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Abstract:

Research question: This article provides an answer to the question: What kind of housing do the
seniors in Slovenia prefer after a substantial decrease of their functional capacities, i.e. when they
already need long-term care services?

Purpose: During the study, the seniors participating in the study were still able to live in their
current dwelling — in the home where they lived for years together with their family or alone; but
because of a substantial decrease of their functional capacities they had become aware that it
would be difficult to continue to stay there. We wanted to know where they would like to migrate
or move to when needed, and what kind of housing should be provided on the housing market for
these cohorts.

Method: After our study of the relevant European and American literature we found that the
construction of housing for seniors can be developed in different types of structures and that there
is a substantial gap between the needs and the availabilities of housing arrangements in Slovenia,
which also increases the rigidity of the Slovenian housing market and reduces land rent in
comparison with USA and Western Europe. Seniors using long-term care services provided by
municipalities in their own homes, living outside the main Slovenian central places, were included
in the survey. To identify the preferred structure of the built environment for seniors we organised
3 groups of interviews with assisted living inhabitants from three Slovenian municipalities and
evaluated the percentages of each desired type of housing and care.

Results: The results show that more than half of Slovenian seniors do not have the possibility to
move to retirement villages or other better adapted homes in assisted living housing units, where
they could protect their dignity and independence better than in institutional care in nursing
homes.

Local administration and society: These findings refer to the local administration initiative to
(a) built proper housing units for seniors with decreasing functional capacities themselves, or (b)
to initiate investments in local areas that would, in turn, attract private investments in proper and
affordable housing for seniors.

Novelty: This study is the first of its kind in Slovenia while its results provide better insight into
what matters most to Slovenian seniors regarding their housing arrangements.

Further extension: The study could give different results in the case of metropolitan areas, e.g.
for the case of Ljubljana.

Keywords: housing for seniors, assisted living housing facilities, ageing in place, homecare.
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1 Introduction

Across Europe, communities need to respond to the unprecedented growth among their
seniors. By the year 2060 adults aged 65 and older will comprise nearly one third of the EU
population. In Slovenia the projections are similar. Although concentrations of community-
dwelling older adults vary by region and Member States, the projected increase of older
cohorts in the structure of European inhabitants is significant everywhere. As Debra Dobbs
pointed out in her presentation in Portoroz, based on her research project developed at the
School of Aging Studies, University of South Florida (Black & Dobbs, 2013; Ros McDonnell,
Bogataj, Kavsek, 2015, pp. 40-56), the consequences of societal aging will impact all
domains of life and the broader infrastructure in which persons of all ages interact, in USA,
Europe, and particularly in Slovenia. We agree with her that both in USA and Europe recent
evidence suggests that communities are woefully underprepared to respond to this imperative.

Ageing and the general demographic decline of European population should be considered,
and statistics of seniors' housing needs and opportunities have to be recorded. Such statistics
could provide good information bases for decisions on investments in housing and other
facilities for European citizens whose demographic structure is changing rapidly (see Table
1).

Table 1: Europe: population by age

in 1000 in % of total population

1950 1970 1995 2025 2050 1950 1970 1995 2025 2050

Age 0-14 143,175 166,367 139,464 103,212 90,430 26.2 25.3 19.2 14.7 14.4

Age 15-64 359,162 421,432 487,110 451,599 364,277 65.6 64.2 66.9 64.3 58.0

Age 65+ 44,981 68,642 101,338 147,524 172,985 8.2 10.5 13.9 21.0 27.6
Age 75+ 14,553 22,762 38,139 63,663 91,343 2.7 3.5 5.2 9.1 14.6
Total 547,318 656,441 727,912 702,335 627,691 100.0 100.0 100.0 100.0 100.0

Source: http://www.iiasa.ac.at/Research/ERD/DB/data/hum/dem/dem_2.htm

Namely, in the next 35 years the number of children under the age of 15 will decline to 75%
of this cohort in 1995, the number of people aged 65 and older in EU is expected to almost
double, and the number of people aged 75 and older is projected to triple by mid-century. The
described processes are changing the housing market and require a new form of housing
provision. These processes and requirements are influencing the supply and demand of
housing units and therefore the market value of real estate and rentals in urban areas. The
question is, what kind of housing do the seniors in Slovenia prefer after a substantial decline
of their functional capacities, i.e. when they already need long-term care services but are still
able to live in their current dwellings — in the home where they lived for years together with
their families or alone, while they are aware that they need to adopt their home to their
functional capacities or to move to a more appropriate home to protect their independence and
dignity. They understand that otherwise they will need to relocate to institutional care soon.
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The building stock in Europe today is not fit to support the shift from institutional care to the
home-based independent living model. Because of the accessibility barriers for people with
emerging functional impairments, more than 70% of houses in the UK and 90% in Germany,
for example, are not suitable for independent living for people with emerging functional
impairments and chronic diseases, and are not equipped with the necessary digital
infrastructure required for future connected care services (EC, 2015c). The same report
estimates that only in Germany the needs of adapting the current housing stock to be
appropriate for seniors with emerging functional impairments exceed 2.5 million of age-
friendly houses. Therefore this article will enhance our understanding of older adults’
perspectives about what matters most regarding housing arrangements when their functional
capacities are decreasing in Slovenia.

How best to finance living conditions, the housing of elderly and long-term care have become
highly topical issues in recent years (Ros Mcdonnell, Bogataj, Kavsek, 2015). The key issue
in the financing debate is how far should people fund their own living and extra lodging
expenses and how far they should be publicly funded. To respond to this challenge, the
Commission and Member States set out a number of recommendations and acts (EC, 2010,
2012, 2015a, 2015b; EIOPA, 2012), but not much has been done on the question of how to
support the changes of urban structures which are influenced by population aging. In order to
maintain a vital society in a vital town of inhabitants, it is necessary to develop new economic
and social conditions and a new kind of facility management in European urban areas. In this
context we have to know what the European and particularly Slovenian seniors prefer most
regarding their housing. The investigations show that the preferences between North Europe
and South Europe differ (DEMHOW, 2013), while there are big differences in the availability
of choices between Western and Eastern Europeans because of extremely limited funds for
seniors in Eastern European Countries (EC, 2015b).

In their recently published papers, Black and Dobbs (2013) reported on community-dwelling
older adults’ perspectives regarding what matters most to seniors in USA. In the findings
from an exploratory inquiry they concluded that the most important is their dignity and
privacy. As they ranked the requirements of seniors, they wrote that communities across the
USA, who are grappling with unprecedented increases among their older cohorts, and bracing
for even greater growth in the decades ahead are faced with five key themes of what matters
most: (1) Preserving and promoting health and well-being; (2) Continuing living arrangement
and lifestyle; (3) Maintaining autonomy and independence; (4) Engaging in meaningful social
opportunities; and (5) Accommodating community assets. But their dignity and independence
is on top of all requirements. In their second paper, based on a qualitative inquiry, published
in Ageing & Society (Black & Dobbs, 2013), they analysed in detail the perceptions of
dignity from its core meaning to support, challenges, and opportunities. The properly
arranged housing and facilities for seniors support their privacy and dignity, and moving to
institutional care in nursing homes could reduce it. We know that nursing homes with the
regime there, strict schedules and crowded rooms do not offer that privacy and not always
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protect their dignity. Also Marta Kavsek in her study (2012) clearly presented that dignity and
privacy matters most also to the seniors in Slovenia.

2 Various directions to the metamorphosis of towns

2.1 Differentiated housing needs for seniors

Housing needs of the aged are satisfied if the housing is specifically designed to meet their
physical, emotional, recreational, medical, and social needs. In the European Union, Member
States are responsible for planning, funding, and administration of social protection systems
for the ageing population. In supporting Member States in their reform efforts, the Union
recommends three long-term objectives, which should be pursued in parallel: (a) Ensure good
access to health care and social services, while better urban infrastructure for these services is
needed, (b) Improve the quality of care, while networks of this care need to be constructed in
an optimal way, (c) Ensure the sustainability of financing. In this context we also need better
local and national statistics (Council of the European Union, Social Protection Committee,
2014). As Sabrina Stula (2012) wrote in Observatory for Socio-political Developments in
Europe: “These processes change the housing market and require new forms of housing to be
developed. This is because the majority of the elderly people want to remain in their familiar
environment and to live as independently as possible — even in the case when they need
assistance and care. As older people spend more time in their homes with increasing age and
health limitations, the age appropriateness (location, furnishing) of the living situation and
age-appropriate design of the residential environment are the key to maintaining
independence and quality of life”.

The primary interest of seniors is to continue to live independently in their community as long
as possible, preferably in their own homes. The older people get, the smaller their household
becomes. Their own homes become too big and too energy consuming. When they retire, they
work less, and less work results in more leisure time. They are looking for amenities which
are available in towns but have not been frequently used during their employment. Ageing
after the age of 60 goes hand in hand with the declining mobility of residents, while health
problems are increasing. After the age of 70 or 80, citizens are willing to use an increasingly
smaller action radius and they are more dependent on public transport. The built environment
in towns is placing barriers on the ageing population, having functional limitations. When
nearly one third of housing stock needs to be transformed to homes and facilities for services
for the elderly, substantial financial resources are needed for this metamorphosis of towns.
There could be two main directions of design: (a) segregation of seniors in senior cities and
(b) universality of cities including adaptability of central places and suburbs. Both directions
require substantial financial resources.

2.2 Ensuring infrastructure and services in towns

In the near future the number of those needing some kind of services for seniors will at least
triple. The needs will vary also according to age cohorts. There will be a range of more or less
dependent persons who will need help with basic activities of daily living, caused by physical
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or mental disability, but who will be still able to live in their own homes if suitable care and
assistance will be provided in their homes and if the buildings in which they live will be
universal and adaptable to people with impaired mobility. Universal buildings are such that
are appropriate for a wide range of people with or without impaired mobility. Long-term care,
as a combination of health care and social care provided to persons with physical or mental
handicaps, requires the development of different new private and public organisations of
health care and social care, mostly on the municipality level. Careful introduction of
universality and adaptability in cities and towns will allow for a greater mobility of the elderly
that will enable them to stay in their homes longer and postpone reallocation to institutional
long-term care facilities. Therefore a new approach to spatial planning should be considered
and new financial services should be introduced to cope with these tasks, especially because
there is a significant lack of appropriately built non-profit rental units. Therefore there is an
increased need of universality and adaptability of infrastructure as well as special housing for
the elderly. The United Nations Standard Rules on the Equalization of Opportunities for
Persons with Disabilities (United Nations, 1993) provide the directions according to which
architects in member states should design houses and the urban environment for integration of
elderly people and people with functional limitations to attain equal opportunities also for
retired ageing cohorts. The guidelines with blueprint for safe and functional environment are
provided addressing the needs of people with physical limitations. These guidelines for design
require: (a) Equitable use where the design is useful and marketable to people with diverse
abilities; (b) Flexibility in use so that the design accommodates a wide range of individual
preferences and abilities; (c) Simple and easy understandable use, regardless of the user’s
experience, knowledge, language skills or current concentration level; (d) Perceptible
information regardless of ambient conditions or the user’s sensory abilities; Minimisation of
hazards and the adverse consequences of accidental or unintended actions; (f) Efficient use
with low physical effort, and (g) The appropriate size and space for approach and use
regardless of the user’s body size and mobility.

The standards for the benefit of people with mobility limitations specify accessible or
adaptable design requirements. The universal design approach targets all citizens of all ages.
Many limitations in these guidelines are not useful for all people, especially not for those with
minor or even no physical limitations.

2.3 Special housing directions for seniors

Assisted housing for the elderly where also less intensive long-term care can be delivered is
developing in three distinct directions:
e Segregation in senior cities far from the city centre of existing towns: Just a minority

of European seniors has a preference for a senior city. Most elderly over the age of 60
do not wish to live among peers at a distance from universal services. The concept of a
senior city, in which housing is built for a single age group at a distance from services
in the urban area, has not been part of government policy in the European Union so
far, though there are some good experiences in USA.
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e Integration in urban society: The share of the retired population in new construction
projects in city centres with all kinds of amenities has increased in Europe in the last
decades. Many developers decided to construct expensive, relatively small, high-rise
units in city centres. Their target group are seniors, with a relatively high-accumulated
wealth. Additional financial resources are needed because of the higher differential rent
in city centres (for Ljubljana see Bogataj et al., 2011).

e Ground-level dwellings outside the city, close to existing homes. In cooperation with
long-term care and social care suppliers, the tendency is to build many relatively
inexpensive accessible and small apartments in the centres of smaller towns. Their
activities could be regulated by better fiscal policy. A government's role is to allocate
building land in cluster areas through means of granting legal permission for building
plans. Therefore it is very often the case that clusters of dwellings are built on the
outskirts of cities rather than in city centres, where more amenities would be available
and the cost of care could be lower due to economy of scale. But the government has
also included requirements for the accessibility of housing units, to make these
properties more suitable for the disabled. This concerns the requirements for indoor
and outdoor accessibility of housing units and their suitability for the provision of
care.

