade court or a similar organ) and (2) it is led by
financial motives in order to bring into domestic companies fresh capital, man-
agement skills and knowledge. Employees that have ”survived” must go through
the ”double loop” learning (Argiris, 1996): in order to radically change their way
of behavior and thinking and become an integrative part of a new entity they
must abandon the old model of organizational culture and accept a new one.

In tranzition economies strategic partnerships have proved to be a highly
attractive form of privatization, restructuring and revival of economic activities
which, unlike mergers and acquisitions have at least three very important distin-
guishing marks: (1) the speed of changes, (2) the scope of changes (3) high level
of ignorance between partners about each others.
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The speed of changes depends on depth and size of the crisis in which a com-
pany is. The examples of Serbian companies privatized through strategic part-
nerships with foreign companies clearly indicate that key stakeholders in the
process of privatization (management, state and employees) are interested in fast
changes, since slow ones would imply the extension of economical and psycho-
logical agony. This does not mean that these fast changes will meet their expecta-
tions.

The scope of the changes in companies in transition refers to mental revolu-
tion in which management and employees learn new rules of behavior and adopt
a new system of values. Since Serbian companies haven’t been familiar with mar-
ket economy, transition into it is the very radical step which leads to a turnover
in strategy, management stile, organizational structure and culture.

High level of ignorance between partners is probably one of the most impor-
tant issues when creating strategic partnership. Some information partners can
easily obtain while others will be kept as secret and are not attained easily.

In order to make strategic partnership successful in long terms it has to be
useful for all the partners involved: everyone has to respect needs and wishes of
the others and the interests of key stakeholders must be met. Once the process
of organizational and ownership transformation is over, the behavior of
employees in these organizations has to be loyal and supportive to the new
owner. Whether it will be so, depends on the number of circumstances. In the
developed market economies, where mergers and acquisitions were intensively
used in 80-ies and 90-ies of the XX century, managers had dealt with the prob-
lem of dissatisfaction of employees, especially in weaker organizations overtak-
en by the stronger ones. There is a great number of unsuccessful fusions. Most
authors attribute the lack of success to strategic, economic or financial factors,
neglecting behavioral aspect and simply forgetting that employees are the dri-
ving force of successful or unsuccessful leadership. One of the relevant points
that are often neglected refers to cultural characteristics of the host company.
These characteristics are of great importance because they create attitudes of the
employees and their attitudes conduct their behavior. If employees are not pre-
pared for this cultural transition and are well informed about changes in pro-
duction, profit or selling that are to happen with a foreign partner coming,
mental chaos in their interpretative schemes will inevitably occur and manifest
through dissatisfaction, lack of trust and hostile behavior towards the foreign
partner and his management.

It seems that neglecting employees begins at the very start of the deal. In most
cases, negotiations about the ways of creating partnerships are lead by teams of
representatives on both sides. Usually they include top managers from compa-
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nies, lawyers, consultants and representatives of ministry, in case of social and
State owned companies. During negotiations they dedicate most of their time
and energy to legal and financial implications of the partnership and to the way
they will organize the whole project in respect to positive law regulations in both
countries, searching for the solution that engages as few financial resources as
possible. It seems that both sides completely forget the fact that the possibility of
projected performances to happen in reality is very small if strategic partnership
does not get the employees support in everyday life.

It is clear that behavioral aspects of strategic partnership can be put aside
during its planning phase, but they will certainly arise during implementation.
Leading authors in organizational behavior have identified this as collision of
cultures: differences in philosophy behind doing business because of different
basic assumptions about the mission, strategy and aims of organization, which
manifest as differences in systems of values and attitudes of managers and
employees and consequently cause differences in behavior. A research that has
been made (Cartwright, Cooper: 1994) has shown that more than a half of 200
unsuccessful fusions in the 80s and 90s were due to organizational behaviour
problems. Leading European managers have concluded that “potentials of orga-
nization to fuse successfully are more important than the price which is paid

THE CARACTERISTICS OF SERBIAN NATIONAL CULTURE AND
THE POTENTIAL COLISSION WITH OTHER CULTURES

An opinion widespread among the authors who plead for globalization is
that eventually national cultural differences are going to disappear and become
less important. The experience indicates that national culture differences are not
going to fade, but on the contrary to stay and become one of the most influential
factors of successful management in the future, for all and especially for interna-
tionally oriented companies. Organizational culture is a key dimension of an
organization’s fitting into successful strategic partnership. Since organizational
culture is a reflection of national culture, it is clear that national culture influ-
ences the success of strategic partnership.

