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INTRODUCTION

List of papers

This dissertation is based on the following original publications, which will be
referred to in the text by their respective Roman numerals.

I Alas, R., Sharifi, S. (2002); Organisational Learning and Resistance to Change
in Estonian Companies. Human Resource Development International, Issues 5, No
3, pp. 313-331.

II Alas, R. (2004); Changes in Estonian Organizations from Institutional
Perspective. Journal of Business Economics and Management, Vol. V, No 1, pp.
15-23.

III Alas, R. (2004); Process Model for Organisational Change: A Study of
Estonian Companies. Journal of Business Economics and Management, Vol. V, No
3. Accepted.

IV Alas, R., Vadi, M. (2003); The Impact of Organisational Culture on
Organisational Learning in Six Estonian Hospitals. Trames, Vol. 7, No. 2, pp. 83—
98.

V Alas, R. (2004); Factors Influencing Learning in Estonian Organisations and the
Implications for Management Education. Management of Organizations:
Systematic Research, No 31, pp. 7-16.

VI Alas, R., Vadi, M. (2004); The Impact of Organisational Culture on Attitudes
Concerning Change in Post-Soviet Organisations. Journal for East European
Management Studies, Vol. 9, No 1, pp. 20-39.

VII Alas, R. Job Related Attitudes and Ethics in Countries with Different History.
Accepted for publication in International Journal of Cross Cultural Management.

The relevance of the topic

The keywords concerning today's economy include a changing environment and a
divergent work force. Multiple interacting changes have led to a highly complex,
confusing and unpredictable state. The focus in change process has shifted from
product innovation and technological change to behavioural aspects of change and
to attitudes about change (Bergquist, 1993). Organisational change has been seen
as an individual-level phenomenon, because it occurs only when the majority of
individuals change their behaviour or attitudes (Whelan-Berry et al., 2003).

During the last decade Estonia has transformed from being an authoritarian,
centralised, totalitarian socialist state, to a democratic country with a free market
economy and different attitudes and values. This type of transformation has been
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described as social transience. Clark and Soulsby (1999:18) define it as a process,
in which a complex set of normative and operating principles, embodied in
historical structures, systems and practices becomes replaced by another unknown
set, providing its members with a very ambiguous and uncertain period. Fifty years
of Soviet occupation left Estonia with a divergent workforce with differing
attitudes toward change in society and organisations, and people who have had
work experience under different economic systems.

During economic transformation the challenge has been to internalise a new
type of organisational behaviour in order to operate successfully under unfamiliar
conditions. Learning, both institutional and individual, and the ensuing corporate
changes are seen as a prerequisite for the success and survival of organisations.
During this period of transformation actors had to learn to deal with the
discontinuities of the institutional environment.

According to Edwards and Lawrence (2000), the emergent change to processes
in transforming countries can only be truly understood by examining the
constitutive practices of individuals and groups at the local micro levels of the
economic system. Research in countries going through transformation has shown
that the transfer of knowledge from market-economy practices often fails because
of institutional and cultural tensions and conflict (Clark and Geppert, 2002).

The aim and research tasks

In this doctorate I have developed a research project, which gives an insight into
micro-level organisational change processes. When analysing micro-level
processes the macro-level influences in a transforming society are considered. The
doctorate attempts to increase the understanding of behavioural factors influencing
organisational change during the transition from a planned economy to a market
economy.

The field of study is changes in Estonian organisations. As organisational
changes are complex phenomena and due to the limited scope of the doctoral
thesis, it is not possible to provide a full picture of all the approaches to change in
Estonian organisations during economic transformation in society, and so the
present author has focused her research on areas considered to be the most relevant
to this organisational transformation. The purpose of the present study is to find
major behavioural factors influencing organisational changes and connections
between those factors.

The first research task is to discover which types of change have been
implemented in Estonian companies, and what were the main problems and
common characteristics involved in the process of implementing these changes
(Study I, Study II and Study III).

The second research task is to develop measures for evaluating organisational
learning and to study organisational learning in Estonian organisations during
economic transformation (Study I, Study IV and Study V).
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The third research task is to find a measure for evaluating employee attitudes
toward change (Study VI). The author aims to find out how these attitudes toward
change are expressed in Estonian organisations and how these attitudes influence
characteristics of organisational learning (Study V).

The fourth research task is to find which aspects of organisational culture
influence organisational change. The author aims to investigate how these aspects
of organisational culture influence employee attitudes toward change and
characteristics of organisational learning in groups with different socio-
demographic characteristics (Study IV, Study V and Study VI).

The fifth research task is connected with the social and economic environment
where attitudes are formed. This aims to compare employee attitudes in countries
at different institutional stages — countries in economic and social transformation
that have been under socialist rule are compared with established capitalist
countries with stable institutions (Study VII).

The methods used in the research

The author has conducted empirical research in Estonian companies. In the

research process the author worked out following instruments:

1. Interview questions for evaluating types of change and their implementation in
Estonian organisations (Study I).

2. A questionnaire for evaluating organisational learning (Study I).

3. A questionnaire for evaluating employee attitudes toward change (Study VI).

In addition the following questionnaires designed by other authors were also used:

4. A questionnaire for assessing the orientation of organisational culture worked
out by Maaja Vadi (Study IV, Study V, Study VI).

5. A questionnaire for assessing attitudes in different countries worked out by the
Denki Ringo research group (Study VII).

In the course of this research the author conducted the following surveys:

Structured interviews were conducted with members of top management teams
from 137 Estonian companies in order to gather information about the
implementation of change in these organisations (Study I, Study II and Study III).
The same persons completed questionnaires about organisational learning (Study
D).

Research was conducted in 6 hospitals in Tallinn with a total of 321 respondents
to investigate how organisational culture and employee attitudes toward change
might be influencing organisational learning in Estonian organisations during a
merger process in different socio-demographic groups. These hospitals were
merged as part of a project designed by Swedish consultants. Such a large-scale
change provides an interesting case for study. Respondents completed a
questionnaire about organisational learning, a questionnaire about attitudes toward
change and a questionnaire about organisational culture (Study IV, Study V).
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A study of 906 employees from Estonian companies was conducted in order to
explore how task orientation and relationship orientation of organisational culture
influences employee attitudes to the organisational change process in the context of
various socio-demographic characteristics. Respondents completed a questionnaire
about attitudes toward change and a questionnaire about organisational culture
(Study VI).

A survey of attitudes in electronics industry was conducted in 15 countries with
5914 respondents. Respondents from former socialist countries formed 51% of the
sample. The author organised surveys in two plants in Estonia, where 536
respondents completed questionnaires (Study VII).

In order to develop subscales for measuring attitudes toward changes a principal
component analysis and varimax rotation was completed. Scales of organisational
learning were developed by using cluster analysis. In order to analyse the process
of change in Estonian companies the author used content analyses. For comparing
different groups of respondents an ANOVA test and a T-Test were completed.
Linear Regression analyses, correlation analyses and cluster analyses were used to
discover the structure of the connections.

The originality of the research and its practical merit

The post-communist transformation provides settings actually in the process of
being demolished that are very different in their characteristics and within which
discontinuities are more fundamental and change is less constrained by institutional
frameworks. Scholars of organisational change have tended to have their focus
restricted, because of the normal socio-economic context in which they work, by
alterations to public opinion, legal conditions and similar discontinuities within the
social structures (Clark and Soulsby, 1999). Therefore there are no commonly
accepted theories of change worked out for these countries, and so the author has
applied concepts and insights embedded in the organisational experience of
Western countries as the basis for the research and has combined these theories
with empirical findings collected from the country in transition. In doing so, this
also provides fresh ways of thinking about organisational change as a further
contribution to international business research, especially in respect to how
different institutional environments influence the way people form their attitudes
toward change.

Research and theory development regarding the social aspects of organisational
change in transforming countries in rapidly changing environments has been
undertaken by Western researchers with special focus upon managers (Breu, 2001;
Child and Czegledy, 1996; Clark and Soulsby, 1999; Liuhto, 1999a; Liuhto, 1999b;
Soulsby, 2001; Thomson, 2001; Weik, 2001). At the same time research in post-
Soviet enterprises indicates more problems concerning attitudes to change among
workers and lower level managers than top managers (Clarke et al., 1994). This
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doctorate fills this gap and focuses on attitude formation among non-managerial

employees in a transforming society.

Despite the enormous amount of theoretical writing about the learning
organisation as a tool for implementing change more successfully, there are
relatively few empirical studies about the indicators of organisational learning and
especially about the impact of organisational culture on organisational learning.
This doctorate offers a contribution here by empirically testing characteristics of
organisational learning and the impact of task and relationship orientation of
organisational culture on organisational learning.

In the Estonian context, the author has contributed to the development of
instruments. Two questionnaires were devised for Estonian organisations: a tool for
measuring employee attitudes toward organisational change (Study VI) and a tool
for evaluating organisational learning (Study I).

This doctorate also adds to knowledge about change in Estonian organisations
and analyses these changes, behavioural factors influencing these changes and
connections between the factors from an institutional perspective.

The practical relevance of this research is as follows:

— Information about the determinants of employee attitudes in different countries
allows investors and managers to achieve better results through higher
employee motivation by offering employees what employees truly value.

— By using measures for identifying employee attitudes toward change and the
general level of organisational learning, managers can gain a better
understanding of the processes and problems in their organisation and can
respond in a proactive manner instead of a reactive manner.

— Information about the impact of orientations within organisational culture on
attitudes and organisational learning enables managers to guide the
development of organisational culture in such a way that it can best contribute
to the achievement of the organisation’s goals.

— Information about attitudes and learning in different socio-demographic groups
enables managers to choose such a variety of personnel so that it increases the
competitiveness of the organisations. This information could be the basis for
developing training and organisational development programs that could also
be useful for other countries facing similar problems.

— By using information about the way the state influences both attitudes as well
as the formation of attitudes toward change at the institutional level, managers
of post-soviet organisations could improve management networks of informal
communication more effectively and create competitive advantage for their
organisations.

— As problems concerning groups who have had work experience from
different political and economic regimes are common to several post-
socialist countries, the results of the current research could be useful not
only for Estonia, but also for other countries facing similar
circumstances.
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— The process model for implementation of changes in Estonian
organizations helps managers to turn more attention to specific features
of transformational society and to achieve more success.

— Implications for management education in Estonia are suggested: how to teach
future managers the skills to enable them to create a learning environment in
Estonian companies.
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Part 1. THE THEORETICAL BASIS FOR DEALING
WITH ORGANISATIONAL CHANGE

1.1. The structure and process of change

Struckman and Yammarino (2003) analysed different definitions of organisational
change and concluded that too many events in organisations are given the label
“change”. In organisational behaviour, change is defined as “the act of varying or
altering conventional ways of thinking or behaving (Wagner and Hollenbeck,
1998). Dopson and Neumann (1998) have perceived change as a necessary evil for
survival in the context of uncertainty.

In this doctorate an organisation has been defined as a complex system that
produces outputs in the context of an environment, an available set of resources,
and a history (Nadler and Tushman, 1989). Changes in the environment demand
that organisations modify themselves from time to time. Change has become a
norm for organisations, as well as for the human beings that work within them,
who have consequently become the focal point for understanding and
implementing change. In this dissertation the term change will refer to planned
responses to pressures and forces from the environment or inside an organisation
varying in scope.

Nutt (2003) sees the structure and process of organisational change as
complementary and invites us to consider both when conducting research into
organisational change. Structural research is descriptive, pointing out the features
of organisational change such as strategy, leadership and others. Research into the
process presents how organisations take action.

In structural research most theorists divide change into two types according to
scope: change taking place within the given system, and change aiming to modify
the system itself. The author argues that in order to describe changes which have
taken place in Estonian companies during the last decades more than two types of
change are necessary. Ackerman (1986) has described three types of organisational
change: (1) developmental change, (2) transitional change, and (3) transformational
change. Burke and Litwin (1992) have developed a model for making a distinction
between transactional and transformational change. Transactional change could be
compared with transitional in Ackerman’s terminology. A review of the literature
about the types of changes is given in Study II.

Descriptive research that only assesses the structure may fail to see underlying
causes, while analysing the dynamics of the process appears to provide powerful
prescriptive insights (Nutt, 2003). According to Pettigrew and Whipp (1991)
change management can be viewed as an analytical, educational (learning) and
political process. To understand the process of organizational change, management
scholars have borrowed many concepts from such disciplines as child
development, evolutionary biology and others. Van de Ven and Poole (1995)
proposed four distinct views of the organisational change process: evolutionary,
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dialectic, life cycle and teleological. From among these four types of process
models, one has gained more attention from scholars of organisational studies—
goal-driven teleological change. In this case the driving force is the desired stage
and the process consists of stating the aim, planning and implementing the change.
We can say that this is a strategically planned change.

As former socialist countries need to implement change quickly, they cannot
wait for evolutionary developments. Based on this expectation, the author has
chosen some aspects from these cited theories that suit the former socialist
countries. From Van de Ven and Poole (1995) as for Western countries teleology is
the most suitable. This forms the basis for a deeper review of the literature—the
author now turns her attention principally to theories concerning the process of
change.

Jick (1993) has generalized that both the popular press and academic literature
tend to consider organizational change as a step-by-step process leading to success.
One of most popular process models is Kotter’s (1998) 8 step model. Study VI
gives a more detailed review of existent models of the process of change and a
comparison of these based on Lewin’s (1989) basic model. The comparison
indicates that the theorists focused most of their attention on Lewin’s first step:
preparing for change. However, there cannot be hard and fast rules. The crucial
questions are: how to establish the need for change, how to motivate employees,
and how to mobilize commitment to change.

Although the type of change and the process of change are both important
building blocks in any model for dealing with change, there is also a third crucial
factor — the success of the change effort is also connected to a readiness to change
in the particular organisation. The readiness factors act like a bridge between
identifying what needs to happen and the activity of implementing the change
(Struckman and Yammarino, 2003). Every organisation has forces for change and
forces for stability (Leana and Barry, 2000). Porras and Robertson (1987) have
criticised organisational change theory for using too many manipulative variables.
In this doctorate the author focuses on behavioural readiness factors. Having more
information about these factors could help managers better prepare their
organisation for handling change.

1.2. Behavioural readiness factors

To achieve a competitive advantage in the 21st century, organisations should move
from having a reactive to a proactive attitude. Cangelosi and Dill (1965) already
addressed learning in and by organisations in 1965. It was said almost fifteen years
ago that the rate at which organisations learn might become the only sustainable
source of competitive advantage (Stata, 1989). An increasing number of
publications celebrate the model of a learning organisation as the new ‘single best
way’ to economic success (Nonaka, 1990). The concept of a learning organisation,
which gained popularity among practitioners through Senge’s book about the art
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and practice of the learning organisation, “The Fifth Discipline” in 1990, has been
developed to increase an organisation’s ability to adapt to change.

The literature on the learning organisation is fragmented and scientists have
different approaches to defining learning organisations. Senge (1997), Garvin
(1993), and Pedler, Bourgoyne, and Boydell (1991) put emphasis on creating
conditions for learning. Argyris and Schon (1978) find that a learning organisation
is a product of development, which appears in an organisation’s later
developmental stages. According to Senge (1997) learning organisations are
organisations where people continually expand their capacity to create the results
they truly desire, where new expansive patterns of thinking are nurtured, where
collective aspiration is set free, and where people are continually learning how to
learn together. Despite these differences, theorists agree on one point — a learning
organisation is created when the results of learning are institutionalised in its
organisational culture. A learning organisation is good at creating new solutions
and good at sharing knowledge with other members who may need it (Sugarman,
2001). It is antithesis of the traditional bureaucratic organisation (Driver, 2002).

Organisational learning has been generally defined as a vital process by which
organisations adapt to change in their social, political, or economic settings
(Rosenstiel and Koch, 2001). Tsang (1997) defines organisational learning in more
detail as the learning which occurs in an organisation that produces real or potential
change after a shift in the relationship between thought, organisational action and
environmental response. Emphasis on the connection between organisational
learning and the environment in both definitions indicates that certain types of
change in an environment may require a particular type of learning.

For different types of change there are different levels of learning required.
Single- and double-loop organisational learning (Argyris and Schon, 1978) reflects
the ability to bring about developmental and transitional change. Transformational
change calls for a paradigm shift in thinking about products or services and
requires the highest type of learning — deutero-learning. Deutero-learning is
directed at the learning process itself and helps organisations to improve in order to
perform single-loop and double-loop learning (Cummings and Worley, 1997,
Study I).

One critical issue in the literature dealing with the learning organisation is the
relationship between individual and organisational learning (Study VII).
According to Senge (1997) organisations learn only through learning individuals.
Without individual learning organisational learning does not occur. But individual
learning does not guarantee organisational learning. Individual learning has been
viewed by different theorists as a rational, information-based system or as a
socially constructed process. Organisational learning emphasises the socially
constructed process, which proceeds through sharing interpretations of events and
through reflection on these interpretations (Mahler, 1997). Organisational learning
is unique to an institution (Probst and Biichel, 1997). Differences occur as a result
of differences in the companies history, culture, size, and age (DiBella and Nevis,
1998).
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According to survey results from East-German enterprises experiencing
economic transformation, Geppert (2002: 16-23) argues that institutional settings
and forms of organisational learning are inter-dependent. He has discovered some
differences between the basic arguments concerning a learning organisation given
by Senge (1997) and Argyris and Schon (1978): during economic transformation
any openness to novel tasks was driven by a decline in established institutional
arrangements and openness to new tasks was related more to ignoring the
established organisational knowledge base rather than improving it. A ‘creative
forgetfulness’ in respect to the traditional models of organising and the openness to
novel tasks was not a question of improving reflexive learning models but of
simply practising learning.

To summarise the relationship between change and learning, the context of
social and economic transformation is a trigger that initiates organisational
learning. As actors are strongly embedded in their past experiences and traditional
ways of thinking, any openness to organisational learning is underdeveloped
(Geppert, 2002: 21). The role of institutions in the learning process could be
considered mostly as a learning barrier, as the organisation’s success in the past is
seen as a learning barrier in the future.

The central concept of research into organisational learning is the concept of
‘organisational culture’, because it highlights the context within which learning
occurs, and it provides the framework for understanding how the outcomes of past
learning become ingrained in organisational norms and routines (Antal et al.,
2001). So, in order to understand the relationship between institutionalisation and
organisational learning the social construction of cultural systems appear to be
central. Also, it has been stated, that creating lasting organisational change is
inextricably linked with culture change (Manring, 2003).

According to social scientists, behaviour is a function of the meaning of a given
situation. Participants in social events bring to them prior meanings and
stereotypes, which can be understood only in a historical and cultural context
(Sahlins, 1985). Organisational climate and culture scholars have been concerned
with how the sense-making process, the filtration, processing and attachment of
meaning in organisations, occurs (Schneider, 2000). Sense-making is an emergent
process (Weick, 2001) and is to some extent institutionalised. Shared cognition has
been argued to play an important role in understanding organisational issues
(Cannon-Bowers and Salas, 2001). The study of organisational climate preceded
that of organisational culture. Climate research is a result of a confluence of field
theory and the quantitative study of attitudes within organisations. Field theory,
connected with Lewin (1951), was an attempt to analyse any particular social
process in a larger context. The term climate was used to describe attitudes and
feelings.

Employee attitudes are considered an indicator of the future success of an
organisation (Hurst, 1995). It has been postulated that attitudes motivate behaviour
and exert selective influence at various stages of information processing (Eagly and
Chaiken, 1993:1). According to Meyer et al. (1989), employees with strong
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affective commitment are willing to exert great effort on behalf of the organisation.
Organisational commitment is positively related to one most widely researched
attitude — job satisfaction (Wanous, 1992). Despite the amount of interest in this
area findings are still contradictory (Meyer and Allen, 1997:43—45) and vary across
different social, political and economic environments in different countries (Judge
et al., 2001). Also, the changing nature of work can affect the facets contributing to
general job satisfaction making it worthwhile investigating job satisfaction again
and simultaneously in different countries.

In the context of organisational change, attitudes toward change — the benefits
of change and the competence of managers to implement change — become
important. As for deciding about the benefits of change, employees will seek
information and so information is also a crucial element.

As attitude strength depends on extent — these attitudes are related to each
person’s own deeply held philosophical and political values and are of concern to
the person’s social group (Boninger et al., 1995) — it is reasonable to examine the
influence of culture upon attitudes.

The history of research into organisational culture is the history of how a field
dominated by scholars steeped in psychology and sociology has learned from
cultural anthropology (Ashkanasy et al., 2000b). Discourse about organisational
culture has come to be about the way an organisational context shapes the
meanings and actions of organisational members.

In the context of this survey the author sees organisational culture from a
functional perspective as an adaptation mechanism, which helps an organisation to
adapt and survive in a changing environment (Study VI). This is consistent with the
definition of organisational culture given by Schein (1992) that organisational
culture is the pattern of basic assumptions that a given group has invented,
discovered, or developed in learning to cope with its problems of external
adaptation and integral integration. Trice and Beyer (1993) have also connected
culture with the environment, seeing organisational culture as a collective response
to uncertainty and chaos. Harrison (1995) connects organisational culture with
levels of consciousness in organisations according to a hierarchical model of need
satisfaction (Maslow, 1954) and distinguishes between survival, defence, security,
self-expression and transcendence cultures.

Several theorists have pointed out task-orientation and relationship-orientation
of organisational culture: Kilmann and Saxton (1983) and Cooke and Lafferty
(1986) focus on people versus task; Goffee and Jones (2000, 2001) separate
sociability, which is similar to relationship-orientation and solidarity, and similar to
task-orientation; Harrison (1995) distinguishes between power culture, role culture,
achievement culture and support culture. Roots (2002) in his monograph about
typologies of organisational culture points out, that from these four types two —
achievement culture and support culture — are more relevant for today than the
others. The former is similar to task-oriented and the latter to relationship oriented
organisational cultures. See comments about the characteristics of these cultures
from Study VI
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In the context of organisational change, task-orientation could influence
people’s attitudes by establishing clear goals and developing values, which could
help the achievement of these goals at all levels of the organisation. But achieving
employee participation in the beginning is not enough; ensuring that the change
process does not reverse and building more effective relationships between peers
are also necessary (Landau, 1998). Relationship-orientation could influence
people’s attitudes toward change through informal structures and communication
(Salancik and Pfeffer, 1978).

To conclude, when analysing readiness to change from a behavioural viewpoint,
three factors should be taken into consideration — organisational learning,
employee attitudes towards change and organisational culture. Figure 1 presents a
summary of the building blocks of theoretical framework. The question here is
concerned with how different institutional environments have influenced these
factors.

Process of change

Organisational
learning

Success
to change

Type of Readiness
change to change

Employee Organisational
attitudes culture

Figure 1. The building blocks of theoretical framework.
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1.3. Transformation in society in connection
with change in organisations

The post-communist transformation provides settings, which are in the process of
being demolished, that are very different in their characteristics and within which
discontinuities are more fundamental and change is less constrained by institutional
frameworks. In this doctoral paper transformation has been seen as a social process
of fundamental political, economic and cultural change to structures and values at
all levels of society. Therefore the author applies institutionalism in order to
understand the behaviour of organisations (Study II).

According to the institutionalist perspective, organisations are socially
embedded in a particular society (Geppert, 2003). Organisations can be described
using the open-system approach, in which the organisation may be seen as
answering the challenges of a new environment.

Institutions could be seen from both the structural and social perspective. From
a structural viewpoint institutions exist as institutionalised forms of ‘external social
constraints’. From the social perspective institutions can be understood as
operating to enforce behavioural definition, which may take the form of either
‘cultural accounts’ or ‘cultural rules’. This means that institutions are accounts of
how the social world works and embody normative principles and social values
(Meyer et al., 1994:24).

Socio-economic transformation, at both macro and micro levels, could be
understood as institutional change, from both the structural and social perspective,
embracing both structures and social values. Deinstitutionalisation and
reinstitutionalisation take place (Study II). During these process the patterns and
activities are redefined on the basis of values which, differ from values previously
taken for granted. New social practices occur very slowly, because the values and
their underlying logic take time to become reproduced unquestioningly in routine
conduct (Clark and Soulsby, 1999: 40).

From this institutional view, social transformation may be interpreted as the
period between the effective demise of one institutional system and the point at
which another institutional system has been established and accepted on new
cognitive and normative grounds. Such circumstances create acute social and
psychological problems for the social actors and this period has been called social
transience (Clark and Soulsby, 1999:40).

The author argues that there are connections between the institutionalisation
stage at the societal level and types of change in organisations (Study V). In Table
1 the author combines institutional stages at the societal level with classifications
of the types of change developed by Ackerman (1986). During the stable stage of
institutionalisation developmental changes mostly take place. In order to evoke
transitional changes additional institutional forms could be added to established
institutions. Deinstitutionalisation in society, which starts a period of social
transience, calls for transformational changes in organisations. At the same time
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reinstitutionalisation starts. If reinstitutionalisation is completed then transitional
changes start to dominate over transformational (Study II).

Table 1. Connections between institutionalisation at the societal level and types of
change in organisations.

Societal level institutionalisation Organisational changes
Stable institutions Developmental change
Creation of additional institutions Transitional change
Social transience (Deinstitutionalisation and Transformational change

reinstitutionalisation)

Sahlins (1985) argues that one cannot really understand certain social
phenomena without understanding both the historical events and the cultural
meanings attributed to these events by the relevant actors. In order to provide
socio-economic explanations, which are rooted in the historical and contemporary
circumstances of societal and organisational transformation, a short description of
important stages in Estonian history starting from the first period of independence
are given in Table 2 (see Study II).

During the first period of independence Western values in terms of a work ethic,
individualism and free enterprise were adopted in institutions in the field of
economy and education (Barnowe et al., 1992: 180). The Soviet occupation in
1940 was followed by a restructuring of institutions according to the principles of
the occupant country (Taagepera, 1993: 65). Due to the fact that during the Soviet
period the state was responsible for guaranteeing work for everyone enterprises
were internally overstaffed and passive, work places were over-secured and
attitudes to work were far from ideal (Liuhto, 1999b: 16). More information about
the enterprise culture can be found in Study VI.

After the death of Stalin, during the Khruschev era, more autonomy was given
to Soviet Republics, and in the 1960s and 70s the economic situation started to
improve (Uksvirav, 2001). Reforms began around 1980 with long-term re-
assignment of parts of state or collective farms to groups organised independently
of the central command (Misiunas and Taagepera, 1989). In the service sector an
analogous development known as contractual task acceptance was also taking place
(Misiunas and Taagepera, 1989: 78). In the 1980s, the soviet information blockade
started to crumble and more people from Soviet Estonia were given the opportunity
to visit other countries. At the same time economic growth in the Soviet Union had
stopped and there was a deficit of consumer goods. Comparisons between life
outside and inside the Soviet Union resulted in a re-assessment of values (Saarniit,
1995). This could be interpreted as an institutional change from the social
perspective. Saarniit (1995) explains this by citing the decrease in economic
growth at the end of 1970s and the increasing deficit and corruption, which
culminated in economic differentiation. At the same time the mass media
developed, there were increasing amounts of imported goods on the market and it

27



was possible to watch Finnish television. Saarniit (1995) concludes that the
information blockade had weakened, the scope for comparison with other countries
had become broader and people started to re-evaluate.

Table 2. Institutionalisation in Estonian history since 1919.

Period Event Institutionalisation

1919-1940 Creation of an independent ~ Creation of institutions followed by
state a period of stable institutions

1940-1950 Soviet occupation Deinstitutionalisation and

reinstitutionalisation

1950-1980 Under Soviet rule Period of stable institutions

1980-1987 More autonomy for Creation of additional institutions
enterprises

1987-1991 IME, movement toward Creation of new additional
independence institutions

1991 Re-establishment of Deinstitutionalisation
independent state

1991-1995 Transformation from Social transience

planned economy to
market economy

1995- More stabilised economic Reinstitutionalisation,
situation, market economy  More stable institutions

In the second half of the 1980s enterprises were gradually given more autonomy
in the Soviet Union. It became legal to develop small state enterprises, and even
international joint ventures, which operated outside the central planning and could
be owned by private citizens (Venesaar and Vitsur, 1995). It was the first
opportunity for the creation of economic incentives. In 1987 Estonia was at the
forefront of reforms in the Soviet Union. In the spring of 1988 over 600 co-
operatives were formed in Estonia representing the highest concentration of such
enterprises in the Soviet Union (Palm, 1989). In 1990 an important change
occurred in the strategic aim of the reforms in Estonia: economic autonomy was
replaced by independent statehood and the restoration of a market economy
(Taaler, 1995). According to opinions held by managers, stability started to
increase by 1995 (Liuhto, 1999a).

To generalise, the changes in post-soviet organisations have been deeper than
those typical of a market economy because the new economic order is based on
different attitudes and values and attempts to shift the organisational culture toward
new values or beliefs, and this has been considered one of greatest challenges
(Bluedon, 2000). From the societal view it is important to point out that during the
transformation process the responsibilities of companies were redefined —
companies focused solely on economic priorities and renounced their corporate
responsibility for providing social services to workers. It makes it difficult for
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people to accept such a change from being in a secure to being in an uncertain
situation. Anxiety and fear caused by this change may hamper organisational
learning (Schein, 1993).

Drucker has argued that what is needed is a revolution in managerial culture in
Central-Europe — undoing 40 years of the wrong values, incentives and policies
(cited by Barnowe et al., 1992: 179). This is also true for Estonia.

To summarise, changes at the societal level during economic transformation has
resulted in the collapse of structures, systems, rules and principles that had made
human behaviour and social life understandable for over fifty years, and has left a
vacuum of meaning. This deinstitutionalisation has caused changes in both
organisations as well as in the attitudes held by members of the population.
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Part 2. THE EMPIRICAL STUDY IN ESTONIAN
ORGANISATIONS

2.1. The research process

My approach takes as its central focus the interplay between macro systems and
micro behaviour, and is derived from methodology, which places emphasis on the
concrete attitudes of actors, but locates it in a wider social, institutional and
historical context.

The research process started in 1996 with gathering literature concerning
theoretical views on organisational change and factors influencing these changes
on the macro- and micro-level. The collection of writings has continued until the
last stages of the research. Based on the research of literature empirical surveys
were planned. Figure 2 relates the research tasks with the theoretical framework.

The first research task was to discover which types of change have been
implemented in Estonian companies. The author prepared a survey concerning
change in Estonian organisations by using the interview method. At the beginning
of 2001, interviews with top managers or members of management teams in 137
organisations were conducted. The author analysed the results of these interviews
in Studies I, II and III. Study I focused mainly on the success of attempts at
implementing change and the correlations between change and learning. Study II
focused on types of change and Study III on the implementation process.

As the successful implementation of change depends on the ability to learn, the
need to assess organisational learning arose (second research task). The author
devised a questionnaire for measuring indicators of organisational learning in
Estonian organisations. Study I includes a full description of the development of
these instruments. The survey, with 321 respondents, was conducted at the
beginning of 2002 in order to evaluate organisational learning in hospitals in
Tallinn that were undergoing the process of merging (Studies IV and V).

Learning is influenced by employee attitudes toward change. In order to satisfy
the third research task and based on this review of the literature, the author
established those attitudes that are most crucial during the implementation of
organisational change. A more detailed overview of these attitudes can be found in
Study IV. As there was no scale developed specifically for measuring these
attitudes, the author developed a measure based on previous scholarly work (See
Study VI). During the period from 2000 until 2002 the author conducted surveys in
different organisations for assessing employee attitudes toward change. More than
900 respondents completed questionnaires about attitudes toward change. In Study
VI, the author analyses how these attitudes toward change are expressed in
Estonian organisations. How these attitudes influence the characteristics of
organisational learning is shown in Study V.

Both the learning and the attitudes are affected by organisational culture.
According to the fourth research task the author needed a measure for assessing
the impact of organisational culture upon the organisational change process. The
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author found that the orientations of organisational culture — task and relationship
orientation — were crucial for the implementation of change (See Study VI). During
the survey of attitudes, respondents also completed questionnaires about
organisational culture. The impact of task and relationship orientation in organi-
sational culture upon organisational learning is analysed in Study V, and their
impact on employee attitudes toward change, in Study VI. In the same articles the
influence of organisational culture in groups with different socio-demographic
characteristics has been shown.

The fifth research task was connected with the social and economic
environment, which influences attitude formation. In order to compare attitudes in
countries with different institutional backgrounds, the author joined the Denki
Ringo international research group in Japan, and using their methodology
organised surveys of attitudes in two plants in the Estonian electronics industry in
2001 (see Study VII). After sending the Estonian data to Japan, the author obtained
access to data from the other 14 countries involved, from which seven had
experienced (soviet style) socialism in their history.

2.2. The propositions for empirical analysis

According to Lau and Woodman (1995), organisational members have different
ideas about and reactions to organisational cultures. If this is so, one could expect
that different members would also have different perceptions and interpretations of
change related to the organisation’s culture (Martin, 1992; Silvester et al., 1999).
Based on existing literature on the subject, the author has developed a number of
propositions. The first three propositions are about the influence of organisational
culture upon organisational learning in groups with different socio-demographic
characteristics. The theoretical reasoning for these three propositions can be found
from Study IV. The fourth proposition is about the impact of organisational culture
upon attitudes based on the theoretical background to Study VI. Figure 2 relates the
propositions, research tasks and the Studies with the theoretical framework. The
propositions are as follows:

P1: Task orientation and relationship orientation of organisational culture both
predict organisational learning.

P2: Relationship orientation of organisational culture is a better predictor of
collective learning for employees with longer tenure at the same organisation than
for people with shorter tenure.

P3: The organisational learning of managers is better predicted by task orien-
tation of organisational culture than by relationship orientation of organisational
culture.
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P4: Relationship-orientation of organisational culture influences the attitudes
toward change in people with a Soviet work experience more than those same
attitudes in younger people without this experience.

Process of change
RTI: §I, SIII Organisational
learning
RT2: SI, SIV, SV

Success
to change

RTI1: SI

Readiness

Types of changes factors
RTI: SI, SII
P4
<
Institutional | Employee Organisational
stage Attitudes culture
RT5: SVII RT3: SV, SVI RT4: SIV, SV, SVI

Figure 2. Propositions (P), Research Tasks (RT) and Studies (S) in connection
with the theoretical framework.

2.3. Methods used in the research

In the research process several instruments were used. The author worked out
interview questions for evaluating types of change and their implementation in
Estonian organisations (Appendix 1). Although the questions are open-ended, in
order to obtain information about the types of change a table is added. The
interview also included a questionnaire for evaluating organisational learning
(question 9). In order to analyse the process of change in Estonian companies the
author used content analysis.

The Questionnaire for Measuring Organisational Learning (QOL) was
developed by the author on the basis of a measure developed by Lahteenméki,
Mattila, and Toivonen (1999). Léhteenmaiki and colleagues developed a question-
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naire of 110 items in order to measure the extent of organisational learning. By
using factor analysis and reliability tests, 21 indicators of learning were received.
The author grouped these 21 indicators of organizational learning by using a cluster
analysis in two clusters. The first cluster could be called the cluster of individual
learning and the second, collective learning. Both scales consist of eight statements
and ranged from 1 to 10 points. The items used in the scales are presented in
Appendix 1 of Study IV, page 114.

Questionnaire for Measuring Employee Attitudes in the Process of
Organisational Change (QFEA) was developed on the basis of items taken from
widely used satisfaction and commitment scales. The 27 items concerned a wide
range of different topics related to employee attitudes such as — (a) attitudes toward
the organisation (e.g. “How much are your future plans connected with this
organisation?”), (b) general attitudes toward the work itself (e.g. “How satisfied are
you with your present work in this organisation?”), (c¢) attitudes toward managers
(e.g. “Do you trust the management and think that their decisions are the best for
the organisation?”), (d) the benefits of the current change (e.g. “In your opinion,
how necessary are the changes in the organisation?”), (¢) information about the
current change (e.g. “Do you have enough information about the reasons, content
and objectives of the changes?”’). The survey used the Likert scale so the
respondents could show their attitudes by choosing answers that range from
strongly disagree (1) to strongly agree (5). A principal component analysis and
factor analyses with varimax rotation was completed for the 27 items. In order to
develop subscales for measuring attitudes, items were selected with a factor load in
this particular factor above [ 0.30] and the same load in other factors below [ 0.30]
(Table 1 in Study VI, page 141). The four factors received describe together 63.2%
of initial variability. The internal consistency, or Cronbach’s Alpha coefficient, is
between .74 and .84 for all scales.

The author also needed a questionnaire for measuring organisational culture.
Although the concept of organisational culture has been prominent in
organisational and management literature since the 1970s, scholars still disagree on
the best way to measure it (Ashkanasy et al., 2000a: 131). It has been generally
agreed that quantitative surveys represent an efficient and standardised ways of
tapping the less abstract levels of organisational culture (Ashkanasy et al., 2000a:
132). According to Schein’s (1992) typology, these are artefacts and values. Self-
completed surveys allow respondents to record their own perceptions of reality.
Because behaviour and attitudes are determined not by objective reality but by the
actors’ perception of reality, it is clearly appropriate to focus on perceptions rather
than on reality (Ashkanasy et al., 2000a: 133).

