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Table 5.7 Line manager responsibility for major policy decisions (% of firms)

Country Pay & Recruitment & Training & Industrial Workforce

CSR
availability

73
SG¥¥
nfa

2.15
1.95
1.96

benefits  selection development relations  expansion/
reduction
Overall 76.5 61.3 56.7 57.4 70.9
Bulgaria 92.5 81.9 81.7 914 91.3
Czech 58.5 52.8 38.5 453 67.9
Republic
Estonia 81.7 55.6 50.0 50.7 78.9
Hungary 81.5 71.6 61.2 52.2 77.6
Lithuania 73.9 31.9 33.9 32.6 735
Serbia 93.8 85.4 79.2 77.1 87.2
Slovakia 60.1 51.6 43.1 43.1 45.2
Slovenia 70.7 54.2 52.1 45.0 60.5

such HR policy decisions as pay and benefits, recruitment and selection,
training and development, industrial relations, and workforce reduction/
expansion was given predominantly to line managers - exclusively or in
consultation with HR. In the remaining firms policy decisions were mainly
made by HR - either exclusively or in consultation with line management.
Our findings (Table 5.7) show that Bulgaria and Serbia scored higher than
the overall mean on line manager decision-making in respect to all policies.
Hungary came close to them, with the exception of line manager respon-
sibility in industrial relations, where HR played a more important role.
Slovenia, Slovakia and the Czech Republic stood out in the region, as here
decision-making responsibility on all policies rested mainly in the hands of
the HR function.

Institutional factors

This section refers to trade unions and CSR issues, which, according to
Sparrow and Hiltrop (1997), have significant implications for national
HRM patterns. The findings with regard to unionization (Table 5.8) show
that trade union influence was strongest in Slovenia, Serbia and the Czech
Republic, while in Lithuania, Hungary and Bulgaria trade union impact
was significantly lower. In respect to change in trade union impact over
the three years of the surveys, the overall figures show that there was no
change.

Trade union recognition in collective bargaining was also low in CEE
countries (Table 5.8). It was higher in Serbia, the Czech Republic and
Hungary. Similar trends are observed with respect to the presence of joint
consultative committees/work councils and employer associations, which
are not popular in the region. The only country in the region that stood out
was Slovenia, with higher scores on both factors.

Table 5.8 Unionism and CSR (mean)

Country

employer  with employer statement

association association

Joint consultative Member of Satisfaction

committee or

Trade union
recognition in

union influence

Change in trade

rade

b 5
union

influence in past three years collective bargaining works council

.38

32*
48

54
33
¥,

1.95
1.88
2.00

.98
BaTE
1.60***

Bulgaria
Czech

Overall

Republic
Estonia

.62
a5
.64
.78
1.00***

.83

2.37
2.15
1.89
1.93
227
2.31*

41
22
38
36
27*"
B0

33
43
42
AT
.49
b

297
Fi1
.58
81
.59
54

1.92
1.95
197
Z:11
1.89

2.00

54
76"
G
1.40%
.98
L:56%

Hungary
Lithuania

Serbia

Slovakia
Slovenia

=not

same, 1 = decreased;

increased, 2
no; satisfaction with employer association: 0

yes, 0

; changes in influence: 3

none.

, 4 = to a very great extent,

unwritten, 0

not at

written, 1

no; membership of employer association: 1

ves, D

entirely; CSR statement availability: 2

Notes: One sample t-test for equality means comparing with total mean; * p < 05, ** p< 01, ** p <.005.

