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Figure 2. Organizational structure of the company ELES (Marinšek, 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 IBM 
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 (Tomažič, Polajner, & 
Kozjek, 2016). 
 
The maintenance information support is based on the following requirements 
and directions of ELES (Tomažič, Polajner, & Kozjek, 2016; ELES, 2017): 

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

• To improve the access to spatial data, 
• To improve the quantity and quality of information, 
• To improve the integration of different information systems (e.g. PSA, 

GSM), 
• To provide mobile access to required information at a physical site, 
• To improve communication between IoT applications, 
• The implementation of new maintenance methodologies and concepts 

that aim to reduce the costs (e.g. RCM, VDM), 
• The use of contemporary analytical processing tools (e.g. asset health 

indices), 
• 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):  

• 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, 
• Techno-economic analysis and statistics in the field of use, exploitation 

and quality of equipment, 
• 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. BI enables the 
collection of large amount of data from different sources. It is essential that BI 
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 BI 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 (Lovrenčić, 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 KPIs, 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. (Tomažič, 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 (Tomažič, Polajner 
& Kozjek, 2017): 

• Control of maintenance costs by taking account the ratio between 
maintenance costs and estimation of asset replacement value; 

• 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; 

• Reliability which is shown by ratio between costs of preventive 
maintenance and overall maintenance costs; 

• Planning which includes monitoring of realization/progress of 
maintenance activities; 

• Utilization rate which is shown by ratio between used time for 
maintenance activities and full working time; 

• 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.; 

• Control of health and safety costs, environmental costs and quality costs; 
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• 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. (Tomažič, 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 

It is 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. 
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Zavestno vodenje: Nov konstrukt na področju vodenja 
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Povzetek Zavestno vodenje je novejši konstrukt o katerem še ne vemo 
veliko. Vsak vodja ima izoblikovan svoj način vodenja in svojo strategijo, 
kako voditi podjetje, da bo uspešno. Zavestno vodenje pa lahko 
pripomore k širšemu dobremu, ne le samo k dobremu poslovanju 
podjetja. Opisali bomo razlike med tradicionalnim vodenjem in zavestnim 
vodenjem. Veliko je načinov, ki nas učijo, kako postati dober vodja, sami 
pa moramo ugotoviti, kater način nam najbolj ustreza in kater način je 
najboljši za širše dobro v svetu.Obrazložili bomo, kako lahko postanemo 
dober zavestni vodja in katerih zavez se moramo držati, da bomo zavestno 
vodili podjetje. Dotaknili se bomo tudi konceptualizacije zavestnega 
vodenja. Celotni koncept zavestnega vodenja je tako sestavljen iz 
razširjene zavesti, elementov zavestnega vodenja, kot so življenjski 
kontekst, zaznavni filtri, življenjske izkušnje in pozornost, ter iz 
zavestnega vodenja, na katerega vpliva samozavedanje, sistemski vpogled, 
da smo zavestno pri stvari in kolektivna zavest. 
 
Ključne besede: • zavestno vodenje • tradicionalno vodenje • 
konceptualizacija • implikacija • zaveza • 
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Conscious Leadership: New Construct in the Field of 
Leadership 
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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 • 
conceptualization • implication • commitment • 
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1 Uvod 
 
V januarju 2018 je potekala konferenca »Zavestni poslovni svet«, na kateri je 
sodelovalo več kot 5.000 udeležencev. Ta dogodek dokazuje, da vedno več ljudi 
razmišlja o poslovanju in vodenju na nov način, ki se imenuje zavesno vodenje 
(Kubatova, 2018). V današnjem vedno bolj globalnem poslovnem okolju 
organizacije obnavljajo svoje prizadevanje k dvigu standardov etičnega 
poslovnega ravnanja (McCann in Holt, 2009). Raziskave kažejo, da so samo-
refleksivni in moralno odzivni voditelji lahko etični (Brown in Trevino, 2006), z 
razmišljanjem, ki pomaga pri samozavedanju in etičnem vedenju (Akrivou, 2011). 
Zavest in samorefleksivnost sta lahko ključni za povečanje moralnih pravil, ki 
temeljijo na odločitvah vodij (Buzzanell in Fyke, 2013). 
 