Many researchers rely on quantitative methods to assess an organisation’s
culture (Lau et al., 2003). Although there have been several instruments developed
for measuring orientations of organisational culture, these instrument measure
more indicators than just scales comparable to task and relationship orientation.
The author found that the scale that came closest to her needs was that developed
by Goffee and Jones (2000, 2001), where they separate sociability as being similar
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to relationship-orientation and solidarity as being similar to task-orientation. But
there is no data about the development process and reliability of this questionnaire.
Also, the complete measure consists of three different questionnaires, which is too
much when put together with the other questionnaires used in the current survey
and may cause resistance from potential respondents.

At the same time Maaja Vadi had developed a reliable questionnaire for
measuring two scales of organisational culture in Estonian organisations (Vadi,
2000). In a later publication she called these scales task and relationship orientation
(Vadi et al., 2002). This was a strong point for choosing this questionnaire for
assessing organisational culture in the current doctoral research. The items used in
the scales are presented in Appendix 2 of Study IV, page 114.

To assess attitudes in different countries the author found a questionnaire
designed by the Denki Ringo research group suitable. A standardised questionnaire
with 39 items was used in every country. Questions were about the respondents’
expectations of society and trade unions, about feelings toward organisations and
some other areas. Job satisfaction was measured in two different ways. In the first
part of questionnaire there were 15 facets of job satisfaction to evaluate on a five-
point scale and later among questions about age and marital status there was a
single question about general satisfaction with working life. The parts of this
questionnaire, which are analysed in Study VII can be found in Appendix 2.

In the Denki Ringo research group a research partner from each country was
requested to select two plants: one producing telecommunications equipment and
the other electrical goods for household use. Seven of the countries researched had
been under socialist rule during their history. Estonia was the only country that had
been a part of the former Soviet Union. In addition the research covered Eastern
European socialist countries Poland, Czech Republic, Slovakia and Hungary,
Slovenia (from former Yugoslavia) and China. People’s attitudes in these countries
are compared to attitudes in traditional capitalist countries like — the USA, Japan,
Finland, France, Italy, Spain, South Korea and Hong-Kong. Respondents from
former socialist countries formed 51% of the sample. The author organised and
conducted the survey for two plants in Estonia with 536 respondents.

The correlation analysis and linear regression analysis were used in order to find
statistically relevant relationships. When using a regression analysis, there are two
options for assessing normality, linearity and homoscedasticity. The first is to use
routine pre-analysis screening procedures; the second is to produce and analyse the
residuals using one of the regression programs (Tabachnick and Fidell, 1996). The
author assessed the normality of the independent variables before running the
linear regression analysis by using histograms. Both variables of organisational
learning display a normal distribution. Attitude variables also display a normal
distribution with concentration on the middle values.

The possible problem of multicollinearity was eliminated by the use of factor
analysis with varimax rotation to produce independent variables for the analysis
(employee attitude scales and scales of organisational culture) and by using the
Stepwise method in linear regression analysis.
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The author also examined scatterplots between the predicted values of depen-
dent variables (DV) and residuals (errors of prediction) for testing assumptions of
normality, linearity and homoscedasticity. In the case of linear regression analysis
it is usually assumed that the residuals (difference between obtained and predicted
DV scores) are normally distributed about the predicted DV scores, that residuals
have a straight line relationship with predicted DV scores, and the variance of the
residuals about predicted DV scores is the same for all predicted scores
(Tabachnick and Fidell, 1996). In the case of author’s data these assumptions were
met. The residuals showed normality, linearity and homoscedasticity (see
Appendix 3).

Three studies have a co-author — S. Sharifi in Study I and Maaja Vadi in Studies
IV and VI. Both have written letters about the author’s contribution. S. Sharifi
wrote in her letter (29 May 2002): “The paper was originally drafted by Ruth Alas.
Ruth originally developed the theoretical framework and analysed the data that she
had collected for her research. My main role in the process had included the editing
and further refinement of theoretical framework.” Maaja Vadi wrote (30.03.2003):
“Ruth Alas has successfully acted as the first author. Ruth put research problem,
created two research methods and first versions of the articles. The second author
created together with first author the general plan for articles, created one research
method for measuring organizational culture. She was also the first opponent for all
working versions of both articles”.
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Organizational Learning and Resistance to Change
in Estonian Companies

Abstract

In order to examine the relationship between organizational change and
organizational learning the authors conducted interviews with managers in 137
Estonian companies concerning changes implemented and learning outcomes.
According to this survey the relationship between organizational change and
learning is seen differently in a country in transition.

Introduction

Learning, both institutional and individual, and the ensuing corporate changes are
seen as the prerequisite for success and survival of organizations irrespective of
their size and sector. The challenge for most organizations is to recognise and react
to perceived environmental changes or enact such changes and responses. Such
capacities for dealing with change are embedded in the knowledge base of an
organization which represents its founding conditions and experiences, in other
words its repertoire of recipes (Spender 1990). Corporate changes reflect,
therefore, an organzation’s knowledge of itself — what it is, what it can do and what
its desired ends are and its contexts (de Geus 1996). The relationship between
organizational ‘change’ and ‘learning’ is central to this paper. Change is the
outcome of learning in one sense and learning is a medium for change and its
outcome in another sense. Various conceptualizations of learning and models of
change developed in the West over the past decades have adopted these notions.

Estonia has passed through its transition from being a part of the former Soviet
Union with a centrally planned economy, to being a politically independent country
with a free market economy.

There is a major difference between these systems. In the socialist system the
most important aim was to provide jobs for all, it did not matter what this person
actually did or whether his/her output was needed at all. The governing systems
had not regarded efficiency as the main purpose. However, efficiency in its
Weberian sense has always been the primary objective of organizations in both
private and public sectors in most Western capitalist democracies.

To change people’s minds in relation to this particular objective was the most
important thing to learn during the transition from a socialist regime to a capitalist
one.

In recent years the desire and thus the end for most Estonian companies has
been to be able to operate successfully in such ‘free market’ conditions. To achieve
such an end the companies have also realised that there is the need for
‘transformational change’, i.e. changes to their established approaches and
thinking.

Writings on the management of change have frequently indicated that the first
step to achieving lasting organizational change is to deal with the resistance to
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change; that is, to identify resistance as an obstacle to be overcome, and select a
change strategy that will minimize or eliminate resistance. Such propositions
however, underplay the political dimensions, which shape organizations and their
people’s decisions and conduct. Models of change often imply a ‘top-down’
approach to initiation and implementation of change. Changes are prescribed and
imposed often with limited scope for consultation and resulting at grassroots level
in a lack of ownership of the issues, problems and aspects in need of change.

As people are pushed to learn new skills and new behaviour during
transformational change, resistance to change is associated with the resistance to
learning.

However, the ability to adapt to change is enhanced through learning, both at
individual and organizational levels (Garvin 1993; Senge 1997). There has been a
growing emphasis on viewing an organization as a total learning system and
identifying its ‘core competencies’ which reveal its ‘collective learning’ capacities
(Prahalad and Hamel 1990).

The concept of a learning organization was introduced to Estonian practitioners
towards the end of 1998 in a prestigious management conference “From
practitioner to practitioner”. The CEO of the biggest Estonian company “Estonian
Energy” Gunnar Okk presented the concept of a learning organization. He defined
a learning organization as one which “is innovative, adapting quickly to new
circumstances, oriented towards creating value and consisting of members who are
learning continuously” (Okk 1998:16). Okk also presented the learning organi-
zation as a tool which helps implement changes faster and more successfully. He
added that in a learning organization: a) every member knows the main goals of the
organization; b) decision making is delegated to the maximum; and c) there is a flat
organizational structure which is easy to change.

Concrete recipes regarding how to create a learning organization were not
given. At the same time a strong need to implement organizational changes
speedily, in order to stay in competition was emphasised. Estonian managers have
carefully watched Western organizations and what they have done to achieve
success. In Western Europe and the United States organizational change has been
an object of systematic research for the last six decades. At the same time
transformational changes are mostly taking place in countries within a process of
transition, where systematic research in this area is rare. There are no commonly
accepted theories of change that have been worked out for these countries. We
have therefore drawn on theories embedded in the organizational experiences of
Western countries as the bases of this research, and have combined these theories
with empirical findings collected from Estonia, which we argue is a country in
transition. The aim of this study has therefore been to find out to what extent
Estonian managers connect organizational changes and organizational learning and
how organizational learning has developed in Estonian organizations in recent
times. One of the main questions raised in this study is : how organizational change
and learning are considered and dealt with in countries in transition and whether
their approaches differ from prescribed models and practices originating in
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Western democracies. This paper commences with a brief overview of the theories
of organizational change and learning. This will be followed by the research
methodology, findings and analysis.

Organizational Change

Ackerman (1984) describes three types of organizational change, each varying in
scope and depth: (1) developmental change, (2) transitional change, and (3)
transformational change. In terms of organizational learning, these changes may be
described as single loop, double loop and deutero learning a’la Argyris and Schone
(1978).

We argue that Ackerman’s typology to a large extent describes the changes
which have taken place in Estonian companies during the last decade.
Developmental change is similar to “perestroika”, transformational changes in
these organizations started after gaining political independence at the beginning of
1990s.

The model created by Burke and Litwin (1992) helps to make a distinction
between transformational and transactional factors. Transformational factors deal
with areas that require different employee behavior as the consequence of external
and internal environmental pressures. Transactional factors deal with psychological
and organizational variables that predict and control the motivational and
performance outcomes of the climate of the work group. We, however, argue that
the former factors define and shape the latter ones. Equally the latter can reinforce
or dilute the former. Therefore the factors may be distinct but are interrelated.

The process of change

Traditionally organizational change has been seen as a step-by-step process both in
theory and practice. In the majority of cases, models of change can be reduced to
the basic model for an organizational change process developed by Kurt Lewin
(1989) and consisting of three steps - unfreezing, moving, refreezing. Most models
developed by theorists have focused mainly on issues raised in the unfreezing
phase. These issues include — how to establish the need for change, how to
motivate employees and how to mobilise commitment to change.

One of most detailed process models is Kotter’s 8 step model. Kotter’s (1998)
first four steps are for unfreezing, the next three steps could be seen as moving and
the final step is institutionalising the new approaches, that is refreezing. However,
there cannot be hard and fast rules. Organizations evolve, adapt and may become
inert in their responses to environmental changes (Casey 1993). Whether there are
deliberate or emergent strategies for change there are organisational elements
which may hinder or facilitate change. These become central to the process of
change and its institutionalisation.

Resistance to change
Woodwards’ (1954) empirical study of British manufacturing firms indicated that
no matter how carefully and slowly the idea of change was introduced, the
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immediate reaction from lower supervisors and operators was to resist it. It was
like a conditioned reflex.

According to Senge (1997), people do not resist change they resist being
changed. Self-interest, mistrust or preference for a status quo may be concrete
manifestations of more subtle cognition: people are simply questioning what the
change will mean for them. According to Strebel (1998) employees and
organizations have reciprocal obligations and mutual commitments, called personal
contracts. These un-revised personal contracts could block the change (also
Armenakis and Bedeian 1999, Dess and Picken 2000). Moreover, familiar ways of
doing things provide ‘cognitive comfort’; a way of dealing with uncertainty of
change or avoiding it. People unwittingly collude and opt for what is tested and
known (Weick 2001).

Strategies for Overcoming Resistance to Change

Most studies of organizational change have shown that employees resist social
change more than technical change, (though they are not separate in practice) and
the change programs which ignore psychological resistance to change are likely to
fail, irrespective of the way the new desired attitudes are presented (Schein 1986).
Furthermore, it is suggested that resistance to change should be treated as a normal
part of adaptation to change, by creating a climate in which people will take risks
(Jick 1993) and by facilitating their participation in the decision making processes.
Kotter and Schlesinger (1979) present six strategies for facilitating change and
overcoming resistance. We note here that these strategies may be in part
complementary or mutually exclusive. The choices are embedded in the
organizations’ mind set. Jaffe, Scott and Tobe (1994) see investment in the learning
process, innovation and skills as factors for supporting change. Senge (1997)
suggests not pushing harder to overcome resistance, but discerning the source of
the resistance. That is, we need to focus directly on the implicit norms and power
relationships within which the norms are embedded. Senge is also strongly
associated with the concept of the learning organization, which is considered as a
tool for increasing an organisation’s ability to adapt to change.

Organizational Learning and the Learning Organization
According to Probst and Biichel (1997), organizational learning is the process by
which the organisation’s knowledge and value base changes, leading to an
improved problem-solving ability and capacity for action. The processes and
outcomes of individual learning are prerequisites for organizational learning and
form an important basis for it. Organizational learning is both quantitatively and
qualitatively distinct from the sum of all individual learning.

As most individuals learn in different ways, learning differs in different organi-
zations. These differences occur as a result of differences in the organisation’s
history, culture, size, and age (DiBella and Nevis 1998).
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Levels/Types of Learning

Most theorists distinguish between two levels of learning: lower-level and higher-
level learning (Fiol and Lyles 1985), single-loop and double-loop learning (Argyris
and Schon 1978), Model 1 and Model II learning (Argyris and Schon 1996). If
single-loop learning means only correcting the behaviour, without altering the
nature of the activities, then double-loop learning tests the assumptions and
changes the governing values. Model I is limited to single-loop learning where the
existing theories-in-use are reinforced and model II applies to double-loop learning
where the theories-in-use are changed.

Senge (1999) distinguishes between adaptive learning and generative learning,
comparable to single-loop and double-loop learning. A shift from adaptive learning
to generative learning is needed in order to unlearn the old and make room for the
new.

Deutero-learning involves learning how to learn and is directed at the learning
process itself. It helps organizations to improve the performance of single-loop and
double-loop learning (Morgan 1997).

The ability to connect types of learning, like single- and double-loop, with types
of changes, reflects the ability to create developmental and transitional changes.
Transformational change calls for a paradigm shift in thinking about products or
services and requires the higher and more complex type of learning — deutero-
learning. Here transactional changes may ensue or happen in parallel with
transformational changes.

Barriers to learning

There are barriers to learning as there is resistance to change. These barriers exist
due to the fundamental, conflicting ways in which individuals have been trained to
think and act and include organizational barriers to discovering and using solutions
to organizational problems (DiBella and Nevis 1998). According to Salaman and
Butler (1999), resistance to learning may stem from the culture and structure of the
organization. The past organizational experiences of the members of the
organisation enable or hinder the ‘learning process’ equally. However, this is not
easy to establish as it relates to what we may understand and interpret learning to
be. If learning implies ‘change in behaviour and mind set’, resistance may be the
outcome of as well as the barrier to learning.

Argyris (1990) identified skilled incompetence, organizational defensive
routines, and ‘fancy footwork’ as mechanisms and ways by which organizations
and their people stick to the familiar and avoid uncertain and perceived threats.
Here organizational memory and thus internal stock of routines constitute the
barriers to unlearning, which is per se a form of or the outcome of learning (also
Hedberg 1981). Nystrom and Starbuck (1984) connect organizational learning with
the unlearning of past methods and Senge (1997) stresses the unlearning of the old
before the learning of the new. Research in East German companies indicated that
the term ‘unlearning’ was understood as forgetting and ignoring (Geppert, 2000:
170). For Estonian organizations unlearning meant that people had to unlearn the
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old ways of doing things first by breaking defensive routines and then by changing
their theories-in-use. As the East German context is quite similar to the Estonian
one, we assume that people in Estonian companies were expected to abandon their
old ways of doing things.

The Learning Organization

According to Senge (1997) learning organizations are organizations where people
continually expand their capacity to create the results they truly desire, where new
expansive patterns of thinking are nurtured, where collective aspiration is set free,
and where people are continually learning how to learn together. It is argued
(Cummings and Worley 1997) that a learning organization is created, when the
results of learning are institutionalised.

Despite of the lack of a commonly accepted definition, there is a growing
consensus among researchers and practitioners about the specific features of a
learning organization that is sharing, storage and transformation of information.
However, authors also mention environmental scanning, experimentation and
system problem solving along with empowerment, participation, strong culture and
team learning.

It is a commonly held belief that these characteristics help to overcome
resistance to change and facilitate learning. The creation of enabling structures and
‘a climate of learning’ and the development of systematic [and systemic] thinking
and problem solving may help to eliminate organizational causes of resistance.
Increased information sharing, experimentation and risk taking, associated with
empowerment and participation of employees in decision making processes can
help against the individual causes of resistance.

The interrelationship of organisational change and learning

Both implementation of organizational change and facilitation of organizational
learning have fequently been portrayed as step-by-step processes. Although there
are numerous typologies of organizational learning and features of learning
organizations few models or frameworks take account of the interrelationship
between organizational change and learning processes. It is also difficult to see the
existing theories of the learning organization and organizational learning as a
coherent collective.

In order to carry out some empirical research in Estonian companies, the present
authors sought a cumulative model which connected the learning and change
processes and was supported by some quantitave and qualitative measures. Such a
model was developed by Lahteenméki, Mattila, and Toivonen (1999), derived from
different theories and from measures used in previous studies. Their model (later
the Finnish model) brings together the idea of different learning levels and the step-
by-step change process. Steps which form the learning cycle include: (1) building
the ability to adapt to the new culture and thus developing the ability to learn; (2)
the setting of missions and strategies collaboratively which helps the staff commit
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themselves to the mission and (3) creating a future together to bring about the
desired changes (Lahteenméki et al. 1999: 34).

Lahteenmaéki and colleagues developed a questionnaire of 110 items in order to
measure the extent of organizational learning. By using factor analysis and
reliability tests 21 indicators of learning were received. The indicators linked to
Step 1 reflect the emotional learning of individuals, and indicators linked to Step 3
reflect systematic learning by the organization. Indicators linked to Step 2 reflect
the adoption of the new mental models and the level of commitment to new
working practices (Lahteenmaéki et al. 1999: 37). The shortcoming of this measure
is the lack of empirical evidence for the sequence and connections between steps in
the change process. Although their 21 indicators are obtained using factor analysis
and reliability tests, statistical analysis is not used to divide these indicators into
three groups, which represent steps in their model.

For countries in transition, which have experienced the most radical changes,
unlearning the old ways seems to be under-emphasised in the Finnish model. It
may not be so important during developmental or transactional changes, but it is
critical during transformational changes.

In this paper we have assumed that steps within the process of change are
different in different types of change; the way processes of change and learning are
connected could also be different. The greater need for the discarding and
abandoning of old habits and thinking could be the reason for this difference. The
indicators from the Finnish model could be used in empirical research, but for
analysing the steps in the change process a model based on empirical research, for
example Kotter’s (1998) model, could be better.

An Empirical Study of Estonian Companies
Methodology
The main aim of this study was to examine the relationship between organizational
change and organizational learning processes in certain Estonian organizations. At
the end of 2000 survey was conducted in 137 Estonian companies. The companies
involved represented various industries and sectors (Appendix 4). Characteristics
of the sample according to age and size of the companies are shown in Table 1.

Structured interviews were conducted to enquire about change and learning in
their organizations. In each organization one member of the executive board or
board of directors was interviewed. In 33% of companies the top manager of com-
pany answered the questions. Among members of the executive board or deputy
directors 15.5% were sales and marketing, 12.2% specialised in human resources
and 6% in finances. The others were in import-export, information technology,
quality control, logistics, product development and other areas. 31.1% of deputy
directors or board members did not specify their area.

Although most questions were open-ended, in some cases closed-ended
questions were used, for example, in order to find out which factors had changed in
organisations and to evaluate the level of organisational learning.
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In order to evaluate the types of organisational change, Burke-Litwin’s model
was used and to evaluate the learning abilities of the organizations, the indicators
[and measures] developed via the Lidhteenmiki, Mattila, and Toivonen (1999)
model were used. We did not, however, use their questionnaire using 110 items, as
it would have been time consuming and may have adversely affected the
willingness of the respondents to participate in the study. We asked the respondents
to evaluate these indicators on a 10-point scale. We grouped these indicators using
the SPSS programme.

In order to distinguish steps in the change process, Kotter’s (1998) eight-step
model, was taken as the basis. Strategies for overcoming resistance to change were
analysed on the basis of Kotter and Schlesinger’s (1979) model, which contains six
strategies.

The ANOVA was used to find statistically significant differences. Correlation
and cluster analyses were carried out in order to show statistically relevant
connections.

Some Findings

Types of changes

The results indicate that radical changes, including changes in the system itself, had
taken place in 90 % of these companies, and at least one transformational factor
had been changed.

It should be noted here that Estonian companies are relatively young. The
companies which were established before the 1990s had implemented many more
changes than those companies established more recently (Table 1). The economic
crisis in Asia in 1997 had a negative impact on the fast-growing infant Estonian
economy. Many companies went bankrupt. The companies established after this
crisis have learnt that they need to live in a constant process of change. Most of
them have made more changes in their culture, leadership styles, organizational
structure and task requirements than older companies. However, strategy has less
frequently been changed. This may be an indication of some contingency plans and
the existence of some slack resources. On the other hand this may imply single
loop rather than double loop learning in these companies. Most changes have taken
place in companies with more than 100 employees.

The process of change

The main focus of Estonian managers seemed to be on initiating changes, that is,
raising awareness regarding the necessity for change and creating a vision. Much
less attention was paid to assessing the process of change and making modi-
fications and consolidating improvements. Although the attention was focused on
initiating change it was not always possible to interpret the change process
described by the manager according to the steps in Kotter’s model. Positive
correlations regarding the steps was found in companies which implemented
‘transformational’ change and was absent in those which concentrated on
‘transactional’ change processes (see Table 2).
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Table 1. Changes in Estonian organisations based on the Burke-Litwin model.

2 8 : 5 _ g g .
e L5y 233 2 285 % % % 3
Z £2: T8 %8 -
< BAAE B K K Z 5 -
% 100 22 78 25 49 20 6 28 19 13 32 8
Transforma-
tional
factors
Strategy 75 90 71 87 72 74 64 78 68 79 74 73
Mission 49 53 48 64 41 40 36 38 44 58 51 73
Culture 61 58 55 56 55 49 82 54 47 63 58 60
Leadership 58 58 58 58 58 51 82 52 50 63 61 73
Transact-
ional factors
Structure 77 83 75 80 78 66 90 72 74 83 77 93
Task 73 73 73 84 65 69 100 72 68 75 68 80
require-
ments
Individual 65 75 62 58 67 51 64 60 65 75 60 73
skills
Systems 64 80 60 71 64 54 64 58 65 58 63 80
Management 46 45 46 53 44 40 36 28 47 58 49 73
practices

There was also a problem in interpreting some steps from Kotter’s model. The
term empowerment for instance was not used by Estonian managers and it was also
hard to find something about consolidating improvements. At the same time
respondents mentioned involvement and training of their employees and the
creation of a suitable climate for the implementation of their vision. So, these
replaced Kotter’s steps.

Results were also analysed according to size of the company. First, nine groups
were formed. As the majority of companies in Estonia have less than 100
employees, we started to group companies after every ten employees — first group 1
to 10, second 11 to 20 and so on. The last groups were 51 to 100, 101 to 500, 501
to 1000 and over 1000. Analysis indicated that the groups in the middle, starting
from 11 employees and ending with 100 had similar results. So, three different
groups seemed to follow the steps in the process of implementation of organi-
sational changes. The symbol ‘*’ marks the steps, which were implemented by
more than 25% of companies in the group and could be considered as important for
these companies.
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Table 2. Change process according to size of the company.

Number %in Sense  For- Creating Com- Creatinga Employee Creating Insti-

of emp- the ofur- minga avision muni- suitable ~ involve- short- tutio-
loyees sample gency  coa- catingthe climate = ment and term nali-
lition vision training wins sation
1-10 9 57* 47* 100* 43* 29%* 29%* 14 14
11-100 51 63* 13 58* 29* 8 61* 19 18
101- 40 47* 32% 75% 38* 28* 50% 13 25%
Total 100 56* 24 69* 34* 18 53%* 16 21

Resistance to change

The respondents were asked about the most difficult issues during the
implementation of changes and about resistance to change. Resistance had
appeared at all levels of their organizations and was mainly attributed to inertia in
the thinking of employees. It appeared that the biggest difficulty was to unlearn
their old ways of doing things especially in older companies. The difficulty of
unlearning also appeared when merging with different cultures and trying to
develop teamwork. Employees did not seem to appreciate the significance of the
changes to the company. Insufficient information and differences in the
understanding of several issues were also pointed out. As the free market economy
was a new concept for Estonian people, it was difficult to find staff qualified to
introduce and implement the necessary changes.

Strategies for overcoming resistance to change

Our research in the selected companies indicated that communication and
education of employees were the most frequently used strategies in overcoming
resistance to change. Employee participation was more actively used in younger
companies and in companies, which had created a vision about their desired future.
Managers’ support for employees was a more popular strategy than coercion and
manipulation.

The managers were also asked about what they had learnt from these changes
and what they would do differently in the future. Those respondents who had
especially registered lower levels of success in implementing change and
developing organizational learning, would pay more attention to establishing goals,
planning and preparing for changes in the future. In order to reduce fear among
employees managers would explain to their employees the essence of the changes
in greater detail and give more operational information. Managers had learnt that
the involvement of employees at every level of the organization, right from the
early stages of change was central to the process of change. In future they would
practice more teamwork and would consider the human factor more seriously. 4%
would even do a preliminary survey among the employees about their attitudes
towards the planned changes.
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Features of learning organizations

We asked the managers in these companies how they evaluated their organization
as a learning organization and why. The average result on the 10-point scale was
7.68 (sd=1.67).

The main activities and features Estonian managers saw as related to a learning
organization were environment scanning, openness, self-development for all
members of the organization and also the creation of a learning climate and
learning from past experiences and best practices. Such other important features as
information systems for sharing, storing and transforming information; creativity
and learning together were less frequently considered.

Organizational learning and successful implementation of change

The managers were also asked to evaluate the indicators characterising
organizational learning, based on the Finnish model, on a 10-point scale and the
success of the implemented changes in their companies on a 5-point scale. The
indicators and correlations are shown in Appendix 1.

The indicators of organizational learning were also analysed by means of a
cluster analysis. The first cluster could be called the cluster of individual active-
ness. They indicated that two conditions had to be present before people could
decide about their active participation in decision-making. On the one hand,
employees needed to be aware of and committed to the business objectives and the
process of change, and on the other to accept a new operational culture. Yet, all this
was not enough. They had to be encouraged to take initiatives and be active in
relation to their own work. An open-minded and positive attitude towards risk-
taking should be developed for this purpose. The former condition was rated higher
than the latter. This cluster highlighted individual learning.

The second cluster consists of indicators related to building collaborative
abilities and organizational learning. Interconnected collaborative abilities (open
communication and willingness to develop) and the ability to use teamwork enable
managers to create fluent work processes. We may not however, underestimate the
possibility and potential for trial and error learning as well as learning from
mistakes. Here the managerial support for personal development and training plays
an important role.

Drawing on the Finnish model, the first cluster in this survey mostly deals with
stage 2, the collaborative setting of missions and strategies and the second cluster
deals with stage 3, creating a future together. In the current research the indicators
in the first stage of the Finnish model are found in two clusters. In the first cluster
individuals learn to be active. They develop an open-minded and positive attitude
towards risk-taking, in order to start to unlearn old knowledge. In the second
cluster the staff collectively learn to increase openness in communication. People
are willing to develop themselves and learn from their mistakes. Such
organizational variables like strategy, information systems, lean management and a
business orientated operational culture were not so tightly correlated with the other
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indicators. The evaluation of the success of changes was positively correlated with
both clusters.

The one-way ANOVA reveals that the respondents' estimations on success of
changes vary with regard to a company’s age (F (3;118)=5.76, p=.001) and size
(F(4;119)=4.00, p=.004). The managers of companies established before 1995
evaluated the changes as having been less successful and their existence as a
learning organization less developed than the managers of younger companies
(Appendix 2). It indicates that there might be some form of inertia and comfort
gained from familiar ways and thus a reluctance to unlearn. Such features of
organizational learning as — encouraging active-ness at work, an open-minded and
positive attitude towards risk-taking, active participation in decision making,
willingness to take initiatives and learning from mistakes — are statistically less
significant in companies established before 1995.

Considering the size of the company, the smallest and the largest companies
have assessed changes as more successful and organizational learning more
developed than companies with 26—100 employees (Appendix 3). The companies
with more than 1000 employees evaluated the changes as having been the most
successful and emphasised training the most (m=7.78, sd=1.72). At the same time
companies with between 26-50 employees had paid less attention to training
(m=5.70, sd=2.83) than all the other groups.

Managers in the public sector evaluated the implementation of changes as
having been less successful than did managers in the private sector (Appendix 4).
In the private sector, production companies evaluated clusters of learning as having
been less successful than in the other industries, while their evaluations of the
success of the implementation of changes were highest. This may be due to there
being more inertia to overcome in production companies and more strategic
changes than in the service sector. Also the creation of vision, which is usually
accompanied by employee involvement according to this survey, was more often
mentioned in production companies.

Organizational learning depends on the scope of changes: individual activity
and collaboration were both evaluated higher in companies having experienced
transformational changes than in companies having implemented only transitional
changes (Appendix 5). Indicators influencing individual activity were particularly
higher after transformational changes.

Discussion and concluding remarks

The findings of our survey in selected Estonian companies indicated, that in 90%
of the companies in the sample, transformational change had taken place. This type
of change requires the highest level of learning. People from the stagnated Soviet
Union had to abandon their past established, standardised approaches to
organization and work, but they were not used to radical change and the inertia in
the thinking of people in organizations became one of the biggest obstacles during
the implementation of changes. Furthermore people did not have a clear vision
about their future in a rapidly changing and evolving society and this reinforced
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their fear of the unknown. Our findings showed that the managers of companies
established before 1995 did not evaluate the implementation of changes as having
been as successful as did the managers of younger companies. This we have
interpreted as being due to the difficulty of unlearning and getting rid of defensive
routines.

The economic situation changed and stable and relatively high growth in the
Estonian economy was achieved between 1995-1997. During this period people
became more optimistic because the level of their welfare had also rapidly
increased. The uncertatinty of the future seemed more manageable. The current
survey showed the highest rating of organizational learning indicators and of
successful implementation of change in companies established in these years.

During the implementation of organizational change, Estonian managers
focused mainly on the unfreezing phase as highlighted in most Western models of
change. According to the findings of this research the actual model of change in
Estonian companies consisted of four steps: (1) the determination of the need for
change, (2) the creation of a vision, (3) the communication of the vision to
employees, and (4) managers involving employees in the implementation of
change. In this final step they inform, educate and support employees and try to
reduce their defensiveness and inertia. The employees ignore and forget old skills
and mental models and acquire new skills and behaviours. Development of
individual active-ness and collaboration hence takes place. The biggest
shortcoming was that changes were mostly unfinished and the institutionalisation
of changes in the organizational culture, emphasised by Western theories, was only
mentioned by less than 25% of Estonian managers.

Correlation analysis indicated that a critical step in the change process was the
creation of a vision, which was usually accompanied by the implementation of
other steps in the change process, including the creation of a coalition and
institutional changes. Those organizations, which had created a vision, had also
increased employee involvement and team building. This supports Klimecki &
Lassleben’s (1998) view, that strategic learning is more likely to occur, if there is a
shared vision, which ‘pulls’ organizational learning activities.

Research indicated that the steps in the change process differ according to the
scope of the organizational changes. During more radical changes, steps are more
clearly planned and implemented than when changes are less radical. Our survey
indicated that the creation of a coalition and a suitable climate for the
implementation of vision influenced clusters of organizational learning in a
positive way. That is, individual active-ness and collaboration are connected with
the scope of changes and are more developed in companies where transformational
changes, that is changes in strategy and culture, have taken place.

Correlation analysis indicated that those companies, who changed strategy and
mission, also managed through creating a vision and increasing employee
involvement to develop a new culture (p< .05). When the aim was only to change
organizational culture, these steps in the change process were mentioned less
frequently and the correlation was negligible. This supports Schein’s (1999) view
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of organizational culture as a deep-rooted phenomenon, which cannot be changed
easily. However, indicators of organizational learning were positively correlated
with attempts to change culture and not with changes in strategy and mission.
These indicators encouraged active-ness at work, the awareness of business
objectives, the ability to use teamwork and the removal of distress amongst the
staff.

According to this survey the evaluations of clusters of individual active-ness
were lower than that of collaboration [collective-ness]. In addition the low
individual active-ness in companies established before 1995 in a sense points to a
Soviet suppression of individual initiatives.

The evaluation of both successful implementation of change and organizational
learning were positively correlated with both individual active-ness and
collaboration. Encouraging learning and individual initiative as the key to
translating strategy into action successfully (Lei et al. 1999) is an equally
commonly held belief in Western management literature. However, there were
some exceptions in the current survey. Although both individual active-ness and
collaboration were almost rated the lowest in the manufacturing sector, they
evaluated their implementation of changes as having been the most successful. This
supports Geppert’s (2000) argument about the difficulty to develop both efficiency
and creativity simultaneously.

Consistent with earlier works, we found, that involvement increased the
employees’ willingness to develop initiatives. Yet, the literature does not support
the findings that if managers only explained to the employees the importance of
change for the organization, this strategy alone decreased the employees’
willingness to develop initiatives. It may indicate the difficulty to unlearn and that
government priority is not to provide people with jobs any longer and that
individual initiative is encouraged instead. But it clearly indicates that resistance to
change and learning is underestimated and underplayed by managers and they have
not discerned the source of the resistance, as Senge (1997) suggested. As
employees did not understand the need for change, they were not ready for training
and education and therefore the strategy used to overcome resistance to change
worked adversly.

To summarise, research in a transition economy has shown that as in a free
market economy, values of organizational learning are related to the scope of
changes and are more developed in companies where changes in strategy and
culture have taken place. Managers underestimated resistance to change and
learning and did not really understand the causes of the resistance. The
consequence is, that most of these companies did not complete the change process
and changes were not institutionalised in their culture. The companies which were
established before 1995, and consequently had more to unlearn, have been more
successful in developing organizational learning than companies with a shorter
record of activity. Indeed there is a need for further questioning and analysis of the
process of change in these companies. Change is and needs to be seen as a
continuous process. Organizations evolve and accumulate experiences. It is what
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they do with their experiences that defines and shapes the boundaries of their
survival.
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Appendices

Appendix 1. Indicators of organisational learning in Estonian organizations.

Cluster and indicator Mean Std. Correlation
Der.  with evaluation

about success
of changes

The cluster of individual activeness: 6,25 142  .239%*

The awareness of business objectives 6,81 1,93  .120

Commitment to objectives 6,64 1,76 .097

The acceptance of a new operational culture 6,09 1,75  310%**

Commitment to the change process 6,47 1,79 .166

Willingness to make initiatives 594 2,01 225%

Encouraging activeness at work 6,03 1,68  .284%%*

An open-minded and positive attitude towards 6,22 2,00  .318**

risk-taking

Active participation in decision making 581 220 .214%*

The cluster of building collaborativeness: 6,94 1,26 .197*

A collaborative ability 7,11 1,57 .161

The ability to use teamwork 6,73 1,69  272%*

Fluent work processes 6,83 1,61 262%*

Open communication 7,05 1,85  .207*

Willingness to develop oneself 7,43 1,59 .194*

Learning from mistakes 6,62 1,71 305%*

Managerial support for personal development 7,15 1,88  .226*

Emphasis on training 6,62 2,18 .131

The rest of indicators:

Efficient strategic planning 6,23 1,99  .249%**

The removal of distress amongst the 590 1,82 171

personnel

Open information flow 6,50 1,98  .228%*%

A business oriented operational culture 6,96 1,96  .303**

The acceptance of and satisfaction with lean 6,29 2,02  .258%**

management

** correlation is significant at the 0.01 level.
* correlations are significant at the 0.05 level.
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Appendix 2. Evaluations on success of changes and organizational learning accor-
ding to companies length of operations.

Year of Evaluation on ~ Evaluation on Individual Collabora-
establish- Success of Learning activeness tiveness
ment changes organization

- 1990 Mean 3,76 8,14 6,07 6,84

N 29 28 30 29

Std. Dev. ,58 1,27 1,25 1,07

1991-1994 Mean 3,87 7,42 6,08 6,8
N 52 52 56 55

Std. Dev. ,66 1,92 1,38 1,28

1995-1997 Mean 4,20 8,05 6,96 7,51
N 25 22 25 25

Std. Dev. 71 1,56 1,62 1,44

1998 - Mean 4,06 7,73 6,71 7,00

N 16 15 14 16

Std. Dev. ,57 1,83 1,20 1,05

Total Mean 3,93 7,75 6,33 6,97

N 122 117 125 125

Std. Dev. ,65 1,72 1,42 1,26

Appendix 3. Evaluations on success of changes and organizational learning
according to size of companies.

Number of Evaluation on Evaluation on Individual Collabora-
employees Success of Learning activeness tiveness
changes organization

1-10 Mean 4,00 8,62 7,45 7,69

N 16 13 15 15

Std. Dev. ,52 1,04 1,12 ,80

11-25 Mean 4,12 7,92 6,68 7,33

N 26 26 26 27

Std. Dev. ,65 1,47 1,32 1,05

26-100 Mean 3,71 7,24 5,70 6,65
N 38 38 38 39

Std. Dev. ,65 2,06 1,17 1,26

101-1000 Mean 3,95 7,67 6,23 6,66
N 38 36 40 39

Std. Dev. ,61 1,96 1,59 1,49

1000- Mean 4,29 7,63 5,96 6,85

N 7 8 9 9

Std. Dev. ,76 ,74 1,54 1,22

Total Mean 3,94 7,69 6,29 6,93

N 125 121 128 129

Std. Dev. ,64 1,78 1,45 1,29
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Appendix 4. Evaluations on success of changes and organizational learning
according to industry.