For intensive long-term care, the elderly have to move to long-term care facilities. There they
receive better support, and medical and social care than previously (in the period of assisted
living), but they lose independence and privacy. The more the built environment enables
mobility of the elderly and enables social care provision in the period of assisted living in
existing residential units, the longer the elderly can keep their independence. This delays
relocation to long-term care facilities.

3 The survey on what the seniors included in home-care programmes of
the municipalities in Slovenia wish most

To forecast in which direction the construction of the built environment for seniors inside
urban areas of Slovenia should evolve, we conducted interviews with seniors who need home
care and who still stay at home where they had been living with bigger families years ago
from 3 different municipalities (3 groups: one from Savinjska Regions and two from two
municipalities in the Southeast Slovenia Region) as to what kind of housing they preferred.
The study combined the results from three different samples of respondents: n=51 from the
first group, n=18 from the second group, and n=45 from the third group, yielding a total
sample of 98. The socio-demographic characteristics of the survey samples are shown in
Table 2. The respondents ranged from 42 to 97 years of age and were primarily female (70%),
half of them between 76 and 85 years.

All the seniors who participated in the survey receive home care, which is organised by the
municipalities. None of them had substantial cognitive problems. The interviews were
performed by local nurses face-to-face in confidential discussions, after each participant
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consented to participate. The demographic data are given in Table 2. Those with difficulties to
respond properly were excluded from the study. Exclusion criteria for participation in the
focus groups included: (a) too ill to participate, (b) non-resident, (c) distressed from a recent
traumatic event, (d) severe speech or hearing problems that can prevent communication, (e)
depressed to the point that an interview could be distressing, (f) communication difficult due
to dementia or other mental confusion, or (g) another form of mental disorder. No typing or
computer skills were required. The majority of the respondents completed elementary school
(60%), 20% completed 3 years of professional education, and 14% completed high school.
The respondents represented all socio-economic groups, including 47% of those with
pensions between 300 € and 500 €, 26% with the lowest income, i.e. under 300 €, and 6%
with medium income between 800 € and 1000 €. Only 1% of the respondents had a high
income status of over 1500 €.

Table 2: Basic demographic data

group 1 group 2 group 3 Total

N=35 N=18 N=45 N=98

Mean age 78,7 Mean age. 79 Mean age. 77,8
Sex % % % %
Male 29 35 29 30
Female 71 65 71 70
Marital status % % % %
Married 26 33 17 28
Bachelor 20 5 15 15
Widow(er) 46 56 59 49
Divorced 5 6 7 6
Cohabitation 3 2 2
Education % % % %
Primary school 68 33 67 61
Vocational school 23 17 20 21
High school 9 33 11 14
Higher education 6 2 1
University diploma 11 3
Age (42t0 97) (57 to 94) (42 to 97) %
51 - 65 11
66 - 75 13
76 - 85 51
86 - 95 23
96 - 2

Because the respondents had been included in a municipal home-care program, the staff from
the municipal home-care centre at each setting helped to recruit respondents and arrange the
meetings in each senior resident’s home. The surveys were conducted at senior citizens’
homes and each lasted approximately 15 minutes. The informed consent was obtained prior to
the interview. The study received approval from the Faculty Ethical Review Board.

For this study we utilized the responses to the question that elicits older adults’ lifestyle, long-
term care program, and housing. The open-ended question was: “What type of a housing unit
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or facilities would you like to live in when you will no longer be able to live in your own
home?”

For the study on the housing needs of seniors, we designed three open-ended questions:

A: “Would a good organization of home care enable you to stay at your home even if your
functional capacities decreased?”

B: “Describe the necessary actions needed to stay in the current apartment!*

C: “In what kind of an apartment do you want to move to and what kind of services would
you need so that it would not be necessary to go into a nursing home?”

The respondents were encouraged to reflect upon their innermost desires and values. The
persons who were interviewing the elderly reminded the respondents to focus on their needs
of safety and quality of independent movement, which might not be possible in the domestic
environment after a substantial decrease of functional capacities.

4 Results and discussion

Only 63 seniors answered the question whether they would like to go to a nursing home or
receive other housing arrangements, if available, when their functional capacities would
decrease to the level that they would not be able to stay at their current home. The preferred
housing of these three groups is the following (as presented in Figure 1): 44.4% of seniors
would like to stay in their old home in any case, they do not see or cannot afford any other
solution, 41.3% of reporting seniors would like to go to an assisted living housing unit (note
that they do not even know what a retirement village or retirement community is, because
such kind of housing does not exist in Slovenia, but they expect that there they will be able to
protect their independence and dignity), 12.7% of them would prefer to stay totally
independent, i.e. without being included in any community, but would need more services,
amenities and ground floor dwelling, and only 1.6% of them would go to a nursing home.

1,6 16
1 % ambient assisted living

X ground floor apartment
with services and
amenities

44,4 prefer to stay in existing

home in any case

retirement community

H nursing home

Figure 1. The preferred housing
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From this investigation we can conclude that more than 40% of Slovenian seniors would like
to move to an assisted living housing unit, or to a more appropriate independent apartment
(54% in the sample and a= 0.01), but the Slovenian housing market does not offer enough
possibilities. In general, there is no significant difference in the percentage of those who
would like to stay in the existing home and those who would like to move, but not to a
nursing home. The percentage of those who would like to move to a nursing home is very low
(1.6% in the sample).

For intensive long-term care, the elderly will have to move to long-term care facilities, like a
nursing home, and nearly half of seniors will be disappointed at the end of their life if they
will not finally recognise that in the nursing home they could receive better support, and
medical and social care than in the previous stage (during home care). The more the built
environment enables mobility of the elderly and provides social care in the period of home
care in existing residential units, the longer the elderly can keep their independence. It delays
relocation to long-term care facilities in intensive nursing homes. Therefore, local
communities should think about the possibilities to enable the old cohorts to stay at home
longer or at least to develop affordable assisted living housing units in the same community.
But this manner of servicing seniors is also very expensive both for families and municipality
budgets. The costs of services in existing homes are especially high in rural areas, where
travel costs increase (Bogataj, Szander and Ros-McDonnell, 2015) and where, even today,
local authorities are not able to cover half of travel expenses, as required by law. When the
number of seniors included in long-term care will triple, this problem will be even more
severe.

Therefore there is a need to evaluate other possibilities, not only expensive home care or
expensive assisted living housing units in privately developed senior housing complexes
(owned by senior residents or rented by senior residents) but also other arrangements through
public or private investments in affordable housing.

5 Conclusion

In Table 1 we presented that in the next 35 years the number of people aged 65 and older in
EU is expected to almost double, and the number of people aged 75 and older is projected to
triple by mid-century. The projections of the ageing structure in Slovenia are similar, as can
be seen from EC The Ageing Report 2015 (EC, 2015, pp. 20). Nearly one third of Slovenian
citizens will be older than 65 and many of them will live alone in a big house, where they will
have lived with their family for many years before. They do not need 100 m? or 300 m? of
living space. Regarding their monthly income, they cannot maintain big apartments or houses,
invest in insulation and other improvements, especially when they live alone and finance their
livelihood only with their income from pension. The results show that more than half of
Slovenian seniors are missing the possibility to move to retirement villages or other better
adapted homes in assisted living housing units, where they could protect their dignity and
independence better than in institutional care in nursing homes. At least half of them would be
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willing to move to a more appropriate housing unit when their functional capacities decreased
up to a certain level, but only very few of them would go to a nursing home, as presented in
Figure 1.

These results are a novelty in the field of studying the housing for seniors in Slovenia.
Slovenian professional studies report about the needs to intensify home care at the existing
homes and not much about the needs of seniors with decreasing functional capacities to move
to more appropriate assisted living dwellings with retention of housing rights assured by
constitution which give them independence and privacy, which are lost when seniors move to
a nursing home.

Therefore we can conclude that if local authorities and the private sector invested in the
construction of more appropriate and affordable dwellings for seniors, a substantial number of
bigger housing units would be sent to the market as they would be no longer appropriate for
senior owners, who would be able to move to smaller, but better equipped dwellings
accessible for seniors with decreasing functional capacities. If local authorities will recognise
the challenge, they could support a better, more liquid housing market, affordable for young
families who would buy the seniors' properties and thus improve the wellbeing of the seniors
of local communities and provide an adapted environment for them. The higher liquidity
would additionally increase rentals, municipality fees, and seniors' wellbeing. We have to
raise the awareness regarding the challenges given to local communities to make the life of
their citizens better and to increase the economic bases of the local areas, also by activities of
the newly arising “silver economy”.

This study is the first of its kind in Slovenia, while its results provide better insight into what
matters most to Slovenian seniors regarding housing arrangements. The seniors who
participated in this study come from NUTS 3 regions, which do not include the two major
Slovenian cities — central places on NUTS 2 level. The research could give different results in
the case of metropolitan areas, e.g. Ljubljana. Therefore we suggest that future investigations
focus also on urban agglomerations.

““This article is based on the PhD Thesis of the corresponding author and the results of a
ARRS bilateral project with USF Tampa and the framework of program P5—0398 .
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Staranje v lastnem domu z vplivom na urbane transformacije

Povzetek:

Raziskovalno vprasanje: V clanku odgovarjamo na vprasanje, kak$no stanovanj si starejsi
oskrbovanci dolgotrajne oskrbe na domu v Sloveniji Zelijo potem, ko bodo njihove funkcionalne
zmoznosti znatno zmanj$ane tako, da bo popolna oskrba na obstoje¢em domu otezkocena.

Namen: Anketirani so bili oskrbovani v obstoje¢em domu, kjer so Ziveli ve¢ let, skupaj s svojo
druzino ali sami, v velikem stanovanju oziroma hisi. Zavedali so se, da bi bilo tezko, da Se naprej
ostanejo tam, ko jim funkcionalne zmoznosti upadajo $e naprej. Povprasali smo jih, kam bi se radi
preselili in kakSno stanovanje si zelijo, kaj bi moralo tako stanovanje vkljucevati, da bi
zadovoljevalo njihove potrebe in pri¢akovanja.

Metoda: Po pregledu evropske in ameriske strokovne literature na to temo in $e predvsem ob
izvajanju skupnega projekta z Univerzo Juzne Floride, smo ugotovili, da bi se lahko tudi v
Sloveniji gradnja stanovanj za upokojence razvijala v razli¢nih urbanih strukturah in da obstaja
velika vrzel med potrebami in ponudbo stanovanj prilagojenih starejsim v Sloveniji. To dodatno
vpliva na togost slovenskega nepremi¢ninskega trga in zmanjSanje zemljisko rento, ki jo lokalne
skupnosti najemajo preko nadomestil za uporabo stavbnega zemlji§¢a in pri prenosih lastnistva, ¢e
to primerjamo z rezultati v ZDA in z Zahodnoevropsko prakso. V raziskavo so bili vkljuceni
starostniki, ki uporabljajo storitve dolgotrajne oskrbe. Ker smo Zeleli spoznati Zeleno strukturo
grajenega okolja za starejSe smo organizirali 3 skupine intervjujev starostnikov, ki prejemajo
pomoc¢ na domu v treh razlicnih slovenskih ob¢inah in ocenili odstotek posameznih Zelenih vrst
stanovanj in oskrbe.

Rezultati: Rezultati so pokazali, da ve¢ kot polovica slovenskih upokojencev, ki so ze vkljuceni v
dolgotrajno oskrbo, pogresa moznost, da se preselijo v vasi ali stanovanjske skupnosti za
starostnike, kjer bi lahko bolje varovali svoje dostojanstvo, zasebnost in neodvisnost kot v
institucionalnem varstvu v domovih za ostarele.

Pomen za organizacije in druzbo: Te ugotovitve so lahko pomembna pobuda za lokalne uprave,
da (a) pricno graditi stanovanj prilagojena potrebam starej§ih s padajo¢imi funkcionalnimi
zmoznostmi sami ali (b), da ustvarijo pogoje za to, da bi pritegnili zasebne nalozbe v primerna in
cenovno dostopna stanovanja za upokojence.

Novost: Tovrstni raziskovalni rezultati v Sloveniji Se niso bili na voljo, ¢eprav nam lahko take
raziskave dajejo boljsi vpogled v to, kaj je najpomembnejse za slovenske upokojence s padajo¢imi
funkcionalnimi kapacitetami glede stanovanjske oskrbe potem, ko onemorejo.