2 Razlika med tradicionalnim vodenjem in zavestnim vodenjem 
 
Naše upanje v boljši svet je v zavestnem vodenju. V nasprotju s tradicionalnim 
vodenjem, ki se kaže kot odtujenost do ljudi, degradacijo okolja in kulturne 
homogenizacije lahko zavestno vodenje vodi k boljši prihodnosti. Zavestno 
vodenje temelji na predpostavki, da je vse povezano in deluje složno, kot list na 
drevesu, ki tekmuje za iste vire preživetja. Zavestno vodenje torej išče nove 
načine za boljšo prihodnost vseh. Skozi zavestno vodenje, bomo mogli preseči 
tradicionalni način reševanja sporov v našem svetu. S tem načinom vodenja lahko 
presekamo sprevržen nacionalizem, elitizem in fundamentalizem. Skozi zavestno 
vodenje moramo ustvariti način življenja, ki je trajnosten, da bodo naši potomci 
podedovali svet, ki ne bo tonil k propadu (Renesch, 2010). 
 
V spodnji tabeli bomo predstavili nekaj ključnih razlik med tradicionalnim 
vodenjem in zavestnim vodenje. 
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Tabela 1: Ključne razlike med tradicionalnim in zavestnem vodenjem (Renesch, 
2010). 

Tradicionalno vodenje  Zavestno vodenje 
Zastrašuje, ima določena pravila, 
manipulira 

Navdihuje, obuja veličino 

Temelji na določeni obliki ali strukturi Zaupa v sebe in druge 
Je zunanje usmerjeno Je notranje usmerjeno 
Sčasoma postane rutinsko Še naprej raste in se uči 
Iz preteklih izkušenj se ne nauči veliko Z vsako novo izkušnjo večja osebnostna 

rast 
Avtoritativna, močna osebnost, ki ne 
izkazuje čustev 

Verodostojna in resnična osebnost, ki mu 
čustva niso tuja 

Prevladuje politika podjetja Prevladuje resnica zgodb 
Prisilno vodenje Vodenje z zavestjo in prisotnostjo 
Izkazovanje moči na vseh področjih Zna prisluhniti vsem in jih poskuša 

razumeti 
Ščiti lastne potrebe Deluje za skupno dobro 

 
3 Načini, kako postati zavestni vodja 
 
Zavestni vodje govorijo z integriteto, vodijo z avtentičnostjo in so odgovorni. 
Poslušajo z namenom razumevanja in ne samo, da se odzovejo in to počnejo 
tako, da so v skladu z moralnim in etičnimi načeli. Predstavili vam bomo nekaj 
načinov, 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 že poznamo svoje prednosti in 
slabosti, se zavedamo svojih mislih, čustev in motivov, smo že veliko naredili na 
sebi. Če se vsega tega zavedamo, jih lahko tudi upravljamo (Colin, 2015). 
 
Meditacija je sestavni del zavestnega vodenja. Številne študije so pokazale, da 
lahko meditacija zmanjša stres, spodbudi ustvarjalnost, izboljša spanje, izboljša 
funkcionalnost možganov in nam celo pomaga pri osredotočanju. Čeprav obstaja 
na ducate koristi, celotno dejanje meditacije poglablja našo zavest. Dobra stvar 
pri tej starodavni tradiciji je, da obstaja veliko oblik meditaciji, tako si lahko 
izberemo takšno, ki nam najbolj ustreza (Cohen, 2018). 
 
Z namenom moram početi stvari.  Zavestni vodje uspevajo takrat, kadar z 
določenim namenom počnejo stvari, katerih se zavedajo. Biti - delati z namenom 
je predpogoj za življenje življenja pod svojimi pogoji (Colin, 2015). 
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Zavestni vodja mora izvajati štiri sporazume, ki jih predlaga Cohen (2018). Ti 
sporazumi  lahko spremenijo naše življenje in ga postavljajo na pot do osebne 
svobode. Zavestni vodje vidijo te sporazume, ki izhajajo iz Tolteške modrosti, 
kot priložnost za izboljševanje njihovega 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 ničesar jemati 
osebno. Nič ga ne sme spraviti iz tira. Ne sme se obremenjevati, kaj si drugi 
mislijo o njem. Zavestni vodja ne sme narekovati predpostavk. Namesto tega 
mora postavljati vprašanja in komunicirati. Kot četrta zaveza, ki jo mora zavestni 
vodja sprejeti pri sebi pa je, da bo vedno naredil vse, kar je v njegovi moči. Vedno 
se je potrebno truditi, da se doseže najboljši rezultat. Le tako se nikoli ne more 
obžalovati, če 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 vodja posluževati, da bi postal iz dneva v dan vedno boljši. V spodnji 
tabeli bomo prikazali te obveze. 
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Tabela 2: Zaveze, ki jih mora sprejeti zavestni vodja (Dethmer idr., 2015) 
Zaveza  Obrazložitev / Zavezati se mora; 
1. Odgovornost Da bo prevzel polno odgovornost svojega 

