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Predmet korporativne kultu-
re je toliko opsezan da sam
se drzao procesa odabira koji
nije zasnovan na mojim Kri-
terijumima vec¢ na kriterijumi-
ma Dzek Vel€a, bivSeg glav-
nog izvrSnog direktora General
Electric® (GE). Radi informaci-
je, GE ima ogranak zvani GE
Capital koji pod okriljem ima
mnogo institucija finansijskog
sektora. Dzek Vel¢€ je u svojoj
prvoj knjizi “Direktno iz intui-
cije”* objasnio kako je dospio
tamo, ali jos detaljnije navodi
kako je promijenio korporativ-
nu kulturu. U svojoj narednoj
knjizi istice neophodne sastoj-
ke za pobjednic¢ku korporativnu
kulturu®. Pratio sam njegov tok
razmisljanja. Bil Gejts, predsje-
davajuci Microsoft Corporation,
naveo je da je ,Pobjedivanje”
iskren i sveobuhvatan pogled
na to kako uspjeti u poslu - za
sve, od diplomaca sa fakulte-
ta pa do glavnih izvr$nih direk-
tora. Stoga odabir pobjednic-
kih stavki koji treba pratiti nije
nasumican
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Pobjedivanje je
fenomenalno

Rodzer Klesens
prof. UBI Brussels'

BANKAR €

Brigom o gubitku
ostajete pobjednik.

Wl Wles

Zbog Cega ovaj glavni izvr$ni direktor?
Mogao sam odabrati, recimo, M. Dzozef
Akermana iz Deutsche banke koji je trans-
formisao ovu banku u impresivnu organi-
zaciju, pri éemu je odjeljenje investicionog
bankarstva sada smjesteno u Londonu,
Ujedinjeno kraljevstvo. Danas banka za-
posljava vise od 100.000 ljudi u 74 zem-
lje i ima veliko prisustvo u Evropi, obje
Amerike, zemljama azijskog Pacifika i trZista
u usponu. Uz trzi$no uée$ée od 21 procenat,
Deutsche banka je najveci devizni diler u
svijetu.’ Kao alternativu mogao sam pra-
titi tok razmisljanja M. Ferdinanda Pica’
koji je transformisao Volkswagen grupu
u jednu od najvec¢ih kompanija auto in-
dustrije u svijetu, uz prestizne brendove
poput Audija, Bugatija, a da ne pricamo o
svjetski poznatoj Bubi i Golfu.

Oh, pa dobro! Obozavao sam naslov naj-
novije knjige DzZek Vel¢a ,,Pobjedivanje”
u kojoj navodi da je pobjedivati fenome-
nalno. Ne dobro - fenomenalno. I to zato
jer kad kompanije pobjeduju, ljudi napre-
dujuirazvijaju se. Otvara se sve vi$e radnih
mjesta i prilika. Moje misli su uvijek isle
u pravcu utvrdivanja smislenog odgovora
na pitanje: ,,Koja je pobjednic¢ka $ema za
bankarski sektor?“ ili ,,Koja je razlika iz-

medu dvije banke?“ Pored toga, internet
stranica® GE poc¢inje sa: “Nasa kultura —u
GE, smatramo da je nasa kultura jedna od
nasih inovacija. Decenijama su nasi lideri
izgradivali kulturu GE da bi postala ono
$to je danas — mjesto za kreiranje i oZivlja-
vanje velikih ideja. Danas je ta kultura uje-
dinjujuca snaga za mnoge nase poslovne
jedinice $irom svijeta”

Kameron i Kvin® isti¢u da je odrZivi uspjeh
odredenih kompanija koje su bile predmet
analize imao manje veze sa trZi$nim silama
nego sa vrijednostima kompanije, man-
je veze sa prednostima u pogledu resursa
nego sa vizijom. ,,U stvari, te§ko je navesti
¢akijednu jedinu izuzetno uspjesnu kom-
paniju, jednu koja je priznati lider u svojoj
industriji a koja nema karakteristi¢nu, lako
prepoznatljivu organizacionu strukturu koju
zainteresovane strane mogu lako utvrditi.
Ovu kulturu nekad kreira inicijalni osni-
vac firme. Nekad se ona iskristali$e vreme-
nom kako se organizacija suo¢ava i preva-
zilazi izazove i prepreke u svom okruzenju.
Nekada je menadzment timovi koji odluce
da unaprijede u¢inak svoje kompanije svjes-
no razvijaju. Jednostavno receno, uspjesne
kompanije razvile su nesto posebno $to
prevazilazi korporativnu strategiju, pri-
sustvo na trzistu i tehnoloske prednosti.
Tako su strategija, trzi$no prisustvo i tehno-
logija o¢igledno vazni, izuzetno uspjesne
firme su iskoristile prednost mo¢i koja lezi
u razvoju i upravljanju jedinstvenom kor-
porativnom kulturom.“

Bez sumnje, svrha korporativne kultu-
re je da se ima pobjednicka kultura, a ne
ona koja gura cjelokupno osoblje u am-
bis. Moglo bi se re¢i da je ENRON imao
posebnu korporativnu kulturu... i na kraju
j€20.000 ljudi moralo da trazi drugi posao.
Bila je to kultura pohlepe i nepostojanja

1 Ovaj clanak je izvod iz knjige “Korporativna kultura u
bankarstvu” koju su napisali Rodzer Klesens & Dragana
Markovié, objavljene kod AuthorHouse, 2012, dostupne
na Amazon.co.uk na engleskom i na srpskom u Udruzenju
banaka Srbije.