Predlog za nadaljnje raziskovanje: Raziskava je potekala izven glavnih mest Slovenije na
nivoju NUTS 2, se pravi izven Ljubljane in Maribora, kjer bi lahko dobili drugacne rezultate. Zato
bi bilo smiselno tovrstno raziskavo posebej izvajati vsaj na podro¢ju Ljubljane.

Clanek je rezultat dela na doktorski disertaciji prve avtorice in sodelovanja na bilateralnem ARRS
projektu z USF Tampa, ZDA.

Kljuéne besede: stanovanja za starejSe, oskrbovane stanovanjske enote, staranje na domu, oskrba
na domu.
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Abstract:

Research Question (RQ): Effectiveness of managers differs in implementation of the process
approach. Which competencies affect performance effectiveness of managers in the process
approach?

Purpose: The aim of the research is to specify a set of competencies which affect performance
effectiveness of managers in the process approach.

Method: The theoretical part examines the current state and terminology from the field of
processes and competencies. The empirical part is based on a quantitative research. An online
survey questionnaire was used for data collection. The survey was conducted among auditors of
management systems worldwide.

Results: The research indicates that there are significant differences between influences of
different competencies on performance effectiveness of managers in the process approach. The
studied competencies are presented in an array from the most to the least influential.
Organization: The research directly affects the development of the HR function in organizations
in practice. It enables an easier and more oriented personnel selection process and development of
managers in the field of process performance.

Society: The research enables easier orientation in competencies development that can improve
the social order as well as social responsibility and the environment indirectly.

Originality: The research originally offers a set of competencies that are relevant to process
management.

Limitations/Future Research: The research is restricted to the population of auditors. Future
studies could examine the research question from a point of view of other professional groups.

Keywords: competencies, personal traits, process approach, business process management,
management.

1 Introduction

The process approach is as a modern organizational and management strategy and has been
for some time now, but its actual prevalence and development in organizations is still
relatively weak. There are many reasons for slow adoption of the process approach in
performance of organizations; however the focus of this research is personality traits of
managers as they directly affect the organizing and managing of organizations. Our
presumption is that there is a connection between certain personality traits of managers and
the development and process approach implementation in an organization. This raises a
question - which are these personality traits and how do they affect the development of the
process approach?
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The aim of this article is to present which personality traits are important in managers for a
positive approach to the development and implementation of the process approach in an
organization.

The research is important as it gives an insight into the current situation and serves as a
starting point for further research of managerial competencies that influence the development
of the process approach in organizations and, indirectly, the efficiency of organizations.

2 Theoretical framework

2.1 Process Approach

The process approach (Business Process Management, Business Process Orientation) is a
modern approach to organization management that is based on business processes carried out
in an organization and not on business functions (organizational units) as structural units of an
organization. A business process is defined as interconnected activities that add value by
transforming input to output. Process outputs are products that are intended for clients or as
inputs to other processes (Davenport & Prusak, 2000; Hammer & Champy, 1993; Harmon,
2003; Verle & Markic, 2012).

Processes in organizations have been discussed by many authors. The process approach
became the subject of intensive research in the 1970s simultaneously as the demand for
product, service and process quality (Spanyi, 2006). In 1993, Hammer and Champy advocated
for radical transformation of business processes, cost reduction, and quality improvement
(Hammer & Champy, 1993). The emphasis in transformation is optimization of certain
business processes and not their integration in a whole value chain of an organization as a
whole. Frequently, processes are described as »workflow« — a sequence of activities that run
perpendicularly through a classical organizational structure. Processes intersect and connect
organizational units at the same time.

The process approach became widely used after 2000 when it was used as one of the output
elements in the 1SO 9000 family standards. The standard 1SO 9001:2015 states requirements
for organizations to adopt the process approach (CEN, 2015). Consequently, over 1,200,000
ISO 9001 certified organizations worldwide use the process approach.

The use of the process approach is also endorsed by other models of national and
transnational performance excellence awards: EFQM, Deming prize, Malcolm Baldrige
Award and others (Conti, 2007).

The process approach diminishes the ruling hierarchy and the number of leaders, it reduces
bureaucracy and takes some pressure off employees, yet it enhances cooperation, improves
the knowledge of the organization's aims, it is informative and motivational, and it establishes
one's own worth which raises job satisfaction (Ostroff, 1999).
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2.2 Competencies

The term »competencies« has various interpretations (Jevs¢ek & Gorenc, 2015, pp. 58-60). In
contemporary social science, the term was founded by David McClelland (McClelland, 1973)
who studied approaches to testing of individuals and proved that one’s success is not
dependent on one's intelligence but on one's competencies which are expressed in one's
behavior. McClelland did not specifically define the term in his research, however, he did
make a distinction between »traditional competencies«: reading, writing, arithmetic, and the
likes, and »other competencies« that include what were commonly known as personality
traits: communication, patience, goal-setting, etc.

Due to an extensive diversification of competencies, they are structured and joined in
different ways, commonly in competencies profiles (Bliss, 2014; Changnian, Jie & Faxin,
2015, pp. 95-102; Vervenne, 2009).

Special fields are research of leadership and management competencies (Moradi, Maleki, &
Pilehrod, 2015, pp. 1864-1870; Council on Foundations, 2006) and research and development
competencies (Paquett, 2007; Chai et al., 2012).

Study of competencies is the subject of current research in many fields with an emphasis on
valuation. Due to the fuzzy nature of the notion of competencies, fuzzy logic is frequently
used. (Houe, Grabot & Tchuente, 2011 pp. 651-655; Macwan & Srinivas, 2014, pp. 975-980;
Suleman & Suleman, 2012, pp. 323-338).

McClelland's studies have become a successful business model (McClelland, 1976). Twenty
years of successful research and practice have been summarized by Lyle and Signe Spencer
who also formed an elaborate definition of the term competency (Spencer & Spencer, 1993,
pp. 9-15):

»A competency is an underlying characteristic of an individual that is causally related to
criterion-referenced effective and/or superior performance in a job or situation.«

An »underlying characteristic« refers to a person’s general behavior and mindset in a certain
situation over a long period of time. In this sense, Lyle and Signe distinguish five
characteristics: motives, traits, self-concept, knowledge and skill. »Causal relationships«
refer to connections between motives, traits and self-concept that define the manner of skill or
knowledge implementation and they consequently affect the result. Competencies always
have intent, whereas behavior does not define a competency per se.

15



Journal of Universal Excellence, Article
March 2016, year 5, number 1, pp. 13-29.

INTENT ACTION OUTCOME
PERSONAL BEHAVIOR JOB
CHARACTERISTICS PERFORMANCE
MOTIV, TRAIT KNOWLEDGE
SELF-CONCEPT SKILL

Figure 1. Competency causal flow model. Adapted from Competence at work: models for superior performance
(p. 13), from L. Spencer & S. Spencer, 1993, New York: John Wiley & Sons, Inc.

In the definition of competency, »criterion-referenced effective and/or superior performance«
is critical. A competency must predict a differentiating content in reality. If it does not predict
success, it is not a competency. In this sense, the criteria »effective performance« and
»superior performance« were used, where »effective performance« denotes the minimum
acceptable work level, namely the lowest value below which a person is not competent for
work; whereas »superior performance« is statistically defined as standard deviation above
average. Roughly, this level is achieved by one out of ten individuals in a specific situation.

In 20 years of research and practices, Lyle and Signe Spencer (Spencer & Spencer, 1993, p.
20) gathered data from 286 competency models, which included 760 separate types of
behavior and 360 of which were used to form 21 competencies to account for 80 — 98 % types
of behaviors recorded in the competency models. Spencer & Spencer elaborately described
these 21 competencies and set criteria and scales for their identification and valuation:

ACHIEVEMENT ORIENTATION

ANALYTICAL THINKING

CONCEPTUAL THINKING

CONCERN FOR ORDER, QUALITY AND ACCURACY
CUSTOMER SERVICE ORIENTATION

DEVELOPING OTHERS

DIRECTIVENESS: ASSERTIVENESS AND USE OF POSITIONAL POWER
FLEXIBILITY

IMPACT AND INFLUENCE

10. INFORMATION SEEKING

11. INITIATIVE

12. INTERPERSONAL UNDERSTANDING

13. ORGANIZATIONAL AWARENESS

14. ORGANIZATIONAL COMMITMENT

15. RELATIONSHIP BUILDING

16. SELF-CONFIDENCE

17. SELF-CONTROL

18. TEAM LEADERSHIP

19. TEAMWORK AND COOPERATION

20. TECHNICAL/PROFESSIONAL/MANAGERIAL EXPERTISE
21. OTHER PERSONAL CHARACTERISTICS AND COMPETENCIES

CoNoOAWNE
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The competencies are listed in alphabetical order except the last two which are intentionally
listed at the end. Number 20 represents a group of professional competencies and expertise,
whereas number 21 represents all other undefined competencies. The research includes only
the first 19 behavioral competencies; the remaining competencies were not included in the
research.

2.3 Process approach and competencies of managers

In process-oriented organizations, managers are called process managers. Several authors
(Hafner, 2006; Hitringer, 2011; Womack & Jones, 2003) observe that managers in
organizations do not have an overview of how their organization is developing, how it
produces, sells and supplies their products because they are preoccupied with the traditional
functional mindset and performance. Spanyi (2006) observes that managers are still focused
on cutting down expenses and on individual, separate business processes, e.g. the process of
sales, supply, production and logistics, and not on the whole business process of an inter-
functional organization. He suggests that top managers cannot, will not and do not take
responsibility for the whole process which is what adds value for clients. The responsibility is
delegated to individual organizational units (Jeston & Nelis, 2008 in Verle, 2012, p. 3). The
expected behavioral competencies of process managers are expected from modern process
managers. The research includes a selection of behavioral competencies that we gathered
based on a literature review. The selection was used to create a profile of behavioral
competencies in process managers.

2.4 Research question

The article explores which behavioral competencies of process managers have a positive
impact on the development and implementation of the process approach in organizations they
manage. The research question is which competencies affect performance effectiveness of
managers in the process approach.

3 Method

Data was collected by surveying experts who tackle the problem of implementing process
approach in practice on a daily basis. The participants are assessors and auditors of quality
management and professional excellence models. Theirs email addresses were obtained from
The International Register of Certificated Auditors — IRCA. The base contains 5499 email
addresses, to 4805 of which a survey questionnaire was successfully administered. In some
cases, email addresses were invalid and in others, problems occurred on mail servers, mainly
in China and India.

The survey questionnaire was created electronically in »Google documents« and it consists of
two sections. In the first section, 19 competencies are listed in the same order as in chapter
2.2. For each competency, synonyms were added for a better understanding of each described
competency and a scale of competency development descriptions which was adapted from the
model by Spencer & Spencer. The scale consists of textual descriptions that ascend from the
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lowest to the most developed level of competency. The statement that a competency is not
relevant for process management is always given first.

ACHIEVEMENT ORIENTATION
Also: Results Orientation, Efficiency Orientation, Concern for Standards, Focus on Improvement, Entrepreneurship

[] Not relevant for process management

[] Focused on the Task, Works hard, but gives no evidence of a standard of excellence
[[] wants to Do the Job Well

[] Works to meet a standard set by management

[] Improves Performance

[] Sets Challenging Goals

Figure 2. An example of the » Achievement orientation« competency in the survey questionnaire with possible
answers.

In the second section of the survey questionnaire, the questions concerned the respondent:
age, world region the respondent is most active in, audit status and audit subject field. An
empty field was added for possible comments. The survey questionnaire is enclosed in
Appendix.

The data model of the empirical part of the research consisted of the following steps:

Creating the
survey Surveying,
questionnaire ::S:)%tsgi Scale Data calculation and
- and editing standardization ranking
Selection of of responses
respondents

Figure 3. Research data model.

The survey questionnaires were returned by 126 respondents, namely the response rate was
2.62% which is a sufficient sample for a simple statistical analysis. A demographic
breakdown of the respondents is shown below.

The age of respondents is shown in Table 1. The majority of respondents are 50 or above,
which was expected considering a high level of professionalism and experience that are
required for IRCA membership.

Table 1. Age
Number of .
Proportion
Age responses
[%0]
[n]

under 30 4 3.2
between 30 - 40 32 25.4
between 40 - 50 39 31.0
above 50 51 40.5
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The region in which the respondents work is shown in Table 2. Most answers came from
Europe which was expected considering the established traditional auditing and assessing
methodology of organizations.

