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Figure 2. Organizational structure of the company ELES (Marinsek, 2017)
4.1 Information support for maintenance processes

Instant and quick access to information is becoming one of the most important
element for successful maintenance operation. The first stage of developing
maintenance information support at ELES was the development of database of
technical data for electro-energetic equipment. During the subsequent stages of
IS support for maintenance (in 2004) ELES has decided to implement I1BM
Maximo. Currently, IBM Maximo, as a maintenance information support, is
closely integrated with new enterprise resource planning (ERP) business system,
namely MS Dynamics AX. Recently, ELES has started to establish the integration
between IBM Maximo and geographic information system (GIS) as well as the
integration of few other maintenance software applications with GIS. The
digitalization at ELES is directed towards integration of different systems and
online analytical processing of maintenance data. The aim of this development is
to reduce maintenance costs and to support investment decision-making process
for distribution network. For this purpose, tools for condition monitoring and
data visualization are considered from the perspective of efficient maintenance
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and asset management, including VDM methodology (TomaZzi¢, Polajner, &
Kozjek, 2016).

The maintenance information support is based on the following requirements
and directions of ELES (Tomazi¢, Polajner, & Kozjek, 2016; ELES, 2017):

e The use of new functionality of IBM Maximo (e.g. Maximo Linear Asset
Management, Maximo Spatial Asset Management, Maximo ITIL),

e Toimprove the access to spatial data,

e To improve the quantity and quality of information,

e To improve the integration of different information systems (e.g. PSA,
GSM),

e To provide mobile access to required information at a physical site,

e To improve communication between 10T applications,

e The implementation of new maintenance methodologies and concepts
that aim to reduce the costs (e.g. RCM, VDM),

e The use of contemporary analytical processing tools (e.g. asset health
indices),

e The introduction of new technologies (3D visualization, maintenance
drones etc.).

ELES has establish the diagnostic and analytical center to support efficient asset
management. These activities are part of the ELES strategy to achieve the
corresponding aims (ELES, 2017):

e Efficient support for asset management, maintenance and investment
management,

» Evaluation of product lifecycle

< Monitoring of technical condition of equipment,

* Integrating the current technical information systems,

« More efficient planning of maintenance processes,

* More efficient resource planning/allocation for maintenance processes,

e Techno-economic analysis and statistics in the field of use, exploitation
and quality of equipment,

e Preparation of suitable reports.
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The long-term goal of ELES is to achieve the synergy between company’s
systems/services to enable efficient support for decision making in constantly
changing business environment. New ERP and Maximo are in this context two
important elements that bridge the business and technical aspects of operations
(ELES, 2017). It is argued that business intelligence (BI) is an important aspect
of business and represents array of concepts/methods that aim at improving
decision-making processes, especially based on real-life data. Bl enables the
collection of large amount of data from different sources. It is essential that Bl
supports data integrity and unification, especially taking into account different
sub-systems (MDM - Master Data Management). High-quality, timely and
comprehensive information is vital to support the decision-making process in
ELES. The aim of ELES is to build the platform for Bl in years to come,
including self-service level and corporate level. Furthermore, ELES is facilitating
the use of different approaches as well (e.g. OLAP cube, reporting services,
Dashboards, Big Data etc.) (ELES, 2017).

Furthermore, ELES aims to transfer its data warehouse on new technological
platform (Microsoft), meanwhile to provide better user experience, to enable
advanced functionalities as well as to encompass organizational-wide business
aspects into system of business reporting (ELES, 2017).

Strategic goal of ELES is to expand the software applications with upgrading the
current technical information systems (TIS). For instance, with introduction of
the Asset Health Index, or by integrating TISs, as well as by introducing new
asset management tools and methods (e.g. VDM). Having this in mind, ELES
strives to ensure long-term efficiency of its assets by providing timely, reliable
and efficient services for users and other stakeholders. Efficient asset
management takes into account quality, risks, benefits and costs during the entire
lifecycle of asset. ELES is focused on safe, reliable, sustainable and
environmentally friendly fulfilment of requirements of network users (ELES,
2017).

4.2 The application of Value Driven Maintenance in the company
ELES

It is necessary to highlight that ELES is strategically strongly oriented towards
PAM (Lovren€i¢, 2018). In this regard, project initiative was given to start the
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development of VDM application in ELES (ELES, 2016). ELES has started to
implement VDM in year 2016. During the end of the 2016 the project VDM was
in testing phase which includes eleven KPIs. The application of VDM is
performed through control panels in form of KPlIs, graphs, tables, displaying the
condition of key parameters (e.g. KPI — costs control, work planning,
maintenance execution, outsourcing, exploitation of assets, health and safety at
work, environment, reliability, spare parts management, training, documentation
etc. (Tomazic, Polajner & Kozjek, 2017; ELES, 2016; C&G, 2016). From 2017
onwards, the system is working in the production environment. Data warehouse
includes all the date from 2015 onwards.

Application of VDM in ELES is based on data which are collected from different
sources, processed and stored in unified data warehouse. As stated above, control
panel is a key for illustrating KPIs for 12 different fields that have potential
impact on efficiency of asset management. These fields are (Tomazic, Polajner
& Kozjek, 2017):
e Control of maintenance costs by taking account the ratio between
maintenance costs and estimation of asset replacement value;
e Asset deterioration which is represented by ratio between actual
operating time and available time (asset availability);
* Management of asset portfolio which is demonstrated by ratio between
actual asset age in planned technical asset life;
* Investment costs that are represented by ratio between investment costs
and replacement costs;
e Reliability which is shown by ratio between costs of preventive
maintenance and overall maintenance costs;
e Planning which includes monitoring of realization/progress of
maintenance activities;
e Utilization rate which is shown by ratio between used time for
maintenance activities and full working time;
e Control of outsourcing costs which is performed and demonstrated by
ratio between outsourcing costs and overall maintenance costs;
* Employee training which is illustrated by the portion of employee
training costs.;
e Control of health and safety costs, environmental costs and quality costs;
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e Spare parts costs that are represented by the ratio between costs of spare
parts inventory and asset replacement value;

Regarding the above required data it is essential to ensure data quality. From this
perspective, ratio between amount of collected data and amount of all data that
should be collected and stored in database is shown. The VDM application
enables visualization (e.g. graphs) for each of the field which is measured by
KPIs. The advanced options are also available, namely data filtration by taking
account maintenance location, organizational units, timeline, type of activities
etc. (Tomazi¢, Polajner & Kozjek, 2017).