Nelson Mos, glavna uloga u filmu “Slatki novembar”

N

3 General Electric, skraceno GE, je napredna tehnolosko-
usluzna i finansijska kompanija koja se bavi najvecim
svjetskim izazovima. Posvelena inovacijama u energetici,
zdravstvu. saobracaju i infrastrukturi, GE posluje u vise od
100 zemalja i zaposljava oko 300.000 ljudi Sirom svijeta.

4 ,Straight from the Gut'; DZ. Vel¢ sa DZ.A.Bir, Warner Books, 2001

5 ,Winning, DZ. Vel¢ sa Suzi Vel¢, Harper Collins, 2005

6 Procjena dnevnog obima trgovanja na deviznom trZistu je
oko 4.000.000.000.000 USD.

7 »Autobiografija’; E. Pi¢, Hoffmann und Campe, 2002

8 www.ge.com

9 Op. cit.
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Roger Claessens
prof. UBI Brussels'

The subject of corporate cul-
ture is so vast that | followed
a process of selection, not
based on my own criteria but
on the criteria of Jack Welch,
former chief executive offi-
cer (CEO) of General Electric?
(GE). For information GE has
a division called GE Capital
which dwarfs many institu-
tions in the financial sector.
Jack Welch explains in his
first book: “Straight from the
Gut?”’, how he got there but
even more so how he changed
the corporate culture. In his
subsequent book he underli-
ned the ingredients of a win-
ning corporate culture®. | fol-
lowed his line of thought. Bill
Gates, chairman of Microsoft
Corporation, stated that
“Winning” was a candid and
comprehensive look at how to
succeed in business- for eve-
ryone from college graduates
to CEOs’. Thus, the selection
of winning items which follow
is not random

Why this CEO? I could have selec-
ted for instance M. Josef Ackerman of
Deutsche Bank, who transformed the
bank into an impressive organisation
whereby the investment bank divi-
sion is now head-quartered in London,
United Kingdom. Today, the bank em-
ploys more than 100,000 people in 74
countries, and has a large presence in
Europe, the Americas, Asia Pacific and
the emerging markets. With a market
share of 21 per cent, Deutsche Bank is
the largest foreign exchange dealer in
the world®. Alternatively, I could have
taken the line of thought of M. Ferdinand
Piéch’ who transformed the Volkswagen
group into one of the largest car ma-
nufacturing companies of the world
with prestigious brands such as AUDI,
Bentley, Bugatti, not to talk about the
world famous Beetle and Golf.

Oh well! Iloved the title of Jack Welch’s
latest book “Winning” in which he states
that winning is great. Not good- great.
Because when companies win, people
thrive and grow. There are more jobs and
more opportunities. My own thoughts
have always aimed at determining a me-
aningful answer to the question: “What
is a winning proposition in the banking
sector?” or “What is the difference betwe-
en one bank and another bank?” Besides,
the website® of GE starts with: “Our cul-
ture — At GE, we consider our culture to
be among our innovations. Over deca-
des our leaders have built GE’s culture
into what it is today - a place for crea-
ting and bringing big ideas to life. Today,
that culture is the unifying force for our
many business units around the world”.

Cameron and Quinn’® underline that
the sustained success of certain com-

Worrying about losing
keeps you winning.

Pelion Pless

panies under study had less to do with
market forces than with company valu-
es, less to do with resource advantages
than with vision. “In fact, it is difficult
to name even a single highly successful
company, one that is a recognised lea-
der in its industry that does not have a
distinctive, readily identifiable organisa-
tional culture that is clearly identifiable
by the stakeholders. This culture is so-
metimes created by the initial founder
of the firm. Sometimes it emerges over
time as an organisation encounters and
overcomes challenges and obstacles in
its environment. Sometimes it is deve-
loped consciously by management teams
who decide to improve their company’s
performance. Simply stated, successful
companies have developed something
special that supersedes corporate stra-
tegy, market presence, and technologi-
cal advantages. Although strategy, mar-
ket presence, and technology are clearly
important, highly successful firms have
capitalised on the power that resides in
developing and managing a unique cor-
porate culture”.

Without any doubt, the purpose of
corporate culture is to have a winning
culture, not one that pushes its entire
staff to the abyss. One can state that
ENRON had a specific corporate cultu-
re....and ultimately 20.000 people had to
look for another job. It was a culture of
greed and a lack of ethics, at least with the
vast majority of the traders . ENRON’s
mission was to trade energy but it gradu-
ally changed to trade anything and eve-
rything, even the weather . That change
was exciting at the time but obviously no
one stopped to figure out and explicitly
broadcast what values and corresponding

1 'This article is an extract from the book “Corporate Culture
in Banking” by Roger Claessens & Dragana Markovic,
published with AuthorHouse, 2012, available at Amazon.
co.uk in English and at the Serbian Bank Association in
Serbian.