Table 2. Region

Number of .
. Proportion
Region responses
[%0]
[n]

Europe 38 30.2
Asia 30 23.8
International 21 16.7
America 20 15.9
Africa 9 7.1
Australia 2 1.6

Note: uncompleted data on region in 6 returned
guestionnaires, the total number of responses was 120.

The status of auditors is shown in Table 3. Most auditors work as 3rd party, namely they
implement independent audits in accredited certification organizations. This was expected
considering the high membership requirements in IRCA and the association’s mission. It is
surprising that the number of assessors is very low.

Table 3. Status

Number of

Status at audits/assessments responses Proportion
] [%6]
Auditor — 3rd party 79 62.7
Auditor — 2nd party 27 21.4
Internal auditor 12 9.5
EFQM assessor 8 6.3

The field of assessing is shown in Table 4. The majority of assessors work in big companies
which was expected considering a high level of professionalism and experience are required
for IRCA membership.

Table 4. Field
Number of Proportion
Field of auditing / assessing responses

n] [%0]
Economy - big companies 62 49,2
Economy - small companies 11 8,7
Public administration 15 11,9
Other 38 30,2

Note: no respondents work in healthcare or education.

Reliability and validity of acquired data is assessed as very high. This is confirmed by the
population of auditors with a high level of professionalism, understanding of the topic and
experience, as well as a high number of elaborate comments added in the questionnaires
which was the basis for a professional correspondence later on.
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4 Results and discussion

4.1 Responses

The responses received in 126 returned questionnaires are shown in Table 5. Numbers in
columns represent competencies in the same order as they are listed in chapter 2.2. In the first
column of Table 5, weight (U) is stated in accordance with the model by Spencer & Spencer.
In this model, each response on the scale has a modified whole number value from 0 to 9. In
the survey questionnaire, the weight values were not given.

Table 5 shows the number of received responses for each competency and each response in
the scale of every competency as in example in Figure 1.

Table 5. A review of number of responses

Weight Competencies 1 - 19 (cf. list in chapter 2.2)
U 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19
* 4 3 3 1 1 7 13 2 3 6 1 4 10 9 4 1
0 1 2 14 2
1 7 49 16 8 17 8 2 10 19 6 13 0 6 20
2 20 11 15 9 59 16 32 26 5 17 20 44 4 21 73 43 18 3
3 37 4 5 8 9 20 3B 7 20 18 12 54 65 24 18 9 13
4 65 19 58 8 6 38 37 46 14 34 14 35 43 59
5 29 7 17 25 60 28 44 8 48 18 55
6 81 58 14 6 13 3 4 23 29
7 13 14 30 16 9 8 40 5 16 7
8 5 41 25 8
9 20 21 3

CHK 6 6 ¢ 7 7 17 7 6 7 7T 5 6 6 6 6 6 7 7 17

Note. * - competency is not relevant for process management

The last row of Table 5 is control data (CHK) which indicates the number of possible answers
for each competency. The number of possible answers was between 5 and 7. Weight is
different with each possible answer, so the scales must be standardized before calculating the
results.

4.2 Standardization

Each possible answer in the first section of the survey questionnaire responds to a whole
number value (U) in the model by Spencer and Spencer that determines the level of
development of each competency. The scales have been standardized due to various numbers
of possible answers and weight values with each answer.

Standardization is used when the aim is for each of the variables to have the same influence
and weight on the new, mutual rating. Standardization of variables is a process in which the
values of the variables are transformed by subtracting the arithmetic mean (U) from each
value of the variables (U;) and then the difference is divided with standard deviation (s). The
result is a standardized value of the variable (u;) on the same level of measurement. The
arithmetic mean of a standardized variable is U = 0 and the standard deviation is s = 1.
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A standardized value indicates the position of a certain value from the point view of the
group. A negative standardized value indicates that the value is below the average, and a
positive standardized value indicates that it is above average.

Standardization was performed in open source software R. Results are shown in Table 6.

Table 6. Standardization

Weight Competencies 1 - 19 (cf. list in chapter 2.2)

1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19
U, o 1 1 1 o0 2 1 o0 2 1 2 1 1 1 1 1 2 1 o0
U, 1 2 2 2 2 3 2 2 3 2 3 2 2 2 2 2 3 2 1
U; 2 3 3 3 3 6 3 3 4 3 5 3 3 3 3 3 4 4 3
U, 4 4 4 4 4 7 4 4 6 4 8 4 5 4 7 4 5 5 5
Us 5 5 5 6 7 8 7 6 7 5 NA 5 6 6 8 5 6 6 6
Us NA NA 7 7 9 9 9 NA 8 7 NA NA NA NA NA NA NA 7 7
Up 1,16 1,26 1,22 1,26 1,23 1,08 1,38 1,34 094 127 1,23 126 1,16 1,14 1,03 126 1,26 1,31 1,37
U2 0,68 0,63 0,79 0,65 0,77 0,76 1,02 0,45 0,57 0,85 0,77 0,63 0,68 0,62 0,71 0,63 0,63 0,95 0,94
us 019 0,00 0,36 0,35 0,31 0,43 0,06 0,00 0,19 0,42 0,31 0,00 0,19 0,10 0,39 0,00 0,00 0,24 0,07
us 0,77 0,63 0,07 0,05 0,15 0,11 0,42 0,45 1,32 0,42 0,15 0,63 0,77 0,42 0,90 0,63 0,63 0,48 0,36
Us 1,25 1,26 0,94 0,86 0,62 0,87 0,78 1,34 NA 0,85 0,62 1,26 1,25 1,46 1,22 1,26 1,26 0,83 0,79
Us  NA NA 137 1,46 154 152 1,14 NA NA 127 154 NA NA NA NA NA NA 119 1,22

Note. NA — scale has no value. Negative values are underlined.

The top section of the Table represents non-standardized weight scales, whereas the below
section represents standardized sections (u).

4.3 Result calculation

To rank individual competencies in the results of calculation, we multiplied all the received
responses (O) by respective standardized weights (u) and calculated the standardized
competency rating (SOK):

SOK = O'x -2 + Oyxuy + Oyxuy + Ogzxug+ ... + Ogxug

where O; is an individual response from the questionnaire and u; is a corresponding
standardized weight of a response. The answer »Not relevant for process management« (O¥)
was also included in the process of calculation. This answer was not standardized but it was
assigned a negative value -2 due to its large weight. The results are shown in Table 7.
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Table 7. Results

Article

Competencies 1 - 19 (cf. list in chapter 2.2)

1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19
Ox2 8 6 6 2 =2 =2 -14 0 26 4 6 -12 2 -8 20 -18 -8 -2 0
O;xu; -1 62 20 -10 3 22 -18 -19 6 -10 -19 3 -12 22 6 -16 5 -8 -3
Oyup, 5 -7 -12 -7 -39 9 24 -12 -6 -13 -10 -28 -3 -13 -52 -27 -11 -3 -19
Opxu3 4 0 -1 2 3 3 9 0 -19 6 11 0 -10 7 9 0 0 -4 -3
Opu; 50 12 9 1 0 7 -4 17 3 2 79 8 42 27 22 11 6 21 6
Osxus 36 9 10 76 26 4 8 19 7 15 NA 43 55 20 6 44 54 14 46
Ogxug NA NA 20 19 29 24 5 NA 52 62 NA NA NA NA NA NA NA 28 34
SOK 69 54 1 75 9 &5 57 5 4 46 56 8 70 -2 59 6 36 46 62
Rank 3 16 13 1 9 11 17 11 12 6 5 10 2 14 18 15 8 7 4

Note. NA — scale has no value. Values are rounded to a whole number.

Ranking is a process of editing data in an array. In Figure 4, competencies are listed in an
array based on the calculated standardized rating of competencies in a descending order from
the highest to the lowest.
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. ANALYTICAL THINKING

. DIRECTIVENESS: ASSERTIVENESS AND USE OF POSITIONAL POWER
. RELATIONSHIP BUILDING
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Results of the research show standardized ratings of various managerial competencies based
on the importance of each competency for the process performance of a manager. In relation
to value 0, the distribution has an indentation to the right with a very flat middle part. Such a
distribution is reasonable as many competencies are considered key with all types of
leadership. The first eight competencies visibly stand out (see Figure 4). We believe these
eight competencies to be of key importance for process orientation and they can be gathered
in a competency profile of process managers. On the other hand, the last three competencies
have significantly low ratings. We deem these three competencies not important for process
managers; it can be even concluded that they have a negative influence on the efficiency of
process managers.

We believe the research is a good representation of how individual behavioral competencies
affect the efficiency of managers in implementation of the process approach, and that the
distribution is as expected.

5 Conclusion

The results of the research show significant differences in ratings of effect of individual
examined behavioral competencies on process orientation of managers and their efficiency in
the sense of implementation of the process approach. The implemented ranking of
competencies serves as a source of information about key competencies for efficient process
management. This information is new to the field and can be directly used in further research
in the field of competencies and process approach as elements of business excellence. In the
field of human resources in organizations, the results can be used in employee selection and
process approach oriented managerial education guidance. The research also helps the
community at large with guiding the development of competencies that can indirectly
improve the social order, social responsibility and the environment.

The research was limited to a population of auditors of different management systems who
undoubtedly have a high level of professionalism and a good insight in the process
performance of managers. However their role is that of external observers of organizations.

Further research is possible by examining the research results through the eyes of internal
observers in organizations, for example internal auditors.
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Appendix: Questionnaire

We are interested in your personal evaluation of competencies, which are important for Business process
management within the organizations you have been auditing or assessing. Within following 19 competencies
please select the most appropriate descriptions which suit for excellent Process Managers. If you find some
irrelevant items, mark them "Not relevant for process management".

1. ACHIEVEMENT ORIENTATION
(Also: Results Orientation, Efficiency Orientation, Concern for Standards, Focus on Improvement,
Entrepreneurship)
e Not relevant for process management
Focused on the Task, Works hard, but gives no evidence of a standard of excellence
Wants to Do the Job Well
Works to meet a standard set by management
Improves Performance
Sets Challenging Goals

2. ANALYTICAL THINKING

(Also: Practical Intelligence, Analyzing Problems, Reasoning, Planning Skill)
e Not relevant for process management

Breaks problems into simple lists of tasks or activities

Sees Basic Relationships

Sees Multiple Relationships

Makes Complex Plans or Analyses

Makes Very Complex Plans or Analyses

3. CONCEPTUAL THINKING
(Also: Use of Concepts, Pattern Recognition, Insight, Critical Thinking, Problem Definition, Ability to Generate
Theories)
e Not relevant for process management
Uses Basic Rules
Recognizes Patterns
Applies Complex Concepts
Simplifies Complexity.
Creates New Concepts
Creates New Models

4. CONCERN FOR ORDER, QUALITY, AND ACCURACY

(Also: Monitoring, Concern with Clarity, Desire to Reduce Uncertainty, Keeping Track, Monitoring and

checking work or information, Insisting on clarity of roles and functions, Setting up systems of information)
e Not relevant for process management

Keeps an Organized Workspace

Shows a General Concern for Order and Clarity

Checks Own Work

Monitors Others' Work

Develops Systems to organize and keep track

Puts new, detailed, complex systems in place to increase order and improve quality
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5. CUSTOMER SERVICE ORIENTATION
(Also: Helping and Service Orientation, Focus on the Client's Needs, Partnering the Client, End-User Focus,
Attention to Patient Satisfaction)
¢ Not relevant for process management
Gives Minimal Required Service
Maintains Clear Communication with Client Regarding Mutual Expectations
Takes Personal Responsibility for customer service problems
Makes Self Fully Available to Customer
Uses a Long-Term Perspective in addressing client's problems
Acts as Client's Advocate

6. DEVELOPING OTHERS
(Also: Teaching and Training, Assuring Subordinates' Growth and Development, Coaching Others, Realistic
Positive Regard, Providing Support)
¢ Not relevant for process management
Gives Detailed Instructions and tells how to do the task
Gives Reasons or Other Support
Does Long-Term Coaching or Training
Creates New Teaching/Training
Delegates Fully
Rewards Good Development

7. DIRECTIVENESS, ASSERTIVENESS AND USE OF POSITIONAL POWER
(Also: Decisiveness, Use of Power, Use of Aggressive Influence, Taking Charge, Firmness in Enforcing Quality
Standards, Classroom Control and Discipline)
e Not relevant for process management
e Gives Basic, Routine Directions
e Gives Detailed Directions
Speaks Assertively
Demands High Performance
States Consequences of Behavior
Fires or Gets Rid of Poor Performers

8. FLEXIBILITY

(Also: Adaptability, Ability to Change, Perceptual Objectivity, Staying Objective, Resilience)
e Not relevant for process management

Always Follows Procedures.