Contrary to common practice, international business practice shows that
national culture should be taken very seriously into consideration when dis-
cussing factors that influence the existence and development of partnership,
since national culture determines organizational variables and the behavior of
employees in organizations that operate within a country. After all, the man-
agers’ attitudes, beliefs and values are basically an expression of national cultural
values and are influenced by them.

—_
—_
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National culture is a set of assumptions, beliefs, values and norms of behav-
ior which members of one national community share. National culture deter-
mines the way people percept the world and therefore influences their behavior.
Assumptions, values and beliefs as an element of national culture are mostly
unconscious, so members of a national culture behave by code often not being
aware of it (Hofstede, 2001). It is well known that the most voluminous research
of national culture characteristics and their influence on organization and man-
agement was undertaken by the Dutch author Geert Hofstede with a group of his
collaborators. Research itself lasted for six years (from 1967. to 1973.) and
included about 116.000 interviewees, the employees in the multinational compa-
ny IBM. Primarily, the research included 64 countries, while the results and the
conclusions were based on the data from 40 selected countries with comparable
results by any of the dimensions. There are a number of reasons why we have
decided to rely on the Hofstedes typology of national cultures, one of them being
the fact that former Yugoslavia is among the countries where comparable data
can be recognized.

National culture serves as a frame for the development of specific organiza-
tional cultures of the organizations that work in a particular country. Its influ-
ence is not direct but indirect, through the employees who, as members of cer-
tain national culture, bring into organization assumptions, beliefs, values and
norms that have adapted from the time they were children. These assumptions,
believes and values are then built into organizational culture and form its basis.
This does not necessarily mean that organizational cultures of all the organiza-
tions that work within borders of one country will be the same. National culture
represents a frame for independent evolution of organizational cultures of enter-
prises. It is highly expected that in one national culture those types of organiza-
tional culture that are more compatible with its cultural dimensions will be more
dominant. National culture is what differs people, organizations and institutions
that are otherwise very similar, but do belong to different countries. On the other
hand, organizational culture is what distinguishes and makes specific organiza-
tions within a country.

According to what has been said hypothesis Hla can be postulated: National
culture represents one of the factors of successful strategic partnerships to which
managers must dedicate due attention.

Hofstede provided us with a typology of national cultures and created a cul-
tural map of the world, by grouping countries on the basis of similarities between
their cultures. Yugoslavia and the states that have been formed after its disinte-
gration have been placed in the same group together with Latin-American coun-
tries (Columbia, Venezuela, Brazil, Argentina etc.), Spain and Italy.
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Characteristics of these countries are the following: high power distance, high
uncertainty avoidance, collectivism and domination of feminine values

The term power distance indicates the degree up to which members of one
national culture expect the power in society and organizations to be unequally
distributed and the degree up to which they consider it normal to have people
who are very powerful and those that are completely powerless. Hofstede quotes
Orvel when explaining the basis of this dimension suggesting that: ”anyone who
has any international experience is aware of the fact that inequality exists in all
societies but that some societies are more unequal than others. (Hofstede, 2001:
82). High power distance in society implies permanency of one’s status: one’s
place and role in society are determined by his birth and family social inheri-
tance. Unlike high power distance, low power distance in societies implies social
mobility between different layers of society. Speaking in terms of organizations
within high PDI countries, unequal distribution of power shows to be basic
mechanism for controlling behavior of members and subordinate relationships
between people are likely to occur.

Interpretation of power distance index in terms of Serbian national culture
(Power Distance Index PDI 77 on scale from 1 to 100) leads us toward conclusion
that members of our national culture consider it completely normal and natural
for power to be unequally distributed among members of society, creating a pool
of people with absolute power and a climate of inequality between the powerful
and the powerless. Hierarchy exists in order to make each member of the society
and organization aware of his place, role and power and to make him behave in
accordance with this. People in Serbian culture see dethroning those who have
power as a basic method of carrying out the changes in any segment of society
(politics, economics, law etc.)

For the managers that come to Serbia from the countries that have high PDI
keeping distance in their relationships with the employees should not be a prob-
lem, since they themselves, in accordance with their own mental programming,
have a tendency to autocratic leadership style. On the other hand, strategic part-
nerships among companies that have different PDI background may suffer from
ineffective management of partnership, due to differences in assumptions, values
and beliefs between foreign managers and domestic managers and employees.