Industry Evalua- Evalua- Individual  Collabora-
tion on tion on activeness tiveness
Success of  Learning
changes organiza-

tion

Production Mean 4,20 7,33 5,59 6,32

N 25 24 26 27

Std. Dev. ,58 1,83 1,55 1,49

Trade Mean 3,86 7,21 6,45 6,97

N 44 39 44 44

Std. Dev. ,67 1,92 1,49 1,24

Consultation Mean 4,14 8,62 6,69 7,52
and training

N 21 21 21 21

Std. Dev. ,57 1,47 1,45 1,07

Banking Mean 3,50 7,71 7,17 7,25

N 6 7 6 7

Std. Dev. ,55 1,89 ,62 1,46

Telecom- Mean 4,33 7,67 6,33 7,08
munication

N 3 3 3 3

Std. Dev. ,58 2,08 81 ,38

Entertirement Mean 3,71 7,67 6,21 6,93

N 14 12 14 13

Std. Dev. ,01 1,92 1,30 ,96

Public sector Mean 3,64 8,06 6,13 6,94

N 14 16 16 15

Std. Dev. ,63 1,18 1,25 1,31

Total Mean 3,93 7,67 6,28 6,93

N 127 122 130 130

Std. Dev. ,64 1,78 1,44 1,29
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Appendix 5. Evaluations on success of changes and organizational learning
according to scope of changes.

Type of Evaluation on Evaluation on Individual Collabora-
changes Success of Learning activeness  tiveness
changes organization
Transactional Mean 3,89 6,67 5,16 5,92
changes
N 9 9 8 9
Std. Dev. ,78 2,12 1,35 1,48
Transforma- Mean 3,93 7,76 6,33 7,00
tional changes
N 119 114 123 122
Std. Dev. ,63 1,74 1,44 1,24
Total Mean 3,93 7,68 6,26 6,93
N 128 123 131 131
Std. Dev. ,64 1,78 1,46 1,28

61



Study Il



Alas, R. (2004)

Changes in Estonian Organizations from Institutional Perspective.
Journal of Business Economics and Management,

Vol. V, No 1, pp. 15-23.



Changes in Estonian Organizations
from Institutional Perspective

Abstract

During last decade Estonia has passed through its transition from the authoritarian,
centralized, totalitarianism of state socialism, to the democratic country with a free
market economy, with different attitudes and values. Estonian companies have
been in continuous change process and remarcable part of these changes are
deepest by scope — transformational changes. Author proposes that the social
phenomena such as organizational change can only be understood in relations to
the wider contextual influences that surround them. Changes in Estonian com-
panies could be explained by using institutional and historical context. Research in
Estonian companies indicates, that during stable institutions developmental or
transitional changes take place in organizations, during societal transience
transformational changes occur in organizations.

1. Introduction

During last decade Estonia has passed through its transition from the authoritarian,
centralized, totalitarianism of state socialism, to the democratic country with a free
market economy, with different attitudes and values. This type of transition has
been described as social transience, in which a complex set of normative and
operating principles, embodied in historical structures, systems and practices,
becomes replaced by another unknown set, which makes this period for actors very
ambiguit and uncertain (Clark and Soulsby 1999:18).

Author proposes that the social phenomena such as organizational change can
only be understood in relations to the wider contextual influences that surround
them. The post-communist transition provides settings, very different in its
characteristic, in which discontinuities are more fundamental and change is less
constrained by institutional frameworks, which are in process of demolition.
During economic transition the challenge has been to internalize a new type of
organizational behavior in order to operate successfully under unfamiliar
conditions.

Institutionalists have stressed importance of institutional environment to
understanding the behaviour of organizations. Author argues, that there are
connections between the stage of institutionalization in society level and types of
changes in organizations. Sahlins (1985) argues, that one cannot really understand
certain social phenomena without understanding both the historical events and the
cultural meanings attributed by the actors to these events.

In this paper a brief overview of institutionalism and of theories of change
would be given. In order to give socio-economic explanations, which are rooted in
the historical and current circumstances of societal and organizational transition,
short description about main stages in Estonian history, would be given. This
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theoretical framework will be followed by an analysis of research results in
Estonian organisations.

2. Transition in society in connections with institutionalism

According to the institutionalists perspective the functioning of organizations can
be described with the open-system approach, in which the organization may be
seen as answering the challenges of a new environment. Institutions find
expression in society through social constructions: formal institutions at the macro
level in a market economy include private property and the free market; formal
institutions at the micro level are organisations. Individual organisations are under
the technical and normative influence of institutionalised environments.

Institutions could be seen from both the structural and social perspective. From
a structural viewpoint institutions exist as institutionalised forms of ‘external social
constraints’. From the social perspective institutions can be understood as
operating to enforce behavioural definition, which may take the form of either
‘cultural accounts’ or ‘cultural rules’. This means that institutions are accounts of
how the social world works and embody normative principles and social values
(Meyer et al. 1994:24).

Socio-economic transformation, at both macro and micro levels, could be
understood as institutional change, from both the structural and social perspective,
embracing both structures and social values. The elements of an institution may
lose credibility and need redefining — the processes of deinstitutionalisation and
reinstitutionalisation take place. During deinstitutionalisation the contingent nature
of cultural accounts and rules are revealed, interrogated, contested, opposed,
effectively challenged and ultimately overturned. The process may be gradual or
sudden and may affect formal institutions and institutional practices at different
rates. Deinstitutionalisation takes away the certainty associated with
institutionalised rules, attacks the meaningfulness of the social world and thereby
reduces the level of social support and motivation.

From this institutional view, social transition may be interpreted as the period
between the effective demise of one institutional system and the point at which
another institutional system has been established and accepted on new cognitive
and normative grounds. Such circumstances create acute social and psychological
problem for social actors and this period has been called social transience (Clark
and Soulsby 1999:40).

Changes in the environment necessitate that organisations modify themselves as
well.

3. Types of organisational changes
Organisation is a complex system that produces outputs in the context of an
environment, an available set of resources, and a history (Nadler and Tushman
1989).

An effective organisation meets the expectations of multiple stakeholders
including shareholders, employees, suppliers, customers, and the society in which
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it is located. It also demands the loyalty and commitment of these stakeholders to
the long-term survival of the organisation and of the social network in which it is
embedded (Kochan and Useem 1992).

There are several classifications of types of change in the literature on this topic.
These types have been compared according to initiation and scope. Most theorists
divide change into two groups according to scope: change taking place within the
given system, and change aiming to change the system itself.

The most popular terms for this classification are first order change and second
order change. First order change provides a method for managing stability. It helps
one to manage current strategy more effectively and efficiently (Bartunek 1993).
This type of change proceeds via a sequential step-by-step assessment, guided by a
specific objective, making systematic and rational evaluations of an organisation
and its environment. A first order change cannot produce transformation because it
lacks the creativity to discover new strategic ideas (Hurst 1986).

Second order change calls for innovation in order to lead the change. It searches
for agreement about what the end result should be and then considers how the
organisation could be changed to meet these new expectations. Second order
change is difficult to carry out because information gathering in an organisation
will tend to reify the rules, culture, strategy and core processes that make up its
current paradigm (Nutt and Backoff 1997).

Transformation calls for a second order change process (Watzawick et al.
1974). First order change stresses growth and single loop learning. Second order
change stresses development and double loop learning. In the second order change
process change agents should gather information without value judgements. This
enables new ideas to emerge (Pribram 1983).

A distinction has been made between incremental change and radical change.
Also, the terms linear change and breakthrough change are used with the same
meanings. Incremental or linear change occurs within a given system which itself
remains unchanged. Radical or breakthrough change changes the system itself.
Radical change requires new ways of thinking that alter taken-for-granted and
often hidden organisational rules, which limit how people think about change (Nutt
and Backoff 1997).

Weick and Quinn (1999) use the phrases episodic change and continuous
change. Episodic change groups together infrequent, discontinuous, and intentional
organisational change. This type of change operates as an occasional interruption
or divergence from the equilibrium. It is driven externally and emphasises short-
run adaptations. It tends to occur in distinct periods during which shifts are
precipitated by changes to technology or changes in key personnel. The change
agent focuses on inertia and seeks points of central leverage.

The phrase continuous change is used for ongoing, evolving and cumulative
organisational change. In this concept change is seen as a pattern of endless
modifications to work processes and social practice. It is driven by organisational
instability. Numerous small accommodations cumulate and amplify. This kind of
change is a redirection of what is already under way. Change is cyclical, process
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orientated, has no targeted end-state, and seeks equilibrium. The change agent is a
sense maker, who redirects change. Continuous change emphasises long-run
adaptability

If we compare evolutionary change and revolutionary change, evolutionary
change is the functional development and growth of an object or system with its
core structure remaining essentially intact. It involves incremental modification of
the object. Revolutionary change challenges the individual’s understanding of
objects or systems. This type of change challenges the existing structure and
rebuilds a new one (Dirks et al. 1996).

Greiner (1975) extended the analogy of individual development to the problems
of organisation development and found five development phases through which
growing companies tend to pass. The term evolution describes prolonged periods
of growth where no major upheaval occurs in organisation practices and the term
revolution describes those periods of substantial turmoil in an organisation’s life.

Evolutionary change is gradual and modifies instead of replacing key practices
(Nutt and Backoff 1997). During revolutionary change leaders abandon past
practices and seek new ones because many old practices are no longer relevant for
the new paradigm (ibid). As a company progresses through developmental phases,
each evolutionary period creates its own revolution. Rapid change enables the
organisation to reach a period of smooth growth and function sooner, thus
providing it with a competitive advantage over firms changing more slowly
(Cummings and Worley 1997). Long term studies of organisational evolution
underscore the revolutionary nature of transformational change (Tushman et al.
1986).

Van de Ven and Poole (1995) describe change in organisations using the terms
prescribed change and constructive change. The prescribed mode of change
creates change within an existing framework thereby producing variations on a
theme. It can be compared to first-order change. A constructive mode of change
generates unpredictable novel forms that have no continuity with the past. This is
similar to second-order change.

Nadler and Tushman (1989) divide change according to two criteria: the scope
of change and the positioning of change in relation to key external events.
According to scope, change can be divided into incremental change and strategic
change. This division describes the changing of the subsystems of the organisation
versus the changing of the entire system. Strategic change addresses the whole
company and helps an organisation develop a completely new configuration.
Incremental change focuses upon some components of the organisation with the
goal of maintaining or regaining congruence.

According to the positioning of change in relation to key external events,
change can be divided into reactive changes and anticipatory changes (Nadler and
Tushman 1989). Reactive change is the response to an external event or series of
events. Anticipatory change is initiated in anticipation of events that may occur.
When these two dimensions are combined four types of change are discovered:
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— Tuning is incremental change made in anticipation of future events

— Adaptation is incremental change made in response to external events
— Reorientation is strategic change made in anticipation of future events
— Re-creation is strategic change necessitated by external events

The most difficult change to manage is strategic organisational change.

The author argues that in order to describe the changes that have taken place in
Estonian companies over the last decades we need more than two types. Ackerman
(1986) describes three types of organisational change: (1) developmental change,
(2) transitional change, and (3) transformational change. Developmental change
improves what already exists through the improvement of skills, methods, or
conditions. Transitional change replaces current ways of doing things with
something new over a controlled period of time. Transformational change means
the emergence of a new state, unknown until it takes shape, out of the remains of
the chaotic death of the old state. Burke and Litwin (1992) have developed a model
for making a distinction between two types of deeper change. They argue that
transformational change occurs as a response to the external environment and
directly affects the organisational mission and strategy, the leadership and the
culture. Transitional change deals with psychological and organisational variables
that predict and control the motivational and performance consequences of the
work group climate (Burke and Litwin 1992).

Another typology dividing change into three types puts forward Alpha, Beta,
and Gamma change. Alpha change is behavioural change, beta change refers to
scale calibration, and gamma change is about concept redefinition (Armenakis
1988). Alpha change involves a certain variation in the degree of some existential
state, given a constantly calibrated measuring instrument that taps a constant
conceptual domain. Beta change involves a variation in the degree of some
existential state, complicated by the recalibration of some portion of the intervals
of the measurement continuum associated with a relatively constant conceptual
domain. Gamma change involves a basic redefinition or reconceptualisation of a
certain domain; a radical restructuring of perceived reality that generates
differences in state.

Beta change occurs when the standard of measurement used by a subject to
assess a stimulus changes from one testing period to another (Armenakis 1988).
Gamma change involves discontinuous shifts in mental or organisational
frameworks (Golembiewski et al. 1975). According to gamma change a subject’s
understanding of the criterion being measured changes from one testing period to
the next. If behavioural change must be considered, then gamma and beta change
cannot account for the change on a measurement scale (Armenakis 1988).

As it can be seen from these descriptions these two typologies are easily
comparable.

In order to compare the different typologies the author has presented types of
changes according to different theorists in Table 1.
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Table 1. A comparison of change grouped according to scope.

Growth Development Transformation
Ackerman Developmental Transactional Transformational
(1986) change change change
Armenakis Alpha change Beta change Gamma change
(1988)
Watzlawick et al ~ First-order change Second-order
(1974) change
Watzlawick etal Linear change Breakthrough
(1974) change
Watzlawick et al Incremental Radical change
(1974) change
Greiner (1975) Evolutionary Revolutionary
change change
Weick and Episodic change Continuous change
Quinn (1999)
Vande Venand  Prescribed Constructive
Poole (1995)
Nadler and Reactive change Anticipatory
Tushman (1989) change
Nadler and Incremental Strategic change
Tushman (1989) change

The author argues that there are connections between the institutionalisation
stage at the societal level and types of change in organisations. In Table 2 the
author combines institutional stages at the societal level with classifications of the
types of change developed by Ackerman (1986) described at the beginning of
section two.

During the stable stage of institutionalisation developmental changes mostly
take place. In order to evoke transitional changes additional institutional forms
could be added to established institutions. Deinstitutionalisation in society, which
starts a period of social transience, calls for transformational changes in
organisations. At the same time reinstitutionalisation starts. If reinstitutionalisation
is completed then transitional changes start to dominate over transformational.

Table 2. Connections between institutionalisation at the societal level and types of
change in organisations.

Societal level institutionalisation

Stable institutions

Creation of additional institutions

Social transience (Deinstitutionalisation and
reinstitutionalisation)

Organisational changes
Developmental change
Transitional change
Transformational change
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To summarize, changes on society level during economical transition resulted in
collapse of structures, systems, rules and principles that had made human
behaviour and social life understandable for over fifty years and left a vacuum of
meaning. This deinstitutionalization caused changes in organizations and in
people's attitudes.

4. Estonian history from institutional perspective

In order to provide socio-economic explanations, which are rooted in the historical
and contemporary circumstances of societal and organisational transformation, a
short description of important stages in Estonian history starting from the first
period of independence will be given.

In Table 3 Estonian history has been viewed from an institutional perspective.

During the first period of independence Western values in terms of a work ethic,
individualism and free enterprise were adopted in institutions in the field of
economy and education (Barnowe et al. 1992: 180).

The Soviet occupation in 1940 was followed either by the liquidation of all the
civilised institutions characteristic of the Western world, or a restructuring of them
according to the principles of the occupant country with the aim of using them in
the process of extending communism (Taagepera 1993: 65).

In a command economy the institutional structure of the Estonian economy,
within the logic of the communist world, was characterised by highly centralised,
autocratic elements such as strong price regulation, central control of domestic and
foreign trade and enterprise targets that were poorly related to actual demand.

Table 3. Institutionalisation in Estonian history since 1919.

Period Event Institutionalisation

1919-1940 Creation of an independent Creation of institutions followed by
state a period of stable institutions

1940-1950 Soviet occupation Deinstitutionalisation and

reinstitutionalisation

1950-1980 Under Soviet rule Period of stable institutions

1980-1987 More autonomy for Creation of additional institutions
enterprises

1987-1991 IME, movement toward Creation of new additional
independence institutions

1991 Re-establishment of Deinstitutionalisation

independent state

1991-1995 Transformation from planned Social transience
economy to market economy

1995- More stabilised economic Reinstitutionalisation,
situation, market economy More stable institutions

71



Political, economic and other forms of institutional power derive from the same
source and operate unidirectionally enabling strong control and a concentration of
information. Due to the fact that during the Soviet period the state was responsible
for guaranteeing work for everyone enterprises were internally overstaffed and
passive, work places were over-secured and attitudes to work were far from ideal
(Liuhto 1999b: 16). More information about the enterprise culture can be found in
Study III.

Reforms began around 1980 with long-term re-assignment of parts of state or
collective farms to groups organised independently of the central command
(Misiunas and Taagepera 1989). In the service sector an analogous development
known as contractual task acceptance was also taking place (Misiunas and
Taagepera 1989: 78).

In the second half of the 1980s enterprises were gradually given more autonomy
in the Soviet Union. It became legal to develop small state enterprises, and even
international joint ventures, which operated outside the central planning and could
be owned by private citizens (Venesaar and Vitsur 1995). It was the first
opportunity for the creation of economic incentives.

Radical reforms in Estonia started in 1987—-88 when a group of theoreticians and
practitioners debated the idea of economic autonomy for Estonia (Taaler 1995). In
1990 an important change occurred in the strategic aim of the reforms in Estonia:
economic autonomy was replaced by independent statehood and the restoration of
a market economy (Taaler 1995). According to opinions held by managers,
stability started to increase by 1995 (Liuhto 1999a).

In 1987 Estonia was at the forefront of reforms in the Soviet Union. In the
spring of 1988 over 600 co-operatives were formed in Estonia representing the
highest concentration of such enterprises in the Soviet Union (Palm 1989).

The striving for economic autonomy, which had begun in 1987, gathered force
in 1988 and developed into mass political movements for the restoration of
independent statehood in each of the Baltic states (Misiunas and Taagepera 1983:
311).

During the last decade Estonia has passed through the change from a
hierarchical, centralised, system of state-ownership and command planning, to a
decentralised, market-driven economy founded on private property and based on
different values. This transformation could be described as social transience, in
which a complex set of normative and operating principles, embodied in historical
structures, systems and practices, becomes replaced by another unknown set
making this period for actors very ambiguous and uncertain. Fifty years of Soviet
occupation left Estonia with a divergent workforce with differing attitudes toward
change both in society and organisations. There are people who have had work
experience in vastly different economic systems.

To generalise, the changes in post-soviet organisations have been deeper than
those typical of a market economy because the new economic order is based on
different attitudes and values and attempts to shift the organisational culture toward
new values or beliefs, and this has been considered one of greatest challenges
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(Bluedon 2000). It has been much easier to transfer technology and change
structures than to change culturally embedded practices in transforming countries
(Clark and Geppert 2002).

From the societal view it is important to point out that during the transformation
process the responsibilities of companies were redefined — companies focused
solely on economic priorities and renounced their corporate responsibility for
providing social services to workers. It makes it difficult for people to accept such
a change from being in a secure to being in an uncertain situation. Anxiety and fear
caused by this change may hamper organisational learning (Schein 1993).

Drucker has argued that what is needed is a revolution in managerial culture in
Central-Europe — undoing 40 years of the wrong values, incentives and policies
(cited by Barnowe et al 1992: 179). This is also true for Estonia.

5. Changes in Estonian Organisations

My approach takes as its central focus the interplay between macro systems and
micro behaviour, and it derives from the methodology which places the emphasis
on the concrete attitudes of actors, but locates it in the wider social, institutional
and historical context.

The author conducted research in 137 Estonian companies in the beginning of
2001. The companies represented different industries and were of different sizes
(Alas and Sharifi 2002: 319). In the research process interviews were conducted
with top managers or with members of executive boards about change in their
organisations.

The analyses of change taking place in Estonian companies is based on Burke-

Litwin’s model of organisational performance and change, which helps to make a
distinction between transformational and transactional factors. Transformational
factors deal with areas that require different employee behavior as the consequence
of external and internal environmental pressures, transactional factors deal with
psychological and organizational variables that predict and control the motivational
and performance outcomes of the climate of the work group (Burke and Litwin
1992). The results of the current survey indicate that transformational factors had
changed in 90% of the companies studied. From this figure we can conclude that
changes in Estonian companies were mostly transformational. Following analyses
is based on data from Table 4.
There were more changes in the production sector when compared with the service
sector. Ninety percent of production firms had changed strategy compared with
71% in the service sector. Organisational structure has also been changed more
often in the production sector (83%: 75%). Changes to individual skills were
necessary in 75% of production companies accompanied by system changes in
80% of companies in the production sector.
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Table 4. Changes in Estonian organisations based on the Burke-Litwin model.

2 8 : 5 _ ¢ g .
= Lfy 233 . 2 2257 = 2 3
Z 22 £ =2 0§ EE' S8 & oz =
< A& & K & R -
% 100 22 78 25 49 20 6 28 19 13 32 8
Transforma-
tional factors
Strategy 75 90 71 87 72 74 64 78 68 79 74 73
Mission 49 53 48 64 41 40 36 38 4 58 51 73
Culture 61 58 55 56 55 49 82 54 47 63 58 60
Leadership 58 58 58 58 58 51 82 52 50 63 61 73
Transact-
ional factors
Structure 77 83 75 80 78 66 90 72 74 83 77 93

Task require- 73 73 73 84 65 69 100 72 68 75 68 80
ments

Individual 65 75 62 58 67 51 o4 60 65 75 60 73
skills

Systems 64 80 60 71 64 54 64 58 65 58 63 80
Management 46 45 46 53 44 40 36 28 47 58 49 73
practices

There were more changes in the production sector when compared with the service
sector. Ninety percent of production firms had changed strategy compared with
71% in the service sector. Organisational structure has also been changed more
often in the production sector (83%: 75%). Changes to individual skills were
necessary in 75% of production companies accompanied by system changes in
80% of companies in the production sector.

The fact that companies in Estonia are quite young should also be taken into
consideration. As expected, there had been more changes in companies established
before the 90’s than in younger companies. In 87% of companies, established
before the period of transition in society had begun, strategy had changed.
Company structure had been changed in 80% and task requirements in 85%.
Organisational culture, which is considered to be very difficult to change, had
changed in 56% of these companies.

The exceptional results in companies established after 1997 was a surprise.
These companies had changed their strategy less than the older companies, but
64% still achieved outstanding results in such a short time. Also, fewer of these
companies had changed their mission, only 36%. But to accomplish this mission
and to achieve their strategic goals, the organisational culture and leadership were
changed, as well as the organisational structure and task requirements. This also
necessitated changes in individual skills. As Estonia had experienced an economic
crisis, connected with the crisis in Asia and starting at the end of 1997, it could
have been that the owners of companies established after these dramatic periods
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had learned how important it is to be in continuous change in order to remain
competitive.

Companies established between 1991-1994 and 1995-1997, especially in
regard to changes in strategy and mission showed relatively similar results. Older
enterprises had more often changed structure and individual skills, and organi-
sational culture and management style.

If we analyse companies according to number of employees, more changes have
taken place in the biggest companies. Of these companies, 93% changed structure
and 80% changed task requirements and systems. Strategy, mission and
management style was changed in 73% of companies.

6. Discussion and conclusions

According to authors’ opinion organizational change can only be understood in
relations to the wider contextual influences that surround them. The context for
current research was change from hierarchical, centralized, state-ownership sys-
tems of command planning, to decentralized, market-driven and founded on private
property relations.

To focus on changes in organizations, the author argues, that during Soviet time
in companies only some improvement could take place. When Gorbatshov started
Perestroika, real changes started to happen, but these changes had to be
accomplished in the frames of existing system. Only Estonian separation from
Soviet Union started changes changing system itself to new unknown state.

In Table 5 changes in Estonian organizational are presented in institutional
context.

Comparison of changes in different industries showed more changes in the
production sector when compared with the service sector. This is due to weakness
of service sector in Soviet Union, where service departments of big production
companies represented service industry. Only around 1980 part of services were
allowed to organize into self-organized contractual groups (Misiunas and
Taagepera 1989).

Table 5. Changes in Estonian organizations in institutional framework.

Period Institutionalisation Types of organizational changes

1950-1980  Period of stable institutions Developmental changes

1980-1987  Creation of additional Developmental changes
institutions

1987-1991  Creation of new additional Transitional changes
institutions

1991 Deinstitutionalization Transformational changes

1991-1995  Social transience Transformational changes

1995- Reinstitutionalization, Transformational changes,
More stable institutions transitional changes
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The same is the problem with small enterprises: there were only big companies
in Soviet Union. Only in the second half of the 1980°s it became legal to develop
small state enterprises (Venesaar and Vitsur 1995). Accordingly there was less
need for changes in smaller companies than in bigger ones.

Although after 1995 situation started to stabilize (Liuhto 1999a), crises in Asia,
which had also impact on Estonian and Russian economy, caused new wave of
transformational changes.

Results of current survey are consistent with results of an other survey
conducted in three former Soviet Republics including Estonia, which indicated that
over 40 per cent of the companies studied and which have experienced strategic
management change, had encountered not only one but several strategic changes
during the years 1989-1997 (Liuhto 1999Db).

To conclude, Estonian companies have been in continuous change process and
remarcable part of these changes are deepest by scope — transformational changes.
This could be explained by using institutional and historical context. During stable
institutions developmental or transitional changes take place in organizations,
during societal transience transformational changes occur in organizations.
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Process Model for Organisational Change:
A Study of Estonian Companies

Abstract

Both the popular press and academic literature tend to consider organizational
change as a step-by-step process leading to success. This paper examines the
suitability of the theory that guides the implementation of change at company level
for organisations in countries in transition. The author’s survey, conducted in 137
Estonian companies, shows that the main focus of Estonian managers has been on
initiating change and much less attention paid to assessing the process of change
and making modifications and consolidating improvements. Although attention has
been focused on initiating change, nobody has mentioned having identified any
resistance to change. Based on the survey results the author proposes a change
model for Estonian organisations.

1. Introduction

In Western Europe and the United States, organisational change has been an object
of systematic research for the last six decades. Interest in evaluating organizational
change dates from the early 1960s (Armenakis 1988). The universal challenge that
change proposes is to learn how organizations and employees can change faster
than the changing business conditions in order to become more competitive (Beatty
and Ulrich 1993).

On the whole, transformational changes are currently taking place in countries
in transition, where systematic research in this area is rare and there are no
commonly accepted theories about change worked out for these countries.

Estonia has already passed through two big waves of change. The first was at
the end of the eighties and beginning of the nineties, when socialism was replaced
by capitalism. The market was empty and it was quite easy to start a company and
be successful. In the second half of nineties the market became saturated. A lot of
small enterprises went bankrupt and others started to merge. The economic crisis in
Asia also had a negative impact on our fast-growing infant economy. Now Estonia
faces a new challenge: that of being successful in reframing the institutions needed
for member states of the European Union. In its current stage of development,
Estonia is still struggling with basic levels of welfare, where survival needs
dominate (Alas 2003). In order to reach the level of developed countries, there is
still a lot to be done. The whole economy, including all organisations, has to cope
with the constant implementation of change. Successful overall transition from the
former socialist economy requires performance improvement at the enterprise level
(Liuhto 1999). Even more, Liuhto’s (ibid) research results in Estonian
organisations suggest that environmental stability should be integrated into the
discussion and elaborated into environmental determinants and managerial
voluntarism.
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Jick (1993) has generalized that both the popular press and academic literature
tend to consider organizational change as a step-by-step process leading to success.
The research question that arises is the suitability of existing theories that guide the
implementation of change at the company level for organisations in Eastern
Europe, which are forced to implement change more quickly in an environment
similar to chaos.

In this paper, a brief overview of Western theories about the process of change
will be followed by an analysis of research results in Estonian organisations. Based
on the survey results the author will propose a change model for Estonian
organisations.

2. Theories about change
Change management can be viewed as an analytical, educational (learning) and
political process (Pettigrew and Whipp 1991). To understand how organizations
change, management scholars have borrowed many concepts from such disciplines
as child development, evolutionary biology and others. Van de Ven and Poole
(1995) proposed four distinct views of the organisational change process:
evolutionary, dialectic, life cycle and teleological. From among these four types of
process models, one has gained more attention from scholars of organisational
studies—goal-driven teleological change. In this case the driving force is the desired
stage and the process consists of stating the aim, planning and implementing the
change. We can say that this is a strategically planned change.

Bennis (1966) highlights a difference between theories of change and theories
of changing. Theories of change are suitable only for observers of social change,
not for participants in, or practitioners of. They don’t talk about matters of
directing or implementing change.

Armenakis and Bedeian (1999) divide research on organizational change into
the following types:

- Content research attempts to define factors that influence the change process
such as strategy, structure and systems. Content research relates these factors to
organizational effectiveness.

- Contextual research addresses forces or conditions existing in an organizations
external and internal environment.

- Process research focuses on actions undertaken during the enactment of an
intended change.

- Criterion research deals with outcomes commonly assessed in an
organizational change effort.

Porras and Robertson (1987) identified two types of organizational development
theories: change process theory and implementation theory. Change process
theories attempt to explain the dynamics through which organizations or groups or
individuals change. Implementation theory is more oriented toward practice and
focuses on intervention activities needed to carry out effective planned change.

As former socialist countries need to implement change quickly, they cannot
wait for evolutionary developments. Based on this expectation, the author has
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chosen some aspects from these cited theories that suit the former socialist
countries. From Van de Ven and Poole (1995) as for Western countries teleology is
the most suitable. From the study by Armenakis and Bedeian (1999), features of
contextual and process research should be combined. From Porras and Robertson
(1987) implementation theory is more suitable, because of the need for intervention
and a more active approach to change. This forms the basis for a deeper review of
the literature—the author now turns her attention principally to theories concerning
the process of change.

3. Models of the change process

The basic model was developed by Kurt Lewin. Lewin’s (1989) model consisted of

three steps: unfreezing, moving, and refreezing. Lewin’s model is often quoted, but

sometimes without the warning that freezing at the new level should be a deliberate
planned objective. Merely reaching a new level is no guarantee of its permanency,

even in the short term (Foster 1989).

Mohrman and Cummings’s (1989) self-design change strategy is described, as
with Lewin’s model, in three stages:

1. Laying the foundation. This includes acquiring knowledge, valuing and
diagnosing. Valuing means determining the corporate values that will be needed
to implement the corporate strategy. Diagnosing shows what needs to be
changed to enact the corporate strategy and values.

2. Designing. The parameters of a new organization are specified. The specifics
are left to be tailored to the lower levels of organization.

3. Implementing and assessing. This includes an ongoing cycle: changing
structures and behaviours, assessing the process and making modifications.

The implementation and assessment activities may lead back to first step.

Tichy and Devanna (1986) have also used three steps:

1. Recognizing the need for change.

2. Creating vision.

3. Institutionalizing the change.

There are also five and six steps models. Cummings and Worley (1993)
developed a model that identifies the next activities needed to facilitate change at
the individual, group and organizational level:

1. Motivating change, which includes creating a readiness for change and

overcoming any resistance to change.

2. Creating a vision.

3. Developing political support: assessing the change agent’s power, identifying
and influencing key stakeholders.

4. Managing the transition: activity planning, commitment planning and
management structures.

5. Sustaining momentum. This means providing resources for change, building a
support system for the change agents, developing new competences and skills
and reinforcing new behaviour.

Judson (1991) describes five phases as following:
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MRS

Analysing and planning the change
Communicating the change
Gaining acceptance of new behaviours
Changing from the status quo to a desired state
Consolidating and institutionalizing the new state.
By Goss, Pascale, and Athos (1998) reinvention is not changing what is, but

creating what isn’t. The steps taken are as follows:

1.
2.
3.

Assembling a critical mass of key stakeholders.

Doing an organizational audit.

Creating urgency and discussing the un-discussable, because any threat that

everyone perceives and no one discusses hurts the company much more than a

threat that is clearly revealed.

Harnessing contention. To cope with variety externally, the system must

encourage and incorporate variety internally. Although conflict has human and

organizational costs, it is essential fuel for self-questioning and revitalization.

Engineering organizational breakdowns. When an organization sets out to

reinvent itself, breakdowns should happen by design rather than by accident.
Using survey evidence from patterns of success, Greiner (1975) divided the

change process into six phases, each of them broken down into their particular
stimulus and reaction, which appear to be critical for moving the power structure
from one phase to another. These phases are as follows:

SNk R =

Pressure on top management
Intervention at the top
Diagnosis of problem
Invention of new solutions
Experimentation with new solutions
Reinforcement of positive results.
According to Beer, Eisenstat and Spector (1990) there are six important steps

for effective change:

1.
2.
3.

W

Mobilize commitment to change through joint diagnosis of business problems
Develop a shared vision of how to organize and manage for competitiveness
Foster consensus for the new vision, competence to enact it, and cohesion to
move it along
Spread revitalization to all departments without pushing it from the top
Institutionalize revitalization through formal policies, systems, and structures
Monitor and adjust strategies in response to problems in the revitalization
process.

The most popular change process model was developed by Kotter (1998), who

sees eight phases in the change process:

1.

2.

Establishing a sense of urgency by relating external environmental realities to
real and potential crises and opportunities facing an organization.

Forming a powerful coalition of individuals who can rally others to support the
effort. Encouraging the group to work together as a team.
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3. Creating a vision to help direct the change effort and developing strategies for
achieving that vision.

4. Communicating the vision through numerous communication channels.

5. Empowering others to act on the vision by changing structures, systems, and
procedures that seriously undermine the vision in ways that will facilitate
implementation.

6. Planning and creating short-term wins and building momentum for continued
change.

7. Consolidating improvements and producing still more change. Changing such
structures, systems, procedures, and policies that aren’t consistent with the
vision.

8. Institutionalizing the new approaches by articulating connections between the
change effort and organizational success. Developing the means to ensure
leadership development and succession.

Galpin (1996) views the change process as a wheel with nine wedges. These

wedges are as follows:

Establishing the need for change.

Developing and disseminating a vision of a planned change.

Diagnosing and analyzing the current situation.

Generating recommendations.

Detailing the recommendations.

Pilot testing the recommendations.

Preparing the recommendations for rollout.

Rolling out the recommendations.

Measuring, reinforcing, and refining the change.

The author compared these theories about the process of change from different

theorists and found that all these theories could be compared with Lewin’s (1989)

three-step model (Table 1).

VXN bW =

4. Resistance to change and overcoming resistance

According to Lawrence (1975) most of the resistance that occurs is unnecessary.
However, this argument ignores the idea that organizations are political systems
and ‘any change’ equally has an impact on the power relationships within the
organization.

Although organisations have to adapt to their environment, they tend to feel
comfortable operating within the structure, policies and procedures, which have
been formulated to deal with the range of present situations. Organisations, like
individuals, can become saturated and thereby, be either unwilling or unable to
integrate new and deeper changes, even if these are acknowledged as necessary
(Jick 1993).
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Table 1. A comparison of models for the organisational change process.

Lewin (1989) Unfreezing Moving Re-freezing
Mohrman’s and Laying the foundation/  Implementing and
Cummings’s Designing assessing
(1989)
Tichy and Recognizing need for Institutionalizing
Devanna (1986) change/Creating vision change
Cummings and  Motivating Managing the Sustaining
Worley (1993)  change/Crea-ting a transition momentum
vision/Developing
political support
Judson (1991) Analysing and planning  Changing from the Consolidating and
the status quo to a institutionalising
change/Communica- desired state the new state

Goss, Pascale,
Athos (1998)

Greiner (1975)

Beer, Eisenstat
and Spector
(1990)

Kotter (1998)

Galpin (1996)

ting the change/Gaining
acceptance of new
behaviours
Assembling a critical
mass of key stakehol-
ders/Doing an organisa-
tional audit/

Creating urgency
Pressure on top
management/
Intervention at the top/
Diagnosis of problems
Mobilise commitment/
Develop a shared
vision/

Foster consensus
Establishing a sense of
urgency/Forming a po-
werful
coalition/Creating a
vision/Communicating
the vision

Establishing the need
for change/Developing
a vision/Diagnosing
and analysing the
current
situation/Generating
recommendations

Harnessing
contention

Invention of new
solutions/
Experimentation
with new solutions
Spread revitalisation

Empowering/ Short-
term wins/
Consolidating
improvements

Detailing the recom-
mendations/Pilot
testing the recom-
mendations/Prepa-
ring the recommen-
dations for rollout/
Rolling out the
recommendations

Engineering
organisational
breakdowns

Reinforcement of
positive results

Institutionalise
revitalisation/
Monitor and adjust
strategies
Institutionalising
the new
approaches

Measuring,
reinforcing, and
refining the change

High formalisation, centralisation, and stratification built into an organisational
structure are often seen as barriers to change (Evers et al. 1976; Hage and Aiken
1970; Quinn 1988; Burns and Stalker 1961). Several studies have indicated that

86



successful change efforts were achieved through the informal rather than the
formal organisation (Beer et al. 1990; Woodward 1980).

Katz and Kahn (1978) highlight the narrow focus of change: the inter-
dependencies among organisational elements, such as people, structures, tasks and
the information system must be taken into account. DeWit and Meyer (1998)
mention cultures, that reflect only stability and support rigid thinking through
group inertia and closed mindsets, as the cause of resistance. It may be noted here
that an organisation’s systems of governance are embedded in its ways of thinking,
which in turn are reinforced by its systems and processes.

As most studies have shown that employees resist social change more than
technical change, the change programs which ignore psychological resistance to
change are likely to fail, irrespective of the way the new desired attitudes are
presented (Schein 1986).