Flexibly Applies Rules or Procedures

Adapts Tactics to Situation

Adapts Own Strategies, Goals, or Projects to Situations

Makes large or long-term adaptations

9. IMPACT AND INFLUENCE
(Also: Strategic Influence, Impression Management, Showmanship, Targeted Persuasion, Collaborative
Influence)
e Not relevant for process management
Takes a Single Action to Persuade
Takes a Two-Step Action to Persuade
Calculates the Impact of One's Action
Takes Two Steps to Influence
Three Actions or Indirect Influence
Uses complex influence strategies tailored to individual situations
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10. INFORMATION SEEKING

(Also: Problem Definition, Diagnostic Focus, Customer/Market Sensitivity, Looking Deeper)
e Not relevant for process management

Asks Questions

Personally Investigates.

Asks a series of probing questions

Calls or Contacts Others

Does Research

Involves Others

11. INITIATIVE

(Also: Bias for Action, Decisiveness, Strategic Future Orientation, Seizing Opportunities, Being Proactive)
e Not relevant for process management

Addresses Current Opportunities or Problems

Is Decisive in a Crisis

Anticipates and prepares for a specific opportunity or problem

Anticipates situations years ahead and acts to create opportunities or avoid problems

12. INTERPERSONAL UNDERSTANDING

(Also: Empathy, Listening, Sensitivity to Others, Awareness of Others' Feelings, Diagnostic Understanding)
e Not relevant for process management

Understands either present emotions or explicit content, but not both together

Understands Both Emotion and Content

Understands Meanings

Understands Underlying Issues

e Understands Complex Underlying Issues

13. ORGANIZATIONAL AWARENESS

(Also: Playing the Organization, Bringing Others Along, Awareness of Client Organizations, Using the Chain of
Command, Political Astuteness)

Not relevant for process management

Understands Formal Structure

Understands Informal Structure

Understands Climate and Culture

Understands Underlying Organizational Issues

Understands Long-Term Underlying Issues

14. ORGANIZATIONAL COMMITMENT

(Also: Business mindedness, Mission Orientation, Vision, Commitment to the Command's Mission)
e Not relevant for process management

Active Effort

Models "Organizational Citizenship Behaviors"

Sense of Purpose—States Commitment

Makes Personal or Professional Sacrifices

Sacrifices Own Unit's Good for Organization

15. RELATIONSHIP BUILDING
(Also: Networking, Use of Resources, Develops Contacts, Personal Contacts, Concern for Customer
Relationships)
e Not relevant for process management
Accepts Invitations
Makes Work-Related Contacts
Makes Occasional Informal Contacts
Makes Home and Family Contacts
Makes Close Personal Friendships

16. SELF-CONFIDENCE
(Also: decisiveness, Ego Strength, Independence, Strong Self-Concept, Willingness to Take Responsibility)
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Not relevant for process management
Presents Self Forcefully or Impressively
States Confidence in Own Ability

Justifies Self-Confident Claims

Volunteers for Challenges

Puts Self in Extremely Challenging Situations

17. SELF-CONTROL

(Also: Stamina, Resistance to Stress, Staying Calm, Being Not Easily Provoked)
e Not relevant for process management

Resists Temptation

Controls Emotions

Responds Calmly

Manages Stress Effectively

Responds Constructively

Calms Others

18. TEAM LEADERSHIP

(Also: Taking Command, Being in Charge, Vision, Group Management and Motivation, Building a Sense of
Group Purpose, Genuine Concern for Subordinates)

Not relevant for process management

Manages Meetings

Informs People

Promotes Team Effectiveness

Takes Care of the Group

e Positions Self as the Leader

e Communicates a Compelling Vision

19. TEAMWORK AND COOPERATION
(Also: Group Management, Group Facilitation, Conflict Resolution, Managing Branch Climate, Motivating
Others)
e Not relevant for process management
Neutral, passive
Cooperates
Expresses Positive Expectations
Empowers Others
Team-Builds
Resolves Conflicts

OTHER PERSONAL CHARACTERISTICS AND COMPETENCIES (if you have any additional proposals)
PERSONAL INFORMATION For easier data analysis we would like to know the following:

Your age:

under 30

e  between 30 - 40
e  between 40 - 50
e above 50

Your status at audits and assessments procedures:
e Auditor - 3rd party (auditor in accredited certification house)
Auditor - 2nd party (supplier auditor)
Internal auditor
EFQM, Deming Prize, M. Baldrige National Quality Award, ... or similar Assessor

Your field of auditing and assessments:
e Economy - big companies
e Economy - small companies
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Health

Public administration
Education

Other

Region of auditing and assessments:
e FEurope

America

Asia

Africa

Australia

International

THANK YOU FOR YOUR COOPERATION!

*k*k

Matej Jevséek graduated at the Faculty of Mechanical Engineering in Ljubljana. He has worked in several
senior positions in his career. In the past ten years, he has been working in the field of system management and
business excellence in the automotive industry. He is the leading auditor of quality management system by 1SO
9001 standard and environmental management system by ISO 14001 standard. He is also the leading assessor of
business excellence by EFQM model and an ECQM assessor. He is also a lecturer at the Faculty of organisation
studies in Novo mesto.

*k*%k

Kompetence procesnih menedzZerjev

Povzetek:

Raziskovalno vpraSanje (RV): UspesSnost menedzerjev pri udejanjanju procesnega pristopa je
razlicna. Vprasanje je, katere kompetence vplivajo na uspesnost delovanja menedzerjev v smeri
procesnega pristopa.

Namen: Namen in cilj raziskovanja je dolo¢itev nabora kompetenc, ki vplivajo na uspe$nost
delovanja menedzerjev v smeri procesnega pristopa.

Metoda: Teoreti¢ni del zajema pregled stanja in izrazoslovja na podro¢ju procesov in kompetenc.
Empiri¢ni del temelji na kvantitativni raziskavi. Za pridobivanje podatkov je bil uporabljen spletni
anketni vpraSalnik. Raziskava je bila izvedena s svetovnimi presojevalci sistemov vodenja.
Rezultati: V raziskavi so ugotovljene so signifikantne razlike med vplivi razli¢nih kompetenc na
uspesnost delovanja menedzerjev v smeri procesnega pristopa. Raziskovane kompetence so
urejene v ranzirno vrsto od najbolj vplivnih do najmanj vplivnih.

Organizacija: Raziskava ima neposreden vpliv na razvoj kadrovske funkcije v praksi organizacij.
Omogoca lazje in bolj usmerjeno kadrovanje in razvoj menedzerjev v smeri procesnega delovanja.
Druzba: Raziskava omogoca lazje usmerjanje v razvoj kompetenc, ki lahko izboljSajo urejenost
druzbe, posredno tudi socialno odgovornost in okolje.

Originalnost: Raziskava izvirno podaja nabor kompetenc, ki so pomembne za procesno
menedziranje.

Omejitve/nadaljnje raziskovanje: Raziskava je omejena na populacijo presojevalcev. Zanimivo
bi bilo raziskati poglede drugih strokovnih skupin na raziskovalno vprasanje.

Kljuéne besede: kompetence, osebnostne lastnosti, procesni pristop, menedzment poslovnih
procesov, menedziranje.
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Abstract

Research Question (RQ): What are the attitudes of Slovenian primary school teachers towards
the inclusion of children with special needs into regular school programs?

Purpose: The purpose of the study was to encourage teachers to share and reflect on their personal
experiences with inclusive education in Slovenia. This could help in the development of more
successful models of practice.

Method: This was a qualitative study. Focus interviews and individual, semi-structured interviews
were conducted. Data was analyzed using qualitative content analysis.

Results: Five categories emerged from the data. This article focuses on three of the categories and
explores the robust division of teachers into two groups depending on their overall attitudes
towards the inclusion and children with special needs.

Organization: The findings of this study suggest that Slovenian education system is not fully
transitioned into the inclusive model. Teacher training and practical support are often insufficient
and inter-professional cooperation is not always satisfactorily established.

Society: Inclusion of children with special needs reflects the quality of the whole school system
and has implications for the functioning of the society.
Originality:
[ This study deepened the understanding of the phenomenon of inclusion and linked the findings
with international studies on inclusion.

Limitations / further research: Future research should explore the development and
implementation of relevant teaching programs and courses as well as the development of better
support networks within an inclusive model of education that should champion collaboration and
cooperation.

Keywords: children with special needs, inclusion, education, teacher’s attitudes, qualitative study,
models of practice.
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1 Introduction

Educating all children together regardless of their physical and mental abilities is not a new
concept. It is now being implemented worldwide and has been studied extensively. Numerous
international declarations and guidelines have been signed in relation to this topic. They
include The Universal Declaration of Human Rights (1948), United Nation’s Convention on
The Rights of the Child (1989), The Salamanca Statement (1994) and the UNESCO’s
document from 2005 ‘Guidelines for inclusion: Ensuring access to education for all’, to name
a few. Including a child with special needs into a regular school program is also an important
aspect of the concept of participation and is seen as a basic human right (Florian, 2008, pp.
202-208).

In Slovenia, 13,024 children are categorized as having special needs. Every year, a higher
percentage of them are included in regular school programs, which presents a unique
challenge for the existing school system (Bratoz, 2004, pp. 9-49). The transition from models
of practice that favoured segregation to models of practice preferring integration was not an
uncomplicated one, and it is still ongoing on many levels. The paradigm shift required a new
professional and organisational perspective, which challenged the established educational
process, learning priorities and team working models.

It has been established that some teachers hold more positive attitudes towards inclusive
education and can be more sensitive and flexible when teaching children with special needs
(Fairbanks et al., 2010, pp. 161-171). Forlin and Chambers (2011, pp. 17-32) also ascertained
that the teacher’s views and attitudes often determine the success of integration more than
their professional knowledge and formal preparations.

Since teachers’ attitudes towards the inclusion model and children with special needs appear
to be an important predictor of the level of success (Engelbrecht, Nel,Nel, & Tlale, 2015, pp.
1-10; Forlin & Chambers, 2011, pp. 17-32; Kemp & Carter, 2005, pp. 31-44), the present
study aimed to explore the attitudes of primary school teachers in Slovenia towards
integration of children with special needs into their classrooms.

This study built on the previously conducted quantitative study among Slovenian teachers that
reported an overall positive attitude towards integration and inclusion (Gaber et al., 2016).
Qualitative methodology was therefore employed to further explore teachers’ attitudes in
relation to the phenomenon of inclusion, and increase the understanding of the process from
the teachers’ perspective.

The research question this study aimed to answer was: What are the attitudes of Slovenian
primary school teachers towards the inclusion of children with special needs into regular
school programs?

2 Theoretical framework
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2.1 Inclusion and participation of children with special needs

The classroom environment offers ideal circumstances for a child to develop his social skills
and progress developmentally (Case-Smith & Holland, 2009, pp. 416-423). School
participation combines the criteria of (1) all children attending the school program jointly, and
(2) the implementation of therapy interventions for children with special needs inside the
classroom, whilst including a focus on the child’s ordinary day-to-day activities (Case-Smith
& Holland, 2009, pp. 416-423). The new models of practice that aim to support the
participation of children with special needs in regular school programs need to take these two
criteria into consideration.

In connection with therapy interventions, the approach that dominated work with children
with special needs in the past was the so called pull-out approach. It involved physically
removing the child from the classroom for therapy interventions, and working with him in a
separate room. Now, the ‘push-in’ approach has taken over, which encourages working with
the child in the classroom at all times (Ericksen, 2010, pp.64-69; Rens & Joosten, 2014, pp.
148-158).

There appear to be significant differences between different countries when it comes to
implementing inclusion, and these often relate to the diversity that exists between different
locales (Savolainen, Engelbrecht, Nel, & Malinen, 2012, pp. 51-68). It has been highlighted
that the discussion on inclusion often neglects differences between environments, which
include cultural, historical and legal aspects (Kozleski, Artiles, Fletcher, & Engelbrecht, 2007,
pp.19-34). It is important to consider cultural and historical influences and recognize that
models cannot be transferred between environments in a simplified manner unless they are
appropriately adapted first and made culturally relevant.

2.2 Preparation for inclusion

For inclusion to be successful, teachers need to be familiar with the process and its challenges.
It is of paramount importance to develop and upgrade the teachers’ knowledge, practical skills
and also their value system. Florian (2008, pp. 202-208) describes three considerations that
can help support inclusion and pertain to the teachers’ skills, education and working
techniques:

1. Primary school teachers are not specialised to teach children with special needs.

2. The teacher training curriculum needs to include topics that cover the subject of
individuality and of ‘being different’.