Talking about strategic partnerships on ownership basis, when a foreign
partner becomes a major or the only owner, it is expected from the top manage-
ment team to be composed predominantly or completely of foreign managers.
There are two potential problems in a situation like this: (1) problems in com-
munication between foreign and domestic managers and (2) problems in com-
munication between foreign managers and domestic employees. Both of the

—_
w
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named groups of problems arise due to differences in attitudes that partners have
towards what an appropriate behavior is. A partner who comes from a county
with low PDI may show preferences for democratic or participative leadership
style which can be interpreted as incapability and powerlessness for effective
leadership among the members of Serbian national culture. Contrary to hierar-
chy that high PDI implies, a foreign partner can promote trust, interdependence
and mutual understanding which, no matter how useful it can appear, can turn
into a barrier for necessary organizational transformation.

All this leads us to hypothesis H1b: High power distance as the characteristic of
Serbian national culture implicates that employees in Serbian companies expect
management to demonstrate authority of a position and capability for high perfor-
mances. In return, employees will accept the role of good soldiers.

Uncertainty avoidance as a second dimension of national cultures indicates
degrees to which members of organizations feel threatened in vague and
ambiguous situations and therefore intend to avoid them by establishing and
believing in dogmatic truths. In societies with high uncertainty avoidance, peo-
ple try to avoid risky and confusing situations by establishing secure jobs and sta-
bility of position in an organization as well as in society on the whole and by
accepting formal procedures and rules of behavior when doing business.
Changes are seen as something that is undesirable and unwanted, as a state that
removes organization from its routine order and therefore as a threat. In these
societies, and Serbia is one of them, people tend to establish and obey written
formal rules and those who question their usefulness and correctness are marked
as danger ones for the survival of the entire system. In societies with low uncer-
tainty avoidance index changes are seen as an opportunity to progress, formal
rules and written procedures represent barriers for free thought and creative
actions and conflicts and differences in opinion are supported, since they can be
very constructive for problem solving.

Uncertainty avoidance index in the context of Serbian national culture is
rather high (UAI 90 on the scale from 1 to 100). It implies that the Serbs do not
like radical changes and uncertainty. They feel uncomfortable in ambiguous sit-
uations and do not tend to be tolerant of differences in opinions and attitudes.
The sense of belonging to a group helps people in Serbia to reduce uncertainty to
some degree. Besides, it is recognized that in Serbian national culture high
uncertainty avoidance is accompanied by high power distance resulting in possi-
bility to put an equal mark between authority of a position with an authority of a
person that is on a position in hierarchy and has the power to bring and break
these rules. In regard to high UAI characteristic of Serbian national culture we
may expect that the behavior of employees in Serbian enterprises will vary signif-
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icantly in the situation when domestic partner stays with the majority of owner-
ship or at least an equal part, from the situation when majority of ownership goes
into the hands of a foreign partner. The first situation leaves the possibility for
keeping one’s own management style so the employees can expect incremental
changes in organization and work process. If a foreign partner is a firm from
some of the countries with low UAI he can show the willingness to accept this
concept, due to his own national cultural code. If we consider the case of part-
nership with a firm with high UAI which comes to politically and economically
unstable country and that is how unfortunately most of foreign countries still
percept Serbia, it is expected from that partner to show pretensions to complete-
ly overtake a domestic firm and therefore gain an opportunity to introduce his
own rules of behavior (Also in Erramilli, 1996)

From what has been said previous follows hypothesis Hlc: High degree of
uncertainty avoidance which is an attribute of Serbian national culture implies that
of employees expect new management to define clear rules of behavior and to create
organizational culture that will promote job security and a stable compensation sys-
tem.

Individualism vs. collectivism * According to Hofstede’s research of national
culture differences between collectivistic and individualistic cultures are basically
those taking responsibility for one’s own life and destiny. In individualistic cul-
tures people believe that everyone is a tailor of his own destiny, free will, person-
ality and individual choice. On the contrary, collectivistic cultures accentuate
collectiveness: a group to which an individual belongs (family, enterprise or soci-
ety) is responsible for his/her life. Most people believe in the correctness of col-
lective attitude towards what is right or wrong, good or evil.

As the quality of Serbian national culture, high level of collectivism (Index 26
on the scale from 1-collectivism to 100-individualism) implies that people in our
country believe that social system to which they belong is responsible for their
life and future. A group is obliged to take care of its member who will in return
be completely loyal and devoted to it. High collectivism combined with high
power distance results in dependent relationships between an individual and the
central authority of the collective: a member of a group gives up personal identi-
ty in return for the place in a group.