2 Nelson Moss, principal leading role in the movie “Sweet
November”

3 General Electric, usually referred to as GE is an advanced
technology, services and finance company taking on the world’s
toughest challenges. Dedicated to innovation in energy, health,
transportation and infrastructure, GE operates in more than
100 countries and employs about 300.000 people worldwide.

4 "Straight from the Gut", ]. Welch with J.A.Byre, Warner Books, 2001

5 "Winning », . Welch with Suzy Welch, Harper Collins, 2005

6 The foreign exchange market is estimated to reach a daily
volume of about 4.000.000.000.000 USD

7 "Auto.Biographie", F. Piéch, Hoffmann und Campe, 2002

8 www.ge.com

9 Op. cit.

10 “The smartest guys in the room”, B.McLean & PElkind,
Penguin, 2006
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etike, barem kod velike vec¢ine trgovaca.
Misija ENRON-a bila je trgovina energijom,
ali se ona postepeno mijenjala u trgovinu
bilo ¢im i svacim, ¢ak i vremenskim prili-
kama. Ta promjena bila je uzbudljiva u to
vrijeme, ali o¢igledno niko nije zastao da
shvati i eksplicitno navede koje vrijednosti
i odgovarajuce ponasanje podrzavaju takav
euforic¢an stav. Dilersko mjesto je bilo pravo
mjesto na kojem treba biti. Nazalost, nije
bilo procesa koji bi obezbijedili provjere i
balanse. I to je bilo u tom kontekstu - bez
konteksta — u kom se kolaps ENRON-a do-
godio." Ovo nije nesto $to Zelite!

Sta podrazumijeva pobjedivanje? Sta
je potrebno da bi se pobijedilo? Pod pre-
tpostavkom da imamo pravu misiju, $ta je
ono $to nas razlikuje od drugih? Koje su to
prave stvari koje treba uraditi? Sta trebamo
da uradimo da bismo se postarali da ljudi
ucestvuju kako bi postigli niz ciljeva? Ako ne,
$ta treba unaprijediti? Kako mozemo izvuci
najbolje iz ljudi? Po¢nimo sa prvim kljucnim
stavom pomenutim u knjizi ,,Pobjedivanje®.

EFEKAT ISKRENOSTI KAO SUSTINSKO
OBILEZJE USPJESNE KULTURE
Klju¢ni faktor uspjeha je ono §to Dzek Vel¢
naziva efekat iskrenosti. ,Cesto se ljudi ne
izrazavaju iskreno. Ne komuniciraju otvoreno
niti predlazu ideje kojima Zzele da stimuliSu
stvarnu debatu. UzdrZzavaju se od komenta-
raili kritike. Drze jezik za zubima kako bi se
ljudi osjecali bolje ili da bi izbjegli konflikte i
uljepsavaju lode vijesti kako bi odrzali privid.
Zadrzavaju stvari za sebe, gomilaju¢i infor-
macije. Sve ovo znadi nepostojanje iskrenosti
iapsolutno je Stetno. Nepostojanje iskrenosti
prisutno je u skoro svakom aspektu poslovan-
ja. Nepostojanjem iskrenosti nagomilavaju se
birokratija, raslojavanje, politicki aktivizam i
lazna ljubaznost i lazno ocjenjivanje u¢inaka.
Kada sam pristupio Banci Amerike kao
diplomirani pripravnik, prikazan nam je
prili¢an broj prezentacija. Kao $to se moze
i ocekivati, jedna od prezentacija bila je o
ocekivanim stavovima buduc¢ih zaposlenih.
Nagla$eno je da je stav osnivaca iskrenost i
volja da se saslusaju sve zainteresovane stra-
ne. Ovo se danas mozda ¢ini kao normalna
stvar, ali je bilo prili¢no neobi¢no pocetkom
proslog vijeka, narocito u bankarstvu. Jedna
od poruka za pripravnike bila je: , kritika je
dobrodosla samo ako je konstruktivna®, to
jest, otvorenost, iskrenost i dodavanje vri-
jednosti su bili ono $to se oéekuje. Banka
se nije libila da doda da treba da budemo
svjesni da smo mi poput ambasadora nase
organizacije, ¢ak i u nase slobodno vrijeme
ili kada samo sa svojim porodicama.
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Kritika treba da bude konstruktivna... ovo bi
trebalo da je uvijek tako i zapravo bi trebalo
da bude dio nase licne kulture. Trebalo bi
da bilo ko, ocigledno s dobrim razlogom,
moze da kontaktira najvise rukovodioce.
Politika otvorenih vrata bila je dio nase kul-
ture. Iskrenost je stvarno bila pozdravljena
sve dok je dodavala vrijednost. Iskrenost
vodi pobjedivanju. Otvorenost uvodi vise
ljudi u razgovor. Vise ideja izranja. Ona
omogucava organizaciju koja uci. Pored
toga, iskrenost generise brzinu. Kada ideje
izrone na povrsinu, one mogu brze postati
predmet debate i djelovanja. INTERNET
moze na ¢aroban nacin povezati ljude kako
bi razmjenjivali ideje i transfer ideja obo-
gacuje sve zainteresvane strane.