Measures: trade union influence in organisations: 0

recognition in collective bargaining: 1

atall, 4

115




116 HRM in Central and Eastern Europe

Table 5.9 Cultural factors, means (standard deviation)

Country Reward Downward Upward Communication
individualization communication communication on strategy &
performance
Overall .50 (41) 2.55 (1.07) 1.54 (.76) .68 (.26)
Bulgaria 62" ((44) 1.42*** (.80) 95+ (5T) .65 (.26)
Czech LB CA) 2.89** (.77) 1.80* (.60) 73 (.24)
Republic
Estonia JOM* (.36) 3,14 (.BO) 1.84*** (.63) .74 (.25)
Hungary H6M* (L39) 2.45 (.97) 1.32%** (.66) .66 (.27)
Lithuania B8* (.40) 2.88* (1.01) 1.57 (.67) S6™ (.29)
Serbia A9 (47) 2.54 (.79) 1.41 (.69) 70 (19
Slovakia 44 (.41) 2.84™ (,99) 1.63 (.72) 68 (.21)
Slovenia 40" (,32) 2.98*** (.BO) 2,02 (.73) 750> (.24)

Notes: t-test for equality means comparing with total mean; * p < 05, ** p< .01, *** p < .005,
Reward individualization (basic pay determined at the Individual pay): 1 = yes, 0 = no; downward
communication and upward employee communication: 4 = to a very great extent, 0 = not at all;
communication of strategy and performance outcome: 1 = yes, 0 = no.

CSR statement formalization was not given high relevance in CEE
countries - not all respondent organizations had a CSR statement, and if
they did, these were mostly in an unwritten form. Here Slovenia stood out
again with a significantly higher score.

Cultural factors

According to Sparrow and Hiltrop (1997), national culture differences
may reveal cross-national differences in such HRM practices as reward
individualization and communication. The findings (Table 5.9) show that
reward individualization was highest in Estonia, while the Czech Republic,
Lithuania, Slovenia, Slovakia and Serbia scored lower than average on the
use of this practice. In respect to internal communication, Slovenia stood
out as a country that practises both upward and downward communication
most in the region, while in Bulgaria both upward and downward com-
munication was at the lowest level in the region. Slovenia also reported
a high score with respect to communication on strategy and financial
petformance.

Conclusions and discussion

The overall aim of this chapter was to provide a comprehensive picture of
HRM developments in CEE countries and to break the myth of the region's
uniformity in the use of HRM practices. Specifically we compared eight
CEFE countries in respect to their institutional and cultural contexts and the

e AT o S T o L T e
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First, we looked at some contextual factors in the selected eight CEE
countries; the analysis of which provided some support in respect to
variances between the countries. As seen from GDP figures, Slovenia, the
Czech Republic and Slovakia report the highest economic development,
while Bulgaria, the latest EU entrant in the group, is lagging behind the
region. Slovenia also stands out with the lowest unemployment rates, The
CEE countties share some similarities in business structure, specifically
with respect to organizational size and ownership pattern; however, some
differences can be seen regarding FDI levels. Overall people in CEE countries
are well educated, with Lithuania and Estonia scoring highest in numbers
of tertiary education graduates. Most CEE countries reported low and declin-
ing trade union density and popularity, with the exception of Slovenia
where they are both high in density and power, and Serbia where member-
ship is high but unions lack power. Some national culture differences also
differentiate the region; however, no clear culture-specific regional patterns
can be observed.

Next we looked into the usage of a variety of HRM practices in the eight
CEE countries. Our study revealed some interesting findings with respect
to the strategic role of the HR function. For instance, more Czech and
Lithuanian firms than those in other CEE countries reported having an
HR department; however, the two countries do not reveal similarly high
levels with respect to other indicators of HR strategic integration. This sug-
gests that the presence of an HR function in a firm does not suffice. In the
Czech Republic, the high HR department incidence rate can be to some
extent explained by its sample composition — 80 per cent of the respondents
represented large organizations, which are more likely to have an HR depart-
ment. This most probably also accounts for a higher HR representation on
the board in the Czech Republic. In Lithuania it can only be speculatively
proposed that HR department presence is associated with a higher level of
tertiary education graduates (degrees in management and economics being
among the most popular in the country), with higher expectations from the
employer and subsequently rising awareness of the HR function relevance.
However, it is also noteworthy that in Lithuania HR is predominantly a
female-dominated profession, which to some extent accounts for the rather
low strategic integration of the function.