5 Concluding remarks

This paper addresses PAM and maintenance management challenges that today’s
contemporary companies need to cope with. This is especially important for
Slovenian electricity transmission system operator (ELES) that aims to ensure
the safe, reliable and uninterrupted transmission of electricity. A part of company
strategy was to implement Value Driven Maintenance (VDM) in order to further
improve the level of maintenance and asset management activities.

It has been illustrated that VDM is a corporate management methodology that
aims getting the most worth from a company’s maintenance efforts. As shown
by a case study, VDM application has its focus on several fields, among which
we can highlight asset management performance assessment, effectiveness of
resource allocation, the organization’s occupational health, safety and
environmental (SHE) performance, maintenance costs control and reduction etc.
VDM could be seen from the perspective of effective management of asset
lifecycle that provide value for all stakeholders.

Based on case study findings and literature review, a conceptual framework is
given as shown below (Figure 3).
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Figure 3. Conceptual framework for PAM value creation
Itis argued that company needs to develop PAM strategy that integrates different
PAM and maintenance approaches to achieve the desired PAM goals. This
framework can further stimulate studies that explore the interplay between PAM
and VDM.

References

Al-Najjar, B. (2007). The lack of maintenance and not maintenance which costs: A model to
describe and quantify the impact of vibration-based maintenance on company's business.
International Journal of Production Economics, 107(1), 260-273.

Alsyouf, 1., Alsuwaidi, M., Hamdan, S., & Shamsuzzaman, M. (2018). Impact of ISO 55000 on
organisational performance: Evidence from certified UAE firms. Total Quality Management
& Business Excellence, 1-19.

Amadi-Echendu, J. E., Willett, R. J., Brown, K. A, Lee , J.,, Mathew, J., Vyas, N., & Yang, B.-S.
(2007). What is engineering asset management? In Proceedings 2nd World Congress on
Engineering Asset Management and the 4th International Conference on Condition
Monitoring, pp. 116-129.

Androjna, A. in Rosi, B. (2008). Celostno obvladovanije vzdrzevanja. Trzi¢: UCila International.

BSI (1984). Glossary of maintenance terms in Terotechnology. British Standard Institution (BSI),
London; BS 3811.

C&G. (2016). Poslovna dokumentacija razvojnega projekta DPN in managementom kakovosti
(elektronski in tiskani arhiv urejen v skladu z zahtevami C&G).

Eisenhardt, K. M., & Graebner, M. E. (2007). Theory building from cases: Opportunities and
challenges. Academy of management journal, 50(1), 25-32.

ELES. (2016). Razpisna dokumentacija $t. MAP2015/0320 za uvedbo aplikacijske podpore
metodologiji vrednostno vodenega vzdrzevanja. Pridobljeno 5.11.2016 iz http://www.e-
narocanje.si/Obrazci/?id_obrazec=83429.



584 38™H INTERNATIONAL CONFERENCE ON ORGANIZATIONAL SCIENCE DEVELOPMENT,
CONFERENCE PROCEEDINGS

ELES. (2017). Razvojni nacrt prenosnega sistema republike Slovenije od leta 2017 do leta 2026.
https.//www.eles.si/iskalni-rezultati?q=ravzojni+na%C4%8Drt.

Emmanouilidis, C., & Komonen, K. (2013). Physical asset management practices in industry:
comparisons between Greece and other EU countries. In V. Prabhu, M. Taisch, D. Kiritsis
(Eds.), Advances in production management systems. Sustainable production and service
supply chains, IFIP advances in information and communication technology (pp. 509-516).
New York, Springer.

Haarman, M. in Delahay, G. (2004). Value Driven Maintenance — new faith in maintenance. (1rd
edition). Dordrecht: Mainnovation.

Haarman, M. in Delahay, G. (2012). Value Driven Maintenance — new faith in maintenance. (3rd
edition). Dordrecht: Mainnovation.

Haarman, M. in Delahay, G. (2016). VDMXL. Value Driven Maintenance & Asset Management.
Dordrecht: Mainnovation.

Jonker, R. and Haarman, M., 2006. Value Driven Maintenance: What is the actual added value of
maintenance? Uptime, Nov.

Komonen, K., Kortelainen, H., & Réikkdnen, M. (2012). Corporate Asset Management for
Industrial Companies: An Integrated Business-Driven Approach. In: Van der Lei, T., Herder,
P. & Wijnia, Y. (Eds.), Asset Management: State of the Art in Europe from a Life Cycle
Perspective (pp. 47-63). Springer Science, Business Media B. V.

Liyanage, J.P. in Badurdeen, F. (2009). Strategies for integrating maintenance for sustainable
manufacturing. Proceedings of the 4th World Congress on Engineering Asset Management
Athens, Greece 28 - 30 September 2009.

Lovrenci¢, V. (2018). The impact of live working as a maintenance method for electrical
installations. PhD thesis, Faculty of Organizational Sciences, University of Maribor, Kranj.
Maleti¢, D. (2015). Interaction between Quality Management, Production and Maintenance
Performance. PhD thesis, Faculty of Organizational Sciences, University of Maribor, Kran;.
Maleti¢, D., Maleti¢, M. in Gomiscek, B. (2016a). Obvladovanje fizicnega premoZenja — ve€ kot le

vzdrzevanje. Vzdrzevalec, junij-avgust 2016, §t. 171-172, 33-37.

Maleti¢, D., Maleti¢, M. in Gomiscek, B. (2016b). Ali obvladovanje fizinega premozZenja lahko
vpliva na poslovno uspeSnost organizacije. Proceedings of 26. tehnisko posvetovanje
vzdrzevalcev Slovenije, Ljubljana: Drustvo vzdrzevalcev Slovenije, Vzdrzevalec, 173, 32-35.

Maleti¢, D., Maleti¢, M., Al-Najjar, B. in GomisCek, B. (2014). The role of maintenance in
improving company’s competitiveness and profitability: A case study in a textile company.
Journal of Manufacturing Technology Management, 25(4), 441-456. D0i:10.1108/JMTM-04-
2013-0033.