The context of high collectivism present in Serbian national culture and its
implications on business practice, the degree of acceptance of partnership
between domestic and foreign companies can be increased by an active participa-
tion of the government, agency for privatization or corresponding administra-
tive officials, at least in the implementation phases of partnership. Incorporation
of domestic administrative officials satisfies the needs for safety and security

—_
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among the employees in Serbian culture while the State and society send a mes-
sage to the public that they do take care of its members.

H1d: High degree of collectivism that is obvious in Serbian national culture
implies that more possibilities for successes have strategic partnerships in which State
and syndicate are involved in a phase of negotiations, which occurs as a guarantee
for the employees that collective takes care about them.

Masculinity vs. femininity is the fourth dimension Hofstede’s research
pointed to. Masculine values represent high competitiveness and assertiveness
whereas feminine values represent modesty and carrying for each other. In soci-
eties and organizations with dominant masculine values, people are respected in
accordance with their capability of earning and achieving high tasks, recognized
mostly through financial effects. Masculine cultures are egoistic and egocentric,
oriented towards an individual and fulfilling his needs. In feminine cultures, and
Serbian is one of it (index 22), people are valued in accordance with their social
status and respect they have among other members of the society. Entire life
quality in far more important than financial status which means that people are
not respected for their material potentials but for their social status and position
as well as their relationships with other members in social structure.

Hle: High level of feminine values in Serbian national culture implies that
strategic partnerships in which management pays attention to regular and adequate
informing the employees and develops open canals of communication and participa-
tion of staff in the social life of the partnership have more possibility for successes.

The mentioned characteristics of Serbian culture certainly have significant
influence on tendencies toward specific types of organizational culture in
Serbian firms. When asked to give a metaphor that would describe their organi-
zation best, most people compared their firm to their family. The metaphor of
family is compatible with the existence of high power distance accompanied by
strong collectivism and femininity. A leader in such an organization has a power
that is much alike that a father has in the family: a leader does not stop to be
leader if he does not succeed in task accomplishment, as well as father does not
stop to be a father if he does not carry out all of his family duties (Also in
Trompenaars F., 1993:140). Most of the employees in our country consider it
normal for a leader of an organization to have an infinite power.

National culture profiled as previously indicates that we are dealing with the
social structure where people are brought up and learned in a manner that
respects unequal distribution of power, that avoids uncertainty and promotes
generosity, humanity and solidarity, where people expect a certain degree of
equality in the distribution of earnings but rate nonmaterial compensations
higher than material ones (social needs and needs for being respected by other
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members of the society are more important than needs for earning money and
collecting material rewords).

The previously analyzed dimensions of Serbian national culture and the
expected implications of it on strategic partnerships of Serbian companies with
foreign ones should not be taken for granted since Serbian enterprises and econ-
omy in general have had hard times during the last several years. The leading
problem in our economy is the lack of capital and market for the most of our
firms. The new generation of young people that is becoming leading workforce is
taught on the basis of western economy principles and therefore brings into
organizations where employed quite different value systems from those that their
parents used to have or still do. They generate differences that will influence
some changes in Serbian national culture. Foreign partners should be aware of
this generation gap and reconcile their recruiting and compensation systems
with these new trends recognized as changes in Serbian national culture.

HI1f: We can clearly recognize that changes are going to happen in the Serbian
national culture and that young people are recognized as leaders of these changes.

CULTURAL FIT - KEY INTEGRATIVE COMPONENT IN
STRATEGIC PARTNERSHIPS

Privatization of Serbian enterprises based on the ownership strategic part-
nerships should be taken as a highly complex set of actions that includes at least
two sophisticated managerial activities: (1) introducing a decision to create
strategic partnership with a foreign firm and (2) implementation of a new deci-
sion and introduction of a new way of work. The former should result in satisfy-
ing strategic interests and is considered to be accomplished when partners agree
about their strategy, vision and mission of partnership. The latter is related to
organizational fitting between the two companies, which means establishment of
harmony in organizational structure, culture, staff composition and leadership
styles. This phase is all about human, or better to say soft, dimensions of partner-
ship which, if not respected, can become the key drawback to successful partner-
ship. Whereas a decision of privatization through strategic partnership can be ”a
one-minute action”, its implementation is a process that requires great deal of
time and resource involvement.

The responsibilities for these two aspects of privatization are in most cases
shared between two different groups. As witnessed by privatization of Serbian
enterprises during the last years, the first activity was the responsibility of the
Agency for privatization and the corresponding ministry, who were also respon-
sible for the first steps in privatization. The second activity was responsibility of
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the managers from both sides, people in key positions in domestic and foreign
company.