3. Teachers need to master new teaching techniques and connect with other professionals
who are specialised in working with children with special needs. This is how teachers
will get the adequate support that will enable the development of a collaborative
approach.
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The child, too, needs to be sufficiently prepared for the transition into the school environment,
within the regular school system. Research suggests that the outcome of inclusion will be
better if the preparation phase focuses on the development of skills that the child should
master before entering the regular school program (Kemp & Carter, 2005, pp. 31-44). There is
no consensus on which skills are crucial for the child, but it is clear that academic skills are
not in the forefront. The most important skills seem to be those related to (1) functioning in
the classroom (listening to the teacher, following instructions, obeying classroom rules), (2)
communication, (3) social interactions and (4) activities of personal care (Kemp & Carter,
2005, pp. 31-44).The priorities frequently change with the child’s age and level of education.

2.3 Attitudes towards inclusion
2.3.1 Factors that influence teachers’ attitudes

A literature review by Avramidis and Norwich (2002, pp. 277-93) showed that teachers have
an overall positive attitude towards the inclusion of children with special needs into regular
school programs. The authors identified some of the factors that contribute to teachers’
attitudes. These include:

1. teacher-related factors (age, gender, work experience, previous education);
2. child-related factors (type of disability),
3. environmental factors (finances, resources, staffing).

These factors were also acknowledged in more recent research on inclusion (Engelbrecht et
al., 2015, pp.1-10; Forlin & Chambers, 2011, pp. 17-32; Oswald & Swart, 2010, pp. 389-403).

Ellins and Porter (2005, pp. 188-195) studied teachers' attitudes towards inclusion in a
primary school in Great Britain. They focused on the subject the teachers taught and came to
the conclusion that teachers who taught mathematics, science and English held a less
favourable attitude towards inclusion compared to their colleagues. Children with special
needs also achieved lower results in these subjects. Science teachers had the most negative
attitude towards inclusion out of all, and children with special needs received the lowest
results in their subject.

Attitudes towards inclusion also appear to correlate with the level and type of the child’s
disability. The least support exists for the inclusion of children who have emotional or
behavioural problems (Avramidis, Bayliss, & Burden, 2000a, pp. 277-93). An Australian
study that included 67 student teachers showed a similar trend (Forlin & Chambers, 2011,
pp.17-32). According to that study, future teachers held less positive attitudes towards
inclusion of children who could be physically violent towards others.

A South African study also indicated that female teachers are more accepting of inclusion
compared to their male colleagues, but at the same time, they experience more anxiety
regarding the process (Oswald & Swart, 2011, pp. 389-403). In other international studies,
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too, women were perceived as more open to the idea of inclusion compared to male teachers
(Avramidis, Bayliss, & Burden, 2000a, pp. 277-93; Ellins & Porter, 2005, pp. 188-195;
Forlin, Kawai, Higuchi, 2015, pp. 314-331; Malinen et al., 2013,pp. 34-44).

Furthermore, Avramidis, Bayliss and Burden (2000b, pp. 191-211) also found that attitudes
towards inclusion are more positive in teachers who have previous experiences with the
inclusion process or who have actively performed it themselves.

2.3.2 Influence of education and courses on teachers' attitudes towards inclusion

While educational programs remain unchanged in length, universities are increasingly aware
that the curriculum needs to be adjusted to include topics that pertain to the teachers’ new
roles and responsibilities (Forlin, Loreman, Sharma, & Earle, 2009, pp.195-209). A
qualitative study by Engelbrecht et al. (2015, pp. 1-10) showed that one of the main factors
limiting the process of inclusion was the existing model of education that focused on the
medical, deficit-orientated approach.

Many studies have been conducted among student teachers to capture the attitudes of future
professionals. Oswald and Swart (2011, pp. 389-403) performed a study that assessed the
attitudes of 180 student teachers towards inclusion prior and post to completing a course on
this subject. After the intervention, attitudes towards inclusion improved and so did the
general attitude towards people with special needs. However, the study also found that as
students received more knowledge on inclusion and children with special needs, they also
became more worried about the implementation of such a program. The authors concluded
that the ambivalence could have stemmed from becoming more aware of different limitations
to successful inclusion such as limited resources and support (Oswald & Swart, 2011, pp.
389-403). A study by Forlin and Chambers (2011, pp. 17-32) that included Australian student
teachers came to a similar conclusion. Following a course on inclusion and children with
special needs, some of the students’ anxieties increased. Students who generally felt more
confident about their teaching abilities and knowledge had less worries regarding inclusion.
Nonetheless, the authors conclude that improving the student teachers’ knowledge did not
automatically improve their attitudes towards inclusion.

In contrast, an American study of 326 student teachers showed that following a course on
inclusion, the anxiety about inclusion and working with children with special needs
decreased. Furthermore, after the course, student teachers were slightly more in favour of
inclusion — their attitude shifted to neutrality (Shippen,Crites, Houchins, Ramsey, & Simon,
2005, pp. 92-99).

Some literature suggests that already brief courses on inclusion can make a difference
(Campbell, Gilmore & Cuskelly, 2003, pp. 369-79; Sharma, 2012, pp. 53-66). According to
Sharma, a 20-hour course can suffice to positively change the attitudes towards inclusion of
children with special needs. However, Engelbrecht et al. (2015, pp. 1-10) reached a different
conclusion. After studying a South African sample, the authors believe short courses on
inclusion do not suffice and do not give the desired outcomes.
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Positive attitudes towards inclusion cannot be mandated and no solution has been found yet
that would address this issue and reassure future teachers. Experts believe that courses and
additional education have a limited scope. Nonetheless, they are considered important and
necessary tools for improving the process of inclusion (Engelbrecht et al., 2015, pp.1-10;
Oswald & Swart, 2011, pp. 389-403).

2.4 Relationship between the teacher and other professionals that influences inclusion

Literature from North America, Australia, United Kingdom and Sweden emphasises that in
order to successfully include the child with special needs into regular school programs there
needs to be an established collaboration between the teacher and other professionals (Helena
Hemmingsson, Gustavsson, & Townsend, 2007, pp. 383-398; Kennedy & Stewart, 2012, pp.
147-155; Nochajski, 2002, pp.101-112; Rens & Joosten, 2014, pp. 148-158; Villeneuve &
Hutchinson, 2012).

According to the theoretical framework of collaboration developed by Friend (2000, pp. 130-
132), collaboration is a style of interaction characterized by participation that is voluntary. All
parties engaged in it have an equal status as they work towards a common goal. People who
collaborate also share decision making, resources, and accountability for outcomes. For good
collaboration, it is important to know each other’s professional characteristics and
competencies, to have an effective communication style (both formal and informal) and have
a positive working and personal relationship. As collaboration takes place, new practices
develop and team members learn and grow as they solve different problems together
(Villeneuve & Hutchinson, 2012).

2.5 Models of practice

The existing models of work that support school-based collaboration are based on the equality
of all parties and on good communication (Barnes & Turner, 2001, pp.83-89; Rens & Joosten,
2014, pp.148-158; Silverman & Millspaugh, 2006; Villeneuve & Hutchinson, 2012).
However, it has been reported that this collaboration does not happen often or is limited,
which has a negative impact on participation goals and can result in involved parties feeling
dissatisfied or frustrated (Kennedy & Stewart, 2012, pp.147-155).

Recently, the EFQM (European Foundation for Quality Management) Excellence Model has
been proposed in relation to education and school system (Bukovec, 2015). Organizational
excellence has been defined as a method of work that brings all involved parties a level of
satisfaction and increases the possibilities of long-term success. In the context of education,
this is often connected with balancing the interests and needs of students, teachers, regulatory
bodies, financial resources and local communities (EFQM Excellence Model, 2003).
Excellence goes beyond quality and does not mean just compliance with a certain standard.
Bukovec (2015) highlights that excellence starts within an individual; this forms a basis for
organizational excellence.
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Excellence Model is built around eight fundamental concepts (EFQM Excellence Model,
2003). These are:

¢ Adding value for customers.

e Creating a sustainable future.

e Developing organizational capability.

e Harnessing creativity and innovation.

e Leading with vision, inspiration and integrity.
e Managing with agility

e Succeeding through the talent of people.

e Sustaining outstanding results.
3 Methods

Qualitative research approach was used to capture teachers’ attitudes, perceptions and
experience. The purpose of the study was to encourage teachers to share and reflect on their
personal experiences with inclusive education in Slovenia. We also aimed to complement the
results of the quantitative study that predated the current study.

Data was collected from the following sources: (1) focus interviews and (2) individual
interviews. First, a pilot interview was conducted in one school. The pilot interview was not
included in the final data analysis. Six schools were chosen for focus interviews and
individual interviews. The selection of schools depended on the geographical region and their
score on the TEIP scale, which was obtained during the quantitative phase.

From February to June 2013, researchers interviewed 6 focus groups in pairs. Each group
consisted of 6 teachers who were teaching at different levels of primary school and lasted
approximately 90 minutes. The first author was present during all the interviews and was
leading the semi-structured discussion in 5 groups. All the interviews were audio-recorded
and the interviewers also took notes.

A week later, the first author conducted individual interviews with two teachers from each
focus group, a total of 12 interviews. Teachers were approached for individual interviews if
(1) the author felt that they did not manage to contribute as much as they wanted to during the
focus interviews and/or (2) a discrepancy was observed in their views compared to the other
members of the focus group. Each individual interview lasted approximately 30 minutes and
was audio-recorded.

Additional data was also collected at the schools during the visits to help build a more holistic
picture of attitudes towards disability at each of the schools. Researchers made observations
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of the environment and took notes about school accessibility, classroom accessibility and
availability of literature on the topic of disability and people with special needs. In schools
that employed a special education teacher, interviews were performed with him to gain
understanding of his work and work load.

Qualitative content analysis (Strauss & Corbin, 1998) was used to analyse the interviews with
the aim to develop new concepts, hypotheses and explanations that would read like a story
describing the phenomenon under study. The analysis followed 6 basic steps: (1) reading and
re-reading the material to get familiar with it, (2) selection of coding units, (3) open coding of
the whole text, (4) choosing and defining relevant concepts and categories, (5) axial coding -
comparing categories and arranging them in proposed relationships, and (6) developing the
final theoretical formulation that would read like a coherent narrative.

4 Findings
Five categories pertaining to teachers’ attitudes to inclusion emerged from the interviews:
1. Formal education vs. work experience
2. Readiness to cooperate with other professionals
3. Burden or challenge?
4. Different work approaches
5. Negative and positive aspects of inclusion

Since a great volume of material had been collected and analysed, we will here focus only on
the analysis and discussion of the first three categories. All quotations were originally in
Slovenian language. When translating into English, we tried to keep the text as close to the
original as possible, however, some grammatical and vocabulary adjustments had to be made
to ensure the content is comprehensible after the translation. To maintain anonymity and
confidentiality, pseudonyms are used when presenting the findings.

Formal education vs. work experience

Most teachers expressed that their formal university education did not include specific topics
connected to inclusion and quality education of children with special needs. Simon describes
his teacher education in the following way: “I feel that the university lives in a world of its
own, separate from real school life. This means there is no systematic way of getting students
familiar with knowledge that could help them when they encounter pupils who have learning
disabilities or physical disabilities or behavioural issues...It bothers me that you don’t get
prepared for what might be waiting for you at the school. ”

Consequently, most teachers feel they are not confident (enough) when it comes to the
inclusion process. They try to fill the perceived gap in knowledge by attending internal and
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external courses and CPD activities. Some also use self-directed learning techniques to further
their knowledge on the topic. Dragica told us: “Sometimes | go to the library and borrow a
book, for example, | look for ideas on how to manage a restless class or how to work with
these children. And sometimes | do find some new inspiration and then change my old way of
working.”

Teachers try to implement the newly attained knowledge from different courses and self-
directed learning into their daily work. One teacher told us she likes to “experiment” with
different teaching methods. Most teachers recognize the importance of CPD activities and
courses on inclusion, but they also emphasize these cannot compare to years of practical
experience of working with children with special needs. In their opinion, work experience
importantly contributes to the teacher’s confidence and gives him a (positive) authority in the
classroom. One interviewee also reflected that her work brings her continuous development
and learning: “Every school year is like a 9-month intense workshop. | never get the feeling
that now I know everything; it’s more like I'm learning again and again and again. And again
and again I'm dissatisfied with the work of the previous year. So I keep what worked for me
and change the things that didn’t work. I learn from mistakes and I think it’s really possible to
develop.” (Mateja)

In the interviewees’ opinion, confidence is best developed through being proactive and
creative when implementing the inclusion process. Teachers also acknowledge that their role
is rapidly changing: from a person who designs and implements the whole teaching process to
an observer - a person who directs children towards independent learning.