življenja, fizično, čustveno, duševno in duhovno 
blaginjo. 

2. Radovednost Da bo poskušal rasti v samozavedanju, da bo 
vsako interakcijo obravnaval kot priložnost za 
učenje.  

3. Čutnost Da bo delal po svojih notranjih občutkih do 
konca naloge. 

4. Odkritost Da bo govoril iskreno in resnično, ter podajal 
verodostojne informacije. 

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

6. Integriteta Da bo celovit, skladen, pristen, pošten ter 
verodostojen, vključno s priznavanjem vseh 
avtentičnih občutkov. 

7. Spoštovanje Da bo živel v hvaležnosti in se popolnoma odprl 
tako za sprejemanje kot za priznanje. 

8. Genialnost Da bo izrazil svojo popolno veličastnost in 
podpiral, ter navdihoval druge, da v celoti izrazijo 
svojo ustvarjalnost in živijo na svoj način. 

9. Igrati pozitivno igro Da bo v življenju improviziral, se smejal in 
razmišljal pozitivno. 

10. Poslušnost Da bo poslušal več plati zgodbe, ter šele po 
tehtnem premisleku zajel stališče. 

11. Odobravanje  Da bo živel v prepričanju, da njegova odobritev 
in nadzor prinašata skupno dobro. 

12. Zadovoljstvo Da bo zadovoljen, da ima dovolj časa, denarja, 
ljubezni, energije,.. 

13. Zavezniki Da bo videl vse ljudi v vseh okoliščinah kot 
zaveznike, ki so popolnoma primerni, da mu 
pomagajo pri učenju najpomembnejših stvari za 
osebnostno rast. 

14. Zmaga za vse Da bo ustvarjal zmago za vse rešitve. Zmaga 
zase, zmaga za drugo osebo, zmaga za 
organizacijo, zmaga za človeštvo. 

15. Vedno je rešitev Da je potrebno najti rešitev: uvideti tisto, kar 
manjka na svetu, ter to narediti za boljši jutri. 
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5 Konceptualizacija zavestnega vodenja 
 
Konceptualizacija zavestnega vodenja je sestavljena iz treh podskupin (Renesch, 
2010): razširjene zavesti; elementov zavestnega vodenja in zavestnega vodenja, ki 
se med seboj vzajemno prepletajo. Ward in Haase (2016), opisujeta kako 
razširjeno zavest sooblikujejo meditacija; življenjske vrednote; življenjski cilj; ter 
zdrav duh v zdravem telesu. Teh elementov se človek lahko priuči in skozi 
vsakodnevno vajo tudi izboljšuje. Ti elementi spodbujajo posameznikovo 
notranjo rast in pomagajo oblikovati svoj lastni jaz in izražanje. Pri elementih 
zavestnega vodenja, Hayden (2017) opisuje naslednje: življenjskem kontekstu; 
razširjeni zavesti; zaznavnih filtrih; življenjskih izkušnjah in pozornosti. Pri 
posamezniku so te elementi lahko bolj ali manj očitni, saj ima vsak posameznik 
drugače razvite svoje kompetence. Kot vemo, so nekatere kompetence lahko 
prirojene, nekaterih se lahko priučimo, spet druge lahko pridobimo skozi 
življenjske izkušnje. Pravi zavestni vodja, se mora zavedati, da mu vsak nov dan 
prinese nove izkušnje, ki jih lahko s pridom izkoristi za svojo dobrobit. Kot tretji 
element, ki sestavlja konceptualizacijo zavesnega vodenja pa je zavestno vodenje. 
Ta podskupina koncepta je najpomembnejša za celotno obravnavo 
konceptualizacije, saj jo sestavljajo: samozavedanje, sistemski vpogled; kolektivna 
zavest in vodja mora biti zavestno pri stvari. Ti elementi pa so ključnega pomena 
za oblikovanje dobrega zavestnega vodje (Goleman, 2016). 
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Slika 1: Prikaz konceptualizacije zavestnega vodenja (lasten prikaz) 
 