Jick (1993) suggests managers need to rethink resistance to change as a normal
part of adaptation, which protects a person’s self-integrity. Providing security and
rewards is essential to creating a climate in which people will take risks.

Coch and French (1948) were the pioneers in demonstrating that employee
participation is the effective approach/strategy for social change. Ever since their
work, participatory approaches to change have been the most popular. Kotter and
Schlesinger (1979) present six strategies for facilitating change and overcoming
resistance: employee participation and involvement, education and communication,
facilitation and support, negotiation and agreement, manipulation and co-optation
and finally explicit and implicit coercion.

In order to find out how theories worked out in western countries fit countries in
transition, the author conducted an empirical study in Estonian organisations.

5. Empirical study in Estonian Organizations
5.1. Methodology

The research reported in this paper is based on a survey of 137 Estonian
companies. The companies were selected from various industries, ranging from
retail and wholesale, banks and insurance companies, to those in energy and
transportation industries. Ninety percent of the companies studied have
experienced transformational change (Alas and Sharifi 2002).

In the research process, interviews about the changes in their organizations were
conducted with top managers or with the members of the executive board. In each
organization one member of the executive board or board of directors was
interviewed. In 33% of companies the top manager of the company answered the
questions. Among members of the executive board or deputy directors 15.5% were
in sales and marketing, 12.2% specialised in human resources and 6% in finances.
The others were in import-export, information technology, quality control,
logistics, product development and other areas. A remaining 31.1% of deputy
directors or board members did not specify their area. Questions about the process
of implementing change were open-ended.

87



5.2. The process of change

The steps in the process of change proposed by previous researchers were analysed
on the basis of the steps in the most popular model of change process, Kotter’s [20]
model. Results indicated that 59% of the respondents mentioned his first step:
creating an awareness of the necessity for change. The majority, 76% of managers,
also mentioned the third step: creating vision and strategy. The next most popular
group of steps among managers was connected with mobilising commitment,
achieving employee support for changes and training employees. Twenty-four
percent of respondents formed a coalition, which is Kotter’s second step, and 36%
communicated their vision to the employees (Kotter’s fourth step). Forty-five
percent of all the respondents implemented the sixth step by involving and training
their employees. Only 6% mentioned the fifth step—the creation of a suitable
climate for the implementation of their vision. The least popular activities were
connected with the last two steps—only 10% of the respondents mentioned
planning and creating short-term gains and 21% had institutionalized changes in
the organizational culture.

This shows that the main focus of Estonian managers was on initiating changes
with much less attention paid to assessing the process of change and making
modifications and consolidating improvements. Although their attention was
focused on initiating changes, nobody mentioned having identified any form of
resistance.

These results were also analysed according to the size of the company. First,
nine groups were formed. As the majority of companies in Estonia have less than
100 employees, companies were initially grouped on the basis of tens of
employees: the first group from 1 to 10 (9% of companies in the sample), the
second from 11 to 20, the third from 21 to 30 and so on. The other groups were
from 51 to 100, from 101 to 500, from 501 to 1000 and over 1000. Analysis
indicated that the groups in the middle, starting from 11 employees and ending
with 100 (51% of companies in the sample) had similar results. Companies with
more than 100 employees (40% of companies in the sample) had also mostly
undergone the same steps (Table 2). As the results show, three distinct groups
seemed to follow particular steps in the process of implementing organisational
changes. The steps marked in bold were implemented by more than 25% of the
companies in each group and could thus be considered as important for these
companies.

We can see more positive results with regard to the change process in the
smallest and largest companies, where almost all the steps, excluding creating
short-term  gains, were implemented. The smallest companies did not
institutionalise changes, but because of the small number of employees it may well
be unnecessary to write rules down—the active verbal communication among all
members available in companies of this size could replace the need for written
documents. We can see the greatest number of problems in medium sized
companies (from 11 to 100 employees).
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Table 2. Implementation of the change process in Estonian companies.

Number of employees  1-10  11-100  101-  Total
Step in change process

Sense of urgency 57 63 47 56
Forming a coalition 47 13 32 24
Creating a vision 100 58 75 69
Communicating the vision 43 29 38 34
Creating a suitable climate 29 8 28 18
Employee involvement and training 29 61 50 53
Creating short-term gains 14 19 13 16
Institutionalising the new approaches 14 18 25 21

Note: Steps marked in bold, which were implemented by more than 25% of the companies
in each respective group.

5.3. Resistance and overcoming resistance to change
Causes of resistance and difficulties in implementing of change in studies of
Estonian companies are shown in Table 3.

Table 3. Resistance to change and strategies for overcoming resistance in Estonian
organizations.

Resistance to % of The most difficult % of  Strategies for % of

change ans-  issues ans-  overcoming ans-
wers wers  resistance Wers

Inertia in the 36% To unlearn what 32%  Educationand  85%
thinking they had done communi-

before cation
Fear of the 23% To make employees 24%  Employee 24%
unknown understand how participation

necessary the and

changes are involvement
Unwillingness  15%  To find qualified 14%  Facilitation 21%
to do additional personnel and support
work
Planned 10% Merging different 12%  Negotiation 15%
redundancies cultures
Reaction to 9%  Difference in 6% Manipulation 6%
overly quick understanding and co-
and unclear optation
changes
Information 4% Explicit and 2%
blockades implicit

coercion
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The respondents said that resistance to change had appeared on all the levels of
their organization. According to 36% of the respondents, resistance to change
mostly originated from inertia in the thinking of employees, 23% of the
respondents found that fear of new and unknown situations caused resistance, 9%
of them saw employee resistance as a reaction to overly quick and unclear changes
and 4% of the respondents mentioned obstacles in information sharing—
information blockades.

The respondents were also asked about the most difficult issues during the
implementation of change. It appeared that the biggest difficulty according to 32%
of the respondents was in unlearning what they had done before, while 24% of
them found that employees did not realise how necessary the changes were for the
company. Fourteen percent of the respondents found it difficult to find qualified
personnel for the implementation of changes, 12% mentioned difficulties when
merging with different cultures and 6% pointed out insufficient information and a
difference in understanding several issues, probably making it difficult to sustain
trust between managers and employees.

Kotters and Schlesinger's (1979) six strategies for overcoming resistance were
taken as the basis for analysis in this point. Research in Estonian companies
indicated, that communication and the education of employees were the most often
used strategies in overcoming resistance to change as 85% of the managers
questioned used these strategies. In addition 24% of the managers mentioned
participation and involvement, 21% used facilitation and support and 15%
negotiated with their employees. The least used strategies were coercion in 6% of
the cases and manipulation, only used by 2% of the respondents.

The managers were also asked about what they would do differently in the
future. Twenty-two percent of the respondents would plan and prepare changes
more carefully and 14% would pay more attention to establishing goals; another
22% would explain the essence of the changes to their employees in greater detail
and give more information in a more practical way; 16% of the managers
questioned learned the importance of the involvement of employees on every level
of the organization from the early stages of the changes; 14% would practice more
teamwork and 5% would consider the human factor more seriously; 4% would do
a preliminary survey among the employees about their attitudes towards the
planned changes.

6. Conclusions and a model for implementing change in Estonian companies

The survey results indicated that the biggest difficulty during the implementation
of change was inertia in the thinking of employees. Employees did not realise how
necessary the changes were for the company and it was difficult to them to unlearn
what they had done before. There was also fear of the unknown. This may stem
from the existence of different ideologies in the Soviet Union and the European
Union. Transformation has included all aspects of society, including the political,
economic and social system. In the beginning, people did not even know how their
new society should look. In totalitarian societies people’s choices were constrained
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because of the use of coercive forms of political and economic control (Eagly and
Chaiken 1993). In contrast, a free market economy with a democratic political
system presented people with many choices. This difference at the societal level
has also carried through into organisations. Uksvirav (2001) found that well
developed hierarchies, where people expect answers to problems to be decided by
someone higher up, and even managers were inclined to rely on aid and direction
from higher authority, was one of the outstanding features of the Soviet era in
Estonia. Also, the time that Estonia has had to move from a totalitarian regime to a
democratic system has been too short to develop a sufficient level of welfare as the
basis for employee self-reliance.

Estonian managers underestimated the resistance to change and the strength of
people’s attitudes, inherited from the previous socialist system. Especially large
problems faced managers of companies with between 10 and 100 employees.
These managers had started with small entrepreneurial companies with less than 10
people, where everyday communication was possible with all employees and there
was no need for a clear division of labour or special management techniques. This
indicates that in Estonia managers still lack competence. This finding supports the
view that the syndrome of ‘management Sovieticus’ (Liuhto 1999, Nurmi and
Uksvirav 1994) has damaged Estonian management culture more than it is
possible to heal in one decade. The current study indicates that managers have
learned from the changes they implemented, how important it is to involve
employees from every level of the organisation already in the early stages of the
change.

Based on the survey results the author proposes a change model for Estonian
organisations consisting of four steps. The author of this study divided Lewin’s
(1989) first step into two parts and added emphasis to the need for unlearning past
practices and changing attitudes. The new steps in the change model for Estonian
companies are: (1) Determining the need for change and unlearning followed by
creating a vision; and (2) Determining the obstacles to change and unlearning,
followed by gaining the participation of organisational members. These steps are
followed by (3) the implementation of unlearning and the implementation of
change; and (4) consolidating improvements and institutionalising the change. The
change model for Estonian companies is presented in Figure 1.

During the first step, managers scan the environment and compare the actions
and processes in the company with similar activities in leading companies in the
same field. This may then lead to recognising the need for organisational change. A
vision of the future state of the company should then be created on the basis of
these observations and the current resources of the company. At the same time,
managers should analyse their assets concerning know-how and then they may
recognise the need for new know-how, attitudes and behaviours in the organisation
in order to accomplish this new vision. Managers also need to create a vision of the
people with the new expertise, attitudes, and behaviours. They should then
ascertain how large the gap is between the existing attitudes of employees and the
desired attitudes and behaviours. This will help to determine need for unlearning.
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During the second step, to determine the force of resistance as an obstacle to
change and learning, the manager should conduct force-field analysis. The manager
should also be aware of any forces that do not allow the unlearning to take place. In
this stage a strategy should be worked out for removing all identified obstacles. As
employee participation has been considered as the most popular strategy for
overcoming any resistance to change, strategies are developed for gaining
employee commitment to the change. One possibility for increasing employee
involvement is to encourage employee activity, their willingness to take initiative
and their participation in decision-making. Managers should make sure that the
employees have really understood the organisation’s business objectives and that
everything possible is being done to achieve employee commitment to these
objectives. This is only possible if employees can see a connection between the
company’s objectives and their own objectives. The use a collaborative setting of
missions and strategies could help. The creation of the conditions and motivation
for unlearning and learning by creating open minded and positive attitudes toward
risk-taking is useful.

The third step, implementing change, is similar to Lewin’s second stage. The
author has added implementing unlearning. Plans made during the earlier stages are
carried out. Changes to the structure, operations and processes are implemented.
Employees unlearn old skills and learn new skills and behaviours. Learning by
making mistakes takes place. The ability to use collaborative skills and teamwork
is very important at this stage. There is a growth of open communication and the
willingness among employees to develop themselves. The manager’s role here is to
support the personal development of employees.

The fourth step is for evaluating the results of the change effort and for
consolidating positive results. Successful changes in behaviours and processes are
written down as rules and procedures, and changes are institutionalised.
Institutionalising learning means storing all the knowledge obtained in the
organisation. The information system should enable the storage of knowledge so
that after people leave, their knowledge remains within the organisation. It should
also make information available to all the people making decisions or conducting
analyses. At the same time it should be stated in procedures as well, that these
changes are not final—the organisation remains flexible and open to new changes
and unlearning and learning have become core activities of the company.

During all four steps of the organisational change process the company’s
management has a central role. A participatory style of leadership and choosing
management practices, which help to create a learning environment, form a great
part in the success of the change process.

In conclusion, the survey results indicate that to implement organisational
changes more successfully, managers of Estonian companies should turn more of
their attention to unlearning habits and thinking patterns that people obtained
during the Soviet era in Soviet organisations. This unlearning process and the
replacement of these patterns with others more suitable for dynamic organisations
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in an extremely rapidly changing global environment, is the central issue in the
process of change in Estonian post-socialist companies.
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Figure 1. Model of organisational change and learning in Estonian companies.
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The Impact of Organizational Culture on
Organizational Learning in Six Estonian Hospitals

Abstract

In 2002 six hospitals in Tallinn were merged as part of a project designed by
Swedish consultants. Such a large-scale change provides an interesting case for
studying how organizational culture intervenes in organizational learning. The
impact of task and relationship orientations of organizational culture on the
preference for individual and collective learning was investigated in groups having
different socio demographic characteristics. It was demonstrated that older people
are better learners in terms of organizational learning than younger. Organizational
learning among people with tenure of five years or less in a particular organization
is influenced by task orientation of organizational culture only. Relationship
orientation starts to influence organizational learning after five years in an
organization.

Introduction

In the 21% century an organization’s ability to learn has became a critical factor for
its success. In order to increase overall ability to learn and implement changes
faster in Estonia, employers prefer to employ younger people. Consequently it is
not easy for people over 45 years of age to get a job. At the same time, due to the
low birth rate the work force is ageing. This preference for younger people in the
Estonian labour market is also connected to the fact that for many people their
work experience has mostly been in soviet organizations. As Estonia only started
the transition from being a part of the former Soviet Union with a centrally planned
economy to a politically independent country with a free market economy a decade
ago, the majority of Estonian people obtained their first work experience in
organizations managed according to the rules of a centrally planned economy. The
criteria for success in these soviet organizations differed fundamentally from the
criteria for success in organizations in a free market economy.

The learning process involved in overcoming the differences between the values
and basic assumptions inherent in a centrally planned economy and those in a
market economy is time consuming, and often leads to fundamental changes in
organizational culture, leadership style and strategy. To increase an organization’s
ability to adapt to such fundamental change, experts (Garvin 1993; Senge 1997)
have developed the concept of the learning organization. Although there are several
definitions of the learning organization, theorists and practitioners have agreed on
one thing: certain organizational traits are required for developing a higher level of
learning. To put it another way: some cultures have a more positive effect on
organizational learning than others. According to theorists, efforts to bring about
change in post-modern organizations typically focus on the domains of process and
attitude; and attitudes are embedded primarily in culture (Bergquist 1993:237). So,

99



in order to change the organization, cultural components should be more fully
understood and addressed.

Most East- and Central-European countries probably face the same problems —
a socialist heritage and an ageing work force — a problem also faced by many
European countries. At the same time few studies have investigated connections
between organizational culture and organizational learning among various
organizational members. This has led the authors of this paper to explore data
concerned with the impact of organizational culture on organizational learning in
Estonia. In this paper a brief overview concerning organizational learning and
organizational culture will be followed by analyses of results from empirical
research in six hospitals in Tallinn going through a process of amalgamation.

Organizational learning and organizational change

Organizational learning has been generally defined as a vital process by which
organizations adapt to change in their social, political, or economic settings
(Rosenstiel and Koch 2001). Tsang (1997) defines organizational learning in more
detail as learning which occurs in an organization and produces real or potential
change after a shift in the relationship between thought, organizational action and
environmental response. Emphasis on the connection between organizational
learning and the environment in both definitions indicates that certain types of
change in an environment may require a particular type of learning.

Levels of learning and types of change. Theorists distinguish between single-
loop learning, double-loop learning and deutero-learning. If single-loop learning
only refers to correcting behaviour without altering the nature of the activities, then
double-loop learning tests assumptions and changes the governing values (Argyris
and Schon 1978). The third level, deutero-learning involves learning how to learn
and is directed at the learning process itself (Cummings and Worley 1997).

Different types of changes require different levels of learning. Ackerman (1984)
distinguishes between developmental, transitional and transformational changes
varying in scope. Developmental change improves what already exists through the
improvement of skills, methods, or conditions and requires single-loop learning.
Transformational change on the other hand calls for a paradigm shift in thinking
about products or services and requires higher levels of learning — double-loop
learning and deutero-learning.

Also definitions of organizational learning refer to different levels of learning.
Huber (1991) defines organizational learning as processing information to increase
the range of potential behaviours. Probst and Biichel (1997) on the other hand
define organizational learning as the change to an organization’s knowledge and
value base, which leads to an improved capacity for action. This definition
indicates clearly double-loop learning and even deutero-learning. In addition, this
definition also raises the question of the agents in the organizational learning
process.

Individual learning and organizational learning. Although theorists agree, that
the outcomes of individual learning are in turn the prerequisites for organizational
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learning, organizational learning has been considered both quantitatively and
qualitatively distinct from the sum of the learning process of individuals and
unique to an institution (Cummings and Worley 1997; Probst and Biichel 1997).
Argyris (1999:157) states this relationship as follows: ‘organizations learn through
individuals acting as agents for them. The individual’s learning activities, in turn,
are facilitated or inhibited by an ecological system of factors that may be called an
organizational learning system’.

Tsang (1997) presents a comparative review of prescriptive and descriptive
perspectives on organizational learning. Learning is seen as a ‘live’ metaphor as it
conducts the notion from the familiar domain of individual learning to the
unfamiliar domain of the organization. Most definitions imply change in either
cognitive, actual or in potential behaviour. The problem, Tsang argues, is with
recognition of actual behavioural change and questions whether learning always
leads to better performance.

In order to adapt the individuals’ learning cycle for an organization the author
of individual’s learning cycle Kolb (1979) suggests the development of teams that
incorporate the specific skills required in each phase. As most individuals learn in
different ways, learning differs also between organizations. These differences
occur as a result of differences in organizational history, culture, size, and age
(DiBella and Nevis 1998). Since organizations, like individuals, tend to favour
previously successful behaviour, even when a change in conditions calls for
different behaviour (Maier et al. 2001), there are barriers for learning.

Learning is also restricted by competitive feelings and attitudes. In most
organizations, the level of competition is unhealthy and inimical to both individual
and corporate learning. Experimentation and risk taking which are essential to
high-order learning are avoided for fear of falling behind the others (Harrison
1995). But organizational culture should allow the making of mistakes during the
learning process, because only through the learning process can the learner
understand associations and principles (Strike and Posner 1985). Since previous
experiences of success are embedded in organizational culture, it could also
prevent learning (Salaman and Butler 1999).

To illustrate how people can prevent the learning processes Argyris and Schon
(1978) use Model I and Model II learning. Model I learning is limited to single-
loop learning and is counterproductive for double-loop learning. It emphasises
attempts to protect one’s self and others from experiencing the embarrassment of
threat. For this purpose individuals try to control the situation and suppress these
feelings. Defensive routines are developed by crafting messages that contain
inconsistencies and by making this inconsistency undiscussable. If people become
skilful users of defensive routines, they often give others advice that reinforces
defensive routines, so that it becomes a part of the organizational culture. To
overcome these barriers to learning Argyris and Schon (1978) suggest Model 11
learning, which applies double-loop learning by reducing defensiveness and
increasing openness to information and feedback and collaboration. The need for
valid information is especially emphasized, because if changes in the environment
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are noticed after a considerable delay, it is often too late to respond to them,
leaving the organization in an exceptionally vulnerable position (Bergquist 1993).
Postmodernists have also suggested that commitment to learning should be written
into mission statements — inquiry and reflective action based on a continuing search
for new meaning and experiences within the organizational context and discussing
and teaching what was learned from the inquiry and reflection — Bergquist (1993).

Organizational culture and learning

There is a mutual relationship between culture and learning. On the one hand
learning depends on beliefs and norms, which have been considered as a core of
organizational culture (OC), providing the context for meaning (Mahler 1997) or
the collective programming of the mind (Hofstede 1984). On the other hand,
culture has been seen as the shared common learning output (Schein 1992).

The cultural perspective on organizational learning helps to bridge the gap
between individual and collective learning (Huber 1991). Cultural change is
intimately tied to individual change: without individuals being willing to engage in
new behaviors, without an alteration of the fundamental goals and values of
individuals, change remains superficial and short-term in duration (Cameron and
Quinn 1999).

In connection with learning the authors view organizational culture from a
functional perspective as an adaptation mechanism, which helps an organization to
adapt and survive in a changing environment. Cameron and Quinn (1999) stated,
that to sustain success firms have less to do with market forces than with company
values. Schein (1992) sees organizational culture as a deep-rooted phenomenon,
which cannot be changed easily — a pattern of basic assumptions that a given group
has invented, discovered, or developed in learning to cope with its problems of
external adaptation and integral integration. To cope with the external environment,
a culture should be task oriented and in order to achieve internal integration,
relationship orientation should be developed. In a stable environment it is safe to be
completely task oriented, but in a turbulent environment with high
interdependence, relationships need to be valued in order to achieve the level of
trust and communication that will make joint problem solving and solution
implementation possible (Schein 1992:371).

A similar orientation of organizational culture by content is described by
Harrison (1995) — task culture emphasizes the superiority of the goals of an
organization over the member’s personal goals — relationship or person orientation
is based on warm and harmonic interpersonal relationships. Cameron and Quinn’s
(1999) adhocracy is similar to task orientation and clan culture in that it is about
managing interpersonal relationships. They emphasize the importance of an
externally focused adhocracy with major goals to foster adaptability, flexibility and
creativity in turbulent conditions. The basic assumptions of an internally focused
clan culture are that the environment can best be managed through teamwork and
employee development.
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It could be concluded, that these two orientations — task-orientation and
relation-orientation are the vital aspects of organizational culture having impact on
organizational learning. Thus we hypothesize, that task orientation and
relationship orientation of organizational culture both predict organizational
learning (Hypothesis 1).

Developing organizational learning requires the ability to work together as a
team (Senge 1997). Learning does not take place solely in the minds of individuals
but rather stems from the participation of individuals in social activities (Gherardi
and Nicolini 2001). For shared learning to occur there must be a history of shared
experience, which in turn implies some stability of membership in the group
(Schein 1992:10).

Within social groups that persist long enough to form cultures, members also
develop a sense of common identity. Cultural groups become reference groups for
their members. People look to other members for emotional support and
confirmation of the meanings they ascribe to events. People’s dependence on each
other for emotional support and for making sense of their worlds also increases
their commitment to their cultural groups (Trice and Beyer 1993) and helps to
create the psychological safety needed for overcoming the barriers to learning
(Schein 1999). It is also easier to feel safe among people you have already known
for a long time. Therefore, we argue on behalf of longer tenure in the context of
organizational learning in a rapidly changing environment. We hypothesize, that
relationship orientation of organizational culture is a better predictor of collective
learning for employees with longer tenure at the same organization than for
people with shorter tenure (Hypothesis 2).

Organizational culture is not a monolithic phenomenon. Subcultures often exist
within organizations. Schein (1996) differentiates between three different types of
cultures in one organization — executive culture, engineer culture and operator
culture. Executives and engineers are focused more on task and speciality than on
people. Their reference groups are outside of organizations. As managers in
hospitals are educated as doctors or nurses, the authors assume that they belong to
the ‘engineer’ subculture and their reference groups are the other members of
doctors’ and nurses’ unions.

Nurmi and Uksvérav (1994:54) compared organizational cultures in Estonia and
Finland based on Trompenaas model and found that organizational culture in
Estonian organizations was Eiffel tower type — a hierarchical, task oriented, role
culture. In his overview of organizational culture in Estonia, Uksvirav (2001) also
concludes that despite changes having occurred in business organizations, public
organizations have remained basically unchanged and the management culture in
municipal organizations has not changed as much as in private organizations (ibid:
117). So managers in hospitals may still be more task oriented than relationship
oriented. Thus, it was hypothesised that the organizational learning of managers is
better predicted by task orientation of organizational culture than by relationship
orientation of organizational culture (hypothesis 3).
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To summarise the theoretical framework for this study, we have focused upon
the way task orientation and relationship orientation in organizational culture
influence individual and collaborative levels of activity in organizational learning
in different settings. The exploration of these issues will give us a better
understanding of how human resources in organizations may react in the
organizational learning process.

The empirical study
The sample

In order to discover how employee attitudes and organizational culture might
be influencing organizational learning in different socio-demographic groups, the
authors looked for organizations that employed people of different ages and with
different work experience. As private organizations prefer to employ people
without work experience in soviet organizations, we proposed that this
phenomenon would be better investigated in the public sector. In 2002, six
hospitals in Tallinn were in a process of change: these hospitals were merged
according to a project designed by Swedish consultants. This made these hospitals
a suitable target for research.

The authors organized survey in these hospitals in 2002. As the total number of
employees in 6 hospitals was 2018, authors decided to select in random manner
25% of employees. The aim was to get a sample structure similar to structure of
employees in these hospitals according to age of employees, because authors
assumed, that tenure and position both may have correlation with age. Respondents
rate was 63%, it made 321 respondents. According to personal data 91% of
respondents were female, which is quite usual in Estonia. The average age of the
employees was more than 45 years and tenure more than 10 years. The sample was
divided into two groups according to age — those younger than 45 and those older.
The older group consisting of 169 respondents had a greater proportion of work
experience from soviet organizations than from organizations of the more recent
free market economy. The younger group consisting of 148 respondents had gained
most of their experience in free market conditions. According to tenure respondents
were divided into two groups according to a five-year line, because five years is
long enough for establishing stable relationships. Of the respondents, 117 had
worked in the same organization for five years or less and 198 for longer than five
years.

Respondents were also compared according to professional data. According to
position 104 respondents held managerial positions: top mangers of hospitals,
heads of department, head-doctors and others. The rest of respondents, 194
persons did not have subordinates. These were physicians, nurses, administrators,
laboratory assistance and others. In this article this group would be called
specialists. According to educational data 106 respondents had a university degree
and 168 vocational educations. Only 41 had no special education in field of
medicine.
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To characterize the sample, it should be mentioned here, that doctors form a
relatively homogeneous group, because they were all trained in the same faculty at
Tartu University, which is the only institution what prepares doctors in Estonia.
This training required 6 years of study and a year of internship. These studies and
the long traditions within the faculty of medicine at Tartu University create
considerable similarities among doctors.

All respondents filled out a questionnaire about organizational learning (N=321)
while half of the respondents in every hospital (N=160) also answered the
questions about organizational culture.

Methodology

Questionnaire for Measuring Organizational Learning (QOL). QOL was
developed for Estonian companies by Alas and Sharifi (2002) on the basis of a
measure developed by Lahteenméki, Mattila, and Toivonen (1999). Their measure
is based on model, which connects processes of learning and change. To evaluate
learning abilities in organizations, Alas and Sharifi (2002) grouped indicators of
organizational learning by using a cluster analysis in two clusters. The first cluster
could be called the cluster of individual learning and the second, collective
learning. Both scales consist of eight statements and ranged from 1 to 10 points
(Appendix 1).

Individual learning means, that individuals learn to be active and develop an
open-minded and positive attitude toward risk-taking in order to start to unlearn old
knowledge. Two conditions have to be present before people can decide about
active participation in decision-making. On the one hand, employees should be
aware of and committed to the business objectives and the process of change. And
on the other hand, they should also be encouraged to take initiative and be active in
relation to their own work (Alas and Sharifi 2002).

Collective learning means, that staff collectively learn to increase openness in
communication. Interconnected collaborative abilities (open communication and
willingness to develop) and the ability to use teamwork enable managers to create
fluent work processes. Here the ability to learn using a trial and error method by
making mistakes and learning from these mistakes plays an important role.
Managerial support for personal development and training is also significant (Alas
and Sharifi 2002).

Questionnaire for Measuring Organizational Culture (QOC). The QOC (Vadi
et al. 2002) was used to measure two orientations of organizational culture: task
orientation and relationship orientation. In the process of developing of this
questionnaire the idea that organizational culture is shaped primarily by two major
factors, the organizational task and relationship orientation, was followed (Harrison
1995; Schein 1992). One of the scales reflects the organizational members’
understandings and attitudes toward organizational tasks and the other scale covers
themes of interpersonal relationships within organizations (Vadi et al. 2002). The
questionnaire consists of 43 items, 16 of these form the two scales (Appendix 2).
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Respondents were asked to indicate their agreement with each item on a 10-point
scale ranging from completely disagree (1) to completely agree (10).

Task orientation of organizational culture reflects the extent to which all
members are willing to support the achievement of common goals. A certain
degree of freedom, acknowledgment of good work done and the occurrence of
constant positive change inspires organizational members. It makes people think
more about the needs and objectives of the organization (Vadi et al. 2002).

Relationship orientation of organizational culture indicates belongingness.
People assist each other in work-related problems and discuss all the important
topics with each other. People know how to communicate with each other and there
is a strong feeling of unity in difficult situations (ibid).

To find statistically-significant differences, the ANOVA test was used. The
linear regression analyses were used in order to find statistically relevant
connections.

Results
Manifestation of organizational culture and learning
Differences in orientations of organizational culture and indicators of
organizational learning are shown in Appendix 3. Statistical tests revealed that
respondents’ estimations differ from each other with regard to evaluations of
organizational culture and learning according to age, position and education.

Differences according to age were found by using the T Test in task orientation
of organizational culture (F(1,151)=4.228, p=.041), individual learning (F(1,303)=
8.657, p=.004) and collective learning (F(1,303)= 8.248, p=.004). The older group
was more task oriented and rated both individual and collective learning more
highly than their younger colleagues.

According to position differences were found in task orientation (F(1,155)=
5.755, p=.018). Managers were more task oriented than specialists.

Differences according to education were found by using the one-way ANOVA
in collective learning (F(2,297)= 3.550, p=.030). People with a university degree
rated collective learning more highly than the rest of the respondents.

Connections between organizational culture and learning
We propose that organizational culture and individual and collective learning are
connected in different ways for the various organizational members. In order to
predict the individual variability of individual and collective learning for each of
the two orientations of organizational culture we analysed the scores of learning
and culture by using Linear Regression analyses. In the analyses, scales of
organizational learning are taken as dependent and orientations of organizational
culture as independent variables.

We calculated the coefficient Beta (), which enables one to predict how
orientations of organizational culture forecast organizational learning. Although the
Linear Regression analysis method reveals that almost 30% of the variability in
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both individual learning and collective learning can be explained by reference to
both orientations of organizational culture, there are differences in the scales.

As the results in Table 1 indicate, the level of individual activity in learning
could be better predicted by task orientation of organizational culture and the level
of collaboration by relationship orientation of organizational culture. Differences
between demographic group’s are also indicated. First column indicates, to which
hypothesis data in this row belong.

Individual and collective learning among employees who have worked for a
particular hospital for five years or less are not influenced by relationship
orientation of organizational culture. At the same time relationship orientation of
organizational culture has value for predicting both individual and collective
learning in the group of employees with tenure of more than 5 years. Individual
learning among these people depends on task orientation as well, but collective
learning does not depend on task orientation.

To compare managers and specialists, individual learning of specialists can be
predicted by task orientation of organizational culture alone. At the same time
collective learning among specialists depends on both orientations of organi-
zational culture: on task orientation and on relationship orientation as well. These
results are different for groups of managers: both individual and collective learning
among managers can be predicted by relationship orientation of organizational
culture alone.

Table 1. Connections between orientations of organizational culture with individual
and collective learning in different groups (according to standardized coefficient
Beta).

Hypothesis Dependent variable 1A IAA. CL CL
Independent variable @ TO RO TO RO

Hypothesis 1 Total n=149 .36 .23 .21 39
Hypothesis 2 Tenure 5 years or less n=56 .46 19 .33 22
Tenure over 5 years n=85 30 35 .09 .56

Hypothesis 3 Manager n=82 12 44 21 .61

Specialists n=52 .54 A3 .29 .26
University degree n=49 .52 28 .20 46
Vocational education n=79 .39 24 27 30
Younger age group n=67 .52 A2 31 32
Older age group n=77 22 44 .09 46

Note. Bold denotes statistically significant connections.

IA — Level of individual activity in learning

CL - Collective learning

TO — Task orientation of organizational culture

RO — Relationship orientation of organizational culture
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The role of the orientations of organizational culture in predicting organi-
zational learning differs with regard to educational groups as well. Individual
learning among employees with a vocational education can be predicted by task
orientation of organizational culture only, but collective learning among employees
with a university degree does not significantly depend upon task orientation of
organizational culture.

Although individual learning could be predicted in the younger group using task
orientation of organizational culture only, collective learning of this same group
depends on both orientations. In the older group only relationship orientation could
predict both individual and collective learning.

Conclusions and discussion

The process of continuous change in Estonian companies since the end of 1980’s
has required that members of organizations learn new skills and attitudes. The
results of this survey in six Estonian hospitals reveal that the respondents' thoughts
about organizational culture and learning differ from each other with regard to age,
position, and educational level. Orientations of organizational culture also predict
individual and collective learning among members of organizations in different
groups in different ways.

Although Argyris (1990) warns that culture can either block learning and
change or it can stimulate learning, the current study indicates the importance of
culture in organizational learning. The first hypothesis of this research was supported
and the current research reveals that both task orientation and relationship orientation
of organizational culture stimulate learning and are good agents for predicting
organizational learning during major organizational change (Table 1).

The second hypothesis was supported as well. We found that collective learning
and also individual learning among employees who have worked less than five
years for a particular hospital were not influenced by relationship orientation of
organizational culture (Table 1). This was different among employees with tenure
of more than five years. Both their individual and collective learning could be
predicted by relationship orientation of organizational culture; and collective
learning in this group did not depend on task orientation any more (Table 1). This
finding indicates the importance of time in forming relationships necessary for
organizational learning in contemporary organizations, and provides managers
reason to reconsider their attitudes toward tenure. In Estonian organizations
managers are still afraid of stagnation even in people’s attitudes and expect people
with longer tenure to become resistant to change. At the same time in a turbulent
environment, organizational learning based on collaboration as a ‘core
competency’, became the main source of competitive advantage (Prahalad and
Hamel 1990). This research indicates the important role of relationship orientation
in shaping collaborative abilities in organizations and the time frame involved until
these relationships start to exert influence. So it shows tenure in a new light and
indicates that a long tenure in a particular organization may become valuable again.
But this could not have been evaluated on the same basis as last century, but only
on the basis of values emphasizing openness, continuous learning and flexibility.
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Although in this survey, managers were more task oriented than specialists, the
third hypothesis was not supported. On the contrary, organizational learning in the
group of managers could be predicted by relationship orientation of organizational
culture only (Table 1). As in Schein’s (1996) operators’ culture which turns more
attention to human interactions than executives’ and engineers’ culture, we must
assume, that despite their professional background in medicine, the managers who
participated in the current survey had learned through personal experience how
inevitable communication, trust and teamwork must be for operating in a changing
environment in terms of both technological and organizational development. This
finding supports Eisler’s (1987) comments, that a re-examination of cultural
history shows that highly advanced civilizations in many eras have been based on
partnership rather than domination.

If we compare managers with specialists, the latter are so focused on their
profession, that their individual activeness in learning could be predicted by task
orientation of organizational culture only (Table 1). The same is true for those
employees with a vocational education. People with a university degree already
ranked collaboration higher than less educated respondents and their collaboration
could be predicted by relationship orientation of organizational culture only (Table
1). It could be explained therefore, that people with a university degree are more
likely to be promoted into managerial positions than their less educated colleagues.
Schein (1992) defines leadership as the attitude and motivation to examine and
manage culture and finds culture management as the most intriguing leadership
role. In transforming from specialists to managers they realize that they can obtain
results only through other people, which raises their awareness of the importance
of relationships. This assumption is also supported by the next finding: despite
having the highest results in task orientation, managers’ individual and collective
learning can both be predicted by relationship orientation of organizational culture
only. At the same time a specialists’ individual learning can be predicted by task
orientation of organizational culture only.

We also investigated people with different work experience. The older group
had worked longer under the soviet regime and was more influenced by the
working culture of the Soviet period than the younger group. Although the older
group was more task oriented and rated learning higher than their younger
colleagues, learning in this group could be predicted by relationship orientation of
organizational culture only (Table 1). On the one hand, the high results of the older
group in regard to learning may be explained by their motivation to maintain their
job in a particular hospital. Since younger people are preferred by employers in
Estonia and it is not easy for people over 45 to get a job, there is a stronger need for
learning among older people. On the other hand, the strong influence of
relationship orientation could be connected with the soviet heritage. Employees
with work experience from the Soviet Union, where personal connections based on
succour dominated (Uksvirav 2001), have been used to getting interpretations of
events from colleagues and this influences their understanding of change in
organizations. In order to interpret the results in the younger group, whose learning
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was not influenced by relationship orientation of organizational culture, the survey
of values conducted in the second half of the nineties could be valuable. This
survey indicated, that social values were underestimated by Estonian business
students compared with Finnish students (Ennulo and Tiirnpuu 2001). They found
this typical for representatives of post-socialist countries in comparison with
representatives from countries without a socialist experience (ibid: 342).

Attitudes toward learning may also depend on the character of the changes. As
long as changes only concern their profession, for example new technology and the
treatment of disease, specialists may be eager to learn. But when changes are
organizational, concerning organizational structure and mergers of organizations,
this is out of their area of interest and they are not interested in learning in this
context. This may be true especially in this case, where employees from the
hospitals were not involved in the planning of the amalgamation of the six
hospitals and the necessity of this merger was not understood by the people.

Bergquist (1993) has stated that in the postmodern era integrative services
offered are often not sufficient to hold the organization together, greater attention
should be given to organizational culture and to creating a strong feeling of
solidarity. According to our study we have developed some implications for mana-
gers. In order to get ideas from the grass-roots level, managers should encourage
direct communication between the highest and lowest levels of organizations,
delegate authority to lower levels in organizations and create an atmosphere where
people are not afraid to make mistakes. The peoples’ well-being should be more
emphasized and their good performance rewarded. In such conditions people tend
to be proud of their organization and concentrate more on the goals of the
organization than on their own needs.