Readiness to cooperate with other professionals

The challenges teachers face in their daily practice have to do with both an increased number
of children with special needs in regular school programs and a great diversity of their needs
and disabilities. Marjana captures this when saying: “Since | teach maths, | really get to see a
plethora of differences in children’s needs, from those who have attention deficits, learning
disabilities, dyscalculia, dyslexia to above-averagely talented children.” This diversity
presents teachers with some unique challenges and difficulties when designing individual
plans of work.

Often, teachers require guidance and assistance when developing an individual plan for a
child with special needs. Teachers also seek support and advice from their colleagues and
other professionals when it comes to establishing authority and confidence in the classroom.
Moreover, they sometimes ask for feedback regarding their work with children with special
needs. The importance of intra-professional support was expressed by Nusa: “It is a real
privilege that there are two of us in year one./...this good collaboration and working in
tandem brings a special/.../new teaching approach and it often happens that we play a certain
didactic game and we see the children’s reaction, so we think, yes, this is the way we are
going to work.”
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Teachers appear to be more in favour of internal cooperation with their colleagues at the
school compared to external cooperation with other experts. They generally like to discuss (1)
the most appropriate ways of including a child with special needs, (2) previous experiences
with inclusion, (3) individual programs for children with special needs. The need for
cooperation is greatest at the beginning and/or end of the school year and in between
academic terms. During these times the teachers exchange information on the
progress/stagnation of the child and share their plans for activities that could support
inclusion. Most teachers report a positive attitude towards cooperation, however, cooperation
does not take away the need for the teacher to be confident and competent in his work
routines.

In contrast, cooperation with other (external) experts and institutions appears to be
inadequate. In the teachers’ opinions, this is connected with: (1) unresponsiveness and lack of
thoroughness on the part of other professionals when teachers ask for additional help with the
child with special needs, (2) time-delays that accompany written communication.

Burden or challenge?

Based on their attitudes towards inclusion, teachers could broadly be divided into two groups.
The first group constitutes of teachers who have developed negative feelings and connotations
in relation to their profession. These teachers often express criticism towards the existing
school system and the possibilities for inclusion of children with special needs. Also, they
believe that in the current system, the children are generally stagnating. This group of
interviewees experiences the inclusion process as additional burden that demands extra
preparation time and CPD activities. They describe how they need to invest more time to
prepare the lessons and adapt their methods of teaching and assessing. Some of them
experience despair and feelings of loss at the beginning of the school year. Children’s
behavioural and emotional challenges exhaust and overpower them and they feel unsuccessful
when they do not observe any visible improvements in their work. Teachers who perceive
inclusion in a very negative way often experience difficulties dealing with children who have
behavioural problems. Mihaela described them as “destroying the everyday routine.” Lojze
also told us how “they do not make notes, don’t have notebooks. They walk around the
classroom and take things from other pupils or just scream. These sorts of moments take away
the teacher’s focus”. Teachers seem particularly negative towards children who are exhibiting
disruptive behaviours as they feel that these children diminish the quality of education also for
their classmates. Maja wondered: “If the pupil doesn’t even meet minimal standards and
struggles all the time, this presents a big problem for teachers, how and to what degree
should they be adapting.”

The other group constitutes of teachers who accept their changing and more dynamic role.
These teachers acknowledge the more dynamic arrangements of their work schedule and
conclude that they have to be “very adaptable” to meet all the new requirements; “we need to
adapt to children’s different levels,” as described by Barbara. Some interviewees feel that at
the beginning of their career when they do not have so much work experience, teaching on
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different levels and in different classes can be difficult, however, they have accepted this as a
positive challenge. They also perceive the inclusion of children with special needs as both a
responsibility and a challenge. These teachers often express the desire to get to know children
with special needs and become familiar with their abilities, strengths and weakness, so they
can make their educational process more meaningful. To do that, they find it very important to
obtain information from the parents. Spela explained: “I think a lot about what the parents tell
me, how they do things at home and what they 're like. I reflect on that, so I can build a better
picture. Of course, you don’t know the parents from the start. You slowly get to know them via
parent-teacher meetings, and in this way you also get to know the children better, all of them,
those with and without special needs. I put a lot of emphasis on what parents tell me.”
Interviewees are aware that inclusion of children with special needs requires additional
preparations and tasks, so that the teaching process can be implemented to a high standard.
Lojze explains that the teacher “is expected to motivated the children and sort them out, and
then the teacher can function better as well.”

5 Discussion

Slovenian teachers included in this study acknowledge that they were not sufficiently trained
and educated on the topic of inclusion during their teacher training years. At the same time,
they also feel that sometimes life experiences, pro-active approach and hands-on work with
children are as important as formal education in developing the teacher’s competencies and
classroom authority. In order to be successful and satisfied, teachers need to be increasingly
flexible in their role. They need to meet the various needs of children and also adapt to
changing roles and responsibilities. Teachers generally recognize the need for collaboration
with other professionals, however, collaboration with external professional appears to be
somewhat inadequate, which is often attributed to factors relating to bureaucracy and the style
of work of other professionals. Some teachers appear to be more positive about the inclusion
process, and they often see it as a part of their personal development. In contrast, other
teachers experience inclusion of children with special needs as an additional burden that
contributes to their general dissatisfaction with the existing school system and society as a
whole.

Findings about the inclusion process in Slovenia reflect many of the findings of previous
studies from other countries. There appears to be an international trend that the existing
models of teaching and education do not always adapt to changing circumstances and remain
rooted in a medical approach that focuses on deficit (Engelbrecht et al., 2015, pp.1-10).
However, external factors are not the only ones affecting the inclusion process. Teachers
themselves vary in their perceptions of their teaching realities. As demonstrated in this study,
they could robustly be divided into those who are generally more positive and those who are
generally more negative. Jordan, Glenn and McGhie-Richmond (2010, pp. 259-266) talk
about two opposite approaches to teaching (teaching in general as well as teaching children
with special needs) that relate to the teacher’s beliefs and attitudes. The first approach is
determined by pathognomonic attitudes that describe disability as internal, fixed and
pathological. Teachers with prevailing pathognomonic views attribute the reasons for the
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child’s stagnation to factors that relate to the child, his parents or family. These teachers
generally spend less time trying to include the child with special needs and they prefer models
of practice that segregate and are in favour of a pull-out approach. The second approach is
focused around interventionist attitudes. These teachers are of the opinion that disability is, at
least partially, a sociological phenomenon that is often caused by the environment which is
created for people without special needs. They feel personally responsible for the inclusion of
children with special needs and want to create an environment in which all children are able
to participate. Although the two belief systems can be intertwined, only approximately 20
percent of teachers hold interventionist believes. These two opposite attitudes
(pathognomonic vs interventionist) could help explain the finding of this study of two groups
of teachers which appear to be diametrically opposite.

Furthermore, it appears that attitudes towards inclusion and children with special needs might
have implications that expand beyond the inclusion process. A preliminary study conducted
by Glenn (2007) found that there was a connection between the teacher’s interactions (both
with children with special needs and others), their teaching style and their beliefs about the
abilities of children with special needs. Glenn (2007) concluded that the teacher’s
epistemological beliefs and their attitudes towards disability might be connected with the
overall quality of their teaching. The most successful teachers were able to include all
children, spent more time with children with special needs and encouraged critical thinking.
This goes against the general belief that inclusive teaching limits the teacher in his work with
children who do not have special needs (or are even above-average in their academic
abilities). This has also been expressed by Malinen et al. (2013, pp. 34-44) and Engelbrecht et
al. (2015, pp. 1-10) who emphasize that inclusion means quality education for everyone and
should not be too different from the existing school model. Moreover, research showed that
educational systems recognized as world’s best include all children well (Barber & Mourshed,
2007). When teachers implement interventionist work methods efficiently, all children benefit
from it. This aspect and potential of inclusion has not been widely recognized by Slovenian
teachers included in the study. Teachers frequently separated the inclusion of children with
special needs from other teaching practices and some saw it as a burden they were not fully
equipped to manage. Jordan, Glenn and McGhie-Richmond (2010, pp. 259-266) acknowledge
that it is not easy to develop interventionist attitudes and high quality inclusive methods of
work. Although the Slovenian quantitative study (Gaber et al., 2016) showed a generally
positive attitude towards inclusion, this qualitative study did not completely confirm this. It
revealed some subtle complexities and struggles that are faced by both teachers and children
and that need to be addressed if the inclusion model is to be successful.

The findings of this study also suggest that, after finishing their teaching course, teachers
often do not feel ready to face a class that can include a child with special needs. The sense of
self-efficacy and confidence get build over time. Loreman, Sharma and Frolin (2013) describe
the ‘head-heart-hands’ triad, which characterizes a good quality inclusive teacher. The ‘head’
represents cognitive knowledge and theoretical education. Moral and ethical principles
represent the ‘heart’ component. And ‘hands’ stand for the practical and technical skills that
are required to implement inclusive education.
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Another difficulty Slovenian teachers expressed was the cooperation with external
professionals. Many barriers to good collaboration have been described in literature and the
most common ones include:

1. Ambiguity regarding roles and responsibilities (Helena Hemmingsson et al., 2007,
pp. 383-398).

2. Professionals not experiencing each other as equal partners and having different
theoretical and philosophical backrounds, often due to being educated within
different systems (Bose & Hinojosa, 2008, pp. 289-297; Silverman & Millspaugh,
2006).

3. Organisational barriers (Helena Hemmingsson et al., 2007, pp. 383-398).

4. A lack of time for formal communication, e.g. strategic meetings (Bose &
Hinojosa, 2008, pp. 289-297; Nochajski, 2002, 101-112).

All these barriers can inhibit the implementation of modern interdisciplinary models of
practice. In the Slovenian example, organizational barriers and ambiguity regarding the other
professionals’ roles, scope of practice and approaches of work were most commonly
mentioned. These barriers could also prevent the full implementation of the Excellence Model
in education and limit the transition from quality education to excellence (EFQM Excellence
Model, 2003).

6 Conclusion

Both organizational and personal factors have been identified as limiting the process of
inclusion and affecting full participation of children with special needs in Slovenian primary
schools. Teachers’ attitudes towards inclusion were not homogenous and there were many
different experiences and understandings of the process. While some teachers appeared to be
positive about the inclusion process, others experienced it as an additional professional
burden. Lack of education and experience contributed to the feelings of being overwhelmed.
The need for collaboration was generally recognized, but especially cooperation with external
professionals did not always meet the demands of the inclusion process.

This study was the first qualitative study of the inclusion process in Slovenia. It = '

highlighted some important aspects of the inclusion process and linked it with studies from
other countries. It has been recognized that good quality education involves all students and
requires ongoing development and a focus on the future. To develop excellence in education,
some deeply rooted patterns of thinking and working will probably need to be altered first
(Bukovec, 2015). Successful inclusion could importantly contribute to a more harmonious
society that could support all individuals and help them thrive regardless of their backgrounds
and different abilities.
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This qualitative study included teachers from one geographical region of Slovenia. Although
we did not aim to make any generalisations, it could be useful to expand the sample to other
regions in order to capture different collaboration patterns that might be established in other
regions and municipalities.

The findings of this study suggest that future research should explore the development and
implementation of relevant teaching programs and courses that could support teachers and
provide continuous development in the context of contemporary Slovenian environment. A
better inter-professional network also needs to be established, so that children with special
needs as well as teachers teaching them can be adequately supported.
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Povzetek

Raziskovalno vprasanje (RV): KakSen je odnos slovenskih osnovno-Solskih uéiteljev do
inkluzije otrok s posebnimi potrebami v redne $olske programe?

Namen: Namen Studije je bil vzpodbuditi ucitelje, da delijo svoje osebne izkusnje in refleksije, kar
bi lahko pripomoglo k razvoju bolj u¢inkovitih metod dela.

Metoda: To je bila kvalitativna $tudija, ki je vkljucevala fokusne in individualne, pol-strukturirane
intervjuje. Za analizo materiala je bila uporabljena kvalitativna tematska analiza.

Rezultati: 1z analize je izSlo pet kategorij. Ta ¢lanek se osredotoca na tri kategorije, ki opisujejo
delitev uciteljev v dve skupini glede na njihov odnos do inkluzije in otrok s posebnimi potrebami.
Organizacija: Rezultati raziskave nakazujejo, da slovenski Solski sistem $e ni povsem presel na
inkluzivni model dela. Uéitelji ne dobijo dovolj podpore in niso ustrezno izobrazeni za inkluzijo,
primanjkuje pa tudi medprofesionalne podpore.