If we look at the HR representation on the board, we see that it is highest
in the more economically developed countries of the region - Slovenia, the
Czech Republic, Slovakia and Hungary. However, Slovakia is the only country
in the region that has high HR strategy availability and formalization, while
Hungary has high HR involvement in strategy development. The case of
Slovakia might be associated with its high FDI and the power distance levels in
the region, In Hungary this can also be explained by foreign ownership, which
is very high (90 per cent) among large companies and in which HR involve-
mant in ctratacy develanment i€ vervy common (Podr Enole & Gross: 2010).
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The level of economic development stands out as a significant factor in
the development of HR for, in contrast to more economically advanced
countries in the region, Bulgaria scored lowest on the HR strategic role. This
may to some extent have been influenced by the Bulgarian sample, which
comprises considerably more SMEs than in the case of other CEE countries.

In respect to another HR centralization aspect - devolvement to line man-
agers — some rather controversial findings have been revealed. Traditionally
a higher devolvement to the line is associated with a more strategic HR
role in a firm, as it is line managers who are in more frequent and constant
contact with employees and staffing decisions are increasingly made in real
time (Larsen & Brewster, 2003). In the CEE, however, we see that devolve-
ment to the line is not related to the overall HR strategic integration, for
Slovenia, the Czech Republic and Slovakia score lower than average on this
indicator, while Bulgaria, which scored lower or on average on other factors
of HR strategic integration, reported the highest levels of devolvement to
the line. The above findings lead to an assumption that devolvement to line
managers may be associated with a lack of HR competence and resources
rather than HR strategic integration, for as mentioned the Bulgarian sample
predominantly represents SMEs.

Our findings also reveal differences in trade union influence in the region.
Trade union power was teported to be strongest in Slovenia, the Czech
Republic and Serbia, which is in parallel to prior research (Svetlik, 2009)
and to secondary data in case of Slovenia. The Czech Republic findings may
again have been influenced by the predominance of large organizations
in the sample, while the Serbian situation may be accounted for by a high
union density. Slovenia also reported the highest levels of employer associa-
tion membership and satisfaction with it.

Some HR differences between the CEE countries have also been revealed
in respect to internal communication and reward individualization.
Slovenia, along with Estonia and the Czech Republic, stand out in respect
to communication (upward and downward), while Estonia also scores the
highest in reward individualization. These practices are usually viewed

as culture-specific (Sparrow & Hiltrop, 1997). It is noteworthy that CEE
countries were relatively heterogeneous with respect to national culture and
that no culturally similar groups of countries can be identified. The above
scores on reward individualization and communication were more likely to

be affected by other factors rather than culture. In the case of Slovenia, where "

organizations reported using more methods of both upward and downward
communication than the CEE average, this was more likely accounted for by
strong trade unions and high employer association membership.

Overall, this chapter does show that the CEE countries are heterogeneous
in their HRM patterns and that the region should not be taken as a uniform
management model based only on their socialist heritage and transitional

processes. This is an important finding that both foreign-controlled and R
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domestic companies should take into consideration. The findings provide
information that may be useful for MNCs when making business expansion
and staffing decisions. With regard to domestic organizations, our findings
may serve as a benchmarking tool. ,

.The chapter does, however, have limitations that should be noted here
First, samples of some of the countries under study are small and do not'
represent the total population. Respondents represent firms with 100 and
more employees, which do not represent the typical HRM tendencies in
countries with a predominance of SMEs. Our study is limited only to half of
the CEE region owing to the fact that other countries did not participate in
the Cranet survey. Thus further research needs to be undertaken to achieve
an overall picture of the region. Finally, our chapter is purely descriptive
and we have not controlled for organizational size, industry and sector.

Therefore more sophisticated analyses need to be performed on HRM in the
region to make causal inferences.
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