In order to promote the values and goals of the organization through an informal
structure, managers can organize out-of-work activities and encourage people to
get to know each other’s personal lives and activities better after working hours. It
gives people a better understanding of how to communicate with each other and a
willingness to discuss important matters with each other. They also then tend to
help each other in job-related problems.

The results of the current research support the developmental view of
organizational learning from this point, that there should be more time in order to
develop relationships — a necessary basis for organizational learning. At the same
time, it is not guaranteed that at some stage every organization starts to become a
learning organization, it depends on various characteristics. Among these one of
most important is the personnel policy of the organization. This policy should
enable the organization to retain highly skilled specialists for a longer period in the
organization, keep their level of creativity and activity high and convince them of
the need to cooperate with other members of the organization.

To conclude, organizational culture and organizational learning have different
types of connections between the various organizational members. Being aware of
these differences can help managers to achieve higher levels of organizational
learning.
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Appendices

Appendix 1. The scales of organizational learning.

Individual learning

Collective learning

The awareness of business objectives
Commitment to objectives

The acceptance of a new operational
culture

Commitment to the change process
Willingness to make initiatives
Encouraging activeness at work

An open-minded and positive attitude
towards risk-taking

Active participation in decision
making

A collaborative ability
The ability to use teamwork
Fluent work processes

Open communication
Willingness to develop oneself
Learning from mistakes
Managerial support for personal
development

Emphasis on training

Appendix 2. The scales of organizational culture.

Task orientation

Relationship orientation

In our organization ...

... people are proud of their
organization

... people are rewarded for their good
work

... everyone has a big freedom of
activity

... people are not afraid of making
mistakes

... positive changes constantly take
place

... differences between subordinates
and superiors are not accentuated

... people concentrate more on their
own needs than on the goals of the
organization ®

... people’s well-being is important

In our organization ...
... employees know one another

... accepted communication standards
exist

... [people] know about each others’
personal lives

... in case of mistakes one feels
embarrassed by the other members of
the organization

... in tough situations there is a strong
feeling of togetherness

... [people] know about each others’
hobbies and out-of-work activities

... [people] help each other in job-
related problems

... all important matters are discussed
with each other

R = Item reversed for scoring. The items are approximate translations from Estonian to

English
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Appendix 3. The manifestation of organizational culture and organizational
learning for groups having different social-demographic characteristics.

Organizational learning Organizational culture
Individual Collective Task Relationship
learning  learning orientation orientation

Total Mean 5,43 6,53 4,88 6,29

n(OL)=303, n(OC)=152 Std. Dev. 1,80 1,79 1,66 1,56
Secondary education Mean 4,32 6,07 3,80 6,12
(n=37; 12) Std. Dev. 1,47 1,65 1,76 1,72

Vocational education Mean 5,01 6,41 4,69 6,55
(n=162; 79) Std. Dev. 1,90 1,69 1,31 1,33

University degree Mean 5,30 6,56 5,06 6,59
(n=104; 50) Std. Dev. 1,99 1,78 1,42 1,43

Younger age group Mean 5,10 6,19 4,55 6,17
(n=144; 71) Std. Dev. 1,77 1,79 1,78 1,54

Older age group Mean 5,70 6,78 5,11 6,38
(n=161; 82) Std. Dev. 1,79 1,76 1,57 1,59

Tenure 5 years and less Mean 5,19 6,38 4,62 6,06
(n=112; 61) Std. Dev. 1,75 1,74 1,59 1,53

Tenure more than 5 years Mean 5,57 6,62 5,06 6,44
(n=191; 91) Std. Dev. 1,69 1,58 1,69 1,58

Manager Mean 5,29 6,37 5,29 6,37

(n=1091; 56) Std. Dev. 1,65 1,65 1,65 1,65
Specialists Mean 4,50 6,23 4,50 6,23

(n=188; 85) Std. Dev. 1,71 1,56 1,71 1,56

Note: a ten-point scale was used.
OL — Scales of Organizational Learning
OC — Scales of Organizational Culture
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Factors Influencing Learning in Estonian Organisations
and the Implications for Management Education

Annotation

Based on the results of empirical study about factors influencing organizational
learning, the paradigm shift is suggested for management education in Estonia.
Managers need different skills from those taught during the Soviet regime and
during the early stages of the recent transition.

Introduction

Intensive global competition, higher customer expectations and greater focus on
quality have resulted in much greater requirements placed upon employees today
than decades ago (Quinn and Spreitzer 1997). This pressure may seem especially
high for employees from former soviet countries, including Estonia, because these
demands are fundamentally different to those made under the Soviet regime.
During this period the soviet state was responsible for guaranteeing work for
everyone and so enterprises were internally overstaffed and passive and work
places were over-secured (Liuhto 1999: 16). The challenge has been to internalise a
new type of organisational behaviour in order to operate successfully under unfa-
miliar conditions. Learning, both institutional and individual, and the ensuing
corporate changes are seen as a prerequisite for the success and survival of
organisations.

Under Soviet rule, management was taught as the process of planning,
organizing and controlling resources. Soviet managers mostly exercised legitimate
and coercive power. The social skills needed for achieving referent power were not
taught. In the newly independent Estonia an American approach, based on rational
analysis, was taken as the foundation for teaching management. According to a
recent study we can not talk about leadership in the Estonian context yet.
Subordinates still see their managers as directive sources of information and not as
inspirational leaders (Tuulik and Alas 2003).

According to Edwards and Lawrence (2000), the emergent change to processes
in transforming countries can only be truly understood by examining the
constitutive practices of individuals and groups at the local micro levels of the
economic system. Research in countries going through transformation has shown
that the transfer of knowledge from market-economy practices often fails because
of institutional and cultural tensions and conflict (Clark and Geppert 2002).

Research question is, how employee attitudes and organizational culture might
be influencing organizational learning in Estonian organizations during the process
of economic transition. The object of the research is learning in Estonian
organization and factors influencing the learning. The problem is, are skills of
Estonian managers sufficient in order to keep organizations competitive.

In this paper a brief theoretical overview concerning connections between
employee’s attitudes, organizational culture and organizational learning will be
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followed by analyses of the results of empirical research and implications for
management education in Estonia.

Theoretical background

The concept of organisational learning

To achieve a competitive advantage in the 21st century, organisations should move
from having a reactive to a proactive attitude. Firms succeeding in the long run are
those able to extend existing advantage while anticipating competitive shifts that
require different sources of advantage (DeGeus 1988).

Organisational learning has been generally defined as a vital process by which
organisations adapt to change in their social, political, or economic settings
(Rosenstiel and Koch 2001). Tsang (1997) defines organisational learning in more
detail as the learning which occurs in an organisation that produces real or potential
change after a shift in the relationship between thought, organisational action and
environmental response. Emphasis on the connection between organisational
learning and the environment in both definitions indicates that certain types of
change in an environment may require a particular type of learning.

One critical issue in the literature dealing with the learning organisation is the
relationship between individual and organisational learning. According to Senge
(1997) organisations learn only through learning individuals. Without individual
learning organisational learning does not occur. But individual learning does not
guarantee organisational learning.

Individual learning has been viewed by different theorists as a rational,
information-based system or as a socially constructed process. Organisational
learning emphasises the socially constructed process, which proceeds through
sharing interpretations of events and through reflection on these interpretations
(Mabhler 1997).

Employee attitudes in organisational change process

A precondition for learning to take place is the readiness of the individual to learn.
One major aspect of readiness to learn is the underlying affective attitude toward
novelty, acquisition of new information and change (Scherer and Tran 2001).

Job satisfaction may be an indicator of whether individuals will be affectively
connected to an institution, will merely comply with directives, or will quit
(Randall et al. 1990).

Job satisfaction can be considered as a combination of attitudes about various
aspects or facets of the job, which are parts of the overall job satisfaction construct.
Research results indicate, that the most important factor for teachers satisfaction
was administrative control: teachers with more positive perception of their
relationship with school administration reported higher satisfaction with their
professional role (Xin Ma and MacMillan 1999). New-comer satisfaction and
commitment is related to support and information provided by employers (Holton
and Russell 1999). Also positive correlation between job satisfaction and
supportive climate has been found (Hershberger et al. 1994).
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Job satisfaction is more narrow term than organizational commitment, which
shows employees willingness to exert considerable effort to serve the organization
(Porter et al. 1974) and makes it specially important during major changes in
organizations. McNeese-Smith’s and Nazarey’s (2001) recent study shows job
satisfaction as contributor to organizational commitment.

At the same time, satisfaction may have negative consequences for learning in
an organizations: it may discourage the development of interest and the active
search for new information (Scherer and Tran 2001).

Although job satisfaction is one of the most widely researched topics in
organisational psychology the findings are still contradictory (Meyer and Allen
1997:43-45) and vary across different social policies and economic environments
in different countries (Judge et al. 2001). This makes it worthwhile investigating
job satisfaction in Estonia.

Attitude strength depends on the extent to which these attitudes are related to
each person’s own deeply held philosophical and political values and are of
concern to the person’s social group (Boninger et al. 1995). This indicates the role
of organisational culture in attitude formation.

The role of organisational culture in change process

Organizational culture provides collectively created common frame of reference as
the context for interpreting organizational data and events. Organizational culture
is a powerful determinant of individual and group behaviour. It affects practically
all aspects of organizational life from the way in which people interact with each
other and perform their work, to the types of decisions made in a firm, its
organizational policies and strategy considerations (Buono et al. 1985).

In the context of this survey the author sees organisational culture from a
functional perspective as an adaptation mechanism, which helps an organisation to
adapt and survive in a changing environment. This is consistent with the definition
of organisational culture given by Schein (1989) that organisational culture is the
pattern of basic assumptions that a given group has invented, discovered, or
developed in learning to cope with its problems of external adaptation and integral
integration.

Several theorists have pointed out task-orientation and relationship-orientation
of organisational culture: Kilmann and Saxton (1983) and Cooke and Lafferty
(1986) focus on people versus task.

The empirical study of attitudes and organisational learning

The field of study is learning in Estonian organisations. The purpose of the present
study can be stated in broad terms as an attempt to increase the understanding of
the factors influencing organisational learning during the transition from a planned
economy to a market economy. There are two main objectives in the current study.
First, to explore how organisational learning, organisational culture and attitudes
toward change are manifested in Estonian organisations.
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Secondly, connections between those factors are studied. Author investigates,
how these aspects of organisational culture and employee attitudes toward change
influence characteristics of organisational learning.

Research methods

In order to investigate connections between employee attitudes, organisational
culture and organisational learning in Estonian organizations during transition,
author conducted research in 6 hospitals in Tallinn in 2002. These hospitals are
good example of changing organizations — the government has planned to merge
these hospitals according to project made by Swedish consultants. All respondents
filled out a questionnaire about organizational learning (N=321) while half of the
respondents in every hospital (N=169) also answered the questions about organi-
zational culture and second half (N=156) answered the questions about attitudes
toward changes in organizations.

The total number of respondents was 321. Characteristics of the sample
according to demographic data are following: 91% of respondents were female; 6%
were younger than 25, 18% between 26 and 35, 23% between 36 and 45, 29%
between 46—55 and the rest older than 55; 7% had worked for hospital less than 1
year, 17% between 1 and 3 years, 12% between 4 and 5 years, 22% between 6—10
and the rest more than 15 years. 33% of respondents had university degree, the
others had vocational or higher education. According to position 61% of
respondents were nonmanagerial.

Tool for Measuring Employee Attitudes in the Process of Organisational Change
Author used the questionnaire designed from questions about satisfaction with
leadership, with job itself and with previous changes (Alas and Vadi 2004). The
entire questionnaire contains of 15 items, which form four subscales.

The items of the first scale, satisfaction with information (SI) addressing
whether employees were satisfied with the information they received, depended on
employee involvement in the change process and how much information was given
to employees about the current changes and company goals.

The second scale addresses satisfaction with the leadership (SL), the following
issues were most important for employees: how actively does management solve
company problems, can management and their decisions be trusted, and how well
can superiors organise the work of subordinates.

The third scale connected organisational commitment and job satisfaction (CJ)
by combining about the willingness to continue working for a particular
organisation and satisfaction with the present job.

The fourth scale includes questions about the benefits of change (BC) including
how necessary the changes were for the organisation and how individuals benefit
from these changes.
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Questionnaire for measuring organisational culture
Questionnaire developed by Vadi et al. (2002) was used in order to measure two
orientations of organisational culture: task-orientation and relationship-orientation.

The task-orientation of organisational culture reflects the extent to which all
members are willing to support the achievement of common goals. A certain
degree of freedom, acknowledgement for good work and the occurrence of
constant positive change inspires organisational members. It makes people think
more about the needs and objectives of the organisation (Alas and Vadi 2003).

The relationship-orientation of organisational culture indicates belongingness.
People assist each other in work-related problems and discuss all the important
topics with each other. People know how to communicate with each other and there
is a strong feeling of unity in difficult situations.

Tool for measuring organizational learning

To evaluate organizations’ learning abilities the author used the measure developed
by Alas and Sharifi (2002). Author let respondents evaluate 21 indicators of
organizational learning on a 10 point scale and grouped these indicators by using
cluster analysis. The first cluster could be called the cluster of individual learning
and the second collective learning.

For individual learning two conditions should be met. On the one hand,
employees should be aware of and committed to the business objectives and the
process of change. And the other hand, they should also be encouraged to take
initiatives and be active in their own work. Management can influence individual
learning by reducing stress among personnel and supporting personal development
of employees. All this could be based on efficient strategic planning and
availability of information.

The scale of collective learning consists of indicators connected to building
collaborative abilities and accept a new operational culture. Interconnected
collaborative abilities (open communication and willingness to develop) and the
ability to use teamwork enable to create fluent work processes. Here the open-
minded and positive attitude towards risk-taking, the ability to learn by mistakes
and managerial support for training play an important role.

To find statistically-significant differences, the ANOVA test was used. The
regression analyses were used in order to find statistically relevant connections.

Results
Differences between groups according to personal data

The scales were compared according to education, age and length of service.
Statistically important differences were found in all scales: in attitudes, in
organizational culture and in learning.

Differences according to education were found in five scales. People with a
university degree evaluated task orientation of organizational culture higher than
less educated people (Table 1). The highest results concerning attitudes were also
obtained by more educated people, only satisfaction with leadership did not depend
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on education. More educated people evaluated individual learning higher than the
rest of respondents.

Differences according to age were found in all four scales (Table 2). Results
indicate, that older people are more satisfied with their work than their younger
colleagues. The highest results in both scales of organizational culture were also
obtained by older respondents. But the results concerning change are the opposite.
Younger people find changes in the organisation more necessary than older people
and believe that the planned reforms positively influence the performance of the
organisation.

A comparison of the results according to length of service show differences in
all scales (Table 3). The highest results concerning job satisfaction, satisfaction
with information about changes and satisfaction with leadership showed in the
group that had worked for a particular hospital for a period of 11 to 15 years.
Employees, who had worked for a company for less than one year, found change
most necessary.

The both dimensions of organizational culture and collective learning were
evaluated as highest by the group, who had worked for hospital more than 16 years.

In individual learning and collective learning surprisingly the lowest results
were obtained by age group between 26 and 44 years.

Table 1. Comparison according to education.

Education SI SL CS BC TO RO IL CL
Vocational Mean 1,88 3,23 3,49 2,84 3,80 6,12 4,32 6,07
N 23 23 23 22 12 12 35 37
Std. Dev. ,76 ,71 ,74 85 )76 1,72 1,47 1,65
High Mean 2,33 3,13 3,59 2,63 4,69 6,55 5,01 6,41
N 8 8 8 84 66 74 162 162
Std. Dev. ,87 .93 71 ,86 1,31 1,33 1,90 1,69
University Mean 2,59 3,25 3,78 2,49 5,06 6,59 5,30 6,56
N 54 53 54 54 47 50 103 104
Std. Dev. ,99 .92 ,65 ,98 1,42 1,43 1,99 1,78
Total Mean 2,36 3,18 3,64 2,61 4,74 6,53 5,03 6,42
N 162 160 162 160 125 136 300 303
Std. Dev. ,92 89 ,70 ,90 1,35 1,40 1,90 1,72
BC — Benefits of change (1-5 point scale)
SI — Satisfaction with information (1-5 point scale)
SL — Satisfaction with leadership (1-5 point scale)
CS — Organisational commitment and job satisfaction (1-5 point scale)
TO — Task-orientation of organisational culture (1-10 point scale)
RO — Relationship-orientation of organisational culture (1-10 point scale)
IL — Individual learning (1-10 point scale)
CL - Collective learning (1-10 point scale)
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Table 2. Comparison according to age.

Age SI

SL CS BC TO RO IL CL

-25 Mean 2,40 3,31 3,36 3,30 4,23

N
Std. Dev.

11 11
82,63

26-35 Mean 2,33 2,97

N
Std. Dev.

32 32
87,86

36-45 Mean 2,29 2,80

N
Std. Dev.

34 34
78 17

46-55 Mean 2,45 3,30

N
Std. Dev. 1

45 45
,01 1,00

55 - Mean 2,32 3,50

N
Std. Dev. 1

42 40
;00,79

Total Mean 2,36 3,18
N 164 162

Std. Dev.

92,89

11
70
341
32
67
3,45
34
68
3,78
45
71
3,89
4
64
3,64
164
70

11 8
,78 .99
2,65 4,22
32 20
,88 1,05
2,53 4,77
34 33
,76 1,53
2,50 5,02
45 41
1,00 1,35
2,63 4,90
40 23
92 1,35
2,62 4,75
162 125
91 1,35

6,57
8
1,11
6,19
23
1,30
6,30
36
1,59
6,76
43
1,33
6,73
26
1,39
6,53
136
1,40

5,13
19
1,54
4,44
55
1,83
4,83
70
2,05
5,37
92
1,78
5,28
66
1,90
5,04
302
1,89

6,56

19
1,26
5,98

55
1,79
6,07

70
1,77
6,68

92
1,67
6,66

69
1,74
6,40
305
1,73

Table 3. Comparison according to length of service.

Length of service

SI

SL CS BC TO RO IL CL

- 1 year

1-3 years

4-5 years

6-10

11-15

16-20

Over 20

Mean

N

Std. Dev.
Mean

N

Std. Dev.
Mean

N

Std. Dev.
Mean

N

Std. Dev.
Mean

N

Std. Dev.
Mean

N

Std. Dev.
Mean

N

Std. Dev.

2,93 3,22 3,43 3,50 3,97 5,88

11
1,00
2,11
28
74
2,47
17
90
2,12
34
85
2,70
25
1,05
2,45
11
1,24
2,29
37
.79

11 11
,60 .78
2,82 3,43
28 28
99 73
3,06 3,45
17 17
, 74,70
3,37 3,83
32 34
1,01 .70
3,25 3,66
25 25
83,68
3,15 3,52
11 11
1,00 ,68
3,30 3,83
37 37
81,63

11
,64
2,74
28
81
3,00
17
1,02
2,20
33
,69
2,54
25
81
2,53
10
1,26
2,57
37
93

8
1,02
4,40
22
1,29
4,83
21
1,20
4,79
32
1,32
4,95
11
1,48
5,69
6
1,61
4,86
26
1,45

11
1,17
6,38
22
1,26
6,47
22
1,46
6,46
30
1,25
6,36
13
1,74
7,07
6
1,90
7,01
31
1,34

6,12
22
1,81
6,45
54
1,76
6,02
36
1,45
6,47
66
1,74
5,86
38
2,04
7,17
16
1,02
6,79
71
1,61

4,69
22
2,10
4,88
54
1,74
4,98
36
1,67
5,16
66
2,00
4,66
38
2,12
6,08
13
1,89
5,27
71
1,78
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Connections between organizational learning and attitudes

In Regression analyses organizational learning was taken as a dependent and
attitudes and dimensions of organizational culture as an independent variable.
Results indicated, that satisfaction with a job and the leadership may predict
learning better than informing employees and benefit of changes (Table 4). If
individual learning could be predicted by all four attitude scales, then collective
learning could be predicted only by satisfaction with job itself.

Table 4. Connections between attitudes and organizational learning.

Attitudes Individual learning, Collective learning,
R’=.13 R*=.08

Satisfaction with B=.17 B=—

information

Satisfaction with leadership 3=.20 B=.18

Satisfaction with job itself B=.12 B=.21

Benefit of change B=.17 B=—

Note. Only statistically significant connections are mentioned.

Results also indicate, that task orientation of organizational culture may predict
the organizational learning better than relationship orientation of organizational
culture (Table 5). The Individual learning is predicted by both orientations, but
collective learning only by relationship orientation of organizational culture.

Table 5. Connections between organizational culture and organizational learning.

Orientations of Individual learning, Collective learning,
organizational culture R’=.38 R’=.54

Task orientation B=.35 B=—
Relationship B=.33 B=.67
orientation

Note. Only statistically significant connections are mentioned.

Conclusions and implications for management education in Estonia

The results of this survey reveal that the respondents' thoughts about organizational
culture and learning differ from each other with regard to age, position, and
educational level.

The following main conclusions about employee attitudes were made from the
current research: People with university education have a more positive attitude
toward their job and managers, feel better informed and find changes more useful;
Older people are more satisfied than younger, but younger people are more
interested in change; According to length of service at the same company, the
group showing the highest level of satisfaction are those who have been at the
company for between 11 and 15 years. Employees find changes most necessary
during their first year in the company.
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Individual learning among employees could be predicted according to their
level of satisfaction with information, they get, the leadership, the job itself and
benefit of change. Perceptions of the usefulness of change and information about
changes are not such good indicators for organizational learning as job satisfaction.
Their willingness to collaborate and learn together could be predicted according to
employee job satisfaction.

Results of the current study support the importance of culture in learning.
Although Argyris (1990) states that culture can block learning and change or it can
stimulate learning, according to this research it appears that task and relationship
orientations of organizational culture both stimulate learning. The relationship
orientation, which indicates a sense of belongingness, predicts both individual and
collective learning.

At the same time the task orientation, which indicates a willingness to achieve
common goals, predicts only individual learning in current study. In the context of
organisational change, task-orientation could influence people’s attitudes by
establishing clear goals and developing values, which could help the achievement
of these goals at all levels of the organisation. But achieving employee
participation in the beginning is not enough; ensuring that the change process does
not reverse and building more effective relationships with peers are also necessary.
Relationship-orientation could influence people’s attitudes toward change through
informal structures and communication.

This presents the following challenge for management education in Estonia: to
teach future managers the skills to enable them to create a learning environment in
Estonian companies. Also teachers of management should be prepared differently.

Based on the results of the current study I have developed some implications for
management education in Estonia.

First, the author suggests a paradigm shift: the focus should move from
technical systems to social systems in management. In a rapidly changing
environment, management is redefined as the process of getting things done
through (other) people. In order to manage, one has to know “the things” that must
be done as well as the people who have to do them. Understanding people means
understanding their backgrounds, and from this, present and future behavior can be
predicted. In order to improve leadership skills, the teaching of organizational
behavior, teamwork, self-management skills and emotional intelligence should be
given more importance than previously. Managerial skills training and sensitivity
training could also be included in the curriculum. The challenge is to take into
account employees’ needs and emotions and to respect spiritual concerns as well.

Second, more emphasis should be placed on teaching human resource
management—including diversity issues. The socialist regime of the past focused
on making all people equal. The current study has indicated a need to consider
differences between groups with regard to their age, position and educational level.
Managers should be educated about the methods different groups use in forming
attitudes toward change and learning.
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Third, change management should be guaranteed a secure and definite place in
the curriculum. During the course, special attention should be given to handling the
emotional dimension of change. This means dealing with resistance to change and
mental blockades connected with feelings and emotions. Managers should be
taught how to help people understand what is going on during periods of change
and in the later stages to help people to adapt to the new requirements.

Fourth, teaching the theories of individual and organizational learning—by
emphasizing differences in the factors that influence learning in groups with
different backgrounds and demographic data—could help a firm or organization
achieve a competitive advantage. A course about learning organizations and
knowledge management should include seminars concentrating on these issues.

To summarize, rapidly changing environment require members of Estonian
organizations to learn new skills and attitudes. Members' attitudes toward
organizational culture and learning differ from each other with regard to age,
position, and educational level. In order to achieve sustainable development and to
keep organizations in competition, also Estonian managers need skills different
from those taught during Soviet regime and during early stages of transition. Based
on the results of this study, the following paradigm shift is suggested for those
involved in management education in Estonia: the teaching of management and
teaching teachers of management in Estonia should emphasize the development of
social skills instead of focusing on technical systems. The challenge is to design an
approach to management education that takes into account employees’ needs and
emotions and respects spiritual concerns.
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The Impact of Organisational Culture on Attitudes Concerning
Change in Post-Soviet Organisations

Abstract

Nine hundred and six employees from Estonian companies were studied in order to
explore how task-orientation and relationship-orientation of organisational culture
influence attitudes to the process of organisational change among employees in
post-socialist organisations. The current survey indicates that people who began
working in the former Soviet Union differ from those who started their careers
during the subsequent transition period according to the way they form their
attitudes toward change. Relationship-orientation of organisational culture predicts
a belief in the benefits of change only in the group of people who started their work
life in Soviet organisations.

1. Introduction

The keywords concerning today's economy include changing environment and
divergent work force. Estonian organisations have operated in a turbulent
environment for more than 10 years. The heritage of 50 years of Soviet occupation
has left Estonia with a divergent workforce with differing attitudes toward change
in society and in organisations. People have started their careers and formed their
work-related attitudes in different economic systems — some during a planned
economy and some during the recent economic reforms. According to social
scientists, strong attitudes may be resistant to change because people are motivated
to defend their attitudes and a person’s current attitudes function to shape the
formation of new attitudes (Brief 1998).

Research in transition countries has shown that the transfer of knowledge from
market-economy practices often fails because of institutional and cultural tensions
and conflict (Clark and Geppert 2002). According to Edwards and Lawrence
(2000) the emergent change to processes in transition countries can only be truly
understood by examining the constitutive practices of individuals and groups at the
local micro levels of the economic system.

In this paper the transition from a centrally planned economy to a market
economy is viewed from a socio-economic perspective, focusing particularly on
the influence of organisational culture on attitudes toward change. Research and
theory development regarding the social aspects of organisational change in
transforming countries with rapidly changing environments has been undertaken by
Breu (2001), Child and Czegledy (1996), Clark and Soulsby (1999), Liuhto (1999a,
1999b), Soulsby (2001), Thomson (2001), Weik (2001) and others, who turned
most of their attention upon managers. At the same time research in post-Soviet
enterprises indicates more problems with attitudes to change among workers and
lower level managers than top managers (Clarke et al. 1994). The research question
here is concerned with how different environments have influenced the way people
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form their attitudes toward change in organisations. In this exploratory study we
compare how organisational culture helps to increase employee commitment to
organisational change in groups of lower level employees with a different work
experience. In order to assess employee attitudes the authors developed a measure.

As problems concerning groups with different work histories and attitudes are
common to several post-socialist countries (Dobosz and Jankowicz 2002:357)
current research is important not only for Estonia, but also for other countries
facing similar circumstances.

In this paper a brief overview of the role of organisational culture in the
organisational change process will be followed by the results of empirical research
in selected Estonian companies.

2. Organisational change

Based on research in the Czech Republic, Clark and Soulsby (1999) concluded that
the transition from socialism to a market economy is simultaneously a radical
change at all levels of society (from the macro to the individual), which has been
characterised by a high level of uncertainty and ambiguity. The changes in post-
Soviet organisations have been deeper than those typical of a market economy
because the new economic order is based on different attitudes and values and
attempts to shift the organisational culture toward new values or beliefs, and this
has been considered one of greatest challenges (Bluedon 2000). It has been much
easier to transfer technology and change structures than to change culturally
embedded practices in transition countries (Clark and Geppert 2002).

Alas and Sharifi (2002) studied 137 Estonian companies and found what 90%
had made transformational changes and 61% had changed their organisational
culture. Liuhto (1999a) discovered differences between the behaviour of Estonian
managers during the implementation of changes compared to managers in
established capitalist countries. By studying the environment-organisation
relationship in Estonia he concluded that strategies for change and types of changes
differ in stable and unstable environments. In countries with an established market
economy, managers in more uncertain environments attempt to anticipate events
and act in a more proactive way than their colleagues in more stable conditions. In
Estonian organisations Liuhto got the opposite result: in the earlier turbulent
environment managers acted more reactively and when the situation started to
stabilise in 1995, management of change started to be more proactive. This
indicates that Estonian organisations constitute an appropriate laboratory for
studying change.

The implementation of organisational change has been considered a step-by-
step process in academic literature. If we compare later models to the first model
developed by Lewin (1951), authors (Beer et al. 1990; Kotter 1998) have tended to
pay more attention to the unfreezing stage. In order to reduce forces in favour of
the status quo it is necessary to persuade people of the need for change (Lewin
1951). In the moving stage, forces in favour of change should be increased —
attitudes, values and behaviours should be pushed to a new level (ibid). In order to
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achieve this move a change in people’s mindsets is necessary (Sathe and Davidson
2000). This task was especially difficult in the stagnated Soviet Union. To manage
such a difficult task people need to be interested in staying with a particular
organisation—committed to their organisation.

3. Employee attitudes in the organisational change process

Employee attitudes are considered an indicator of the future success of an
organisation (Hurst 1995). According to Cooper and Croyle (1984) a person’s
attitudes influence that person to act in a certain way instead of another. In the
context of organisational change, attitudes to change—the benefits of the change
and the competence of managers to implement these changes—become important.
When seeking the information employees need for decision-making they focus on
information consistent with their attitudes (Frey 1986).

Starting from the ceminal study by Coch and French (1948) theorists have
considered participation as the best method for achieving employee commitment to
change. Research results from post-Soviet countries show somewhat different
results: Polish employees decline invitations to participate in decision making, and,
moreover, interpreted this as a sign of the management’s loss of orientation (Piske
2002).

As change requires learning new skills, behaviours and attitudes, it demands a
certain effort from employees. In order to use their energies for this purpose
employees should be motivated to maintain their position and membership in a
certain organisation. Two constructs, commitment and satisfaction have both been
considered as indicators of whether individuals are effectively connected to an
institution or might quit (Holton and Russell 1999; Meyer and Allen 1997; Randall
et al. 1990). Commitment attitudes could lead to commitment behaviour, which
would in turn influence commitment attitudes (Reichers 1985). If a person
develops sufficient positive attitudes or a sense of goal congruence, it also indicates
the person’s level of commitment to change.

Several studies have shown job satisfaction as a contributor to and predictor of
organisational commitment (Johnson and Jones-Johnson 1992; McNeese-Smith
and Nazarey 2001). Commitment and satisfaction both have affective components.
Job satisfaction, as defined by Locke (1976) is affective: a pleasurable emotional
state resulting from appraisal of ones work. Affective commitment has been
viewed as reflecting an affective orientation toward an organisation (Meyer and
Allen 1997). Usually, in a rapidly changing environment, there is an insufficient
amount of information for rational decision making, and so affective components
play a significant role in evaluating the need for change. Unfortunately most of the
scales for measuring job satisfaction are cognitively laden and do not assess the
affective element. Also, the role of co-workers in the formation of attitudes has not
been emphasised in assessments of job satisfaction. The social information-
processing approach to job attitudes argues, that jobs can be interpreted in a
multitude of ways and employees rely on social sources of information, and so cues
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from their co-workers contribute to the formation of job attitudes (Salancik and
Pfeffer 1978).

Although job satisfaction is one of the most widely researched topics in
organisational psychology the findings are still contradictory (Meyer and Allen
1997:43-45) and vary across different social policies and economic environments
in different countries (Judge et al. 2001). Also, the changing nature of work can
affect the consequences of job satisfaction both in terms of the type and subsequent
meaning of these consequences as well as the relationship between job satisfaction
and other variables (Brief 1998). This makes it worthwhile investigating job
satisfaction in Estonia.

Attitude strength depends on the extent to which these attitudes are related to
each person’s own deeply held philosophical and political values and are of
concern to the person’s social group (Boninger et al. 1995). This indicates the role
of organisational culture in attitude formation.

4. The role of organisational culture in shaping employee attitudes
According to Lang and Steger (2002), problems East-European companies have in
adopting Western practices stem from national and organisational cultures.

In the context of this survey the authors see organisational culture from a
functional perspective as an adaptation mechanism, which helps an organisation to
adapt and survive in a changing environment. This is consistent with the definition
of organisational culture given by Schein (1992), that organisational culture is the
pattern of basic assumptions that a given group has invented, discovered, or
developed in learning to cope with its problems of external adaptation and integral
integration. Trice and Beyer (1993) have also connected culture with environment,
seeing organisational culture as a collective response to uncertainty and chaos.

Although the term commitment is not used in the definition of culture, part of
the idea of sharing values and goals is being committed to them (Beyer et al. 2000).
Several research results indicate a connection between employee attitudes and
organisational culture. According to the research evidence, managers can increase
employee satisfaction by creating cultures with characteristics expressed in terms
of collegiality and collaboration (Xin Ma and MacMillan 1999). Meglino, Ravlin,
and Adkins (1989) indicated that organisational culture influences both the
satisfaction and commitment of newcomers. The impact is mutual. On the one
hand, employee satisfaction and commitment to the organisation, including during
change, could be improved by developing an appropriate organisational culture. On
the other hand, job satisfaction could influence organisational culture — satisfied
employees are more likely to engage in organisational citizenship behaviours
beyond the requirements entailed in job descriptions, and by helping each other
reduce the workload and stress of others (Bettencourt et al. 2001).

In the context of organisational change, task-orientation could influence
people’s attitudes by establishing clear goals and developing values, which could
help the achievement of these goals at all levels of the organisation. But achieving
employee participation in the beginning is not enough; ensuring that the change
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process does not reverse and building more effective relationships with peers are
also necessary (Landau 1998). Relationship-orientation could influence people’s
attitudes toward change through informal structures and communication (Salancik
and Pfeffer 1978).

To summarise the theoretical framework for this study, researchers of culture
tend to view cultures as stabilising forces within organisations and use the concept
of culture to explain resistance to change. This, they say, arises from threats to
traditional norms and ways of doing things (Senge 1997) or from threats to basic
assumptions, personal values, sources of security, and to friendship relationships
(Miner 1978). To overcome resistance to change, Kotter and Heskett (1992)
suggest increasing the adaptability of the organisation through developing an
organisational culture based on values important for achieving a readiness for
change.

Therefore, we propose that orientations of organisational culture may have
different impacts on employee attitudes. In the current study, we have focused
upon the way task-orientation and relationship-orientation in organisational culture
influence employee attitudes about change.

5. The empirical study of attitudes and organisational culture

There are two main objectives in the current study. First, we explore how
organisational culture and attitudes toward change are manifested in Estonian
organisations.

The culture of organisations in the Soviet Union was found to be bureaucratic
(Andréen et al. 1993:178-179; Loogma 1988). Nurmi and Uksvirav (1994:54)
compared organisational cultures in Estonia and Finland based on Trompenaar’s
model and found that organisational culture in Estonian organisations was Eiffel
tower type. This emphasis on hierarchy makes this type of culture suited to a stable
environment, but too bureaucratic for the dynamic and highly competitive
environment Estonia has today.

During the Soviet period enterprises were internally passive due to the fact that
the enterprises were overstaffed and work places were over-secured. The
transformation away from central planning increased endogenous activity
substantially, as the transition has both forced employees to be more active and at
the same time created more favourable conditions for employee self-realisation
(Liuhto 1999b:16).

In the second half of the 1980’s enterprises were gradually given more
autonomy in the Soviet Union and it was legal to establish enterprises, which
operated outside the central planning. These enterprises could be owned by private
citizens and joint ventures with foreign ownership. Radical reforms in Estonia
started in 1987—88 when a group of theoreticians and practitioners debated the idea
of economic autonomy for Estonia. In 1990 an important change occurred in the
strategic aim of the reforms in Estonia: economic autonomy was replaced by
independent statehood and the restoration of a market economy (Taaler 1995).
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According to opinions held by managers, stability started to increase by 1995
(Liuhto 1999a).

As conditions were so different, we have turned our attention to the influence
this culture has had on employee attitudes. For this purpose employees are
compared on the basis of having had work experience from the Soviet era or not.
The experiences people have had influence their understandings and interpretations
of realities (Weick 1979). During the totalitarian regime in the Soviet Union it was
not safe to speak openly or share personal thoughts (Taagepera 1993). So,
employees with work experience from the Soviet era have been used to getting
interpretations of events from colleagues (Uksvidrav 2001). This habit may
influence their understanding of change in organisations today. They have more to
unlearn than younger people who started their careers in market oriented
organisations.

Therefore we hypothesise, that relationship-orientation of organisational
culture influences the attitudes toward change in people with a Soviet work
experience more than those same attitudes in younger people without this
experience.

Secondly, we aimed to develop a tool for measuring employee attitudes during
the organisational change process. Currently there is no measure connecting
assessments of the need for change, satisfaction with information about change,
satisfaction with the competence of leaders and with the job itself and commitment
to the organisation.