Maleti¢, D., Maleti¢, M., Al-Najjar, B., Gotzamani, K., Gianni, M., Kalinowski, T. B., & Gomiscek,
B. (2017). Contingency Factors Influencing Implementation of Physical Asset Management
Practices. Organizacija, 50(1), 3-16.

Maleti¢, D., Maleti€, M., Al-Najjar, B., & Gomiscek, B. (2018). Development of a Model Linking
Physical Asset Management to Sustainability Performance: An Empirical Research.
Sustainability, 10(12), 4759.

Maleti¢, D., Ciglar, S., Grabowska, M., Lovrenti¢, V., Maleti¢, M. (2018a) The role of maintenance
within physical asset management : a case study. V: ARSENIJEVIC, Olja (ur.), et al.
Organizacija in negotovosti v digitalni dobi : konferentni zbornik = Organization and
uncertainty in the digital age : conference proceedings, 37th International Conference on



D. Maleti¢ et al: The Synergies Between Value Driven Maintenance and Physical Asset Management: 585
A Case Study

Organizational Science Development, 21st - 23rd March 2018, PortoroZ, Slovenia. 1. izd.
Maribor.  Univerzitetna  zalozba  Univerze. 2018, str.  669-682,  tabele.
http://press.um.si/index.php/ump/catalog/book/326.

MarinSek, M. (2017). Case Study: How ELES understands and performs Asset Management?
Prezentacija EMS, 7.3.2017, Beograd.

Roda, 1., & Macchi, M. (2016). Studying the funding principles for integrating Asset Management
in Operations: an empirical research in production companies. In: 3rd IFAC Workshop on
Advanced Maintenance Engineering, Services and Technology AMEST 2016 — Biarritz,
France, 19—21 October 2016. IFAC-PapersOnLine, 49(28), 1-6.
http://dx.doi.org/10.1016/].ifacol.2016.11.001

RoZzman, A., Androjna, A. (2006). Projektno zasnovana optimizacija vzdrZevanja. Projektna mreza
Slovenije, letnik 9, Stevilka 1, str. 22-27.

Schuman, C. A., & Brent, A. C. (2005). Asset life cycle management: towards improving physical
asset performance in the process industry. International Journal of Operations & Production
Management, 25(6), 566 — 579. doi:http://dx.doi.org/10.1108/01443570510599728

Siggelkow, N. (2007). Persuasion with case studies. The Academy of Management Journal, 50(1),
20-24.

Stenstrom, C., Parida, A., Kumar, U. in Galar, D. (2011). Maintenance Value Drivers, Killers and
their Indicators. MPMM: Maintenance Performance Measurement & Management, Luled:
Lulea tekniska universitet, 125-130.

Stenstrom, C., Parida, A., Kumar, U. in Galar, D. (2013). Performance indicators and terminology
for value driven maintenance. Journal of Quality in Maintenance Engineering, 19(3), 222-232.

Swanson, L. (2001). Linking maintenance strategies to performance. International journal of
production economics, 70(3), 237-244.

Tomazi¢, R., Polajner, A. in Kozjek, D. (2016). Informacijska podpora vzdrZevanju v druzbi ELES.
Proceedings of 3. slovenska konferenca o vzdrZevanju elektroenergetskih objektov. Nova
Gorica: Slovensko zdruzenje elektroenergetikov CIGRE-CIRED.

Tomazi¢, R., Polajner, A. in Kozjek, D. (2017). Informacijska podpora upravljanju s sredstvi v
ELES-u. Proceedings of 13. konferenca slovenskih elektroenergetikov. Maribor: Slovensko
zdruzenije elektroenergetikov CIGRE-CIRED.

TomaZin, J. (2016a). Vkljucevanje dejavnosti managementa kakovosti v procese vzdrZevanja.

VzdrZevalec, feb.-april 2016, t. 169-170, 24-33.

Tomazin, J. (2016b). Ustanovitev «delovne skupine asset management« in standardi. VVzdrZevalec,
julij-avgust 2016, 8t. 171-172, 38-44.

Tomazin, J. (2016¢). Uvajanje upravljanja (obvladovanja) fizicnih sredstev. Proceedings of 26.
tehnisko posvetovanje vzdrzevalcev Slovenije, OtoCec: Drustvo vzdrZevalcev Slovenije,
VzdrzZevalec, 173, 26-31.

Vizintin, J., PerSin, G., KrzZan, B., Juri€i¢, D., & Kalmer, B. (2013). VzdrzZevanje po stanju: od
principov do komercialnih resitev. V: TOVORNIK, Boris (ur.), MUSKINJA, Nenad (ur.),
ROTOVNIK, Milan (ur.). Zbornik osme konference AIG'13 Avtomatizacija v industriji in
gospodarstvu, 4. in 5. april 2013, Maribor, Slovenija. Maribor: Drustvo avtomatikov Slovenije.

Yin RK (2009) Case Study Research: Design and Methods. Fourth edition. Sage Publications,
Thousand Oaks CA



586 38™H INTERNATIONAL CONFERENCE ON ORGANIZATIONAL SCIENCE DEVELOPMENT,
CONFERENCE PROCEEDINGS




38. MEDNARODNA KONFERENCA O RAZVOJU ORGANIZACIJSKIH m
ZNANOSTI: EKOSISTEM ORGANIZACI) V DOBI DIGITALIZACIE H
KONFERENCNI ZBORNIK Univerzitetna zalozba
P. Sprajc et al. (ur.) Univerze v Mariboru