In this phase problems occurred because one group was obliged to imple-
ment decisions that another one brought, which often led to misunderstandings,
errors and confusions. For corporate leaders, as representatives a first of manage-
rial group, the whole project of creating the strategic partnership starts earlier
than for the employees and public. Together with the representatives of the min-
istry, top managers are mostly involved in negotiation and planning phase which
are often kept as secret. By the time partners are ready and willing to announce
cooperation and this becomes big news in business circles, for the top managers
it is an old news. Therefore, we should not be surprised when corporate leaders
get tired of the partnership at the beginning of its public life and dedicate less
attention to the implementation of what has previously been agreed.
Consequently, ineffective management of a strategic partnership can become the
cause of its failure. What is often recommended in order to exceed these prob-
lems is to introduce separate position: manager of the partnership or partnership
manager. Person on this position should be involved in the process of creating
strategic partnership from its beginnings and should continue to take care for the
process of implementation of arranged strategy. He would take care that behav-
ioral aspects are not neglected and underestimated and that “we - they” relation-
ship between managers and employees and employees themselves does not
occur. If not so, the strategic partnership could come to a situation when part-
ners perceive each other as enemies which can be highly dangerous for the suc-
cess of the entire project.

From the previous we may derive H2a: In order to increase possibilities for the
success of a strategic partnership it is useful to establish a position of the partnership
manager who should take linkage role and harmonize attitudes of both partners.

The problem of organizational misfit is not immanent only to the companies
from transition economies. On the contrary, this problem is noticed during the
twentieth century in the practice of mergers, acquisitions and fusions between
companies from the developed market economies as well. Results of researches
in relation to fusions and factors that influence its potentials that have been
undertaken (Hall, Narburn: 1987) indicate that:

+ Financial potential of partnership are influenced by cultural compatibili-

ties of organizations

« If there is no for cultural compatibility success of a partnership depends

on a degree of autonomy that partners preserve.

H2b: Success of a strategic partnership depends on a compatibility of organiza-
tional cultures of companies that are creating it. Partnership has more chances to be
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successful if their cultures are compatible and managers willing to pay attention to
bypassing differences during implementation phase.

According to the hypothesis H2b we may conclude that success of a strategic
partnership depends greatly on capabilities of organizations to carry out accul-
turation process. Acculturation is a phenomenon that originates from the
anthropology and indicates “changes induced in (two cultural) systems as a
result of the diffusion of cultural elements in both directions (Berry, 1980).
Although acculturation is considered to be balanced two-way flow, members of
one culture often attempt to dominate members of the other (Nahavandi, A.,
Malekzadeh, Ali R., 1988). In most cases organization that is in better financial
conditions, more experienced and well known in business circles will take a role
of a more dominant partner.

Speaking of Serbian companies that might create strategic partnership with a
foreign ones’, in most cases we may expect from foreign partners to take a role of a
dominant partner, but we must emphasize that he shouldn’t ignore or reject good
business methods or traditionally approved values that domestic partner has.

Perception of foreign partner’s culture as attractive or unattractive will influ-
ence willingness of employees to shift from their own culture to a new one. By
combining willingness to leave their own culture with their perception of a new
one we can come to potential models of acculturation.

Assimilation and integration as models of acculturation are likely to occur
when employees as well as managers want to create strategic partnership with
foreign partner. The factor that will determine model of acculturation in this sit-
uation refers to degree of willingness to abandon old culture and acquire new
one. When employees value contact with foreign partner and are willing to aban-
don old culture, leave behind their cultural norms and accept new ones, assimi-
lation is likely to occur. When domestic employees see another culture as very
attractive but are not willing to abandon their old culture, integration is likely to
occur. In this process both partners are willing to accept elements of the partner’s
organizational culture along with preserving own autonomy and personal iden-
tity by maintaining basic assumptions, values and organizational practice.
Successful integration means that both partners are willing to accept autonomy
and independency of another one.

Deculturation or separation are likely to occur when employees in partner-
ship companies find an idea of creating it as an unattractive one and therefore
are not interested in it, but for some reasons must accept it. Deculturation and
separation often arise when employees are not well informed about what is going
on in a company and when establishing of strategic partnership is under control
of small group of top managers.
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Separation as a model of acculturation involves attempting to preserve one’s
own culture and practices by remaining separate and independent from the
dominant group (Berry, 1993). We may name several reasons for which separa-
tion has sense to occur, among which preserving one’s core competences is a
leading one. Domestic partner in this case may represent an independent subcul-
ture within a partnership and has to be somehow protected from the pressure to
accept a culture of a dominant partner.