5.1 The sample

In order to find connections between employee attitudes in the process of
organisational change and organisational culture, the authors conducted an
empirical study of Estonian companies in 2000—2001. The research was done in 38
Estonian organisations with 906 respondents. The reports from the managers of
these organisations indicated that in 90% of these organisations transformational
changes had taken place and in the remaining organisations transactional factors
had changed. This indicated that all the organisations studied had implemented
change and were the right kind of target group for an investigation of attitudes
toward change.

The companies were selected in a non-random manner, as the organisation
registers do not have a solid basis for random sampling because only a fraction of
the registered enterprises are active in Estonia. The aim was to get a sample
structure similar to the economic structure in Estonia. As only 38% of the 100
companies selected agreed to participate in the survey, we did not get a structure
exactly comparable with reality, but still, a variety of industries were represented in
the study: 20% of respondents were from sales organisations, 11% from the
production sector, 23% from transportation, 7% from telecommunications and 8 %
from banking. Respondents from the public sector amounted to 15%. Some
companies refused to participate because of the time it takes or just did not find it
beneficial. Bigger companies with foreign ownership refused because of the large
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number of surveys already conducted in the organisation. There were also
companies who did not explain the reasoning behind their refusal.

In Estonia the shift from state-determined enterprise activity to privately driven
entrepreneurship was caused rather by the foundation of new private enterprises
than by the privatisation of state enterprises. Only seven per cent of all private
enterprises were created directly as a result of privatisation (Purju 1998). From our
sample the largest part, 61% of enterprises, were formed in the most turbulent
years between 1987 and 1994. Those organisations established before economic
reforms started in Estonia, before the year 1987, amount to17% of the sample of
the current survey. The remaining 21% are even younger, having been established
also in a more stable environment.

As the majority of organisations in Estonia are very small, a lot of small
companies participated in the study. Only 40% of the companies in this sample
employed more than 100 employees, 18% between 50 and 100, 13% from 25 to 49
and 29% even less.

Using their age, the respondents are divided into three groups based on the
extent of their work experience during the Soviet regime, which might have
influenced their work-related attitudes. The oldest group (n=423), people older than
35 years, started their working life and formed their work-related attitudes in the
Soviet system. The middle group (n=298), people aged between 26 and 35, started
their work life in the 1980°s. This group might have had some work experience
from Soviet times. But taking into consideration that the second half of the 1980°s
marked the beginning of economic transition and the movement toward an
unknown economic stage for Estonian people, this group would have also been
influenced by this atmosphere. This, in turn may have affected the formation of
work-related attitudes so they could well have different attitudes to the older group.
The younger group (n=181), people younger than 26 years, entered the work force
in the 1990’s and have not had any work experience from Soviet times.

5.2 Method

5.2.1 The development of items for the Questionnaire for Measuring Employee
Attitudes in the Process of Organisational Change (QEA).

The QEA was developed on the basis of items taken from widely used satisfaction
and commitment scales. The 27 items concerned a wide range of different topics
related to employee attitudes such as — (a) attitudes toward the organisation (e.g.
“How much are your future plans connected with this organisation?”), (b) general
attitudes toward the work itself (e.g.“How satisfied are you with your present work
in this organisation?”), (c) attitudes toward managers (e.g.“Do you trust the
management and think that their decisions are the best for the organisation?”), (d)
the benefits of the current change (e.g.“ In your opinion, how necessary are the
changes in the organisation?”), (e) information about the current change (e.g.“Do
you have enough information about the reasons, content and objectives of the
changes?”).
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The survey used the Likert scale so the respondents could show their attitudes
by choosing answers that range from strongly disagree (1) to strongly agree (5).
The items were first prepared in Estonian and then translated into Russian by two
independent translators.

5.2.2 The Questionnaire for Measuring Organisational Culture (QOC)
The QOC (Vadi et al. 2002) was used in order to measure two orientations of
organisational culture: task-orientation and relationship-orientation. In the process
of developing this questionnaire the idea that organisational culture is shaped by
two major factors (Harrison 1995; Schein 1992) — organisational task- and
relationship-orientation — was followed. One of the scales reflects the
understanding and attitudes of members of the organisation toward organisational
tasks and the other scale covers the theme of interpersonal relationships within
organisations (Vadi et al. 2002). The task-orientation of organisational culture
reflects the extent to which all members are willing to support the achievement of
common goals. A certain degree of freedom, acknowledgement for good work and
the occurrence of constant positive change inspires organisational members. It
makes people think more about the needs and objectives of the organisation (ibid).
The relationship-orientation of organisational culture indicates belongingness.
People assist each other in work-related problems and discuss all the important
topics with each other. People know how to communicate with each other and there
is a strong feeling of unity in difficult situations (ibid).

The questionnaire consists of 43 items, 16 of these form two scales.
Respondents were asked to indicate their agreement with the item on a 10-point
scale ranging from completely disagree (1) to completely agree (10).

5.3 Results

5.3.1 New Scales of Employee attitudes toward Change (QEA)

A principal component analysis and factor analyses with varimax rotation was
completed for the 27 items. In order to develop subscales for measuring attitudes,
items were selected with a factor load in this particular factor above [ 0.30] and the
same load in other factors below [ 0.30] (Table 1). The four factors received
describe together 63.2% of initial variability. The internal consistency, or
Cronbach’s Alpha coefficient, is between .74 and .84 for all scales.

So, we developed a questionnaire for measuring employee attitudes during the
implementation of organisational changes. The final version consists of 15 items,
which form four subscales. The content of the scales in the light of statements,
which have the highest factor loadings, was the following:

The four items of the first scale, satisfaction with information (SI) addressing
whether employees were satisfied with the information they received, depended on
employee involvement in the change process and how much information was given
to employees about the current changes and company goals. Naturally, employees
want this information before the changes are initiated, rather than after the fact.
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Table 1. Items and factor loadings in the QEA.

Item Factor Factor Factor Factor
1 2 3 4

Do you have enough information about the reasons, .83 17 10 17
content and objectives of the changes?
Were you informed about the changes before their .82 .16 .10 17
initiation?
Have the general objectives and development plans .75 .29 A1 .09
of your organisation been explained?
How much are you included in the implementation .71 -.03 .19 .16
of the changes?
How actively does your management solve .19 .76 18 .10
company problems?
How satisfied are you with the top managers of 17 5 21 20
your company?
Do you trust the management and think that their 15 71 .20 31
decisions are the best for the organisation?

Does your superior manage to organise the work of .06 .69 21 -.01
subordinates well?

How satisfied are you with your present work in A1 17 77 .03
this organisation?

How satisfied are you with your present position in .21 .14 .76 .03
this organisation?

Do you usually come to work with pleasure? .04 .20 .65 .19
How much are your future plans connected with this .13 23 .63 15
organisation?

How necessary in your opinion are the changes in 13 .04 .07 .84
the organisation?

Do you believe that the planned reforms influence .15 .25 A1 .80
the performance of the organisation positively?

Will your work conditions be improved after the 27 14 .20 59

changes?

Note: N=906. The items are an approximate translation from Estonian into English.

The second scale from four items addresses satisfaction with the leadership
(SL), the following issues were most important for employees: how actively does
management solve company problems, can management and their decisions be

trusted, and how well can superiors organise the work of subordinates.

The third scale connected organisational commitment and job satisfaction (CJ)
by combining four questions about the willingness to continue working for a

particular organisation and satisfaction with the present job.

The fourth scale includes three questions about the benefits of change (BC)
including how necessary the changes were for the organisation and how individuals

benefit from these changes.
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5.4 Manifestation of attitudes and organisational culture

We propose that organisational culture and attitudes toward the process of change
vary between different groups within an organisation. Differences in attitudes and
organisational culture according to the three age groups are shown in Table 2.

Table 2. The manifestation of attitudes and organisational culture.

Attitude scales Scales of QOC
BC ST SL CS TO RO
MSD M SD M SD M SD M SD M SD

ES 329 84 2.76 92 341 .72 351 .69 533 149 597 142
Gl 337.73 276 90 344 .70 339.69 552 141 6.07 1.38

G2 338.83 294 91 339.74 353.63 546 148 6.11 1.4l
G3 3.19 88 2.64 93 341 .72 3.56.73 517 1.5 584 1.4

Notes. ES — The entire sample (n=906)

G1 — Younger age group (n=181)

G2 — Middle age group (n=298)

G3 — Older age group (n=423)

BC — Benefits of change (1-5 point scale)

SI — Satisfaction with information (1-5 point scale)

SL — Satisfaction with leadership (1-5 point scale)

CS — Organisational commitment and job satisfaction (1-5 point scale)
TO — Task—orientation of organisational culture (1-10 point scale)

RO — Relationship-orientation of organisational culture (1-10 point scale)

The one-way ANOVA LSD Post Hoc test was used to screen out statistically
significant differences between age groups. Results in Table 3 indicate statistically
significant differences in evaluations on five out of six scales — both scales of
organisational culture and three of the scales of attitudes. According to evaluations
of task- and relationship-orientation of organisational culture and the evaluation of
the benefits of change the two younger age groups were similar, but both groups
differed from the oldest age group. The oldest group had ranked all these scales
lower than either of the younger groups (see Table 3).

Table 3. A comparison of attitudes and organisational culture between age groups
according to the Post Hoc test.

BC SI SL CS TO RO

Dif. p Dif. p Dif. p Dif. p Dif. p Dif. p
G1-G2 -02 756 -31* .041 .05 463 -14* 030 .06 .690 -04 753
G1-G3 Jd6* 025 12 158 02 715 -17*% 025  .35% .007 23071
G2-G3 9% 003 29% 000 -03 .626 -.02 .651 .30* .008 .27* .012

Notes. Dif. — means difference between group
* — Statistically significant difference, p< .05
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Compared with the youngest age group this scale was ranked higher by the
middle and the older age groups. Differences between the two older groups were
not statistically significant while the commitment and satisfaction of the youngest
group was significantly lower.

There were no differences between the three groups in regard to their
satisfaction with management. At the same time the group between 26 and 35 years
felt better informed than the others.

To conclude, young people without any significant work experience from
Soviet times found change more necessary and were more task-oriented and more
relationship-oriented than their older colleagues.

5.5 Connections between organisational culture and attitudes

Different groups may have a different understanding and perspective concerning
the process of change. Our main purpose was to evaluate the influence of two
scales of organisational culture on the variability of our four attitude scales. The
authors analysed the relationships between the scales of attitudes and organi-
sational culture by using the linear regression analysis. In the analyses attitudes
were taken as a dependent and two scales of orientations of organisational culture
as independent variables. We calculated a standardised regression coefficient Beta
(B), which enabled us to predict how strongly orientations of organisational culture
forecast attitudes toward change. Analysis was applied separately for all three age
groups and every dependent variable.

According to the linear regression analysis results in Table 4, task-orientation of
organisational culture (TO) predicts all four attitudes in all age groups studied. The
predictive power of the other dependent variable relationship-orientation (RO) is
not so uniform and differs between age groups for our attitudes scales. The
determinant coefficients R? are calculated for the regression model including both
scales of orientations of organisational culture as independent variables. For
example almost 25% of the variability in the perceived benefits of change in the
younger age group can be explained by reference to task- and relationship-
orientation of organisational culture: R*=.253, F(2,179)=30.26, p< .001.

Relationship-orientation of organisational culture predicts all four attitudes only
in the oldest group with Soviet work experience.

The middle group, from 26 to 35 years, was least influenced by relationship-
orientation of organisational culture. Relationship-orientation only predicted
satisfaction with information in this age group. Attitudes toward leadership, the
company and the work itself in this age group were only predicted by task-
orientation of organisational culture.

The biggest difference was found concerning the scale indicating the benefits of
change. Attitudes to the benefits of change in the two younger groups, respondents
without any significant work experience from the Soviet Union, were not
significantly influenced by relationship-orientation of organisational culture. Thus,
our hypothesis is supported by the results of empirical analysis.
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Table 4. Connections between attitudes and orientations of organisational culture in
different groups (according to standardised regression coefficient Beta).

B Beta t Sig.

Benefits of change

Younger age group n=181 TO 261 505 6.549  .000%*
R’=.253, F(2,179)=30.26, p< .001 RO  -.007 -.005 -.066 .947
Middle age group n=298 TO 237 420 6.262  .000%*
R’=.184, F(2,295)=33.20, p< .001 RO .008 .014 206 .837
Older age group n=423 TO 198 340 6.137  .000%*
R’=.204, F(2,420)=53.94, p< .001 RO .092 155 2793 .005%

Satisfaction with information
Younger age group n=181 TO .164 256 3347  .001%*
R’=.273, F(2,178)=33.44, p< .001 RO 221 337 4411 .000%*
Middle age group n=298 TO .198 320 4.778  .000*
R’=.188, F(2,295)=34.22, p< .001 RO 101 156 2334 .020%
Older age group n=423 TO 219 357 6.668  .000*
R’=.25, F(2,422)=70.55, p< .001 RO 125 195 3.643  .000%*

Satisfaction with leadership
Younger age group n=181 TO 244 489  6.775  .000*
R’=.348, F(2,179)=47.73, p< .001 RO .064 158 2187  .030%*
Middle age group n=298 TO 228 458  7.036  .000*
R’=.231, F(2,295)=44.28, p< .001 RO .083 .035 537 591
Older age group n=423 TO 184 384 7332 .000*
R’=.281, F(2,422)=82.45, p< .001 RO .093 199 3.796  .000%*

Organisational commitment and
Jjob satisfaction

Younger age group n=181 TO .140 285 3.577  .000%*
R’=.206, F(2,179)=23.19, p< .001 RO 116 230 2.896  .004*
Middle age group n=298 TO .150 355 5152 .000%*
R’=.140, F(2,295)=23.99, p< .001 RO .013 .030 437 .662
Older age group n=423 TO 159 327 6250  .000%*
R’=.283 F(2,422)=83.35, p< .001 RO 134 264  5.057  .000*

Notes. * — coefficient statistically significant, p< .05
TO — Task-orientation of organisational culture
RO — Relationship-orientation of organisational culture

6. Discussion and conclusions

The results of this study contribute to understanding the influence of
organisational culture on attitudes toward change in post-Soviet organisations. We
compared people with work experience from Soviet organisations to those who
started their careers during transition.
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First, we found that organisational culture predicts attitudes in groups with
different work experience in different ways. Attitudes toward the benefits of
change depend on task-orientation of organisational culture in all groups regardless
of previous work experience, but did not depend on relationship-orientation among
people with any significant work experience from the Soviet Union. People older
than 35 rely on relationships more than their younger colleagues. The most
independent decision-makers belong to the group, who started their careers during
the most turbulent period from the second half of the 1980°s until 1995 — they need
relationships only for getting information.

Second, the results of the current research indicate more favourable attitudes
toward change and task-orientation of organisational culture among the younger
employees, who already started their careers during economic reforms. The older
members of organisations (those with Soviet work experience) do not support
organisational goals as much as younger members. This finding is consistent with a
study in Poland, where an English manager complained about difficulties with
changing people who are older and more “traditional” (Dobosz and Jankowicz
2002:360). We understand that those people have some difficulties due to their
previous experience. During the Soviet period companies had slack resources,
because the state was responsible for guaranteeing work for everyone. Soviet
organisations also acted as important social centres with cultural events and hobby
circles (Nurmi and Uksvirav 1994), and organisational cultures promoted stability
and people were not expected to differentiate from others. Avoiding failure was
more important than achieving success. When the transition of Estonian society
started, older people had a certain package of working habits and attitudes toward
organisational tasks. However, this is somewhat different from the understanding
of what organisations need nowadays. Today these relations have been replaced
with relations based on competition and money (Uksvirav 2001). This may be
considered as one reason why younger people, without habits obtained from
planned economy, are less influenced by the opinions of others than older people.

It should be taken into consideration that during the planned economy people
grew to maturity trusting that the state would take care of them and the current
situation now causes confusion and fear among these people. During economic
transition many of them found their profession obsolete or their professional skills
not appropriate for producing quality goods. People’s social and group identities
crumbled or broke down and it became difficult for the individual to retain a
reference structure on which to base rational action (Weik 2001). Unfortunately
there are no theories in the Western world, which could help this whole generation
to change their deeply rooted attitudes and to rebuild their social identity in their
old age.

From our findings we have developed some implications for managers of post-
Soviet organisations. As orientations of organisational culture predict employee
attitudes toward changes, managers of post-Soviet organisations should make
cultural considerations part of the organisation’s strategy and monitor the
development of the organisational culture and periodically repeat a diagnosis of
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task- and relationship-orientations. Since attitudes toward such issues as leadership,
information, the benefits of change and the employees’ own commitment to job
and company in every group depend on task-orientation of organisational culture;
in order to achieve a more task-oriented culture the method used to create and
communicate the vision for the organisation to every employee and also the
method for discussing the employees’ own perspectives in the company after the
changes, start to be crucial for the successful implementation of change. There are
different approaches needed for employees with different work experience. For
those people who started their careers during the period of most fundamental
changes (in the current survey this is age group from 26 to 35) information should
be made available through various channels such as e-mail, Intranet, a web-page
and so on. An atmosphere should also be created where differences between
subordinates and superiors are not accentuated and authority should be delegated to
lower levels in the organisation.

For the older generation with Soviet work experience this probably would not
work, because in the Soviet time people were more used to trusting the information
they got through informal channels. For them informal communication networks
should be used in order to promote beneficial values and goals and create the
feeling of the necessity of the changes. To achieve this attitude change the message
should be sent to the older group by people with whom older people could
themselves identify. Managers could create a network of change agents in the
organisation involving these older people. Managing the grapevine could be the
main information tool in order to manage organisational changes successfully.

If the development of task-orientation could be enough to involve people
without Soviet work experience in the change process, then in order to ensure the
commitment of those employees with Soviet work experience, managers could
develop relationship-orientation of organisational culture. Managers could preserve
some practices that people valued in socialist organisations in the past in order to
emphasise that the well being of people is important to management. There is
positive evidence from such integration of old and new models in East-Germany,
where managers took some features from the old model, such as attention to social
needs and concerns and a strong sense of social responsibility in decision making
(Brew 2001). Managers could also encourage people to get to know each other
better by organising space and work in this way, that these people have the
possibility to communicate more. Special time and space could be planned for
coffee breaks; these people were used to these types of breaks in the Soviet period,
but as these breaks were too long during the Soviet period, these employees
themselves should regulate them.

Managers could also help those people with a Soviet heritage to develop a
social identity and self-concept that fits the new environment. Training courses on
self-development could help to address the issue of making the best use of personal
resources. In order to encourage these people to shape their careers by themselves,
courses on career development could be organised for introducing a voluntary
concept of career (Rose 1989), which shows things from a different perspective to
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the one they have been used to. But before this, in order to get people to unlearn
hold habits and to learn new skills, behaviours and also attitudes, managers first
need to reduce uncertainty and stress and try to promote a feeling of trust. We
suggest hiring a psychologist to conducts interviews in order to find out which
fears cause resistance to change and learning, and what exactly these people are
afraid of losing. Later people could be encouraged to use their own initiative
through rewarding their good performance and by emphasising that people are not
punished when they make mistakes.

To conclude, this study reveals that people who started their careers during the
stagnation of the Soviet system developed attitudes toward changes differently to
their younger colleagues who lack this experience. The importance of relationship-
orientation of organisational culture in evaluating the benefits of change in the
older age group indicates the need to manage networks of informal communication
in post Soviet organisations. Having special policies to deal with the grapevine
could provide a competitive advantage for post-Soviet organisations.

For future research the authors of this paper find the possibility of discovering
how much this result is determined by features connected only with age
particularly interesting. To this end a similar study could be conducted in a country
without such an experience of a socialist regime.
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Job Related Attitudes and Ethics in Countries
with Different History

Abstract

This paper compares people from different countries according to their job related
attitudes and ethical values based on empirical data from 15 countries. Results
indicate that countries with a socialist past have to deal with the satisfaction of
needs at a lower level than traditional capitalist countries and this consequently
influences attitudes and expectations toward society, organisations and work.
Attitudes toward society and facets of job satisfaction predict ethical values
differently in countries with a different history as well. In traditional capitalist
countries ethical values were influenced by attitudes toward society and almost not
connected with facets of job satisfaction. In former socialist countries facets of job
satisfaction better predicted ethical values of employees than in traditional
capitalist countries.

Introduction

For 50 years, Eastern Europe and parts of central Europe were under a socialist
regime. This time was long enough to fundamentally influence people’s attitudes.
Today these countries have passed through a period of transition from a planned
economy to a free market economy. These two economic orders are based on
different attitudes and values. In the socialist system the most important aim was to
provide jobs for all, it did not matter what this person actually did or whether
his/her output was necessary at all. The governing systems had not regarded
efficiency as the main purpose. However, efficiency in its Weberian sense has
always been the primary objective of organisations in both private and public
sectors in most Western capitalist democracies.

Despite this transition in society, all the former socialist countries still have a lot
to do in order to achieve a welfare level comparable with countries in the European
Union (EU). The main problem concerns how to accomplish these changes even
faster than EU countries. The key factor here is the employees’ commitment to
change. A positive correlation has been found between the extent to which efforts
to bring about change activate an individual’s internal resources and the successful
implementation of change (Jawahar et al. 1992). People in former socialist
countries bring their previously formed attitudes to organisations, and so operate
under different rules. Therefore, the following research question arises. How have
socialist politics influenced the attitudes of people from former socialist countries?

Several studies have shown job satisfaction as a contributor and predictor to
organisational commitment (Johnson and Jones-Johnson 1992; McNeese-Smith
and Nazarey 2001). Although job satisfaction is one of most widely researched
topics in organisational psychology, the findings are still contradictory and vary
across different social policies and economic contexts in different countries (Judge
et al. 2001). Also, researchers have found that general job satisfaction and the sum
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of the facets of job satisfaction are not equal (Brief 1998). This makes it
worthwhile to continue studying this topic.

In this paper the author explores information concerning factors affecting
employees’ work related attitudes and ethical values in countries with different
historical backgrounds. A brief theoretical overview is followed by an analysis of
the results of empirical research in 15 countries.

The Attitudes of Employees

Employee attitudes are considered an indicator of the future success of an
organisation (Hurst 1995). Attitude is the psychological tendency that is expressed
by evaluating a particular entity with some degree of favour or disfavour (Eagly
and Chaiken 1993:1). A person’s attitudes influence that person to act in one
certain way instead of another (Cooper and Croyle 1984). Attitudes are formed on
the basis of affective or emotional experiences and could be seen as cognitive
structures that represent past experience (Eagly and Chaiken 1993). By reflecting
more deeply-held beliefs at the organisational and societal level this enables
attitudes to be influenced by the overall cultural context.

In an organisational context such attitudes as commitment and satisfaction,
which indicate whether individuals will be affectively connected to an institution or
would quit (Holton and Russell 1999; Meyer and Allen 1997), are crucial.
Commitment attitudes could lead to commitment behaviour, which would in turn
influence commitment attitudes (Reichers 1985).

O’Reilly and Chatman (1986) define organisational commitment as
psychological attachment to the organisation. Meyer and Allen (1997) differentiate
between affective, continuance and normative commitment. Only affective
commitment is considered an emotional reward and primary motive for remaining
together (O’Malley 2000). During the implementation of radical change requiring
changes to attitudes and values, continuance and normative commitment are not
enough, affective commitment is necessary.

Job satisfaction, defined as a pleasurable emotional state resulting from the
appraisal of one’s job (Locke 1976), is considered as a combination of attitudes
about various aspects or facets of the job, which form the overall job satisfaction
construct (Spector 1997). Researchers have broken job satisfaction up into extrinsic
elements affecting behaviour and intrinsic elements affecting attitudes, beliefs and
values. Needs connected to extrinsic factors need to be fulfilled before one can
progress upwards to intrinsic motivators (Maslow 1954). Based on research into
200 accountants and engineers Herzberg (1959) separated hygiene factors and
motivators. His classification of factors has been criticised for different reasons,
including on the basis of the limited research sample (Weiss 1996) and numerous
failed attempts to replicate the study in different countries (Judge et al. 2001).
Later, authors of comprehensive cross-cultural reviews of research into job
satisfaction have divided intrinsic and extrinsic facets of job satisfaction
differently: pay and promotion have been considered as extrinsic factors and the
work itself, supervision and co-workers are viewed as intrinsic factors (Judge et al.
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2001). As during radical change, such as the former socialist countries have
experienced, a change to people’s mindset is necessary (Sathe and Davidson 2000),
intrinsic motivators are the most important for the success of change.

Despite the long history of studies in the field of job satisfaction, researchers
have not found a general rule for how facets of job satisfaction form general
satisfaction. Changes in the work environment have brought about changes in the
nature of work, which has in turn influenced the way attitudes to work have been
studied in the social sciences (Brief 1998). Also, the role of social environments
has been under-emphasised in research into attitude (Eagly and Chaiken 1993). So,
there is a need for additional research to discover which facets of the job
satisfaction construct are more important for general job satisfaction and how the
broader social environment has influenced the importance of these facets.

Values and ethics

Individual behaviour is directed by moral beliefs (Kohlberg 1978). Morality is the
standards that an individual or a group has about what is right and wrong, or good
and evil. Moral standards are not established or changed by the decisions of
particular authoritative bodies. Instead, the validity of moral standards rests on the
adequacy of the reasons that are taken to support and justify the. So long as these
reasons are adequate, the standards remain valid (Velasquez 2002).

Values have been defined as the principles or standards that people use,
individually or collectively, to make judgements about what is important or
valuable in their lives (McEwan 2001). Values exist and are communicated through
social connections and may vary in different cultures and different countries
(Fisher and Lovell 2003). A small number of core ideas or cognitions present in
every society about desirable end-state (Rokeach 1973).

Ethics is the discipline that examines one’s moral standards or the moral
standards of a society (Velasquez 2002). Ethical means accepted standards in terms
of one’s personal and social welfare.

Research results from Estonian organisations indicate that this specific
environment during the Soviet era had an impact on peoples’ value system. A
survey of values conducted in the second half of the nineties indicated that
Estonian business students underestimated social values when compared with
Finnish students (Ennulo and Tiirnpuu 2001). These researchers found this typical
for representatives of post-socialist countries in comparison with representatives
from countries without a socialist experience (ibid:342).

In this paper author attempts to find out, which facets of job satisfaction could
predict commitment to the company, general job satisfaction, attitudes toward
society and ethical values in countries with different historical backgrounds.

Empirical study of employees’ attitudes

Methodology and sample

The author of this article conducted an international study initiated by the Denki
Ringo research group (Japanese Electrical, Electronic and Information Union) in
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Estonian organisations. This was a survey of attitudes in the electronics industry,
the third phase of which was conducted between 1999-2001 and covers 15
countries with 5914 respondents. A research partner from each country was
requested to select two plants: one producing telecommunications equipment and
the other electrical goods for household use. Seven of the countries researched had
been under socialist rule during their history. Estonia was the only country that had
been a part of the former Soviet Union. In addition the research covered Eastern
European socialist countries Poland, Czech Republic, Slovakia and Hungary,
Slovenia (from former Yugoslavia) and China. People’s attitudes in these countries
are compared to attitudes in traditional capitalist countries like — the USA, Japan,
Finland, France, Italy, Spain, South Korea and Hong-Kong. Respondents from
former socialist countries formed 51% of the sample. The author organised and
conducted the survey for two plants in Estonia with 536 respondents.

A standardised questionnaire with 39 items was used in every country.
Questions were about the respondents’ expectations of society and trade unions,
about feelings toward organisations and some other areas. Job satisfaction was
measured in two different ways. In the first part of questionnaire there were 15
facets of job satisfaction to evaluate on a five-point scale and later among questions
about age and marital status there was a single question about general satisfaction
with working life.

In order to find out how socialism has influenced people’s attitudes, I compared
attitudes from former socialist countries with those of non-socialist countries
according to their attitudes toward trade unions, society and the organisation they
work for. The comparison of two groups of countries was done by means of the
ANOVA test. The factors influencing job satisfaction and organisational
commitment were found by using correlation analyses and Linear Regression
analyses.

Job satisfaction

Generally, the traditional capitalist countries valued satisfaction with their present
work life more (F(1;5823)=75.796, p=.000) than former socialist countries. The
sum of the facets of job satisfaction was also higher (F(1;5842)=33.715, p=.000) in
traditional capitalist countries. Two groups of countries are compared in Appendix
1. Although most of the facets of job satisfaction (working conditions, pay and
fringe benefits, promotion opportunities, training and re-training, employment
security, equal opportunities for men and women and welfare provision) were
statistically significantly higher in the group of traditional capitalist countries, there
were some exceptions. For instance, regarding the factor of overtime per month,
capitalist countries exceeded (M=22 hours, SD=2.3) the corresponding figures of
post-socialist countries (M=8 hours, SD=1.4) significantly (F(1;3930)=552.194,
p=.000). This was also the main cause for greater dissatisfaction with workload
among people with a capitalist background (F(1;5790)=18.256, p=.025), and with
the length of their work time (F(1;5786)=113.021, p=.000).
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Correlation between the question about general job satisfaction and the sum of
the 15 facets of job satisfaction was positive and statistically significant (r=.475, p<
.01). There was a stronger connection between these two variables in the traditional
capitalist countries (r=.554, p<.01) than in former socialist countries (r=.394, p<.01).

The author analysed the results for general satisfaction with work life and facets
of job satisfaction by using the Linear Regression analysis. In the analyses, general
satisfaction was taken as a dependent variable and the 15 facets of job satisfaction
as independent variables.

Linear Regression analysis reveals that the facets of the entire job satisfaction
construct predicts general job satisfaction differently in countries with a different
history. The standardised coefficients Beta (), which enable us to predict how the
facets forecast general satisfaction, are presented in Appendix 1. In traditional
capitalist countries 40% of the variability in general satisfaction with work life can
be explained by reference to the 15 facets of job satisfaction presented in the
current study: R’= 403, F(15, 2472) = 111.240, p= .000. At the same time in
former socialist countries only 16% of the variability in general satisfaction can be
explained by reference to the 15 facets of job satisfaction: R*= .162, F(15, 2466) =
31.735, p=.000.

Results from the Linear Regression analysis indicate that in former socialist
countries working conditions and welfare provisions predict general job
satisfaction, but in capitalist countries they do not (Appendix 1). In traditional
capitalist countries, relationships with co-workers helped to predict general job
satisfaction, but in socialist countries they did not.

The analysis indicates differences between countries. In Table 1 facets of job
satisfaction are ranked according to their contribution to general satisfaction with
work life in both groups of countries. In the traditional capitalist countries, intrinsic
factors like relationships and interesting work contribute more to general
satisfaction than in countries with a socialist experience. The extrinsic factors like
pay, working conditions and welfare provision had more importance in former
socialist countries than in the others.

Table 1. Facets contributing to general job satisfaction with work life.

Countries with a socialist past Traditional capitalist countries
1.  Pay and fringe benefits The extent to which your work is
interesting
2. The extent to which your work is Length of working hours
interesting
3. Job security Relationship with your boss
4.  Working conditions Trust between managers and
employees
5. Competence of management Relationship with your co-workers
6.  Welfare provision Security of employment
7.  Work load Pay and fringe benefits
8. Work load
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Although, according to the data in Appendix 1, there was no significant
difference in affective commitment to the company between the two groups of
countries (F(1;5590)=2.713, p=.100), there were differences in the factors
influencing employee commitment to the company. Feelings toward the company
were taken as a dependent variable and employee job satisfaction was taken as an
independent variable in the Linear Regression analysis. Appendix 1 presents the
standardised coefficient Beta (B). In traditional capitalist countries 20% of the
variability in commitment to the company can be explained by reference to the 15
facets of job satisfaction presented in the current study: R*= .204, F(15, 2369) =
40.554, p=.000. In former socialist countries this number is smaller: only 12% of
the variability can be explained by reference to the same facets of job satisfaction:
R’=.125, (15, 2395) = 22.731, p=.000.

Results in Table 2 indicate that feelings toward the company in both blocks of
countries depend on the extent to which the work is interesting. At the same time,
in countries with a socialist past — pay and fringe benefits, relationships with co-
workers and with the boss and also working conditions — play a significant role in
employee commitment to an organisation. In the other block of countries, instead
of these factors — competent management, trust between managers and employees,
business information provided by the management and length of working hours —
significantly influenced employees’ feelings toward the company.

Table 2. Facets contributing to commitment to the company.

Countries with socialist past Traditional capitalist countries
1. The extent to which your work is The extent to which your work is
interesting interesting
2. Pay and fringe benefits Length of working time
3. Relationship with your boss Competence of management
4. Working conditions Trust between managers and
employees
5. Business information provided by
management

In traditional capitalist countries intrinsic factors predict employee commitment
to the company better than extrinsic factors. The opposite is true of former socialist
countries.

Attitudes toward society

Attitudes among people with a socialist background were remarkably different in
regard to the issue of material inequality. Respondents from the socialist block
found social differences greater than respondents from traditional capitalist
countries (F(1;5385)= 655.060, p=.000). Respondents from Slovakia rated
inequality the highest: 67% of respondents found social differences very high and
37% considered it rather high. Consequently we could say that 99% of the
population in Slovakia thought their society was unequal. The percentage was
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higher also in Poland (63% and 30%), Hungary (48% and 42%), Czech Republic
(52% and 42%), Estonia (45% and 41%), China and Slovenia: all former socialist
countries. At the same time almost half of the respondents in Japan, the USA and
Spain consider inequality moderate. We could say that this feature differentiated
the countries on the basis of their political past best of all.

We asked the respondents what kind of society they would like. According to
the results of the ANOVA test, respondents from former socialist countries valued
the following factors more than respondents from traditional capitalist countries: all
people are provided with a good material standard of living (F(1;5413)= 648.439,
p=.000); social order is well kept with few criminal offences (F(1;5389)= 84.748,
p=.000); and people can live with peace of mind (F(1;5390)= 66.928, p=.000). In
addition we could also mention one other factor, that people live their life by
observing well-established values and ethics (F(1;5360)= 9.116, p=.003).
Traditional capitalist countries on the other hand considered the following factors
of more importance than the other group did: all people co-operate with each other
in solidarity (F(1;5373)= 48.044, p=.000); a highly developed social equality
among people (F(1;5383)= 5.043, p=.025); and the individual can develop their
life by having a wide range of opportunities (F(1;5360)=9.116, p=.003).

Ethical values

In order to find out factors influencing ethical values Linear Regression analysis
was conducted twice. In the analyses, the facets ‘People live a life by observing
well-established values and ethics’ was taken as a dependent variable in both
analysis. The first time the 15 facets of job satisfaction were taken as independent
variables. The second time the other attitudes toward society were taken as
independent variables.

Linear Regression analysis reveals that the facets of the entire job satisfaction
construct predict ethical values differently in countries with a different history. In
traditional capitalist countries ethical values were almost not connected with facets
of job satisfaction. Only in Spain work conditions and training and re-training
predicted how important employees found well-established values and ethics. In
former socialist countries facets of job satisfaction better predicted ethical values of
employees than in traditional capitalist countries. In Czech Republic, Poland and
Hungary welfare provision predict ethical values. In Slovakia training and re-
training predict ethical values. Competence of management, relationships with boss
and feeling toward company can predict ethical values in Estonia.

In Estonia differences were found in different age groups. In younger group,
between 20 and 24, the pay and fringe benefits predicted ethical values. In age
group from 25 to 29 promotion opportunities predicted how important they found
well-established values and ethics. In group between 30 and 34 competence of
management predicted ethical values. From 35 to 39 following facets of job
satisfaction predicted ethical values: work load, length of working time, training
and re-training and relationships with boss. In group from 40 to 44 following facets
of job satisfaction predicted ethical values: trust between managers and employees,
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promotion opportunities, training and re-training, relationships with boss and
business information provided by management.

The results of the second analysis, how attitudes toward society predict ethical
values are presented in Appendix 2. To extend to which everyone cooperates with
each other with solidarity was the best predictor of ethical values. If cooperation
was predictor of ethics in 8 countries, then the item ‘Social order is well kept with
few criminal offences’ had predicting value to ethics in 7 countries and the item
‘Social equality among people is highly developed’ in 6 countries. ‘People are
provided with a good material standard of living’ predicted ethics in two traditional
capitalist countries Italy and USA. ‘People can acquire all the results of their own
work’ predicts ethical values in former socialist countries Hungary and Poland.

Conclusions and discussion

Results indicate that there are significant differences in the attitudes, toward
society, organisations, work, and ethics held by people in countries with different
histories.

Respondents from former socialist countries expected society to provide people
with a good material standard of living and a high level of social order with few
criminal disorders compared with other countries. At the same time, respondents
from traditional capitalist countries were more concerned about co-operation,
highly developed social equality and the creation of opportunities for the individual
to develop themselves. According to Maslow’s (1954) hierarchy of needs, the
group of countries with a socialist past are basically dealing with survival needs at
the two lower levels — physiological needs and personal safety. At the same time,
the other group of countries have passed these stages already and are dealing with
higher level needs in order to create cooperation and conditions for self-
actualisation. According to theorists in the post-modern era in order to hold an
organisation together, greater attention should be given to creating a strong feeling
of solidarity (Bergquist 1993). It seems, that former socialist countries still have a
lot to do in order to satisfy survival needs, before higher order needs can take over
as motivating forces.

As the post-modern worker is considered to be one who looks for meaningful
work and personal growth in the work setting (Bergquist 1993), we may conclude
that employees from former socialist countries haven’t achieved this level yet.