Zavestno vodenje: Nov konstrukt na podro¢ju vodenja

DEJAN MARINCIC IN MIHA MARIC

Povzetek Zavestno vodenije je novejsi konstrukt o katerem $e ne vemo
veliko. Vsak vodja ima izoblikovan svoj na€in vodenja in svojo strategijo,
kako voditi podjetje, da bo uspe$no. Zavestno vodenje pa lahko
pripomore k SirSemu dobremu, ne le samo k dobremu poslovanju
podjetja. Opisali bomo razlike med tradicionalnim vodenjem in zavestnim
vodenjem. Veliko je naCinov, ki nas ucijo, kako postati dober vodja, sami
pa moramo ugotoviti, kater nain nam najbolj ustreza in kater nacin je
najboljsi za SirSe dobro v svetu.ObrazloZili bomo, kako lahko postanemo
dober zavestni vodja in katerih zavez se moramo drzati, da bomo zavestno
vodili podjetje. Dotaknili se bomo tudi konceptualizacije zavestnega
vodenja. Celotni koncept zavestnega vodenja je tako sestavljen iz
razSirjene zavesti, elementov zavestnega vodenja, kot so Zivljenjski
kontekst, zaznavni filtri, Zivljenjske izkuSnje in pozornost, ter iz
zavestnega vodenja, na katerega vpliva samozavedanje, sistemski vpogled,
da smo zavestno pri stvari in kolektivna zavest.
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Abstract Conscious management is a newer construct, which we do not
know much about. Each manager has its own style of leadership and its
own strategy, how to lead the company for it to be successful. Conscious
leadership can help the greater good, not only the companies good
performance. We will describe the differences between the traditional
leadership and conscious leadership. There are many ways, that teach us,
how to become a good leader, but we have to figure out ourselves, which
way fits us best and which way is the best for the greater good in the world.
We will explain, how to become a good conscious leader and what are our
commitments to lead the company consciously. We will also touch on the
topic of conceptualisation of conscious leadership. The whole concept of
conscious leadership is made of expanded consciousness, elements of
conscious guidance, which are life context, expanded consciousness,
sensory filters, life experiences and attention, and of conscious guidance,
which is made up of systemic insight, collective consciousness and self-
awareness.

Keywords: ¢ conscious leadership « traditional leadership e
conceptualization ¢ implication « commitment ¢

CORRESPONDING AUTHOR: Dejan Maringi¢, MSc., student, University of Maribor, Faculty of
Organizational Sciences, KidriCeva cesta 55a, 4000 Kranj, Slovenia, e-mail: dejkom@gmail.si.

DOl https://doi.org/10.18690/978-961-286-250-3.46 ISBN 978-961-286-250-3
Auvailable at; http://press.um.si.



D. Marini¢ in M. Marit: Zavestno vodenje: Nov konstrukt na podrotju vodenja 589

1 Uvod

V januarju 2018 je potekala konferenca »Zavestni poslovni svet«, na kateri je
sodelovalo ve€ kot 5.000 udeleZencev. Ta dogodek dokazuje, da vedno vec ljudi
razmislja o poslovanju in vodenju na nov nacin, ki se imenuje zavesno vodenje
(Kubatova, 2018). V danaSnjem vedno bolj globalnem poslovnem okolju
organizacije obnavljajo svoje prizadevanje k dvigu standardov eticnega
poslovnega ravnanja (McCann in Holt, 2009). Raziskave kaZejo, da so samo-
refleksivni in moralno odzivni voditelji lahko eti¢ni (Brown in Trevino, 2006), z
razmiSljanjem, ki pomaga pri samozavedanju in eti¢nem vedenju (Akrivou, 2011).
Zavest in samorefleksivnost sta lahko kljuéni za pove€anje moralnih pravil, ki
temeljijo na odlocitvah vodij (Buzzanell in Fyke, 2013).

2 Razlika med tradicionalnim vodenjem in zavestnim vodenjem

NaSe upanje v boljsi svet je v zavestnem vodenju. V nasprotju s tradicionalnim
vodenjem, ki se kaZe kot odtujenost do ljudi, degradacijo okolja in kulturne
homogenizacije lahko zavestno vodenje vodi k boljSi prihodnosti. Zavestno
vodenje temelji na predpostavki, da je vse povezano in deluje sloZno, kot list na
drevesu, ki tekmuje za iste vire preZivetja. Zavestno vodenje torej iSCe nove
nacine za boljso prihodnost vseh. Skozi zavestno vodenje, bomo mogli preseci
tradicionalni nacin reSevanja sporov v nasem svetu. S tem nac¢inom vodenja lahko
presekamo sprevrzen nacionalizem, elitizem in fundamentalizem. Skozi zavestno
vodenje moramo ustvariti nacin Zivljenja, ki je trajnosten, da bodo nasi potomci
podedovali svet, ki ne bo tonil k propadu (Renesch, 2010).

V spodnji tabeli bomo predstavili nekaj kljuénih razlik med tradicionalnim
vodenjem in zavestnim vodenje.
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Tabela 1: Kljucne razlike med tradicionalnim in zavestnem vodenjem (Renesch,
2010).

Tradicionalno vodenje Zavestno vodenje

ZastraSuje, ima doloena pravila, | Navdihuje, obuja veli€ino

manipulira

Temelji na doloceni obliki ali strukturi Zaupa v sebe in druge

Je zunanje usmerjeno Je notranje usmerjeno

S€asoma postane rutinsko Se naprej raste in se uci

1z preteklih izkuSenj se ne nau€i veliko Z vsako novo izkusnjo ve€ja osebnostna
rast

Avtoritativna, mocna osebnost, ki ne | Verodostojna in resni¢na osebnost, ki mu

izkazuje Custev Custva niso tuja

Prevladuje politika podjetja Prevladuje resnica zgodb

Prisilno vodenje Vodenje z zavestjo in prisotnostjo

I1zkazovanje moci na vseh podrocjih Zna prisluhniti vsem in jih posku3a
razumeti

Sciti lastne potrebe Deluje za skupno dobro

3 Nacini, kako postati zavestni vodija

Zavestni vodje govorijo z integriteto, vodijo z avtenti¢nostjo in so odgovorni.
Poslusajo z namenom razumevanja in ne samo, da se odzovejo in to pocnejo
tako, da so v skladu z moralnim in eti¢nimi naceli. Predstavili vam bomo nekaj
nacinov, kako postanemo lahko zavestni vodja (Cohen, 2018).

Gojiti je potrebno samozavedanje. Da smo samozavestni, je nedvomno najbolj
koristna stvar, ki jo lahko naredimo za svoj stil vodenja. To je dejanje spoznavanja
sebe ne le kot vodje, ampak kot osebe.V kolikor Ze poznamo svoje prednosti in
slabosti, se zavedamo svojih mislih, Custev in motivov, smo Ze veliko naredili na
sebi. Ce se vsega tega zavedamo, jih lanko tudi upravljamo (Colin, 2015).