6 Zaključek 
 
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 izboljšujejo in strmijo 
k boljšemu 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 širše dobro in ne le k povečanju dobička. 
Po drugi strani pa Benett, O'Reilly, Gobahai in Welch (2009) navajajo, da so 
potrošniki vse bolj osveščeni in podučeni o poslovanjih podjetij 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 priča danes, 
živi zgled, kako gospodarstvo deluje brez ustrezne rasti človeške zavesti. Naš 
pristop k življenju mora biti povezan z zavestjo. Kot trdi Kourie (2007), smo 
trenutno priča, da človeštvo hrepeni po enotnosti in razumevanju. Zanimanje za 
duhovnost je znak globoke želje v srcih ljudi, da bi našli enotnost in celovitost v 
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Elementi zavestnega 
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•Življenjski kontekst
•Razširjena zavest
•Zaznavni filtri
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družbi. Pavlovich in Corner (2014) ugotavljata, da duhovne prakse povečujejo 
zavestno ozaveščenost, ki po drugi strani oblikuje podjetniške name in 
značilnosti tveganega kapitala, osredotočene na skupno dobro. Zato menimo, da 
je zavestno vodenje novejši konstrukt, ki bo vedno bolj popularen med vodji 
novega časa. 
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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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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:  

• Input of incoming and outgoing invoices. Summary balance reviews by 
customers; 

• Financial reporting through a cash desk at the agency, branch or 
operator level;  

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

• Debt records; 
• Cost records; 
• Analytics of the agency's operations; 
• 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. 
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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; 

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

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

• 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 

• 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; 
• 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; 

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

• 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 Učinkovitost poslovnega digitalnega ekosistema 
 
Da pa bilahko ugotovili ali so odločiteve glede strategije pravilne je smiselno in 
potrebno meriti učinkovitost nastalega poslobnega digitalnega ekosistema.  
 
Učinkovitost ekosistema opredeljujejo naslednji štirje dejavniki61:  vrednost 
(ustvarjene niše), kritična masa (robustnost),  nenehno izboljševanje učinkovitosti 
(produktivnost), sočasna evolucija ali skupni učni in optimizacijski učinki. 
 
Dinamika ali razvoj sistema je odvisna od njegove uspešnosti in učinkovitosti.  
Če eden izmed naslednjih dejavnikov62 manjka, potem bo ekosistem neuspešen: 

 
1. Nastajanje poslovnega ekosistema. Med nastajanje poslovnega ekosistema 
in pionirsko fazo se je treba osredotočiti na pridobitev ključnih glavnih strank, 
ključnih dobaviteljev in pomembnih kanalov. To zagotavlja ustvarjanje dodane 
vrednosti vob istočasni zaščiti pred konkurenti.  
 
2. Razširitev. Kritična masa se lahko doseže z naraščajočim obsegom in s 
partnerji ter s standardizacijo v ključnih tržnih segmentih.  
 
3. Upravljanje. Za tretjo fazo je značilno vodenje in upravljanje . Poudarek je na 
tem, da bi po eni strani morala podjetja spodbujati dobavitelje in kupce k 
sodelovanju pri nenehnem izboljševanju celotne ponudbe, po drugi strani pa se 
želijo ohraniti močno pogajalsko moč do teh partnerjev. 
 
4. Obstoj in samo-obnova. Zadnja stopnja je "Obstoj ", kjer je kjučno in 
bistveno uvajanje novih idej. Druge poslovne ekosisteme - s podobnimi novimi 
zamislimi - je potrebno ovirati z ukrepi, kot so visoki stroški zamenjave 
dobaviteljev  ali visoki stroški vstopa konkurentov. Slednje je ključnega pomena, 
saj za  ekosistem, ki nima sposobnosti  samo-obnove le to pomeni konec 
evolucije, oziroma propad. 

 
  

                                                      
61 John Hagel III, 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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