Zbog ¢ega onda tako Cesto vidimo od-
sustvo iskrenosti? To je stvar korporativne
kulture! U nekim kompanijama ljudi ne go-
vore ono §to misle jer je tako jednostavno
lakse. Ne biti iskren je ¢esto pitanje samo-
zatite ili sopstvenih interesa, ono §to ¢o-
vjekov Zivot ¢ini lak$im. To je upravo ono
za $ta se korporativna kultura ne bi trebala
zalagati jer je to samoporazavajuce na duge
staze i uni$tava posao. Zadnje, ali ne i naj-
manje vazno, je da se iskreno$c¢u izbjega-
vaju troskovi. Pomislite samo na vrijeme
ustedeno na sastancima, tajnim sastancima!
Pomislite na ideje koje se stvaraju zahval-
jujuéi dijeljenju informacija u kvalitetnim
krugovima ili ¢ak internom umreZavanju.

IZBJEGAVANJE TROSKOVA KAO

KUUCNA KARAKTERISTIKA USPJESNE
KORPORATIVNE KULTURE

Kljué¢na je razlika izmedu izbjegavanja tros-
kova i smanjivanja troskova. Ako kultura
izbjegavanja troskova dobro funkcionise,
brutalno smanjivanje tro§kova ne bi trebalo
dabude nuznost, barem ne u normalnim po-
slovnim okolnostima. ,,Jedino stalnim preispi-
tivanjem prihvacenih konvencija i troskova
mozemo nastaviti da smanjujemo troskove
i cijene karata, istovremeno unaprjedujuci
nasu uslugu klijenata.“”? To stvarno i jeste
pitanje kulture. To je rezultat stalnih napora
da se izbjegne zaludno trosenje.

Sta je zaludno trosenje? Zaludno trosen-
je znaci svaki element ili proces koji zahti-
jeva viSe vremena, napora ili troskova, ali
ne dodaje vrijednost. Zaludno trosenje je
suprotno vrijednosti. Zaludno trosenje je
svaka aktivnost koja ne dodaje vrijednost.
Upecatljivi primjer zaludnog troenja bio bi
zaludno trosenje talenta zbog nemotivisane
radne snage. Primijeticete kako su medusob-
no povezani svi kljucni ciljevi, kao i klju¢ne
funkcije jedne organizacije. Eliminisanje za-

ludnog trosenja treba da bude dio kulture
i svakodnevna praksa kako bi se postiglo
kontinuirano poslovanje i isto unaprijedi-
lo. Eliminisanje zaludnog tro$enja povecava
profit i zadovoljstvo klijenata! To pomaze
kompaniji da pobijedi. Kultura izbjegavanja
zaludnog tro$enja pomoci ¢e u sprjecavan-
ju drasti¢nih mjera. Strategija izbjegavanja
zaludnog tro$enja pocinje sa utvdivanjem
postojecih principa i uvjerenja i procjeni
onih potreba koje bi trebalo promijeniti.

Nedavno smo sa prvoklasnim klijen-
tom, koji je aktivan u oblasti struc-
nog usavrSavanja u sektoru finansij-
skih usluga, pokrenuli seminar pod
nazivom ,Izbjegavanje smanjivanja
troSkova kroz izbjegavanje troSkova“.
Ciliane banke nijesu bile zaintereso-
vane i izjavile su da one ve¢ decenija-
ma izbjegavaju troSkove. Te iste banke
koje smo pozvali su na loSem glasu po
tome Sto imaju previSe zaposlenih, ne-
motivisan nizi menadzZment i ocigle-
dan nedostatak zainteresovanosti
izvrSnog menadZmenta za dobrobit
zaposlenih! Koliko novca se zaludno

jenju izvrSnih rukovodioca ili barem
odjeljenja zaduZenog za obuku, kljuc-
no pitanje. Novi IT sistem bi se smat-
rao troSkom, a ne nemotivacijom! Na
duge staze, ovo je samoporaZavajuce
i svakako nije dobitna kombinacija.

U poslu postoje dvije glavne poluge
za povecanje akcionarske vrijednos-
ti: poveéana penetracija na trzistu ili
smanjivanje troskova. Sto je veéa gru-
pa ljudi, to je sve teZe da se kontroliSu
troskovi. U velikim polsovnim jedinica-
ma ljudi rijetko gase svjetlo kada odu
kuci! Zaposleni se rijetko pitaju da li
se ono Sto rade moZze uraditi brZe, jed-
nostavnije, bolje, uz ulaganje manje
energije. Ovo je pitanje stava, to jest,
korporativne kulture. Mala kompa-
nija ovo brzo shvati kako bi opstala
jer je lako trositi novac, ali je mnogo
teZe napraviti dovoljan tok novca!

Sta god kompanija odluci da uradi,
to povlaci donoSenje odluka o troSko-
vima. Cesto je jedna od najneefektiv-
nijih praksi menadzmenta utvrdivanje
budzeta. ,Cesto, kada kompanije po-
bjeduju, to je u vecini slucajeva uprkos
njihovim budZetima, a ne zbog njih.“.
Ispravni proces utvrdivanja budZe-
ta zapravo moze promijeniti nacin na
koji kompanija funkcioniSe i ¢ini po-
bjedivanje mnogo lakSim! | ovo je dio

10 ,Najpametniji momci u prostoriji”, B.Meklin & P. Elkind,
Penguin 2006

11 ,Pobjedivange”, op. cit.