Meditacija je sestavni del zavestnega vodenja. Stevilne Studije so pokazale, da
lahko meditacija zmanjsa stres, spodbudi ustvarjalnost, izbolj$a spanje, izboljsa
funkcionalnost moZganov in nam celo pomaga pri osredoto&anju. Ceprav obstaja
na ducate Koristi, celotno dejanje meditacije poglablja naSo zavest. Dobra stvar
pri tej starodavni tradiciji je, da obstaja veliko oblik meditaciji, tako si lahko
izberemo taksno, ki nam najbolj ustreza (Cohen, 2018).

Z namenom moram poceti stvari. Zavestni vodje uspevajo takrat, kadar z
dolo¢enim namenom pocnejo stvari, katerih se zavedajo. Biti - delati z namenom
je predpogoj za zivljenje zivljenja pod svojimi pogoji (Colin, 2015).
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Zavestni vodja mora izvajati Stiri sporazume, ki jih predlaga Cohen (2018). Ti
sporazumi lahko spremenijo nase Zivljenje in ga postavljajo na pot do osebne
svobode. Zavestni vodje vidijo te sporazume, ki izhajajo iz TolteSke modrosti,
kot priloznost za izboljSevanje njinovega osebnega vodenja. Prvi sporazum, ki ga
mora zavestni vodja sprejeti je, da mora biti odkrit. Govoriti mora vedno samo
tisto, kar si misli, govoriti pa mora vedno samo pozitivne stvari. Kot drugi
sporazum, ki ga mora zavestni vodja sprejeti pri sebi je, da ne sme ni¢esar jemati
osebno. NiC ga ne sme spraviti iz tira. Ne sme se obremenjevati, kaj si drugi
mislijo 0 njem. Zavestni vodja ne sme narekovati predpostavk. Namesto tega
mora postavljati vpraSanja in komunicirati. Kot Cetrta zaveza, ki jo mora zavestni
vodja sprejeti pri sebi pa je, da bo vedno naredil vse, kar je v njegovi moci. Vedno
se je potrebno truditi, da se doseze najboljsi rezultat. Le tako se nikoli ne more
obZalovati, Ce kdaj kaj ne uspe (Cohen, 2018).

4 Zaveze, ki jih mora sprejeti zavestni vodja

Dethmer, Chapmaf in Klemp (2015) opisujejo petnajst zavez, ki si jih mora
zavestni vodija posluZevati, da bi postal iz dneva v dan vedno boljsi. V spodnji
tabeli bomo prikazali te obveze.
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Tabela 2; Zaveze, ki jih mora sprejeti zavestni vodja (Dethmer idr., 2015)

ObrazloZitev / Zavezati se mora;

Zaveza

1. Odgovornost
2. Radovednost
3. Cutnost

4. Odkritost

5. Direktnost
6. Integriteta
7. Spostovanje
8. Genialnost
9. lgrati pozitivno igro
10. Poslusnost
11. Odobravanje
12. Zadovoljstvo
13. Zavezniki
14. Zmaga za vse

15.

Vedno je resitev

Da bo prevzel polno odgovornost svojega
Zivljenja, fizi€no, Custveno, dusevno in duhovno
blaginjo.

Da bo poskusal rasti v samozavedanju, da bo
vsako interakcijo obravnaval kot priloZznost za
ucenje.

Da bo delal po svojih notranjin obcutkih do
konca naloge.

Da bo govoril iskreno in resni¢no, ter podajal
verodostojne informacije.

Da bo govoril neposredno z ljudmi, s katerimi
ima problem.

Da bo celovit, skladen, pristen, poSten ter
verodostojen, vkljuéno s priznavanjem vseh
avtenti¢nih ob&utkov.

Da bo Zivel v hvaleZnosti in se popolnoma odprl
tako za sprejemanije kot za priznanje.

Da bo izrazil svojo popolno veli€astnost in
podpiral, ter navdihoval druge, da v celoti izrazijo
svojo ustvarjalnost in Zivijo na svoj nacin.

Da bo v Zivljenju improviziral, se smejal in
razmisljal pozitivno.

Da bo poslusal ve¢ plati zgodbe, ter Sele po
tehtnem premisleku zajel staliSce.

Da bo Zivel v prepriCanju, da njegova odobritev
in nadzor prinaSata skupno dobro.

Da bho zadovoljen, da ima dovolj ¢asa, denarja,
ljubezni, energije,..

Da bo videl vse ljudi v vseh okolis¢inah kot
zaveznike, ki so popolnoma primerni, da mu
pomagajo pri u€enju najpomembnejsih stvari za
osebnostno rast.

Da bo ustvarjal zmago za vse reSitve. Zmaga
zase, zmaga za drugo osebo, zmaga za
organizacijo, zmaga za ¢lovestvo.

Da je potrebno najti reSitev: uvideti tisto, kar
manjka na svetu, ter to narediti za boljsi jutri.
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5 Konceptualizacija zavestnega vodenja

Konceptualizacija zavestnega vodenja je sestavljena iz treh podskupin (Renesch,
2010): razsirjene zavesti; elementov zavestnega vodenja in zavestnega vodenja, ki
se med seboj vzajemno prepletajo. Ward in Haase (2016), opisujeta kako
razSirjeno zavest sooblikujejo meditacija; Zivljenjske vrednote; Zivljenjski cilj; ter
zdrav duh v zdravem telesu. Teh elementov se Clovek lahko priuci in skozi
vsakodnevno vajo tudi izboljSuje. Ti elementi spodbujajo posameznikovo
notranjo rast in pomagajo oblikovati svoj lastni jaz in izraZanje. Pri elementih
zavestnega vodenja, Hayden (2017) opisuje naslednje: Zivljenjskem kontekstu;
razSirjeni zavesti; zaznavnih filtrih; Zivljenjskih izkuSnjah in pozornosti. Pri
posamezniku so te elementi lahko bolj ali manj oCitni, saj ima vsak posameznik
drugace razvite svoje kompetence. Kot vemo, so nekatere kompetence lahko
prirojene, nekaterih se lahko priuc¢imo, spet druge lahko pridobimo skozi
Zivljenjske izkusnje. Pravi zavestni vodja, se mora zavedati, da mu vsak nov dan
prinese nove izkusnje, ki jih lahko s pridom izkoristi za svojo dobrobit. Kot tretji
element, ki sestavlja konceptualizacijo zavesnega vodenja pa je zavestno vodenie.
Ta podskupina koncepta je najpomembnejSa za celotno obravnavo
konceptualizacije, saj jo sestavljajo: samozavedanje, sistemski vpogled; kolektivna
zavest in vodja mora biti zavestno pri stvari. Ti elementi pa so kljucnega pomena
za oblikovanje dobrega zavestnega vodje (Goleman, 2016).
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RazSirjena zavest
*Meditacija