Decultuartion as a model of acculturation is likely to occur when employees
in domestic organization are not willing to preserve their own culture and sys-
tem of work. In most cases they feel confused with their present situation and do
not have any orientation for the future. Strategic partnership with this model of
acculturation has little chances to survive.

Willingness to abandon own culture

Highly willing Unwilling
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As witnessed by privatization of Serbian companies we may conclude that
there are few companies for which foreign strategic partners could be interested
in such a way that creates initiative for strategic partnership to come from their
side. In comparison with foreign companies, most Serbian companies are in
inferior position which implies that assimilation or deculturation is likely to
occur. Models of acculturation can serve as a way to control success of a strategic
partnership: assimilation indicates successful transformation whereas decultura-
tion means failure and continuing of agony for employees, managers and the rest
of society. (Figure 2)
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H2c: Integration or separation is likely to occur within strategic partnerships of
financially stable and renowned Serbian companies with foreign partners.

H2d: Most Serbian companies need radical organizational transformation and
seek for a partner that will help them to carry this process out through assimilation.
If not so, deculturation is likely to occur.

Foreign partner’s culture: Domestic partner’s culture
e Basic assumptions e Basic assumptions
e Tolerance towards differences e Wish to preserve own culture
e Key managers e Key managers

Climate of the Strategic
Partnership

. Friendly

. Hostile

Expected models of
acculturation in Serbian

economy
. assimilation
e  deculturation

|

Successes of strategic
partnership in long terms
. Existence and development
. Failure

Figure 2: Acculturation models in strategic partnerships of Serbian companies
Source: Adapted from Navahandi,A., Malekzadeh, A.R., The Role of Acculturation in the
Implementation of Mergers, Academy of Management Proceedings; 1986, p140

CONCLUSIONS AND IMPLICATIONS FOR MANAGERS

Not depending on an organizational or institutional form through which
strategic partnership is accomplished, its success is traditionally measured in two
ways: objectively or subjectively.
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Objective indicators are mostly based on the quantitative, financial criteria
whereas subjective indicators are mostly based on the qualitative, behavioral
characteristics. According to our analysis we suggest that behavioral aspects are
becoming dominant when measuring performances of a strategic partnership
and that managers should dedicate them due attention. One of the methods that
leading theoreticians suggest as a way of measuring success of a strategic partner-
ship is ”a behavior index”. Behavior index measures success of new organiza-
tional constellation on the behavior of employees, represented by job satisfac-
tion, loyalty, fluctuation of employees, stress and other emotional reactions of
employees. What managers should always have in mind is that behavior of
employees in organizations has direct and strong influence on financial results of
a company and that financial position can be improved by respecting and ade-
quately managing human resources. When discussing a period in which results
of a strategic partnership should be measured, eminent theoreticians agree that
two years period is an optimal period for an organization to consolidate and that
strategic partnership can show its success or failure by that time.

Managers of strategic partnership must know whether employees support
the idea of creating it and whether they trust corporate leaders. If employees
believe that management is going to take care of their needs and wishes and that
win-win result is likely to occur they will be willing to support a project. In order
to obtain employees’ support leaders should look at the strategic partnership
from the employees’ point of view and resolve their dilemmas regarding future
and their chances to stay within new organization.

For the managers that come into Serbian companies it is very important to
bear in mind characteristics of the Serbian national culture and its implications
on management style and possible models of organizational design. It is not rec-
ommended simply to overtake models and solutions that showed to be success-
ful in other cultural backgrounds since they can occur as complete failure in our
cultural context. The experience we have in transition and privatization of
Serbian companies so far indicates that more chances for success have partner-
ships created between partners that have compatible organizational and national
cultures. If there is no cultural compatibility, managers on both sides, together
with partnership manager (if created) should devote their time and energy to
prepare employees for a cultural transition that is to occur. In terms of accultur-
ation model in the Serbian national culture two possibilities are likely to happen:
(1) when domestic partner is renowned and successful company, integration as
well as separation is likely to happen, (2) when domestic partner is a company in
financial and management problems assimilation as well as acculturation are
possible.
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Transition of Serbian economy is on its beginnings and macro economical
preconditions that are necessary for real radical transformations are not created
completely. Cooperation with foreign partners is a good way for Serbian compa-
nies to learn new behavior, carry out turnover in business strategy and redesign

organizational structure and culture.
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