As with feelings toward society, feelings toward the company can also be
compared using Maslow’s hierarchy of needs. The results are similar —
commitment to the company in countries with a socialist past can be predicted by
lower level needs than in countries without this experience. Commitment to the
company in countries with a socialist past is influenced by pay and fringe benefits,
relationships with co-workers and the boss and also by working conditions. At the
same time in the capitalist countries instead of these factors — competent
management, trust between managers and employees, business information
provided by the management and length of working hours — significantly
influenced employees’ feelings toward the company.
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Needs were better satisfied and consequently job satisfaction was higher in
traditional capitalist countries. Also, in traditional capitalist countries intrinsic
factors better predict employee commitment to the company than extrinsic factors.
The opposite is true of former socialist countries.

Research indicates, that also ethical values are influenced by attitudes toward
society and by job satisfaction. In traditional capitalist countries ethical values were
influenced by attitudes toward society and almost not connected with facets of job
satisfaction. In former socialist countries facets of job satisfaction better predicted
ethical values of employees than in traditional capitalist countries. For example in
Czech Republic, Poland and Hungary welfare provision predict ethical values. In
Slovakia training and re-training predict ethical values. Competence of
management, relationships with boss and feeling toward company can predict
ethical values in Estonia. At the same time attitudes toward society had less
predicting value in former socialist countries than in traditional capitalist countries.
The main difference was in two values: ‘People are provided with a good material
standard of living’ predicted ethics in two traditional capitalist countries Italy and
USA; ‘People can acquire all the results of their own work’ predicts ethical values
in former socialist countries Hungary and Poland. Again, in former socialist
countries people are so busy with satisfying their own needs and family needs, that
they do not think so much about society as people in countries, which have not
experienced socialism.

On the one hand, the reasons for differences in all these attitudes may stem from
the different developmental stages of the market economy and on the other hand,
many of these differences may stem from the existence of different ideologies in
the country’s past. The time that former socialist countries have had to move from
a totalitarian regime to a democratic one has been too short for developing a
sufficient level of welfare as the basis for employee self-reliance. Employees are
afraid of losing their job and so find themselves dependent on their manager’s will.

We can conclude from the current study, which compares employees in the
electronics industry, that traditional capitalistic countries are mainly dealing with
needs characteristic of the post-modern era, but former socialist countries are still
struggling at the level of needs that were the main focus during the modernist era.
This difference of needs satisfaction has also influenced expectations toward
society, and organisations and ethical values. To make broader conclusions it
would also be necessary to test this result in other industries.
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Appendices
Appendix 1. Facets of job satisfaction affecting employee feelings toward the
organisation they work for and general satisfaction with work life.

Feelings  Feelings  General General

SC CcC toward toward satis- satis-

N=2957 N=2838 com- com- faction faction
Facets pany pany SC CC
of job M M SC CcC Beta Beta
satisfaction SD SD Beta Beta N=2481 N=248

N=2410 N=2384 7

Working 2,75 2,65 ,045 ,030 ,061 ,025
conditions 1,09 1,10
Trust between 2,75 2,75 ,050 ,072 -,001 ,086
managers and 1,00 ,99
employees
Work load 2,74 2,80 -,021 -,027 ,050 ,056

,96 1,00
Length of 2,36 2,65 -,026 ,121 -,018 ,130
working time ,92 1,06
Pay and fringe 3,55 3,08 ,150 ,034 ,133 ,058
benefits 1,07 1,10
Competence of 2,79 2,82 ,002 ,091 ,057 ,024
management 1,02 1,02
Promotion 3,41 3,16 ,040 ,018 ,018 -,020
opportunities 1,04 1,07
Training and 3,08 2,94 ,035 -,023 -,013 ,003
retraining 1,09 1,07
Security of 3,04 2,58 -,046 -,007 ,110 ,067
employment 1,14 1,02
Equal 2,83 2,68 ,022 -,011 ,019 ,013

opportunities for 1,08 1,03
women and men

Welfare 3,20 2,64 ,040 ,004 ,052 -,019
provision 1,12 1,02

Relationship 2,29 2,42 ,054 ,001 ,047 ,129
with your boss ,94 1,01

Relationship 1,92 2,03 -,066 ,024 -,009 ,069
with your co- ,78 81

workers

The extent to 2,41 2,43 ,179 ,162 ,113 ,251
which your ,93 .97

work is

interesting
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Business 2,91 2,91 -,041 ,060 -,022 ,035
information 1,19 1,01

provided by

management

Sum of facets 2,79 2,70
,62 ,66

General 2,72 2,51

satisfaction ,97 91

Feelings 1,69 1,72

towards the ,70 73

company

Notes:

SC — Countries with socialist past

CC — Traditional capitalist countries

General satisfaction was evaluated on a 5 point scale, where ‘1’ means ‘very
satisfied’ and “5’very dissatisfied’.

‘Feelings toward the company* was evaluated on a 4-point scale, where:

1 — ‘I would like to put my best effort towards the company’s success’,

2 — ‘I would like to give as much effort to the company as the company gives to me
as reward’,

3 — ‘I do not have much feeling towards the company’,

4 — I am indifferent to any matters concerning the company’

Bold notes statistically significant connections, p< .05.
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Appendix 2. Expectations toward society influencing ethical values in different
countries (People live a life by observing well-established values and ethics).

People are Everyone

Expectation provided
toward with a
society good

material
standard
of living

cooperates
with each
other with
solidarity

Indivi- Social
dual can equality
well kept develop among
with few their life people is
criminal with great highly
offences opportuni developed

ties

Social
order is

People can People can
live with a acquire all
peaceful the results
mind of their

own work

Former
socialist
Estonia
China
Czech
Republic
Slovakia
Slovenia
Hungary
Poland
Traditional
capitalist
South-
Korea
Hong-
Kong
Japan

Italy *

Spain

USA *

France
Finland

“** indicates, that this expectation toward society can predict how people in this
county evalueate the facet ‘People live a life by observing well-established values

and ethics’.
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Part 4. CONCLUSIONS

4.1. Discussion of the research propositions

The process of continuous change in Estonian companies since the end of 1980’s
has required that members of organisations learn new skills and attitudes. The
results of this survey in Estonian organisations reveal that the respondents' thoughts
about organisational culture and learning differ from each other with regard to age,
position, and educational level. Orientations of organisational culture also predict
learning and attitudes among members of organisations in different groups in
different ways.

P1: Task orientation and relationship orientation of organisational culture both
predict organisational learning.

Although Argyris (1990) warns that culture can either block learning and
change or it can stimulate learning, the current study indicates the importance of
culture in organizational learning. The first proposition of this research was
supported and the current research reveals that both task orientation and
relationship orientation of organisational culture stimulate learning and are good
agents for predicting organisational learning during major organisational change
(Table 1 in Study IV, page 107).

P2: Relationship orientation of organisational culture is a better predictor of
collective learning for employees with longer tenure at the same organisation than
for people with shorter tenure.

This proposition was supported as well. We found that collective learning and
also individual learning among employees who have worked less than five years
for a particular organisation were not influenced by relationship orientation of
organizational culture (Table 1 in Study VI, page 107). This was different among
employees with tenure of more than five years. Both their individual and collective
learning could be predicted by relationship orientation of organizational culture;
and collective learning in this group did not depend on task orientation any more
(Table 1 in Study VI, page 107). This finding indicates the importance of time in
forming relationships necessary for organisational learning in contemporary
organisations, and provides managers reason to reconsider their attitudes toward
tenure. In Estonian organizations managers are still afraid of stagnation even in
people’s attitudes and expect people with longer tenure to become resistant to
change. At the same time in a turbulent environment, organisational learning based
on collaboration as a ‘core competency’, became the main source of competitive
advantage (Prahalad and Hamel, 1990). This research indicates the important role
of relationship orientation in shaping collaborative abilities in organisations and the
time frame involved until these relationships start to exert influence. So it shows
tenure in a new light and indicates that a long tenure in a particular organisation
may become valuable again. But this could not have been evaluated on the same
basis as last century, but only on the basis of values emphasising openness,
continuous learning and flexibility.
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P3: The organisational learning of managers is better predicted by task orien-
tation of organisational culture than by relationship orientation of organisational
culture.

Although managers were more task oriented than specialists, the third
proposition was not supported. On the contrary, organisational learning in the
group of managers could be predicted by relationship orientation of organisational
culture only (Table 1 in Study VI, page 107). As in Schein’s (1996) operators’
culture which turns more attention to human interactions than executives’ and
engineers’ culture, we must assume, that despite their professional background in
medicine, the managers who participated in the current survey had learned through
personal experience how inevitable communication, trust and teamwork must be
for operating in a changing environment in terms of both technological and
organisational development. This finding supports Eisler’s (1987) comments, that a
re-examination of cultural history shows that highly advanced civilizations in many
eras have been based on partnership rather than domination.

P4: Relationship-orientation of organisational culture influences the attitudes
toward change in people with a Soviet work experience more than those same
attitudes in younger people without this experience.

The author found that organisational culture predicts attitudes in groups with
different work experience in different ways. Attitudes toward the benefits of
change depend on task-orientation of organisational culture in all groups regardless
of previous work experience, but did not depend on relationship-orientation among
people with any significant work experience from the Soviet Union. People, who
started their careers during Soviet time, rely on relationships more than their
younger colleagues.

4.2. The results in the institutional context

The author found connections between the institutionalisation stage at the
societal level and types of change in organisations. During the period of social
transience, which consists from deinstitutionalisation and reinstitutionalisation,
transformational change took place in the majority of Estonian organisations
(Study II). Only 10% of the companies studied had made no transformational
changes such as changes in strategy, organisational culture or management style,
but these companies had made transitional changes.

Empirical evidence indicates that people, who started their careers during
different institutional stages in Estonian history, have different ways for forming
their attitudes concerning changes in organisations. People that started their careers
during the stagnation in the Soviet Union, when both, formal and informal
institutional systems were stable, developed attitudes toward changes relying on
relationship orientation of organisational culture. The character of a totalitarian
regime might explain this tendency (Figure 3, Study VI).
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Figure 3. Impact of organisational culture upon organisational learning and
attitudes toward change in institutional context.

During the totalitarian regime in the Soviet Union it was not safe to speak
openly or share personal thoughts (Taagepera, 1993). For this reason Estonians
developed two levels of communication: they learned to speak and use the official
language and dogma of the communists in public as a form of lip service, and the
second and genuine national level was used in families and with close friends.
Children learned this communication finesse before school age (Nurmi and
Uksvirav, 1994). This was also transferred to organisations and employees were
used to getting interpretations of events from colleagues (Uksvirav, 2001).
According to the current survey these people have brought this habit to
contemporary Estonian organisations and rely on relationship orientation of
organisational culture when deciding about the benefits of change.
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The most independent decision-makers belong to the group that started their
careers during the most turbulent period from the second half of the 1980’s until
1995, when the old institutional system was first challenged, then destroyed and
replaced with a different system. In decisions concerning the benefits of change
this group of people rely purely on task orientation of organisational culture. The
reason for this may be that there was no one to rely on, because Estonian society
was moving in the direction of an unknown. People that started their careers after
1995, when the situation had started to stabilise, rely on both task and relationship
orientation. They can ask for information from their colleagues who have already
got experience of the recently developed market economy. Managers could
consider this difference in the attitude formation process in managing change.

Connections between organisational culture and learning differ between groups.
One group commenced work during a time when new institutional settings, which
allowed more autonomy, were added to a previous institutional system. This
opened new possibilities for the individuals to be active. The current survey
indicates that individual learning in this group could be predicted by task
orientation of organisational culture only (Figure 3, Study IV). Collective learning
in this group depends on relationship orientation as well and is consistent with
previous organisational learning theories. In the other group, where people had
started their careers earlier — during the period of stabilised institutions in the
Soviet time — the results were different: only relationship orientation could predict
both individual and collective learning in this group.

In Table 3 the main conclusions from Studies I, IV and VI have been shown
together with evaluations of the stages of institutionalisation in Estonia. The main
conclusions from Study VII are summarised in Figure 4. Differences were found in
need satisfaction and in the formation of attitudes toward work, the organisation
and society in countries with different institutional backgrounds.

The employees from those capitalist countries that have not experienced
socialism and have established institutions rated satisfaction with their present
work life higher than employees from former socialist countries where institutions
are experiencing the social transience stage. In the established capitalist countries
higher level needs like the need for interesting work and relationships at work
contribute more to general job satisfaction than in countries with a socialist
experience. In former socialist countries factors like pay, working conditions and
welfare provision had more impact upon general job satisfaction than in countries
with stable institutions.

Commitment to the company in countries with a socialist past could be
predicted by working conditions, pay and fringe benefits, relationships with co-
workers and the boss. At the same time in the capitalist countries, instead of these
factors, competent management, trust between managers and employees and the
provision of business information by management predicted the employees’
feelings toward the company.

Similar needs dominated in the formation of expectations toward society.
Respondents from former socialist countries expected society to provide people
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with a good material standard of living and a high level of social order with few
criminal disorders compared with other countries. At the same time, respondents
from established capitalist countries were more concerned about co-operation,
highly developed social equality and the creation of opportunities for the individual
to develop themselves.

Table 3. The main conclusions from Studies I, IV and VI within an institutional
framework.

Institutionalisation Types of Impact Impact of Impact of
organisational of OC OC on OC on
change on individual  collective

attitudes  learning learning

1950-  Period of stable Developmental RO+TO RO RO
1980 institutions change
1980-  Decline in Developmental RO+TO TO RO+TO
1987 established change

institutional

arrangements
1987-  Decline continues, Transitional TO TO RO+TO
1991 creation of new change

additional

institutions
1991 Deinstitutionali- Transformation TO TO RO+TO

sation al change
1991-  Social transience Transformation TO TO RO+TO
1995 al change
1995-  Reinstitutionali- Transformation RO+TO TO RO+TO

sation, al change,

More stable transitional

institutions change

Notes: OC — Organisational culture

RO — Relationship orientation of organisational culture
TO — Task orientation of organisational culture

It has been shown that people in the group of countries with a socialist past,

currently experiencing social transience, are basically dealing with survival needs —
physiological needs and personal safety. At the same time, people in established
capitalist countries with stable institutions are dealing with higher level needs in
order to create cooperation and conditions for self-actualisation.

In the light of empirical evidence the development of unique theories about
organisational change in post-socialist countries seems unnecessary, but the
existence of certain specific characteristics of the process of transformation cannot
be ignored.
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Figure 4. Motivating needs in countries with different social and political
backgrounds.

4.3. Implications for managers, limitations and
suggestions for further research

The study of the process of change is moving from a descriptive to a prescriptive
posture, offering interventions and steps for the implementation of change (Nutt,
2003). From her findings, the author has described some implications for managers
of post-Soviet organisations.

The author proposes a change model for Estonian organisations with an
emphasis on unlearning. The model consists of the following steps: (1) determining
the need for change and unlearning followed by creating a vision; (2) determining
the obstacles to change and unlearning followed by gaining the participation of
organisational members; (3) the implementation of unlearning and the imple-
mentation of change; and (4) consolidating improvements and institutionalising the
change (Figure 1 in Study III, page 96).
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Through the identification of broadly shared schema, managers could be in
better position to understand the different change attitudes held by their employees
and establish the respective level of readiness for change in various groups in the
organisation. Managers can construct change programs and target likely sources of
resistance to change. As task and relationship orientations of organisational culture
predict employee attitudes toward changes, managers should make -cultural
considerations part of the organisation’s strategy, and monitor the development of
the organisation’s culture and periodically repeat a diagnosis of task and
relationship orientations (Study VI).

Different approaches are required to suit employees with differing professional
experience in order to achieve a more task-oriented culture (see Study VI).

The author developed the following implications for management education in
Estonia (see Study V). The author suggests:

- a paradigm shift — the focus should move from technical systems to social
systems in management

- more emphasis should be placed on teaching human resource management—
including diversity issues

- change management should be guaranteed a secure and definite place in the
curriculum

- teaching the theories of individual and organizational learning by emphasizing
the differences in the factors that influence learning in groups with different
backgrounds and demographic data.

Although some useful conclusions and implications were drawn, it should be
stressed that such a complex phenomenon as organizational change can only be
touched upon by one doctorate. As with all research projects, the research
conducted by the author of this thesis has limitations and requires follow-up
studies. To talk about the limitations: the attempt to connect the single articles
under one theoretical framework is a complicated task in itself. Although a
dissertation using articles provides the opportunity for proving various aspects of a
theoretical model, there is no possibility of amending those articles that have
already been published in order to better share in the value of the full thesis.

There are also limitations in this study connected with its general framework.
Due to the limitations of thesis documents, the author has focused only on
behavioural factors, there could also be other factors influencing change in
Estonian organisations. The author explored concrete connections between a
limited number of factors, and the other influences have been left for future
research. Besides the importance of studying dynamic behavioural factors
influencing change in organisations, the more static factors could also be taken into
consideration. Attitudes toward change could be studied together with personality
traits. It could also be useful to find out how managers are perceived by their
subordinates and how this perception is connected with their attitudes toward
change. Another essential field of study would be that of values. The research
could also focus on a comparison of managers’ values and the values of their
subordinates. It would also be useful to know how values held by managers
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influence subordinate perceptions of managers. For example, are managers who
value ethics more, seen as being more trustworthy and fair.

This research project was done in both the private and public sector. But the
research results cannot be generalised for both sectors, because the amount of
research done in the public sector was quite limited. In the study in hospitals,
respondents belonged mostly to one profession and most of the employees were
female. In this case the professional and socio-demographic proportions were not
representative of the whole society. In order to get more information about the
influence of institutional stage upon attitude formation toward change and
organisational learning, comparative studies could be done by using questionnaires
about organisational culture, organisational learning and attitudes toward change in
other countries such as China, Turkey and Russia. Attention should also be turned
to several industries, professions and socio-demographic groups.

The process of the implementation of change could be studied in more detail by
using the model developed in this doctorate. Respondents should be selected from
all levels of an organisation for in-depth interviews. Questions should not only be
about the steps involved in the change processes, but also the dynamics in attitudes
held and about supporting forces; including management style, culture and learning
atmosphere. Metaphors could be used in order to capture emotional responses.

Besides finding concrete solutions to problems specific to transformation, it is
important to build a two-way road between countries in transition and developed
capitalist countries. Academics from former socialist countries could contribute to
the developing theories about implementing change.

4.4. The main conclusions at societal,
organisational and individual level

Taken together, the main conclusions of this doctoral research are drawn out on
three levels: at the macro level of societies, at the organisational level and then the
consequences and pre-conditions at the individual employee level.

Conclusions about the societal level influences on organisations could be
expressed as follows:

- Reports from managers indicated that in 90% of the studied organisations
transformational changes had taken place and in the remaining organisations
transactional factors had changed (Study II).

- Estimates of the success of change and the existence or creation of a learning
organisation vary with regard to a company’s age. The managers of companies
established before 1995 evaluated the changes as having been less successful
and their existence as a learning organisation less developed than the managers
of younger companies. The low level of individual activity in companies
established before 1995 in a sense points to a soviet suppression of individual
initiatives (Study I).
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The highest rating of organisational learning and of successful implementation
of change were shown in companies established in the period 1995-1997,
during stabilisation and relatively high growth in the Estonian economy (Study
D).

The companies established after the crisis in 1997 have learnt that they need to
live in a constant process of change. Most of them have made more changes in
their culture, leadership styles, organisational structure and task requirements
than older companies (Study II).

The following societal level influences on individuals were also noted:

There are significant differences in the attitudes toward society, organisations
and work, held by people in countries with different levels of institutional
development. In a transformation economy with unstable institutions, survival
needs dominate in the formation of people’s attitudes. At the same time in the
established capitalist countries experiencing a period with stable institutions,
the problem of survival has already been solved and higher level needs had
started to dominate. This difference in the level of needs satisfaction has also
influenced employee attitudes and expectations toward society, trade unions
and organisations (Study VII).

The aspects of organisational culture influencing organisational change — task
orientation and relationship orientation — have a different impact on the
formation of attitudes toward change depending on the level of institutional
development. People who began their working life during the subsequent
transition period differ from others according to the way they form their
attitudes toward change because their attitudes toward the benefits of change
cannot be predicted by relationship-orientation of organisational culture. Only
task-orientation of organisational culture predicts a belief in the benefits of
change in this group, which started work during a period of rapid
deinstitutionalisation (Study VI).

There was a distinct difference between two groups in respect to the formation
of attitudes toward learning in Tallinn hospitals. Only relationship orientation
of organisational culture could predict both individual and collective learning
in those people who started to work during the totalitarian regime in Soviet
Estonia where institutions were stable but stagnant. The results for the group
who started working at a time when more autonomy was given and new
institutional settings were being created are quite different. Individual learning
in this group could only be predicted by task orientation of organisational
culture. Collective learning in this group, however, also depended on
relationship orientation (Study 1V).

Implementation of change at the organisational level and its various aspects:

Organisational learning depends on the scope of the change: individual activity
and collaboration were both rated higher in companies having experienced
transformational change than in companies having implemented only
transitional change. Indicators influencing individual activity were particularly
high after transformational change (Study I).
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Evaluation of the success of changes depended on the size and ownership of
the company. The smallest and the largest companies assessed changes as
having been more successful and organisational learning more developed than
medium sized companies with 26-100 employees. Managers in the public
sector evaluated the implementation of changes as having been less successful
than did managers in the private sector (Study I).

The actual model for change in the studied companies consisted of four steps:
(1) the determination of the need for change, (2) the creation of a vision, (3) the
communication of the vision to employees, and (4) managers involving
employees in the implementation of change. The biggest shortcoming was that
changes were mostly left unfinished and the institutionalisation of the changes
in the organisational culture was mentioned by less than 25% of Estonian
managers (Study III).

A critical step, which influenced individual and organisational learning in a
positive way, was the creation of a vision, which was usually accompanied by
the creation of a coalition and institutionalisation of changes. Through creating
a vision and increasing employee involvement companies, who changed
strategy and mission, also managed to develop a new culture (Study I).
Organisational learning was more developed in companies where changes in
strategy and culture have taken place and where managers have evaluated
changes as having been more successful (Study I).

The main activities and features managers saw as related to a learning
organisation were environment scanning, openness, self-development for all
members of the organisation and also the creation of a learning climate and
learning from past experiences and best practices. Other important features
such as information systems for sharing, storing and transforming information,
and creativity and learning together were less frequently considered (Study I).

Consequences and pre-conditions at the individual level:

Inertia in the thinking of people and fear of the unknown in organisations
became of the biggest obstacles during the implementation of change. People
did not have a clear vision of their future in such a rapidly changing and
evolving society and this reinforced their fear (Study I1I).

There were more favourable attitudes toward change and task-orientation of
organisational culture among the employees, who had already started their
careers during the period of economic reform. Those members of organisations
with soviet work experience do not support organisational goals as much. This
may be explained by difficulties stemming from their previous experience
(Study VI).

Older people were more satisfied with job and committed to the company than
younger, but younger people are more interested in change. According to
length of service at the same company, the group showing the highest level of
satisfaction are those who have been at the company for between 11 and 15
years. Employees find changes most necessary during their first year in the
company (Study V).
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- Perceptions of the usefulness of change and information about changes are not
such good indicators for organizational learning as job satisfaction and
commitment to the company (Study V).

This integration of Western theory and Eastern data provides us with a deeper
comprehension of organisational change in highly turbulent environments.
Generally, it has shown how attitudes toward change and learning in different
groups are influenced by institutions at the societal level through organisational
culture. These attitudes, in turn, also impact upon organisational and societal
change. An awareness of these factors is invaluable in the selection and training of
personnel as well as in organisational development enabling managers in a post-
soviet era to achieve competitive advantage for their organisations.

Researchers agree that the process of change is not completely understood
(Whelan-Berry et al., 2003). I believe that my research about organisational change
during economic transition provides additional insight into the change process.
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APPENDICES

Appendix 1. Interview questions.

1. When were the main changes implemented in your organization? Which factors
caused these changes?

2. What exactly was changed, please mark with ‘+’ in following table:

Factor ‘+’ | Factor ‘+’ | Factor +’
Strategy Leadership Individual skills

Mission Structure Systems

Culture Task requirements Management practices

3. How did the implementation of organizational changes take place? Which steps
were taken in the process of implementation of organizational change?

4. Did you meet resistance to change? How this resistance appeared? Please
describe it.

5. What did your company do to overcome resistance to change?

6. How do you evaluate success of the implemented changes in your company on a
5 point scale (5 is the highest mark and 1 the lowest).

7. Which were the most difficult issues during the implementation of changes?

8. What did you learn from implementation of these changes? What would you do
differently in the future?

9. Please evaluate how the indicators in following table in your organization as a
whole. Think about all employees. Please use a 10 point scale (10 is the highest
mark and 1 the lowest).

Indicator Grade from 1 to 10

An open-minded and positive attitude towards risk-taking

Learning by mistakes

Open communication

Willingness to develop oneself

The acceptance of a new operational culture

Willingness to make initiatives

Encouraging activeness in one’s work

Removal of distress amongst the personnel

Commitment to the change process

Awareness of business objectives

Commitment to objectives

Active participation in decision making

Collaborative ability

Fluent work processes

Open information flow

The ability to use teamwork

A business oriented operational culture
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Emphasis on training

Efficient strategic planning

Acceptance of and satisfaction with lean management

Managerial support for personal development

10. How do you evaluate your organization as a learning organization and why.

Please use a 10 point scale (10 is the highest mark and 1 the lowest).

Appendix 2. Parts from questionnaire of Denki Ringo research group.

Q1. What kind of job do you have now and what did you get when you joined this

company?

[J[J[Ja. Present job

1. Blue collar —[1[1[][] If Blue collar ; 1. Unskilled 2. Skilled

2. Clerical administrative (incl. sales & marketing)

3. Technician

4. Engineer

5. Supervisor

6. Manager
7. Other
Q9. How far are you satisfied with the following issues?
1 2 3 4 5
Very Fairly More Fairly Very
Satisfied Satisfied orless | Dissatis- Dissatis-
fied fied
1. Working conditions
(e.g. Lighting, heating, 1 2 3 4 5
noise)
[1. Trust between
managers and 1 2 3 4 5
employees
1. Work load 1 2 3 4 5
. Length of working 1 ) 3 4 5
time
[l. Pay and fringe
benefits ! 2 3 4 >
). Competence of 1 ) 3 4 s

management
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J. Promotion

opportunities ! 2 3 4 3
0. .T'ralmng and re- 1 ) 3 4 5
training

. Security of 1 5 3 4 5
employment

1. Equal opportunities 1 2 3 4 5
for women and men

[]. Welfare provisions 1 2 3 4 5
. Relationship with 1 ) 3 4 5
your boss

. Relationship with 1 ) 3 4 5
your co-workers

). The extept 'of whlgh 1 ) 3 4 5
your work is interesting

1. Business infor-

mation provided by 1 2 3 4 5
management

Q10. What are your feelings towards the company you are working for?
(Choose ONE response that most reflects your opinion)

1. I would like to put my best efforts towards the company's success.

2. I would like to give as much effort to the company as the company gives to me
in reward.

3. I do not have much feeling towards the company.

4. I am indifferent to any matters concerning the company

Q15. In your opinion, what kind of society do you think Estonia should be?

1 2 3 4
Very Fairly Not so Not at all
important important important important
A. People are provided with a
good material standard of 1 2 3 4
living
B. Everyone cooperates with
each other with solidarity 1 2 3 4
C. People live a life by
observing well- established 1 2 3 4
values and ethics
D. Social equality among
people is highly developed 1 2 3 4

188




E. Individuals can develop

their life with great 1 2 3 4
opportunities
F. Social order is well kept
with few criminal offenses 1 2 3 4
G. People can live with a 1 ) 3 4
peaceful mind
H. People can acquire all the

1 2 3 4

results of their own work

Q26. How much are you satisfied with your present working life ?

1. Very satisfied

2. Fairly satisfied

3. More or less
4. Fairly dissatisfied
5. Very dissatisfied

Appendix 3. Regression residuals plots.
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Al. Histogram of dependent variable “collective learning” (regression standard
residual).
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A2. Histogram of dependent variable “benefit of change” (regression standard
residual).

Normal P-P Plot of Regression

Standardized Residuals

Expected Cum Prob
w

0,0 3 5 8 1,0

Observed Cum Prob

A3. Normal P-P Plot of regression standard residual. Dependent variable “benefit
of change”.
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A4. Scatterplot of dependent variable “benefit of change”.
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Organisatsioonilised muudatused
Eestis uleminekuajastul:
Olulisemad kaitumuslikud méjutegurid

Too aktuaalsus ja uurimuse eesmark

21. sajandi majanduse olulisemad mérksdnad on muutuv keskkond ja toétajaskonna
mitmekesisus. Uheaegselt toimuvad muutused on viinud seisundini, mis niib
segadusseajavana ja kus tundub vdimatu midagi ette niha ja planeerida. Seetdttu on
fookus nihkunud toote innovatsioonilt ja tehnoloogilistelt muudatustelt muudatuste
labiviimise protsessile ja inimeste hoiakutele muudatuste suhtes (Bergquist, 1993).

Eesti iileminek sotsialistlikult plaanimajanduselt kapitalistlikule turumajan-
dusele piistitas nii organisatsioonidele kui inimestele senisest erinevad iilesanded ja
seega vajaduse muutuda. Muutumine seondub otseselt uute oskuste, kditumis-
viiside, hoiakute ja védrtushinnangute omandamise ja Gppimisega. Muudatuste
eduka labiviimise eeltingimusteks on peetud nii individuaalset kui ka organisat-
sioonilist dppimist. Olemasolevate institutsioonide lagunemine tdi inimeste jaoks
kaasa midramatuse ja teadmatuse. Aastakiimneid stabiilsena piisinud keskkonnaga
harjunud inimestel polnud enam millelegi tugineda. Uute, turumajandusele omaste
institutsioonide {iilesehitamine oli vajaliku hariduse ja kogemuste puudumise tottu
aegandudev. Samas teadmiste iilekandmine Lé&neriikide praktikatest iilemineku-
maadesse institutsionaalsete ja kultuuriliste pingete ja konfliktide tottu sageli ei
onnestu (Clark ja Geppert, 2002).

Doktoritod aineks on muudatused Eesti organisatsioonides. Peamiseks ees-
mirgiks on vélja selgitada organisatsiooniliste muudatuste olulisemad kiitumus-
likud mojutegurid ja nendevahelised seosed Eesti organisatsioonides.

Kéesolevas doktoritdOs on organisatsioonis, st mikrotasandil toimuvaid muuda-
tusi seostatud makrotasandi mdjudega siirdeiihiskonna tingimustes. Tegemist on
kahesuunalise protsessiga. Uhelt poolt mdjutab iihiskonna institutsionaalse arengu
aste inimeste hoiakuid ja organisatsioonikditumist. Teiselt poolt on hoiakud, mille
inimesed muudatuste kdigus omaks votavad, aluseks nii organisatsioonikultuuri kui
ka rahvuskultuuri kujunemisele ja mdjutavad seega nii organisatsiooni kui ka riigi
konkurentsivdimet. Seega on muudatuste protsessi paremaks mdistmiseks ja suuna-
miseks tarvis tunda nii indiviidi, organisatsiooni kui iihiskonna tasandil toimuvat.

Doktoritdo piiratud maht ei voimalda sellist kompleksset ndhtust nagu organi-
satsioonilised muudatused igakiilgselt késitleda ja Eesti organisatsioonides toi-
munud muudatuste koiki aspekte vélja tuua. Seetdttu on autor keskendunud
piiratud arvule kriitilise tdhtsusega kaitumuslikele teguritele. Uuringutes on
poOhirdhk organisatsiooni hierarhia madalamate tasandite tootajatel.

Eesmérgi saavutamiseks piistitas autor jargmised uurimistilesanded:

- Selgitada vilja Eesti organisatsioonides 14bi viidud muudatuste liigid ja
labiviimise seaduspérasused ning esilekerkinud probleemid.
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- Leida vGimalus organisatsioonilise Oppimise hindamiseks ja selgitada vilja
organisatsioonilise Oppimise eripdra Eesti organisatsioonides.

- Leida voimalus todtajate muudatustega seotud hoiakute hindamiseks. Selgi-
tada vilja nende hoiakute avaldumine Eesti organisatsioonides ja muuda-
tustega seotud hoiakute mdju organisatsioonilisele dppimisele.

- Selgitada vilja muudatustega seonduvad organisatsioonikultuuri aspektid ja
nende moju muudatustega seotud hoiakutele ja organisatsioonilisele Gppimisele
erinevate sotsiaaldemograafiliste tunnustega rithmades.

- Selgitada vilja erineva institutsionaalse arengu astmetel olevate riikide todta-
jate hoiakud t60, organisatsioonide ja ilihiskonna suhtes. Sotsialismilt kapita-
lismile iilemineku ajajérgus olevate riikide todtajaid vorreldakse nende riiki-
dega, kellel sotsialismi kogemus puudub.

Too uudsus ja meetodid

Riigid, kus toimub iileminek sotsialismilt kapitalismile, on ettevotluskeskkonnana
oluliselt erinevad riikidest, kus sotsialistlikku riigikorda pole iildse olnud ja kus
kapitalismi iilesehitamist alustati rohkem kui sajand tagasi. Jarjepidevuse
katkemisest tingitud erinevused on nii institutsionaalses arengus kui inimeste
teadvuses ja hoiakutes. Institutsioonide lagunemise ja taasloomise oludes on
institutsionaalsed piirangud vdiksemad. Siiani on organisatsiooniliste muudatuste
alaseid uuringuid 1dbi viidud eelkdige USA-s ja Léédne-Euroopas, kus on
keskendutud Ida-Euroopast erinevale keskkonnale. Ida-Euroopa poolt vaadatuna on
TSehhis pohjalikke uurimusi 1dbi viinud Briti teadlased Clark ja Soulsby (1999) on
Léadneriikides 1abiviidud uuringuid nimetanud teatud mdttes piiratud fookusega
uuringuteks. Nende uuringute pdhjal koostatud teooriad ja mudelid ei aita
lahendada spetsiifilisi probleeme, mille ajalugu on sotsialismi ldbi teinud riikide
ette pustitanud. Puuduvad thise heakskiidu leidnud teooriad iileminekumajanduse
riikidele.

Kéesoleva uurimuse uudsus seisneb Ladneriikides suhteliselt stabiilsemas kesk-
konnas viljatootatud teooriate seostamises Eesti ettevdtetes labiviidud empiirilise
uurimuse andmetega. Tegemist on piilidega rakendada ja kohandada Ladne
teooriaid kiiresti muutuvale iileminekuiihiskonnale. Selline ldhenemine voimaldab
koguda uut teavet rahvusvahelise &ri valdkonnale, ndidates, kuidas erinevad
institutsionaalsed keskkonnad mojutavad tootajate muudatustega seotud hoiakute
kujunemist.

Organisatsiooniliste muudatuste sotsiaalset kiilge on iileminekuriikides
suhteliselt vahe uuritud ja needki uurimused (Breu, 2001; Child ja Czegledy, 1996;
Clark ja Soulsby, 1999; Liuhto, 1999a; Liuhto, 1999b; Soulsby, 2001; Thomson,
2001; Weik, 2001) on keskendunud eelkdige tippjuhtide ja kdrgema taseme juhtide
uurimisele. Samas on muudatuste elluviimisel kdige enam probleeme just todliste
ja esmatasandi juhtidega (Clarke et al., 1994). Ké&esoleva doktoritdé raames on
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autor pooranud tdhelepanu nende todtajate hoiakute kujunemisele, kes ei ole
juhtival kohal ja jddvad muudatuste protsessis vastuvatja rolli.

Vaatamata suurele hulgale teaduslikele kirjutistele dppivast organisatsioonist
kui vahendist muudatuste kiiremaks ja edukamaks ldbiviimiseks, on selles
valdkonnas tehtud suhteliselt vdhe empiirilisi uuringuid. Empiiriliselt on véhe
uuritud ka organisatsioonikultuuri moju organisatsioonilisele dppimisele. Kidesolev
doktoritdo tdidab seda liinka, uurides empiiriliselt organisatsioonilist Sppimist ning
organisatsioonikultuuri {ilesande- ja suhteorientatsiooni moju organisatsioonilisele
Oppimisele.

Uurimusprojekti valmimise kdigus viis autor 14bi neli empiirilist uurimust ja
kasutas viit erinevat mootmisvahendit, millest kolm on autori poolt vilja td6tatud:
1. Intervjuu kiisimused organisatsioonides toimunud muudatuste tiiiipide

hindamiseks ja muudatuste 1dbiviimise protsessi kindlakstegemiseks.

2. Kiisimustik organisatsioonilise dppimise hindamiseks.

3. Kiisimustik tootajate muudatustega seotud hoiakute hindamiseks.

Lisaks eelnimetatud kiisimustikele kasutas autor uuringute labiviimisel kaht varem

vilja tootatud mootmisvahendit:

4. Maaja Vadi poolt vilja tootatud ja kohandatud kiisimustik organisatsiooni-
kultuuri orientatsioonide hindamiseks.

5. Denki Ringo uurimusgrupi poolt viljatodtatud kiisimustik todtajate hoiakute
hindamiseks t60, organisatsiooni ja ithiskonna suhtes.

Autori panuseks on kahe mdo0tmisvahendi véljatootamine Eesti organi-
satsioonides kasutamiseks: muudatustega seotud hoiakute hindamiseks ja organi-
satsioonilise Oppimise hindamiseks. Autori kdige olulisemaks panuseks teooriasse
on muudatustega seonduvate organisatsioonikultuuri aspektide mdju véljatoomine
tootajate muudatustega seotud hoiakutele ja organisatsioonilisele Oppimisele
lahtuvalt ihiskonna institutsionaalse arengu astmest hoiakute formeerumise ajal.