«Zivljenjske vrednote
«Zivljenjski cilj

*Zdrav duh v zdraven drevesu

Elementi zavestnega Zavestno vodenje

vodenja *Samozavedanje
«Zivljenjski kontekst = Sistemski vpogled
*RazSirjena zavest *Zavestno pri stvari
*Zaznavni filtri *Kolektivna zavest
«Zivljenjske izkusnje

*Pozornost

Konceptualizacija
zavestnega
vodenja

Slika 1: Prikaz konceptualizacije zavestnega vodenja (lasten prikaz)
6 Zakljucek

Da je podjetje zavestno, je v veliki meri odvisno vodstvo vrhunskih vodij, ki
morajo v politiki in praksi strmeti k temu, da se vsak dan izboljSujejo in strmijo
k boljSemu jutri. Wheatley (2017) navaja, da je zavestni kapitalizem tesno povezan
z zavestnim vodenjem. Vodje ustvarjajo tako imenovane otoke zdrave pameti, ki
jih implicirajo v prakso, ti pa vodijo v SirSe dobro in ne le k pove€anju dobicka.
Po drugi strani pa Benett, O'Reilly, Gobahai in Welch (2009) navajajo, da so
potrosniki vse bolj osve$Ceni in poduceni o poslovanjih podijetij in tako po lastni
zavesti izbirajo podjetja, ki imajo pridih zavestnega vodenja. Po mnenju Gupta
(2017) je socialni, gospodarski, kulturni nemir in kaos, ki smo mu prica danes,
Zivi zgled, kako gospodarstvo deluje brez ustrezne rasti Cloveske zavesti. Na$
pristop k Zivljenju mora biti povezan z zavestjo. Kot trdi Kourie (2007), smo
trenutno prica, da ¢loveStvo hrepeni po enotnosti in razumevanju. Zanimanije za
duhovnost je znak globoke Zelje v srcih ljudi, da bi nasli enotnost in celovitost v
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druzbi. Pavlovich in Corner (2014) ugotavljata, da duhovne prakse povecujejo
zavestno ozaveSCenost, ki po drugi strani oblikuje podijetniske name in
znacilnosti tveganega kapitala, osredotoCene na skupno dobro. Zato menimo, da
je zavestno vodenje novejsi konstrukt, ki bo vedno bolj popularen med vodiji
novega ¢asa.
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1 Introduction

Contemporary business environment is characterized by expansion of digital
services that has led to enormous amount of data related to the users. New
business models are emerging nowadays more than ever. Communication
technologies and new possibilities for organizations to create value have made
the base for their creation and development. Digital innovation has been defined
as new combinations of digital and physical components to produce new
products and services by combining digital data from heterogeneous sources
easily “to deliver diverse services, which dissolves products and industry
boundaries” (Yoo et al., 2010; Barret, et al., 2015). In this new environment, not
only products or services become obsolete, but also organizational processes and
systems, because they simply no longer create enough value (Zott & Amit, 2017).
Business model innovation is not a two-step process of conception and
execution, in which a business model is developed first as a cognitive
representation and then implemented in reality later. Instead, it is a multi-step,
multi-mechanism learning process that can occur through “drifting” and
“leaping” patterns (Berends et al., 2016).

According to Osterwalder & Pigneur (2010) “Multi-sided platform business
model collects several different but mutually dependent groups of buyers. Such
platforms are valuable for one group of buyers only if other groups of buyers are
present. The platform creates value by facilitating interactions between these two
groups. Multi-sided platform grows in the sense it draws more users, which is a
phenomenon known as the network.” Additionally, the whole business model is
the new source of innovation (Zott & Amit, 2017). ICTs mediate the relationship
between in-house R&D and innovation performance even more strongly
(Scuotto et al., 2017). This means that proper ICTs uses and procedures can
facilitate intra-organizational knowledge sharing and knowledge creation. This
process then creates a higher knowledge base for the firm, which can be exploited
in future projects or idea generation.

New business models require new skills by managers in order to cope with new
disruptive businesses. Sousa & Rocha (2019) found that this new skills should be
related to innovation, leadership and management. Still, little is known about how
a shift toward service-driven business models affects the firm’s existing business
and its underlying organizational design and structure to support the new
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business model (Foss & Saebi, 2017). ICT have been recognized as playing a dual
role as both an operand (enabler) and an operant (initiator and actor) resource
for service innovation (Barrett, et al., 2015; Marinkovic & Jaksic, 2011).

2 Service innovation in digital age

In high diversity of service innovation, it could be notify that service innovation
may include significant improvements in service delivery, adding new functions
or characteristics to existing ones, or introduction of entirely new services.
Innovation processes in services include new or significantly improved methods
of creating and providing services (Marinkovic et al., 2017). Process innovations
also include new or significantly improved techniques, equipment and software
to support activities such as procurement, accounting and maintenance.
Implementation of new or significantly improved ICT is seen as a process
innovation if it is intended to improve efficiency and/or quality of support
activities. ICT progress per se enables new ways of gathering, processing, keeping
and transferring information in services. Also, ICT has considerable role in the
very process of innovation, from an idea, development and testing to
commercialization (Marinkovic et al., 2017; Marinkovic & Jaksic, 2011).