12 Majkl O’Liri, www.ryanair.com
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behaviours would support such a heady
goal. The trading desk was the place to
be. Unfortunately, there were no pro-
cesses to provide checks and balances.
It was in that context — of no context -
that ENRON's collapse occurred". This
is not what you want!

What does winning imply? What
is required to win? Assuming we have
the right mission, what makes us stand
out? What are the right things to do?
What do we need to do to assure that
people will participate in order to re-
ach a set of goals? If not, what needs
to be improved? How can we get the
best out of people? Let us start with
the first key attitude mentioned in the
book “Winning”.

THE CANDOUR EFFECT AS AN ESSENTIAL
FEATURE OF A SUCCESSFUL CULTURE
A key factor of success is what Jack Welch
calls the candour effect. “Often people
do not express themselves with frank-
ness. They do not communicate strai-
ghtforwardly or put forth ideas looking
to stimulate real debate. They withhold
comments or criticism. They keep the-
ir mouths shut in order to make people
feel better or to avoid conflict, and they
sugar-coat bad news in order to main-
tain appearances. They keep things to
themselves, hoarding information. That
is all lack of candour and it is absolutely
damaging. Lack of candour permeates
almost every aspect of business. Lack
of candour spawns bureaucracy, layers,
politicking and false politeness and false
performance appraisals.

When I joined Bank of Amerca as
a graduate trainee, we had quite a few
presentations. As can be expected one
presentation was about the expected
attitudes of future members of staff. It
was underlined that the founder’s attitu-
de was one of candour and of listening
to all the stakeholders. This may seem
quite natural nowadays but was quite
unusual at the beginning of last century,
certainly in banking. One of the mes-
sages for the trainees was: “criticism is
welcome only if it is constructive”, i.e.
openness, candour, adding value was
expected. The bank was prone to add
that we should be aware that we were
acting like ambassadors for the organi-
sation, even in our spare time or with
family members.

Criticism should be constructive...
this should always be the case and in

fact should be part of our own personal
culture. Anyone, obviously with a good
reason, could contact an executive. The
open door policy was part of the cul-
ture. Candour was indeed welcome as
long as it added value. Candour leads
to winning. Openness gets more peo-
ple in the conversation. More ideas get
surfaced. It allows for a learning orga-
nisation. Furthermore, candour genera-
tes speed. When ideas get surfaced they
can be debated more rapidly and acted
upon. INTERNET in a magic way can
link people to share ideas and uploading
enriches every stakeholder.

Why is it than that we see so often the
absence of candour? It is a matter of cor-
porate culture! In some companies, peo-
ple don't speak their minds because it is
simply easier not to. Not being candid is
often a matter of self-protection or self-
-interest, about making one’s life easier.
It is precisely what corporate culture
should not stand for as it is self-defea-
ting in the long run and erodes business.
Last but not least candour avoids cost.
Think about the time saved in meetings,
off site conclaves! Think about the ideas
that are generated thanks to the uploa-
ding of information in quality circles or
even internal networking.

THE COST AVOIDANCE AS AN
ESSENTIAL FEATURE OF A
SUCCESSFUL CORPORATE CULTURE
There is an essential difference between
cost avoidance and cost cutting. If a cost
avoidance culture functions well, brutal
cost cutting should not be a necessity, at
least in normal business circumstances.
“Only by continuously challenging ac-
cepted conventions and questioning cost
can we continue to lower cost and fares,
whilst improving our customer service'2”
It really is a matter of culture. It results
in a permanent effort to avoid waste.
What is waste? Waste means any ele-
ment or process that is adding time, ef-
fort or cost but no value. Waste is the
inverse of value. Waste is any non-va-
lue added activity. A striking example
of waste would be: talent waste becau-
se of a demotivated workforce. You will
notice how interrelated all the key go-
als are as well as the key functions of an
organisation. Eliminating waste should
be part of the culture and should be an
everyday practice in order to perform
consistently and to improve performance.
Eliminating waste increases profits and

customer satisfaction! It helps a com-
pany to win. A waste avoidance culture
will help preventing drastic measures. A
waste avoidance strategy starts with the
identification of the current principles
and beliefs and an assessment of what
needs to be changed.

With a prime customer, active in pro-
fessional training in the financial ser-
vices sector, we recently launched a
seminar called “Avoiding cost cutting
through cost avoidance”. Target banks
were not interested and stated that
they had been avoiding cost for deca-
des. The same banks, we called upon,
where notorious for being overstaffed,
having demotivated middle manage-
ment and an evident lack of interest
by executive management of the well-
-being of staff! How much money was
being wasted by this situation was, ap-
parently, in the view of the executives
or at least the training department not
a key issue. A new IT system would be
considered as cost, not de-motivation!
In the long run, this is self-defeating
and certainly not a winning proposition.
In business one has two major levers
to increase shareholder value: increa-
sed market penetration or decreasing
cost. The larger the group of people
the more difficult it becomes to con-
trol cost. In large units people seldom
switch of the lights when they go home!
Staffs seldom wonder if what they are
doing can be done faster, more sim-
ply, better, with less energy. This is a
matter of attitude, i.e. of corporate cul-
ture. A small company quickly learns
this in order to survive as it is easy to
spend money but much more difficult
to generate a sufficient cash-flow!
Whatever a company decides to
do, it entails decisions on cost. Often
one of the most ineffective practices
of management is budgeting. “Often,
when companies win, in most cases
it is despite their budgets, not becau-
se of them.” The right budgeting pro-
cess can actually change how a com-
pany functions and make winning so
much easier! Again this too is part of
corporate culture! In line with how
things are done and the objectives of
the company, budgeting should really
focus on what needs to be done in or-
der to become a winning organisation
and translate strategy into success.