Too praktiline tahtsus

T60 praktiline tédhtsus on vilja toodud jargmistes punktides:

— Toodtajate muudatustega seonduvaid hoiakuid mojutavate faktorite tundmine
voimaldab investoritel ja juhtidel tdotajaid paremini motiveerida ja seeldbi
paremaid tulemusi saavutada.

— Juhid saavad tootajate hoiakute mddtmisvahendit ja organisatsioonilist dppimist
hindavat modtmisvahendit kasutades selgema ettekujutuse nende organisatsioonis
toimuvatest protsessidest ja to0d takistavatest probleemidest. See voimaldab neil
tegutseda ennetavalt, selle asemel et reageerida juba tekkinud raskustele.

— Teabe olemasolu organisatsioonikultuuri orientatsioonide mdjust tootajate
muudatustega seotud hoiakutele ja organisatsioonilisele Oppimisele vdimaldab
juhtidel kujundada just selliseid organisatsioonikultuuri omadusi, mis aitavad kaasa
organisatsiooni eesmérkide saavutamisele.
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— Informatsioon hoiakute kujunemise ja dppimise eripdradest erinevates sotsiaal-
demograafilistes rithmades voimaldab juhil personali valiku kdigus komplekteerida
sellise koosseisuga todtajaskond, kes antud tingimustes aitab kdige enam
suurendada organisatsiooni konkurentsivoimet.

— Seniste muudatuste juhtimise kogemuste analiiiisi tulemused Eesti organisat-
sioonides vdimaldavad juhtidel teiste poolt Opitut arvesse votta ja muudatused
vastavalt t00s antud soovitustele kavandada ja 1dbi viia.

— Teave selle kohta, kuidas institutsionaalne areng mdjutab hoiakuid ja hoiakute
kujunemist, viitab vajadusele pdorata tihelepanu mitteformaalsetele infokanalitele.
Juhid saavutavad neid kanaleid oskuslikult kasutades teiste ees konkurentsieelise.

— Vottes arvesse erinevate todtajaskondade hoiakute kujunemist muudatuste suhtes,
on t60s vilja arendatud soovitused juhtimise Gpetamise tdiustamiseks.

— Kuna probleemid tdoétajate rilhmadega, kellel on tdokogemusi erinevatest
poliitilistest reziimidest, on omased ka teistele endistele sotsialismimaadele, ei saa
kéesoleva uuringu tulemustest kasu mitte ainult Eesti, vaid ka teiste Idabloki maade
juhid.

Doktoritoo teoreetiline taust

Muudatusi voib koige laiemalt defineerida kui planeeritud vai planeerimata vastust
mingite joudude survele (Jick, 1993:1). Joonisel 1 lk. 199 on kiesoleva doktorit6d
teoreetiline raamkontseptsioon muudatuste uurimiseks Eesti organisatsioonides.
Muudatuse edukust mdjutavate teguritena analiilisitakse muudatuse liiki,
labiviimise protsessi ja organisatsiooni valmisolekut muudatusteks. Valmisolek
omakorda tuleneb organisatsioonilisest Oppimisest, organisatsioonikultuurist ja
tootajate hoiakutest muudatuste suhtes.

Autor analiilisis Eesti organisatsioonides toimunud muudatuste liike ja
labiviimise protsessi, vottes muudatuste liikide analiiiisimisel aluseks Ackermani
(1984) kolme erinevat liiki omava késitluse. Muudatuste erinevaid liigitusi on
pOhjalikumalt kasitletud II artiklis, kus enamlevinud muudatuste klassifikatsioone
on vorreldud Ackermani (1984) poolt vilja toodud muudatuste liikidega.

Organisatsiooniliste muudatuste ldbiviimist uurinud teadlased ja praktikud on
joudnud iihisele seisukohale, et muudatused toimuvad protsessina, mis koosneb
iiksteisele jargnevatest tegevustest. Kédesolevas doktoritods leiavad kasitlemist
planeeritud muudatused, mida on analiilisitud Kotteri (1998) muudatuste
labiviimise protsessi kaheksast sammust koosneva mudeli alusel. III artiklis on
autor poOhjalikumalt késitlenud muudatuste ldbiviimise protsessi teooriaid ja
korvutanud neid tabelis Lewini (1989) kolmesammulise mudeliga.

Selleks et 21. sajandil konkurentsieelist saavutada, peavad organisatsioonid
loobuma reageerivatest hoiakutest ja piilidlema ennetava tegevuse poole. See
eeldab organisatsiooni liikmetelt uute oskuste omandamist, hoiakute ja
kditumisviiside muutumist, pidevalt dppimist. Erinevad autorid on iiksmeelel selles
osas, et organisatsioon saab pidada Oppivaks alles siis, kui liksikute liikmete
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Oppimise tulemused tehakse kdigile liikmetele kéttesaadavaks (1&hemalt I artiklis).
Organisatsioonilist dppimist vaadeldakse kui sotsiaalset protsessi, mis toimub
stindmusi tihiselt interpreteerides ja interpreteeringuid reflekteerides (Mahler, 1997).

Keskseks kontseptsiooniks organisatsioonilise Oppimise uuringutes on
organisatsioonikultuuri kontseptsioon kui keskkond, kus Oppimine aset leiab.
Organisatsioonikultuuri uurijad huvituvad sellest, kuidas toimub siindmuste
tolgendamine ja tdhenduse otsimine (Schneider, 2000). Organisatsioonikultuuri
uuringutele eelnes organisatsiooni kliima uurimine. Terminit ‘kliima® kasutati
hoiakute ja tundmuste kirjeldamiseks. Too6tajate hoiakuid on peetud organisatsiooni
tulevase edu indikaatoriks (Hurst, 1995). Kindlaks on tehtud hoiakute kéitumist
motiveeriv roll ja hoiakute mdju informatsiooni té6tlemise protsessile (Eagly ja
Chaiken, 1993:1). Organisatsiooniliste muudatuste kontekstis on olulisteks
hoiakuteks suhtumine muudatuste kasulikkusse ja hinnang juhtide kompetent-
susele. Et muudatuste vajalikkuse {ile otsustada, vajavad todtajad informatsiooni.
Seega on ka informatsioon oluliseks elemendiks. Kdige enam uuritud hoiak on
rahulolu t66ga. Vaatamata uuringute arvukusele on tulemused ikka veel
vastuolulised (Meyer ja Allen, 1997:43-45) ja eri maades erinevad (Judge et al.,
2001). Mdju avaldavad nii sotsiaalsed, poliitilised ja majanduslikud erisused kui ka
t60 iseloomu muutumine. Seetdttu on todrahulolu uurimine iileminekumajanduse
tingimustes pohjendatud. Hoiakute tugevus soltub inimese védirtustest ja nende
kinnistumisest ning seeldbi sotsiaalsest grupist, kuhu inimene kuulub (Boninger et
al., 1995). Seetdttu on oluline uurida kultuuri moju hoiakutele (lihemalt VI
artiklis).

Kéesoleva doktoritdd raames on organisatsioonikultuuri kisitletud funktsio-
naalsest aspektist kui keskkonna muutustega kohanemise mehhanismi. See on
kooskdlas kdige tunnustatuma organisatsioonikultuuri uurija Edgar Sheini tdlgen-
dusega. Shein (1992) peab organisatsioonikultuuri grupiviisilise tegevuse kéigus
Opitud baasarusaamade kogumist, mille mingi grupp on omaks votnud vdi vilja
arendanud véliskeskkonnaga kohanemise ja sisemise integreerumise protsessi
kdigus. Paljud teoreetikud on eristanud organisatsioonikultuuri iilesande- ja
suhteorientatsiooni (Kilmann ja Saxton, 1983; Cooke ja Lafferty, 1986; Vadi et al.,
2002). Sisuliselt esinevad antud dimensioonid ka Goffee’l ja Jonesil (2000, 2001)
ning Harrisonil (1995), kuigi teiste nimetuste all.

Sotsialismilt kapitalismile iileminekut voib nii makro- kui mikrotasandil
analiiiisida kui institutsionaalset muutust, mille kdigus toimub nii struktuuride kui
sotsiaalsete vadrtuste muutumine. Kéesolevas doktoritods on sotsiaalmajanduslikku
ileminekut késitletud kui sotsiaalset protsessi, mis kétkeb endas struktuuride ja
vadrtuste fundamentaalset poliitilist, majanduslikku ja kultuurilist muutust
ithiskonna kdigil tasanditel. Institutsioonid voivad kaotada usaldusvéérsuse ja need
taasluuakse vOi sOnastatakse limber: toimub deinstitutsionaliseerimise ja taas-
institutsionaliseerimise protsess (Clark and Soulsby, 1999:40). Deinstitutsio-
naliseerimine voib toimuda jéark-jérgult voi jarsku. Taasinstitutsionaliseerimise ajal
luuakse uued formaalsed institutsioonid ja harjutatakse uusi sotsiaalseid praktikaid.
Viimaste véljakujunemine on viga acgandudev protsess (lahemalt I artiklis).
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Empiirilised uuringud Eesti ettevotetes

Autor podras tihelepanu makrotasandi siisteemi ja mikrotasandi kditumise vastas-
mojudele, keskendudes empiiriliste uuringute kédigus kiill tootajate konkreetsetele
hoiakutele, kuid analiilisides neid laiemas, institutsionaalses ja ajaloolises
raamistikus.

Uurimust6d algas 1996. aastal organisatsiooniliste muudatuste alase teadus-
kirjanduse labitodtamisega. Autor uuris varasemate uuringute tulemusi nii makro-
kui mikrotasandil muudatusi mdjutavatele tegurite osas ning kavandas vastavalt
sellele uuringud. T66 kirjandusega kestis koigi artiklite ja autoreferaadi valmi-
miseni.

Esimeseks uurimisiilesandeks oli selgitada vidlja Eesti organisatsioonides
labiviidud muudatuste liigid ja ldbiviimise seaduspdrasused ning esilekerkinud
probleemid. Selleks viis autor 1dbi uurimuse, mille kdigus intervjueeriti 137
ettevotte juhti ettevitetes labiviidud muudatuste liikide ja protsessi osas. Sama isik
taitis kiisimustiku organisatsioonilise Gppimise kohta. Tulemusi on késitletud
kolmes artiklis. I artiklis analiiiisib autor muudatuste edukust ning muudatuste ja
Oppimise seoseid, I artiklis muudatuste liike ja III artiklis muudatuste ldabiviimise
protsessi.

Teiseks uurimisiilesandeks oli leida voimalus organisatsioonilise Oppimise
hindamiseks ja vilja selgitada organisatsioonilise Oppimise eripdra Eesti organi-
satsioonides. Oli vaja mddtmisvahendit organisatsioonilise Oppimise hindamiseks.
Autor vottis aluseks Turu Kommertskooli teadlaste Lédhteenmiki, Mattila ja
Toivoneni (1999) poolt koostatud mdotmisvahendi skaalad, mis tuginevad organi-
satsioonilist Oppimist muudatustega siduval mudelil ja arendas nende skaalade
baasil vilja Eesti organisatsioonides kasutamiseks sobiva modtmisvahendi indi-
viduaalse ja kollektiivse Oppimise hindamiseks (I artikkel). Organisatsioonilise
Oppimise hindamiseks koostatud kiisimustikku kasutas autor koos organisatsiooni-
kultuuri kiisimustiku ja muudatustega seotud hoiakute kiisimustikuga 6 Tallinna
haiglas, mis liideti Rootsi konsultantide poolt ettevalmistatud projekti alusel (IV ja
VI artikkel).

Kolmas uurimisiilesanne oli leida voimalus tootajate muudatustega seotud
hoiakute hindamiseks, selgitada vilja nende hoiakute avaldumine Eesti organi-
satsioonides. Kuna spetsiaalselt muudatustega seonduvate hoiakute hindamiseks
skaalat ei olnud, t06tas autor vilja nelja skaalaga mdotmisvahendi: muudatuste
kasulikkus, informeerimine muudatustest, juhtide kompetentsus ja tdotaja
pliihendumine organisatsioonile ning téole. Labiviidud uurimuse kéigus kiisitleti
906 tootajat. Vastajad tiitsid ka organisatsioonikultuuri orientatsioone hindava
kiisimustiku. Detailsem iilevaade modtmisvahendi véljatdotamise protsessist,
skaalade usaldusvéérsusest ning uuringu tulemustest leidub VI artiklis. Muuda-
tustega seotud hoiakute moju organisatsioonilisele Oppimisele selgitati vilja
haiglate uuringu kdigus (V artikkel).

Neljas uurimisiilesanne oli selgitada vélja muudatustega seonduvad organi-
satsioonikultuuri aspektid. Autor vajas modtmisvahendit selleks, et mdodta
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organisatsioonikultuuri kdige enam hoiakuid mdjutavaid omadusi. Kuna Eesti
oludes sobiva mdo0tmisvahendi organisatsioonikultuuri iilesande- ja suhte-
orientatsiooni mddtmiseks oli Maaja Vadi Tartu Ulikoolist juba vilja tootanud,
otsustas autor selle modtmisvahendi kasutamise kasuks (VI artikkel). V artiklis on
haiglate uuringu pohjal analiiiisitud organisatsioonikultuuri aspektide mdju
organisatsioonilisele dppimisele. Organisatsioonikultuuri aspektide mdju muuda-
tustega seotud hoiakutele on 906 vastajaga uuringu pohjal analiilisitud VI artiklis.

Viiendaks uurimisiilesandeks oli selgitada vélja erineva institutsionaalse arengu
astmetel olevate riikide todtajate hoiakud t060, organisatsioonide ja iihiskonna
suhtes. Rahvusvahelise vordluse saamiseks korraldas autor Jaapani teadlase poolt
asutatud Denki Ringo uurimusriihma liikmena todtajate hoiakute uuringu kahes
Eesti elektroonikatdostuse ettevottes (olemeelektroonika tootja ja toostus-
elektroonika tootja). 15 riigis ldbiviidud uuringus osalenud 5914 vastajat oli 51%
endistest sotsialismimaadest (VII artikkel).

Autor kasutas todtajate muudatustega seotud hoiakute kiisimustiku koostamisel
peakomponentide analiiiisi ja varimax-meetodit. Tulemuste vordlemiseks gruppide
16ikes on kasutatud LSD-testi ANOVA-meetodite hulgast ja T-testi. Lineaarset
regressiooni, korrelatsioonianaliiiisi ja klasteranaliilisi on kasutatud seoste struk-
tuuri véljaselgitamiseks. Eesti ettevotetes toimunud organisatsiooniliste muudatuste
protsessi viljaselgitamiseks kasutas autor kontentanaliiiisi.

Toos piistitatud uurimisvaited ja nende analiiiisi tulemused

Labitodtatud kirjanduse pohjal piistitas autor 4 uurimisvéidet. Esimesed 3 viidet
késitlevad organisatsioonikultuuri aspektide moju organisatsioonilisele Oppimisele
(IV artikkel). Neljanda uurimisviite aineks on organisatsioonikultuuri aspektide
mdju muudatustega seotud hoiakutele (VI artikkel).

V1. Mblemad organisatsioonikultuuri orientatsioonid — nii lilesande orientat-
sioon kui suhteorientatsioon — ennustavad organisatsioonilist Oppimist.

V2. Organisatsioonikultuuri suhteorientatsioon ennustab paremini organisat-
siooni staazikamate todtajate koosdppimist kui vihem staazikate oma.

V3. Organisatsioonikultuuri {ilesandeorientatsioon ennustab juhtide organi-
satsioonilist Oppimist paremini kui suhteorientatsioon.

V4. Organisatsioonikultuuri suhteorientatsioon mojutab Noukogude Liidu tin-
gimustes td6tanud inimeste hoiakuid muudatuste suhtes rohkem kui hiljem td6le
asunutel.
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Joonisel 1 on autor seostanud t60 teoreetilise raamkontseptsiooni
uurimisvéidete, uurimisiilesannete ja artiklitega.

Muudatuste

protsess

Ul: AL Alll Oreanisatsioonils
rganisatsiooniline
Oppimine

U2: AL AIV, AV

Muudatuste
edukus

Ul: Al

Muudatuste Muuda-

tiilip tusteks Vi,
U1: AL All valmisolek
V4
<
Institutsionaalse Tootajate Organisatsiooni-
arengu aste hoiakud kultuur
Us: AVII U3: AV, AVI U4: ATV, AV, AVI

Joonis 1. Uurimisviited (V), uurimisiilesandud (U) ja artiklid (A) to6 teoreetilises
raamkontseptsioonis.

Esimese kolme uurimisvéite arvutused on tabelis 1 IV artiklis lk. 107. Esimesed
kaks véidet leidsid kinnitust. Molemad organisatsioonikultuuri aspektid vdimal-
davad ennustada organisatsioonilist Oppimist. Organisatsioonikultuuri suhtemddde
ei ennustanud ei individuaalset ega koosoppimist nendel todtajatel, kes on todtanud
organisatsioonis alla 5 aasta. Tulemus oli erinev vdhemalt 5 aastat todtanutel.
Organisatsioonikultuuri suhteorientatsioon ennustas pikema staaziga tootajatel
molemat Oppimise skaalat. Kolmas vidide ei leidnud kinnitust, ehkki juhid olid
spetsialistidest enam {ilesandele orienteeritud. Juhtide organisatsioonilist dppimist
ennustas ainult organisatsioonikultuuri suhteorientatsioon.

Neljas véide leidis kinnitust (VI artikkel). Need inimesed, kes omandasid
esimesed tookogemused vabaturumajandusele iilemineku tingimustes, kujundasid
oma hoiakud muudatuste kasulikkuse kohta l&htudes ainult organisatsioonikultuuri
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iilesandele suunatusest. Nad ei kasutanud suhete mdddet. Seevastu need inimesed,
kes omandasid esimesed tookogemused institutsioonide stabiilsuse ajajargul
sotsialistliku plaanimajanduse tingimustes, lahtusid ka suhtemodtmest.

Tulemuste analiiiis institutsionaalses kontekstis

Autor ldhtus seisukohast, et sellist sotsiaalset fenomeni nagu organisatsioonilised
muudatused saab moista ainult organisatsioone {imbritsevat institutsionaalset
keskkonda arvesse vottes. Seetottu on ldbiviidud uurimuste peamisi tulemusi
kasitletud just institutsionalismi perspektiivist.

Eesti ajalugu analiilisides on autor institusionaalse arengu seisukohalt
murrangulistena késitletud aastaid 1940, 1980, 1987, 1991 ja 1995. 1940. aastal
toimus Eesti Vabariigi okupeerimine ja tsiviliseeritud maailmale omaste
institutsioonide likvideerimine v4i restruktureerimine (Taagepera, 1993: 65). 1980-
ndate aastate algul Eestis ldbiviidud uuring nditas véirtushinnangute muutumist,
see on institutsionaalne muutus sotsiaalsest aspektist. Infoblokaadi murenedes oli
inimestel vdimalus vorrelda véljaspool Noukogude Liitu valitsevat materiaalse
heaolu taset majandusliku seisakuga Noukogude Eestis. See t0i kaasa véértuste
imberhindamise (Saarniit, 1995). 1980-ndate aastate teises pooles anti ettevotetele
jark-jargult autonoomiat ning viikeettevotete ja Uhisettevotete loomist lubati
seadusega, seadustati eraomand ja isegi vilisomand ettevotetele (Venesaar ja
Vitsur, 1995). Radikaalsed reformid algasid 1987. aastal IME-projektiga, mis
kasvas majandusliku autonoomia taotluselt iile iildrahvalikuks liikumiseks Eesti
poliitilise iseseisvumise eest (Taaler, 1995). Peale Eesti taasiseseisvumist 1991.
aastal tekkinud majanduslik langus dnnestus peatada 90. aastate keskpaigaks. Riik
oli viljunud sotsiaalsest iileminekust, kus toimus tsentraalsele plaanimajandusele
omaste institutsioonide likvideerimine ja iimberkujundamine vabaturu majandusele
iseloomulikeks institutsioonideks nii strukturaalsest kui sotsiaalsest perspektiivist.
Seda aega iseloomustas ebakindlus ja médramatus, enamusele kodanikest oli
turumajanduse olemus ebaselge. 1995. aastaks oli inimestel tekkinud arusaam
turumajanduse toimemehhanismidest.

Eesti ettevotetes toimunud uuringu tulemused néitasid seost organisatsiooniliste
muudatuste liikide ja institutsionaalse arengu astme vahel. Autor eeldas, et
sotsiaalne ileminek {ihiskonnas kutsub esile radikaalse timberkujundamise
organisatsioonides. Uuring néitas, et 90% uuritud ettevotetest oli 1dbi viinud seda
tiilipi muudatusi, muutes kas strateegiat, missiooni, organisatsioonikultuuri voi
juhtimisstiili (I artikkel).

Empiirilise uuringu tulemused néitavad, et erinevatel institutsionaalse arengu
staadiumitel karjdéri alustanud inimesed kujundavad oma hoiakud muudatuste
suhtes erinevalt (Joonis 2).
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ORGANISATSIOONILINE ORGANISATSIOONILINE

Oppimine oppimine -
pp|M|NE / \ OPPIMINE
’

RGANISATSIOONI

Koosbppimine

Suhte-
orientatsioon

Ulesande-
orientatsioon

KULTUUR

MUUDATUSTE
KASULIKKUS

MUUDATUSTE
KASULIKKUS

Stabiilsus Ebastabiilsus

INSTITUTSIOONID

Joonis 2. Organisatsioonikultuuri moéju muudatustega seotud hoiakutele ja
organisatsioonilisele dppimisele institutsionaalses kontekstis.

Need tootajad, kes asusid toole institutsioonide lagunemise ja kiire iiles-
chitamise ajal (sotsialistlikult plaanimajanduselt vabaturumajandusele iilemineku
tingimustes) erinevad teistest, kujundades hoiakud muudatuste kasulikkuse kohta,
lahtudes ainult organisatsioonikultuuri iilesandele suunatusest, suhete moddet
kasutamata. Seevastu institutsioonide stabiilsuse ajajérgul, sotsialistliku plaani-
majanduse tingimustes esimesed to0kogemused omandanud tdotajad ldhtusid ka
suhtemdotmest (VI artikkel). Seda voib seletada valitsenud totalitaarse reziimiga,
mis ei vOimaldanud avameelset suhtlust koigil tasanditel (Taagepera, 1993).
Seetottu kujunes vilja mitmetasandiline md&tlemine, mida lapsed Oppisid juba
perekonnas (Nurmi and Uksvirav, 1994). Organisatsioonides oli levinud ametlike
teadaannete tdlgendamine kolleegidelt mitteformaalseid kanaleid pidi saadud info
alusel (Uksvirav, 2001). Kiesolev uuring niitab, et inimesed on selle harjumuse
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tdnapédeva organisatsioonidesse kaasa toonud ja otsustavad muudatuste kasulikkuse
iile selle pohjal, mida kolleegid neile iitlevad.

Oma arvamuse kujundamisel muudatuste kohta olid koige sdltumatumad
suurimate institutsionaalsete muutuste ajal karjddri alustanud too6tajad. Ajal, kui
olemasolevad institutsioonid lagunesid ja uued ei olnud joudnud veel vilja
kujuneda, polnud kellelgi millelegi tugineda. Seega olid kdik vdrdses olukorras,
keegi ei omanud teistest enam infot. Peale 1995. aastat, juba stabiilsemal ajajargul
karjddri alustanud inimesed tuginesid nii organisatsioonikultuuri iilesande- kui
suhtemddtmele: nemad said infot kiisida juba turumajanduse tingimustes kogemusi
omandanud kolleegidelt.

Hoiakute kujundamisel dppimise suhtes jagunesid tootajad samuti vastavalt
karjééri alustamise ajale (Joonis 2). Selle grupi individuaalne dppimine, kes alustas
to0d uute institutsioonide loomise ajal, seostus ainult organisatsioonikultuuri
tilesandemodtmega. Samas koosOppimine soltus mdlemast organisatsioonikultuuri
orientatsioonist: nii iilesande- kui suhetemddtmest. Viimane on kooskolas
varasemate uuringutega. Sotsialistliku plaanimajanduse ajal stabiilsete institut-
sioonide ajajéirgul todleasunute individuaalset ja kollektiivset dppimist prognoosib
ainult organisatsioonikultuuri suhete mddde. Samal ajal nende tddtajate indivi-
duaalset Oppimist, kes asusid t66le ajal, kui juba loodi uusi institutsioone, prog-
noosib ainult organisatsioonikultuuri iilesandele suunatus ja nende koosOppimist
mdlemad organisatsioonikultuuri dimensioonid (I'V artikkel).

VII artikli peamisi jédreldusi on kujutatud joonisel 3. Uuringu tulemused
nditasid, et erineval institutsionaalse arengu astmel olevate riikide todtajad erinevad
oma hoiakute poolest lihiskonna, organisatsioonide ja t66 suhtes. Korvutades
ootusi iihiskonna suhtes, joonistub selgelt vdlja muster, mis asetab erineva polii-
tilise minevikuga riigid Maslow (1954) vajadustepiiramiidi erinevatele astmetele.
Endiste sotsialismimaade tootajad ootavad eelkdige materiaalsete vajaduste
rahuldamist ja kuritegevuse vidhendamist, samal ajal kui varem kapitalismi teele
asunud riikide tootajad on keskendunud piiramiidis korgemal asuvate vajaduste
rahuldamisele: koost6d arendamisele ja koigile inimestele enesearendamiseks
vOimaluste loomisele.

Toorahulolu mojutavad samuti erinevate vajadustasemetega seonduvad faktorid.
Endistes sotsialismimaades omasid palk ja soodustused iildises rahulolu indeksis
suuremat osakaalu kui teises riikides, kus hinnati rohkem t66 huvitavust ja suhteid
tookaaslaste ja otsese ililemusega. Plihendumus organisatsioonile sdltus arenenud
kapitalistlikes riikides juhtkonna poolt pakutavast &driinformatsioonist, juhtkonna
kompetentsusest ning usaldusest tootajate ja juhtkonna vahel. Erinevalt nendest
faktoritest midras organisatsioonile piihendumise endistes Idabloki maades
tootingimused, palk ja suhted kaastodtajate ja juhiga.

Autor jareldab, et ebastabiilse institutsionaalsusega iileminekuiihiskonnas on
hoiakute kujunemisel riigi, organisatsiooni ja t06 suhtes médrava tdhtsusega ellu-
jédmise tasandi vajadused. Samal ajal on véljakujunenud stabiilsete institutsiooni-
dega kapitalistlikes riikides ellujdédmise tasandi vajadused juba rahuldatud ning
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hoiakuid kujundavad valdavalt koostdd ja eneseteostusega seonduvad korgema
astme vajadused (VII artikkel).

Ootused
Uhiskonna
suhfes

A
Enesgfeé\stus Eneseteostus

Tunnustamin

Kuulumine. /Organisatsioonile
plihendumine

\
Esm&ivaj/adused
i

Toorahulelu

Endised Valjakujunenud

sotsialismimaad kapitalismimaad

Joonis 3. Motiveerivad vajadused erineva sotsiaalpoliitilise taustaga riikides.

Pohitulemused tihiskonna, organisatsiooni
ja indiviidi tasandil

Jargnevalt on esitatud viitekirja moningad pdhiseisukohad. Uhiskonna tasandi

mdjud organisatsioonidele:

- Uleminekuajal iihiskonnas, institutsioonide lagunemise ja taas-iilesehitamise
perioodil toimusid 90% uuritud organisatsioonidest {imberkujundavad muutu-
sed, mille kdigus muutus organisatsioonide missioon, organisatsioonikultuur
vOi juhtimisstiil (II artikkel).

- Hinnang muudatuste edukusele ja organisatsioonilisele Oppimisele soltub
organisatsiooni asutamise ajast. Enne 1995. aastat rajatud ettevotete juhid
hindasid muudatusi vdhemedukaks ja vdhem Oppiva organisatsiooni
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kriteeriumitele vastavaks kui hiljem rajatud ettevdtete juhid. To6tajate madal
individuaalne aktiivsus enne 1995. aastat rajatud ettevotetes voib tuleneda
tootajate initsiatiivi mahasurumisest sotsialistliku korra tingimustes (I artikkel).
Kbdige edukamaks hinnati toimunud muudatusi ja Oppiva organisatsiooni
arengut aastatel 1995—1997 loodud ettevotetes. Seda ajavahemikku
iseloomustab institutsionaalse arengu stabiliseerumine ja majanduskasv (I
artikkel).

Pérast 1997. aastat asutatud ettevotted on Oppinud elama pidevalt muudatusi
labi viies. Need ettevotted on teinud varemasutatutest rohkem muudatusi
organisatsioonikultuuris, juhtimisstiilis ja todiilesannetes (II artikkel).

Uhiskonna tasandi mdjud indiviididele:

Erineval institutsionaalse arengu astmel olevate riikide t6dtajad erinevad oma
hoiakute poolest iihiskonna, organisatsioonide ja t00 suhtes: ebastabiilse
institutsionaalsusega iileminekuiihiskonnas on nimetatud hoiakute kujunemisel
médrava tdhtsusega ellujddmise tasandi vajadused. Samal ajal on
viljakujunenud stabiilsete institutsioonidega kapitalistlikes riikides ellujadmise
tasandi vajadused juba rahuldatud ning hoiakuid kujundavad valdavalt koost66
ja eneseteostusega seonduvad kdrgema astme vajadused (VII artikkel).
Muudatustega seonduvad organisatsioonikultuuri aspektid (iilesande orientat-
sioon ja suhete orientatsioon) mojutavad Eesti iihiskonna erinevatel institutsio-
naalse arengu staadiumitel karjdéri alustanud inimeste hoiakute kujunemist
muudatuste suhtes erinevalt. Need tootajad, kes asusid todle institutsioonide
lagunemise ja kiire iilesehitamise ajal (sotsialistlikult plaanimajanduselt vaba-
turumajandusele llemineku tingimustes) erinevad teistest, kujundades oma
hoiakud muudatuste kasulikkuse kohta, ldhtudes ainult organisatsioonikultuuri
iilesandele suunatusest, suhete moddet kasutamata (VI artikkel).

Hoiakute kujundamisel dppimise suhtes jagunesid tootajad samuti vastavalt
karjadri alustamise ajale. Sotsialistliku plaanimajanduse ajal stabiilsete
institutsioonide ajajargul todleasunute individuaalset ja kollektiivset dppimist
prognoosib ainult organisatsioonikultuuri suhete mddde. Samal ajal nende
tootajate individuaalset Oppimist, kes asusid todle ajal, kui juba loodi uusi
institutsioone, prognoosib ainult organisatsioonikultuuri iilesandele suunatus ja
nende koosOppimist mdlemad organisatsioonikultuuri dimensioonid (IV
artikkel).

Moningaid muudatuste elluviimise aspekte organisatsioonide tasandil:

Organisatsioonilise Oppimise tase soltub muudatuste siigavusest. Nendes
ettevotetes, kus viidi 1dbi radikaalseid iimberkujundavaid muudatusi, hinnati nii
individuaalset kui organisatsioonilist Sppimist kdrgemalt kui neis, kus siisteemi
ennast ei muudetud (I artikkel).

Hinnangud organisatsioonilisele dppimisele ja muudatuste edukusele soltusid
firma suurusest ja omandivormist. Juhid hindasid muudatusi kdige vdhem
edukaks ja organisatsioonilist Oppimist kdige vdhem arenenuks 26—100
tootajaga ettevotetes. Riigiettevotete juhid hindasid muudatusi vihem edukaks
kui eraettevotete juhid (I artikkel).
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Muudatuste ldbiviimise protsess uuritud ettevotetes kujunes neljasammuliseks:
(1) vajaduse tunnetamine muudatuste jérele, (2) visiooni loomine, (3) visiooni
teatavakstegemine tootajatele, (4) tootajate kaasamine muudatuste elluviimisse.
Koige suuremaks puuduseks voib pidada muudatuste 1dpetamata jatmist: ainult
25% ettevotetest oli tegelnud organisatsioonikultuuri muudatuste kinnista-
misega (III artikkel).

Organisatsioonilist dppimist mojutas positiivselt visiooni loomine, millega
kaasnes tavaliselt muudatusi toetava koalitsiooni loomine ja muudatuste
kinnistamine. Visiooni loomise ja toOtajate kaasamisega Onnestus strateegiat
muutnud ettevotetel saavutada ka uue kultuuri viljakujunemine (I artikkel).
Organisatsiooniline Oppimine arenes enam firmades, kus olid muutunud
strateegia ja kultuur ning kus juhid hindasid toimunud muudatusi edukamaks (I
artikkel).

Uuringus osalenud Eesti juhid seostasid Oppiva organisatsiooniga eelkodige
organisatsiooni iimbritseva keskkonna jilgimist, avatust, enesearendamis-
voimaluste loomist kdigile organisatsiooni liikmetele ning Sppimist soodustava
keskkonna loomist organisatsioonis, samuti Oppimist nii minevikukogemustest
kui parimatest praktikatest. Vdhem mainiti selliseid Oppiva organisatsiooni
pohilisi omadusi nagu teadmiste jagamist, sdilitamist ja iilekandmist tagav
infosiisteem, loovus ja koos dppimine. Harvem mainiti siisteemset ldhenemist
probleemide lahendamisele ja toGtajaid otsustamisse kaasavat juhtimisstiili (I
artikkel).

Tagajarjed indiviidi tasandil:

Koige suuremateks takistuseks muudatuste kéigule pidasid juhid tootajate
mdotteviisi inertsust ja selge tulevikuvisiooni puudumisest tulenevat kartust uue,
tundmatu olukorra ees (III artikkel).

Sotsialistliku plaanimajanduse tingimustes todelu alustanud todtajad pidasid
muudatusi vihem kasulikuks ja olid vihem iilesandele orienteeritud kui nende
kolleegid, kes alustasid todelu turumajanduse tingimustes (VI artikkel).
Vanemad inimesed néitasid korgemat toorahulolu ja organisatsioonile
pihendumist, nooremad pidasid muudatusi vajalikumaks. Tdorahulolu oli
kdige kdrgem nende inimeste seas, kes olid samas ettevottes todtanud 11-15
aastat. Muudatusi pidasid koige vajalikumaks organisatsioonis esimest aastat
tootavad inimesed (V artikkel).

Toorahulolu ja organisatsioonile piihendumine ennustasid organisatsioonilist
Oppimist paremini kui muudatuste vajalikkuse tunnetamine ja muudatustest
informeeritus (V artikkel).

Antud t66st tulenevalt on autoril moned soovitused Eesti juhtidele:

Autor soovitab muudatuste lidbiviimisel poorata senisest enam tdhelepanu
umberdoppimise vajadusele. Neljasammuline mudel koosneb jargmistest
sammudest: (1) muudatuste vajaduse ja iimberdppimise vajaduse méératle-
mine, millele jairgneb visiooni loomine; (2) muudatuste ldbiviimist ja {imber-
Oppimist takistavate tegurite kindlakstegemine ja tOGtajate muudatustes
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osalemise saavutamine; (3) toimub {imberdppimine ja muudatuste elluviimine;
(4) muudatuste kinnistamine (III artikkel).

Kuna organisatsioonikultuuri iilesande- ja suhtemddde voimaldavad prog-
noosida todtajate hoiakuid muudatuste suhtes, peaksid juhid senisest enam
tdhelepanu poddrama organisatsioonikultuurile kui strateegia osale ning
regulaarselt 14bi viima organisatsioonikultuuri {ilesande- ja suhtemddtme
hindamist (VI artikkel).

Tugevama iilesandeorientatsiooni saavutamiseks tuleks kasutada erinevas
institutsionaalses keskkonnas tookogemusi omandanud tdétajate gruppide
informeerimiseks ja kaasamiseks erinevaid meetodeid ja infokanaleid (VI
artikkel).

Labiviidud uuringute tulemustele tuginedes on autoril mdned soovitused juhtimise
Opetamise tdiustamiseks Eestis (V artikkel):

muuta paradigmat, nihutada fookus tehnilistelt siisteemidelt eelkdige
organisatsioonile kui sotsiaalsele siisteemile.

asetada senisest suurem rohk inimressursside juhtimise dpetamisele, sealhulgas
t60j0u mitmekesisusega seonduvatele aspektidele.

garanteerida muudatuste juhtimisele kindel koht dppekavades.

Opetada individuaalset ja organisatsioonilist dppimist puudutavaid teooriaid,
rohutades seejuures Gppimist mojutavate faktorite mitmesugust moju erinevate
sotsiaaldemograafiliste tunnustega rithmadele.

Kokkuvotvalt, kidesolevas doktoritods on ndidatud, kuidas institutsionaalse

arengu aste organisatsioonikultuuri vahendusel modjutab inimeste hoiakuid ja
hoiakute kujunemist muudatuste ja organisatsioonilise Oppimise suhtes. ToGtajate
hinnangud omakorda mdjutavad muudatuste kdiku ja tulemusi nii organisatsiooni
kui iihiskonna tasandil. Doktorit6é tulemusel saadud uusi teadmisi saavad juhid
kasutada personalivaliku ja koolitamise ning organisatsiooni arendamise protsessis
oma organisatsioonide konkurentsivdimelisemaks muutmiseks.
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