Internet has brought many changes in service industries, especially trade, tourism,
education and new services emerged, such as e-trade, e-tourism, e-education and
digital learning, e-health, e-marketing. Consumer behaviour has fundamentally
changed from isolated to connected, from unaware to informed, form passive to
active, and almost all products and services today must have a crucial digital
component (Ramaswamy, 2009; Smaliukiene et al., 2015). In developing new
services, co-creation has emerged, in recent years, as an important management
strategy for enabling firms to be innovative (Durugbo & Pawar, 2014). Generally,
co-creation is possibility to improve innovation capabilities and enhancing
innovation process. Co-creation brings new opportunities for enterprises and
practices for collaborating with partners are in the focus of contemporary
research papers (Galvagno & Dalli, 2014). For example, a morphological
approach can be used to explore how a lead firm can identify attractive co-
creation opportunities (Frow, et al., 2015).

Customers, suppliers, government, competitors, NGOs and other groups
involved in co-creation can contribute to the final product or service. Co-creation
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can lead to new distinctive business models defined as “the design or architecture
of the value creation, delivery and capture mechanisms” (Teece, 2010; Frow, et
al., 2015). Users have a special role in service innovations. They can be included
in different stages of innovation process, from generating and selecting ideas,
through concept development, testing and commercialization. Ideas generated
by users proved to be more original and valuable, but sometimes could be
difficult for implementation (Magnusson et al., 2003).

Firms increasingly co-create knowledge with external stakeholders during the
innovation process in order to expand their knowledge base. These stakeholders
can be not only customers, but other organizations (Gnyawali, 2011; Kazadi et
al., 2015). In the field of inter-organizational cooperation co-creation involves
different companies and institutions. Increasing diversity in stakeholders
involved during the innovation process, needs to go hand-in-hand with an
increased investment in developing stakeholder co-creation capabilities (Kazadi
et al., 2015). It can be concluded that service innovation is seen as a means to
improve companies and customers’ co-creation of value (Spohrer & Maglio,
2009). Apart from external marketing, internal marketing of service innovation
ideas inside the organization of service provider is of crucial importance for the
success (Kuusisto & Riepula, 2008).

The implications of ICTs for service innovation are generally not articulated in
an explicit manner (Barrett et al., 2015). Instead the assumption is often that ICT-
related change in organizations or markets is synonymous with innovation, and
the expected outcomes of innovation—customer satisfaction, perceived quality,
productivity, profitability, competitive advantage, and so on—are the primary
focus of much of this literature (Ordanini & Rubera, 2010) rather than the
innovation per se. While these are important phenomena, it is suggested that
bringing assumptions about service and service innovation to the foreground of
theorizing will help the IS field to build novel contributions to knowledge about
service innovation.
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2.1. Digitalization in travel services

It is widely recognized that widespread Internet and innovative technologies
represent a powerful tool for development of travel services (Goertz, 2014;
Barnett & Standing, 2001; Ogonowska & Torre, 2014). Consequently, customers
are now in position to share experiences and information very fast, they rank
their travelling experiences, advice each other and represent very important
factor in shaping the ecosystem in this industry. There is a growing trend of
young travellers that want to book their trip quickly and efficiently (Law et al.,
2004; Sun et al., 2017). Changing technology environment and consumer
behaviour became a threat for the old business models while tourists empowered
by new technologies have become knowledgeable and seeking exceptional value
for money and time (Smaliukiene et al., 2015).

However, for a long time these changes were not recognized by travel agencies
in Serbia. In the previous period, while online booking was expanding, the
agencies in Serbia relied on the same business model as it was before digitization.
It was expected that travellers had time to visit agencies, search printed
catalogues, spend time in consultations with a human agent, and ultimately decide
on an appropriate trip. Travel agencies usually trade with each other’s package
holidays in order to spread their offer. This is regulated by a contract between an
agent (travel organizer) and a subagent (a broker in sales). So far, this trade in
Serbia was done by telephone or e-mail and it was slow and unreliable, sometimes
with a risk of overbooking.

This paper is aimed to analyze an innovative collaborative business model
developed for travel services in Serbia, provided by a new portal for aggregated
offer (https://cofer.travel). The portal was developed in collaborative project
including IT experts from PlusPlusNT company and travel and tourism
practitioners from several national agencies. This portal automatically pulls data
from the CMS and business system of all agencies, processes data to make the
search efficient and provides an overview of the entire offer with comparison
and online booking.
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3 Methodology

After literature review, we analyzed a case of an innovative business platform
developed for travel industry in Serbia. Following a case-study approach the
research was directed towards different aspects of the new platform. We
conducted interviews with the main actors of the development project, IT
experts and travel industry professionals. The aim was to analyze benefits and
challenges that an innovative business model provided by the platform
(https://cofer.travel) could bring. Benefits and challenges were analyzed from
the perspective of travel agencies (B2B business model) and travelers (B2C
business model).

4 Finding and discussion

The experts who developed Cofer platform have over 25 years of experience in
the field of tourism, and in development of solutions from this domain. The five
years goal of the company is to position itself as a leader in the field of software
solutions in the market of Southeast Europe. They focus is primarily on travel
agencies, but also on other participants in the tourism market. The business
model is based on increasing the number of business partners, not just increasing
the number of clients. Therefore, the most successful projects are the projects in
which clients become partners, also for the commercialization process for
developed solutions.

Cofer's team, as a group of experienced tourism workers and software
developers, has experience and knowledge that covers a wide range of relevant
areas. As they say, their goal is “to use the best from all team members through
constant communication and to provide the customers with a product that will
facilitate daily work, speed up processes, and eliminate unnecessary activities, in
order to increase their satisfaction”.
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Agency website

Figure 3: Cofer business model
Source: Authors

TK Net privides contacts between the tourist agencies, but also beetween each
agency and developed portal in order to serach for options and create offering.
The system is designed as a WEB solution for working over the Internet and
enables online connection of points of sale, as well as on-line scouting of
subagents and individuals and it provides:
e Input of incoming and outgoing invoices. Summary balance reviews by
customers;
e Financial reporting through a cash desk at the agency, branch or
operator level;

e Communication with the accounting sector related to the realization of
received checks;

e Debt records;

e Cost records;

e Analytics of the agency's operations;
e Calculation of VAT.