11 “Winning”, op. cit.

12 Michael O’Leary, www.ryanair.com
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korporativne kulture! U skladu sa tim
kako stvari funkcionisu i koji su cilje-
vi kompanije, utvrdivanje budzeta bi
zapravo trebalo da se usredsrijedi na

ono Sto bi trebalo uraditi da bi se po-
stala pobjednicka organizacija i da
bi se strategija pretocCila u uspjeh.

NALAZENJE NACINA ,, DA SE

NESTO URADI“ KAO DIO USPJESNE

KORPORATIVNE KULTURE.

Strategija, strateski, strateski znacajan su

izrazi koji su u $irokoj upotrebi...ali Sta to

zapravo znaci? Strategija se sastoji samo u

tome kako da se nesto uradi kako biste ne-

$to postigli. Primijetio sam da na mnogim
seminarima, generalno gledano, ucesnici
nemaju stvarni problem sa utvrdivanjem
onoga §to zele postici: teskoce leze u tome
kako bi oni i njihovi timovi to mogli ostva-
riti. Sporno pitanje je skoro uvijek odgo-
vornost nekog drugog odjeljenja ili nedo-
statak komunikacije ili nepostojanje jasnog
poznavanja trzidta ili nezainteresovanost
viseg menadzmenta. Uvijek ima puno
razloga zbog kojih se to ne moze uraditi.

Generalno, oni skoro nikad ne povezuju

uzroke nedjelovanja sa sobom...

Stav, to jest, korporativna kultura treba
da bude upravo obrnuta! Koja god stvar da
je u pitanju, kakve god prepreke bile, $ta
god bi trebalo da se uradi, moze se uraditi!
To je stvar stava i vrijednosti. U stvarnom
Zivotu, strategija bi trebalo da bude veoma
jasna...u pitanju je implementacija. To nije
teoretsko pitanje ve¢ pragmati¢ni pristup
tome kako bi ciljeve trebalo posti¢iidali
to podrazumijeva promjenu: kako promi-
jeniti stavove, procedure, i linije izvjesta-
vanja, $ta god, samo da funkcionise! Nijesu
sve kompanije ,,$etaci po mjesecu niti Se-
ta¢i po vodi ali sve kompanije mogu da
se potrude da budu bolje i drugacije sutra
nego $to su danas.

Dzek Vel¢ naglasava sljedece: ,,Ukoliko
Zelite da pobijedite, a kada je u pitanju stra-
tegija, manje razmisljajte, a radite vise.
Strategija je interaktivni proces koji se
Cesto revidira i redefinise u skladu sa uslo-
vima na trzistu.

Autor predlaze sljedeca tri jednostav-
na koraka:

1. Prvo, jasno osmislite svoj posao, pame-
tan, realistican, relativno brz nacin da
ostvarite odrzivu konkurentnu prednost.
Proces procjene treba da obavi grupa in-
formisanih ljudi.

2. Drugo, postavite prave ljude na prave
radna mjesta kako bi bili pokretacka
snaga. Dobijate mnogo bolje rezultate
kada su strategija i vjestine uskladeni.

3. Trece, neprekidno trazite najbolje
prakse, uskladujte ih i kontinuirano ih
unaprjedujte.

Dozvolite mi da naglasim prvu poentu.
Skoro da nemam sumnju da se glavna
razlika izmedu dvije banke svodi na ljude
- to jest, kulturu i/ili vrijednosti - i siste-
me... I stvarno su, barem kod poslovanja
sa stanovni$tvom, proizvodi i distributivni
kanali rijetko kada faktor po kome se ban-
ke razlikuju medu sobom...ali ljudi jesu.
Ovdje ¢esto naglasavam i povezujem sa
uvodnim poglavljem o brendiranju ¢inje-
nicu da mnogi pruzaoci usluga reklamiraju
vjestine zaposlenih i ljudi, a ne hardver i
softver neophodan da se obezbijede usluge
koje se prodaju. Pogledajte avio kompani-
je — rijetko kada vidite reklamu o kvalitetu
aviona ili obuci pilota, ali vidite reklamu o
brizi u avionu ili uslugama ¢ekiranja karata.

Dzek Vel¢ dodaje: ,,Strategija se sama
oslobodi kada imate organizaciju koja uci
i gdje su Jjudi Zedni postizanja sve boljih
rezultata svakog dana. Oni ¢e uciti iz naj-
boljih praksi bilo gdje iz svijeta i ¢inice sve
da jo$ vise premase granice njihove efikas-
nosti. Bez ovako utvrdene kulture u¢enja
bilo kakva konkuretna prednost nece dugo
potrajati. Strategija je definisanje pravca i
postavljanje pravih ljudi koji ¢e ga gurati, i
realizacija te strategije uz beskompromisni
naglasak na kontinuiranom unaprjedenju.
Stoga strategija znaci pravljenje izbora.“

Ne mozete biti sve svakome! Prava stra-
tegija treba da vodi pravoj kombinaciji
kvalitet-troskovi-usluga.