The most important functionalities of the system grouped into the functional
units are as follows: Commercial operations; Sales; Operational monitoring;
Financial monitoring; Data export; Complete solution for agency website, with
possibility of online booking; Automatic export to the Cofer.travel site, through
which online sales of all arrangements could be made; Online bookings for
subagents. A special offer that is extremely attractive for the agencies is the
implementation of back office software as a travel agency information system.



604 38™H INTERNATIONAL CONFERENCE ON ORGANIZATIONAL SCIENCE DEVELOPMENT,
CONFERENCE PROCEEDINGS

Main conclusions are related to the challenges that need to be overcome in order
to transfer business to the Internet:
* Unlike hotel reservations, the price calculation for the sale of the package
holidays is significantly more complicated because it is necessary to
handle many special cases;

e It is necessary to keep parallel records on the capacities, both for the
accommodation and for the transport;

e It is necessary to automatically generate all supporting documents,
including legal forms, as well as operational documentation;

e It is necessary to enable easy search of the package holidays according
to different parameters (type of accommodation, type of transport, etc.);

It is important to provide an efficient trade model between agencies.

Software developed by PlusPlusNT addresses all these challenges and provides
additional opportunities for improving agency performance. The software
practically provides networking of agencies in Serbia, making a kind of a tourist
services exchange, enabling agencies to trade and sell entire packages via Internet,
either on agency websites, or on a website that contains an aggregated offer of
all agencies in the system.

Information about final customers, e.g. travelers, about their habits, preferences,
health, financial status, spending patterns and other personal information make
very important input for further development. For digital services providers this
set of data represents an important potential for the highly personalized offering
and consequently for a new business/new revenue.

4.1. Benefits and challenges of the new business model

Benefits of the new business model were recognized as follows:
1. Internal business of agencies: the new platform provides an efficient way to
create an offer, easily generates a pricelist and fully automatically calculates
financial obligations in almost all complicated variants that can be found in
practice; All accommodation facilities and holiday package data is stored in a
single database and available to all employees
e data entered into the agency IT system (descriptions, images, price lists)
is used to display the offer on agency websites, which makes the

presentation process completely automated and the need for staff
maintaining the website is reduced;
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= reservation is possible through the agency's website;

e changes in the system (descriptions, images, pricelists) are in almost real
time forwarded to websites, whereby potential travelers are informed for
a short period of time;

e all the documents required by the law are automatically generated from
the IT system;

e all documents required by insurance companies (insurance policies for
passengers, etc.) are automatically generated from the IT system.

2. B2B business model: New software allows the agencies to trade directly with
each other, which means that one agency books directly into the system of the
other agency, with all the necessary data and calculations (if one agency buys
from the other, the price of the arrangement must also include the subagent fee,
and the passenger must clearly indicate that package was bought through
intermediary). Since the process is fully automated, there is no risk of
overbooking.

3. B2C business model: The traveller has many benefits via the new model: They
can quickly find an adequate package, in various options (for example, two adults
and two children with transportation); find an package at the best price, compare
different offers; decide which additional services he/she wants to buy
(excursions, insurance, ski pass, etc.); have security when shopping and travelling.

5 Conclusion

The Cofer is a unique platform and it represents a new, innovative concept that
introduces a new form of business and new business processes. One of the major
challenges in the introduction was the change in employees’ habits in travel
agencies, because all the agencies had their internal procedures that were difficult
to give up. Also, the application of software that introduces control in all aspects
of work has encountered the resistance and fear of employees until they saw
positive aspects in terms of simplifying daily work and reducing the possibility of
errors.

The major client-side challenges, related to travellers, are about reestablishment
of trust in the services offered by agencies, the need to understand all the benefits
in terms of price, security, protection, as well as appropriate services such as
guides, transfer, etc., in an adequate way. It is necessary to educate the "old"
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6 Ucinkovitost poslovnega digitalnega ekosistema

Da pa bilahko ugotovili ali so odloCiteve glede strategije pravilne je smiselno in
potrebno meriti u¢inkovitost nastalega poslobnega digitalnega ekosistema.

UCinkovitost ekosistema opredeljujejo naslednji Stirje dejavnikits: vrednost
(ustvarjene nise), kriticna masa (robustnost), nenehno izboljSevanje ucinkovitosti
(produktivnost), soasna evolucija ali skupni uéni in optimizacijski u€inki.

Dinamika ali razvoj sistema je odvisna od njegove uspesnosti in ucinkovitosti.
Ce eden izmed naslednjih dejavnikove2 manjka, potem bo ekosistem neuspesen:

1. Nastajanje poslovnega ekosistema. Med nastajanje poslovnega ekosistema
in pionirsko fazo se je treba osredotoCiti na pridobitev kljucnih glavnih strank,
klju¢nih dobaviteljev in pomembnih kanalov. To zagotavlja ustvarjanje dodane
vrednosti vob istoCasni zas€iti pred konkurenti.

2. Razsiritev. Kriticna masa se lahko doseze z narasCajoim obsegom in s
partnerji ter s standardizacijo v kljucnih trznih segmentih.

3. Upravljanje. Za tretjo fazo je znacilno vodenije in upravljanje . Poudarek je na
tem, da bi po eni strani morala podijetja spodbujati dobavitelje in kupce k
sodelovanju pri nenehnem izboljSevanju celotne ponudbe, po drugi strani pa se
Zelijo ohraniti mo¢no pogajalsko moc do teh partnerjev.

4. Obstoj in samo-obnova. Zadnja stopnja je "Obstoj ", Kjer je kjucno in
bistveno uvajanje novih idej. Druge poslovne ekosisteme - s podobnimi novimi
zamislimi - je potrebno ovirati z ukrepi, kot so visoki stroSki zamenjave
dobaviteljev ali visoki stroski vstopa konkurentov. Slednje je klju¢nega pomena,
saj za ekosistem, ki nima sposobnosti samo-obnove le to pomeni konec
evolucije, oziroma propad.

61 John Hagel 111, John Seely Brown. (2005) The Only Sustainable Edge: Why Business Strategy
Depends On Productive Friction And Dynamic Specialization, Harvard Business Review Press.

62 James F. Moore (1996) The death of competition: leadership and strategy in the age of business
ecosystems. Wiley United States.
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