Prema M. Vel¢u, razmi§ljanje o strate-
giji obuhvata sljedeci pet osnovnih pitanja:

1. Kakvo je trzi$no okruzenje trenutno?

2. Sta konkurencija smjera?

3. Sta mi namjeravamo?

4. Sta nas Ceka iza ugla?

5. Koji je na$ pobjednicki potez?

»Dok ne budete imali realisti¢an odgovor
na ova pitanja, ve¢ bi trebalo da vam bude
jasno $ta je potrebno da pobijedite i $ta bi
trebalo da se promijeni. Cak iako nijeste
imali strategiju prije, ovaj proces bi treba-
lo da vam pomogne da je osmislite. Ali, u
svakom slucaju, tek ste na pocetku.”
»Svaka strategija, bez obzira koliko je
dobro osmisljena, mrtva je u samom star-
tu ukoliko ne uvedete prave ljude u igru.
Pored toga, strategija i pobjedivanje znace
i upravianje ljudi i poslova! Ti ljudi treba
da se uklope u korporativnu kulturu, di-
jele vrijednosti grupe i budu orijentisani ka
ciljevima utvrdenih strategijom. Ne treba
previse dugo da brinete o tome. Samo od-

mart 2012 |

kao ludi da vam ucinak bude bolji nego
od svih drugih, iznalazite najbolje prakse
i unaprjedujte ih svaki dan. Ne morate da
imate radnju na uglu, ali kada pripremate
strategiju, ponasajte se kao da je imate.”

Za Velca se sve svodi na dva najbitni-
ja pitanja:

Kako moZemo da nadmasimo proslo-
godisnji u¢inak?

Sta radi naga konkurencija i kako mo-
zemo da je nadmagimo?

Majkl Porter” naglasava da je uobic¢ajena
greska prilikom analize strategije povlacen-
je vojnih ili sportskih paralela. I ¢injenica
je da vojni pristup podrazumijeva da se
nepijatelj na kraju unisti, a to ne bi treba-
lo da bude cilj ni u jednom poslu i za to se
staraju antimonopolski zakoni. Drugo, za
razliku od sporta, u poslu moze biti raznih
pobjednika. ,,Sustina strategije je izabrati
$ta necete uraditi!“

KLIJENT PLACA PLATE

Divna stvar kod pobjedivanja nije samo
novac vec i ¢injenica da zaposlene do
kraja njihovih karijera povezuju sa nji-
hovim odli¢nim uc¢inkom. ,Dugorocno
gledano, sreca igra manju ulogu u Zi-
votu od faktora koji su pod kontrolom

organizacije ili osobe. Pobjedivanje ima
puno veze sa stavom. Pozitivan stav je
dio pobjednicke korporativne kulture.
Klijent je taj koji na kraju priznaje vri-
jednost koju donosi kultura, svjesno

ili ¢ak nesvjesno. U konacnoj ana-

lizi, klijent je taj koji placa plate!

PRAVA KOMPENZACIJA KAO DIO
USPJESNE KORPORATIVNE KULTURE
Znamo da ljudi imaju razlicite faktore koji
ih motivi$u.* Kada se ovo pitanje analiziralo
na seminarima o upravljanju filijalom, prvi
odgovor koji bi ucesnici Sirom svijeta po-
nudili je novac. Znamo da novac nije jedini
motiviSudi faktor, postoji mnogo toga po-
put statusa, osjecaja dostignuca, priznanja,
odgovornosti, rotacije poslova, promocije i
tako dalje. Postoji veoma dugi spisak toga
zbog ¢ega su zaposleni zadovoljni ili ne u
radu kod nekog odredenog poslodavca.
Cini se da je nuzno povezati nadokna-
du (platu i dodatne beneficije) i uc¢inak,
istovremeno uzimajuci u obzir ekonom-
sko okruzenje i prilike. Promocije treba
da prate istu logiku. Ovo ide ruku pod
ruku sa kulturom odgovornosti i iskre-
nosti! Vra¢amo se na ovaj klju¢ni element
u poglavlju ,,Ljudi su faktor koji gradi ili
unistava“ jer je to klju¢ni element uspjehas

14 ,Upravljanje filijalom bankeS, R. Clesens & P. Virc, Promoculture & Udruzenje banaka Srbije, 2005

13 ,,Konkurentna prednost‘, Majkl Porter, Free Press, 2004
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FINDING A WAY “TO DO THINGS”

AS PART OF A SUCCESSFUL

CORPORATE CULTURE.

Strategy, strategic, strategically significant,

are widely used expressions...but what

does it mean? Strategy is all about how
to do things so that you get there. I have
noticed in numerous seminars that, in
general, participants have no real prob-
lem in determining what they want to
achieve: the difficulties are in how they,
and their teams, could do it. Almost in-
variable the issue is always the responsi-
bility of some other department or lack
of communication or lack of clear mar-
ket knowledge, or lack of interest shown
by senior management. There are always
plenty of reasons why it cannot be done.

Invariably, they almost never relate the

causes for inaction to themselves...

The attitude, i.e. the corporate culture
should just be the opposite! Whatever the
issues, whatever the obstacles, whatever
needs to be done, it can be done! It is a
matter of attitude and values. In real life
strategy should be very straightforward. ..
it is a matter of implementation. It is not
a theoretical issue but a pragmatic appro-
ach of how objectives should be reached
and if it entails change: how to change
attitudes, procedures, and reporting li-
nes, whatever, so that it works! Not all
companies are “moon walkers or water
walkers” but all companies can try to
be better and different tomorrow than
they are today.

Jack Welch underlines that: “If you
want to win, when it comes to strategy,
ponder less and do more”. Strategy is an
interactive process, frequently revised and
redefined in line with market conditions.

The author suggests three simple steps
which are relayed below:

1. First come up with a clear idea of your
business, a smart, realistic, relatively
fast way to gain a sustainable compe-
titive advantage. The assessment pro-
cess should be made by a group of in-
formed people.

2.Second, put the right people in the
right jobs to drive forward. You get a
much better result when strategy and
skills fit.

3. Third, relentlessly seek out the best
practices, adapt them and continual-
ly improve them.

Let me underline point one. There is
little doubt in my mind that the major
difference between one bank and another
bank often boils down to people - i.e.
culture and or values - and systems...

Indeed, in retail banking at least, pro-
ducts, as well as distribution channels,
are hardly a differentiating factor....but
people are. I often underline, and make
the link here with the opening chapter
on branding that many service provi-
ders advertise on staff and people skills
rather than on the hardware and software
needed to provide for the services sold.
Look at airlines, you seldom see an ad-
vertisement on the quality of the planes
or the training of the pilots, but you see
advertisement related to on-board care
or check in facilities.

Jack Welch adds that: “Strategy is un-
leashed when you have a learning orga-
nisation where people thirst to do eve-
rything better every day. They draw on
the best practices from anywhere, and
push them to ever-higher levels of ef-
fectiveness. Without this learning cultu-
re in place, any sustainable competitive
advantage will not last. Strategy is defi-
ning the direction and putting the right
people behind it and executing with an
unyielding emphasis on continual im-
provement. Therefore, strategy means
making choices”.

You cannot be everything to everybo-
dy! The right strategy should lead to the
right quality-cost-service combination.

According to M. Welch thinking about
strategy entails the following five funda-
mental questions:

1. How is the playing field right now?

2. What has competition been up to?

3. What have we been up to?

4. What is around the corner?

5. What is our winning move?

“By the time you have a realistic answer
to those questions, it should be clear
what you need to win and what needs
to be changed. Even if you didn’t have a
strategy before, this process should help
you get one. But either way, you have
just begun.”

“Any strategy, no matter how smart, is
dead on arrival unless you bring in the
right people. Furthermore, strategy and
winning also means matching people
with jobs! Those people need to fit into
the corporate culture, share the valu-
es of the group and be as goal oriented
as the strategy determines. You should
not agonise too long over it. Just set the
direction, put the right people in place,
work like crazy to execute better than
everyone else, finding best practices and
improving them every day. You may not
run a corner store, but when you are ma-

king strategy, act like you do.”

For Welch, it all boils down to be fo-
cused on two questions:

How can we beat last year’s performance?

What is our competition doing, and
how can we beat them?

Michael Porter” stresses the common
error to think along either military li-
nes or sporting lines when reviewing
strategy. Indeed, a military approach
assumes that the enemy is ultimately
destroyed, which should not be the aim
of any business and is enforced by anti-
-monopoly laws. Secondly, in business,
unlike in many sports there can be va-
rious winners. “The essence of strategy
is choosing what not to do!”

CUSTOMER PAYS SALARIES

The wonderful thing about winning is
not just the money but the fact that
for the rest of a career, staff mem-
bers are associated with great per-
formance. “In the long run, luck plays
a smaller role in life than the factors
within the control of an organisa-
tion or a person. Winning is so much
about attitude”. A positive attitude is
part of a winning corporate culture.
Ultimately it is the customer who re-
cognises the value generated by a
culture, consciously or even uncon-
sciously. In the final analysis, it is the
customer who pays the salaries!

THE RIGHT COMPENSATION AS PART OF
A SUCCESSFUL CORPORATE CULTURE
We know that people have different mo-
tivating factors'. When reviewing this
issue during seminars on branch ma-
nagement, the first answer, from the
participants from all over the world, is
money. We know that money is not the
only motivating factor, there are many
more such as status, sense of achieve-
ment, recognition, responsibility, job ro-
tation, promotion and so on. There is a
very long list why staff is pleased or not
to work for a given employer.

It seems essential to link compensa-
tion (salary and additional benefits) to
performance, whilst taking into acco-
unt the economic environment and op-
portunities. Promotions should follow
the same logic. This goes hand in hand
with a culture of accountability and can-
dour! We revert on this key element in
the chapter “People are a make or bre-
ak factor” as it is an essential element
of success =

13 "Competitive Advantage, Michael Porter, Free Press, 2004

14 "Bank Branch Management", R. Claessens & P. Wiertz, Promoculture & Serbian Bank Association, 2005
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