Druzba: Inkluzija otrok s posebnimi potrebami je odraz kakovosti celotnega izobraZevalnega
sistema in druzbe kot celote.

Originalnost:
IR - studija je poglobila j§ razumevanje odnosa uciteljev do inkluzije in

rezultate povezala z drugimi mednarodnimi $tudijami o inkluziji.

Omejitve/ nadaljnje raziskovanje: Nadaljnje raziskave bi se lahko osredoto¢ile na razvoj in
implementacijo programov izobrazevanja za ucitelje in na razvoj podporne mreze, ki bi temeljila
na sodelovanju znotraj inkluzivnega modela dela.
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Mehko odlo¢anje po vec lastnostih - primer univerze
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Povzetek:

Raziskovalno vprasanje: Ustanavljanje univerze (v nekem kraju, to je lahko tudi Novo mesto) je
dolgotrajen in izjemno pomemben proces. Upostevati je potrebno veliko kriterijev, ki vplivajo na
odlocitev o tem, kaksna organizacijska oblika bi bila racionalna in najugodnejSa. Vprasanje, na
katerega bomo odgovorili, se glasi: ali je mozno z uporabo kvantitativnih metod ugotoviti
smiselno organizacijsko obliko univerze in kako to storimo?

Namen: Namen in cilj raziskovanja je odgovoriti na zgornje vprasanje in s tem dati odlo¢evalcem
moznost uporabe dodatnih nevtralnih informacij.

Metoda: V raziskavi uporabljamo metodo odlo¢anja po ve¢ lastnostih (multiple attribute decision
making). S kombinacijo metode AHP in algoritma VIKOR dobimo resitev zastavljenega
problema, ko so vhodni podatki ostra Stevila. Ker pa so vhodni podatki marsikdaj, v primeru
ustanavljanja univerze ap sploh, predvsem opisni besedni termi, vpeljemo v algoritem Se principe
mehke logike. Sinteza vseh metod je v raziskavi uporabljena metoda mehkega odlo¢anja po vec
lastnostih.

Rezultati: Rezultati raziskave pokazejo, da je uporabljen znanstveni instrumentarij smiseln in
nedvoumno odgovarja na zastavljeno vprasanje. Seveda pa je pri tem, kot pri vsaki kvantitativni
metodi, potrebno upostevati robustnost vhodnih podatkov.

Organizacija: Rezultati raziskave imajo lahko direkten vpliv na odlo¢anje o organizaciji mozn
nove univerze.

Druzba: Vpliv raziskave na druzbo, socialno odgovornost in okolje je direkten, saj uporabljeni
algoritem uposteva prav te komponente.

Originalnost: Raziskava je originalna v (vsaj) dvojem: a) definira vpeljavo mehkih mnozic v eno
od metod operacijskih raziskav in s tem omogoca veliko fleksibilnost pri uporabi deloma
nenatanc¢nih in le besedno definiranih kriterijev/podatkov ter b) uporabi algoritem na primeru
ustanavljanja univerze, kar iz literature Se ni poznano.

Omejitve/nadaljnje raziskovanje: Omejitve in hkrati tudi (paradoksalno) prednosti raziskave so
v interpretaciji in uporabi vhodnih podatkov. Nadaljevanje raziskave pa mora iti v smeri uporabe
senzitivnostne analize rezultatov in postopni vpeljavi celovitega mehkega pristopa, v konéni fazi
tudi v nadgradnjo algoritma z nevronskim uc¢enjem.

Kljuéne besede: Odloc¢anje po ve¢ lastnostih, alternative, kriteriji, mehka mnozica, rangiranje.

* Korespondencni avtor. 65
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1 Uvod

Vsi (vsaj odrasli) moramo dnevno sprejemati razlicne odlocitve, bodisi v sluzbi, bodisi v
zasebnem zivljenju. Odlociti se moramo npr. o tem, kaj bomo imeli za kosilo, o tem, Ce bi se
na dopust odpravili z avtom ali z letalom, pa o tem, kako opraviti poslovni pogovor in skleniti
(ali ne) posel itd. Skratka, odloCitve so pomemben in stalni del nasega zivljenja. Nekatere so
enostavnejse, nekatere bolj zahtevne, nekatere pa so celo zivljenjskega pomena. Sprejemamo
jih na podlagi znanja, izkuSenj, razpolozljivih informacij, pa tudi intuicije. Za pomembne
odloCitve potrebujemo predvsem mnogo podatkov, ki nam odloCanje vsaj deloma
poenostavijo in da s tem postane celoten postopek bolj objektiven.

V profesionalnem delu je odloCanje izjemnega pomen in delo odloCevalca nikakor ni
enostavno, zato potrebuje resen in tudi formalno utemeljen pristop k sprejemanju odlocitev.
Odlocitve, ki jih morajo sprejemati odlo¢evalci, so npr. izbor optimalnih zalog glede na
povprasevanje in proizvodne kapacitete, izbor optimalnega mreZznega diagrama projekta, izbor
najugodnejse lokacije za novo tovarno, izbiro najboljSega izvajalca za izvedbo gradbenih del
in podobno, pa tudi izbor najugodnejse oblike univerze v mestu/regiji in podobno. V
splosnem se je vedno potrebno odlociti za eno od moznosti, ki so na razpolago in/ali te
moznosti tudi razvrstiti (rangirati) po pomembnosti. Razvr§¢anje moznosti (alternativ) vedno
izvedemo glede na vec lastnosti (kriterijev), ki so v€asih lahko tudi medsebojno protislovne.
Recimo, da podjetje proizvaja nek artikel, ki daje premajhen dobicek. V tem primeru je
potrebno bodisi zmanjSati stroSke bodisi povecati ceno izdelka. Zaradi vi§je cene se lahko
zniza povpraSevanje, po drugi strani pa bi zaradi manjsih stroSkov lahko znizali tudi ceno in
povprasSevanje bi se povecalo. Ko pa se povpraSevanje spremeni, mora podjetje spremeniti
proizvodni nacrt in vse, kar je z njim povezano. Vsaka sprememba proizvodnega nacrta pa
ima lahko vpliv na druge proizvode podjetja, na izkori§¢enost kapacitet, na zaposlenost itd.
Gre torej za kompleksne in povezane pojave, ki jih mora odloCevalec v svoji presoji
upostevati.

Izvedba vsakega postopka odlocanja zahteva naslednje (Waters, 1997): a) odlocevalec je
vedno odgovoren za svojo odlocitev, b) odlocevalec pozna alternative, od katerih mora
izbrati najugodnejso, ¢) odlo¢evalec mora v procesu odlo¢anja vedno izbrati eno moznost, d)
po koncanem izboru lahko pride do dogodkov, na katere odloCevalec nima vpliva, e) vsaka
izbora alternative predstavlja neko kvantitativno merljivo koli¢ino.

Pri problemih izbira odlocevalec med ve¢ alternativami, za katere pozna kriterij s posledico,
dan s spremenljivo koli¢ino (cena, masa, ..). V veliko situacijah (ali celo v vecini) pa je izbor
posamezne alternative vezan na vec kriterijev. V takSnih primerih govorimo o odlo¢itvah po
vec lastnostih oz. kriterijih. Za reSevanje problemov te narave je razvitih ve¢ metod, kot so:
kriterij minmax, Kkriterij maxmin, Paretova metoda rangiranja, metoda AHP (analiticno
hierarhi¢ni proces), metoda tarée VIKOR (Winston, 1994).
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Pri teoriji odlocitev se v sploSnem pojavi problem podatkov, ki niso eksaktni, ampak so lahko
le priblizni, nedoloceni, nejasni, dvomljivi. V tak$nih primerih govorimo o mehkih podatkih,
s katerimi se ukvarja teorija mehkih mnozic. Odlocevalec mora velikokrat delovati v takSnem
mehkem pristopu, ki terja sintezo teorije odlo¢anja po ve¢ lastnostih in mehke logike (RosS,
2007), (Teodorovi¢, Vukadinovi¢, 1998), (Bogataj, Usenik, 2005), (Usenik, Bogataj, 2005).
Na ta nacin pridemo do mehkega odlo¢anja po vec lastnostih, ki ga bomo obravnavali v
nadaljevanju. Tudi tu je razvitih veC¢ metod, v nadaljevanju bomo z nekaj dopolnitvami
uporabili Chen in Hwangov algoritem (Chen, Hwang, 1992).

V raziskavi bomo pokazali, kako generalizirano mehko metodo odloCanja po vec lastnostih
uporabimo na zelo aktualnem problemu organizacijske oblike bodoce univerze, ki se lahko
ustanovi v nekem slovenskem kraju, npr. v Novem mestu.

2 Teoreti¢na izhodis¢a

2.1 Odloc¢anje po ve¢ lastnostih (kriterijih)

V postopku odlo¢anja se odloc¢evalec odloc¢i za neko moznost (alternativo) glede na posledice,
Ki jo ta mozna alternative povzro€i. V vecini primerov je takSen izbor odvisen ne le od ene,
pac pa od ve¢ posledic in tedaj govorimo odlo¢anju po ve¢ lastnostih, (Usenik, 2008).

Vzemimo, da imamo znanih m alternativ A, A,,...,A, in n lastnosti (kriterijev)
X Xyy o X,

Oznatimo z X; kvantitativno karakteristiko, ki pove kako alternativa A, i=12,...,m

zado$¢a pogoju (kriteriju) X;, j=1,2,...,n, kar prikazemo s tabelo odlocitev (Tabela 1).

Tabela 1: Tabela odlo¢itev za m alternativ in n kriterijev
kriterij | X, X, , , X,
alternativ
A Xy Xy, . . Xy,
A Xy Xy ) . X5,
Am Xml XmZ an

Kvantitativne podatke iz odlocitvene tabele prikazemo z matriko odlo¢anja D:

X Xpo oo X,
X Xy ot Xy,

D= : : : :|:Xiji|m><n
Xml Xm2 o an

Na osnovi tako danih podatkov Zelimo razvrstiti (rangirati) alternative po pomembnosti za
odlocevalevo presojo.
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Najprej ugotavljamo pomembnost kriterijev X, X,,..., X,. V ta namen uporabimo metodo

AHP - analiti¢no hierarhi¢ni proces.

2.1.1 Metoda AHP

VVzemimo n kriterijev X,, X,,..., X, Ki jih Zelimo glede na njihov pomembnost pri odlo¢anju
razvrstiti po hierarhiji. V ta namen uvedemo kvadratno matriko A reda n, ki jo imenujemo
matrika primerjave po parih (2.01).

Posamezen element a; te matrike pomeni primerjavo pomembnosti kriterija i glede na kriterij

J. To pomembnost merimo z lestvico vrednosti od 1 do 9 takole (Winston, 1994).

Tabela 2: Primerjava pomembnosti

pomembnost Interpretacija

1 Kriterija iin j sta enako pomembna

3 Kriterij i je le malo pomembnej$i od
Kriterija j

5 Kriterij 1 je le precej pomembnejsi od
Kriterija j

7 Kriterij i je zelo pomembnejsi od kriterija

9 Kriterij i1 je absolutno pomembnejsi od
Kriterija j

2,4,6,8 Vmesne vrednosti, na primer pri vrednosti 2
je kriterij i po pomembnosti med enako in
rahlo pomembnostjo glede na kriterij j

Reciprocne Meri povezavo kriterija j gleda na kriterij i

vrednosti: 1,

1/2, 1/3,.....

Zavsak i (i = 1,2,..., n) velja a; =1. Vrednost a; =k, k>1 pomeni, da je kriterij i k-krat

pomembne;jsi od kriterija j. Seveda pri tem velja nacelo recipro¢nosti, torej a; =k™ .

Oznacimo z W, utez kriterija i. Vzemimo, da je odlo¢anje v celoti dosledno, da se torej ravna

po enakih (objektivnih) nacelih. V tem primeru je matrika primerjave po parih taksna:

Wl Wl Wl
wow, W,
W2 WZ W2
A=l w w, w, (2.01)
Wy - W m
wW, W, |
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Vzemimo, da je za reSevanje konkretnega problema znana matrika A. 1z te matrike dobimo
vektor utezi W=[w, w, --- w,] kot netrivialno resitev enatbe AW =bw' (Winston,

1994, Usenik, 2008).

Upostevajmo moznost, da odlocevalec pri kreiranju matrike morda ni popolnoma
verodostojen/konsistenten. Naj bo tedaj b, najve¢je Stevilo, pri katerem ima enacba

AW =bw' netrivialno resitev W,__ . Ce odlo¢evaléeve primerjave niso mo¢no napaéne glede

na idealno moznost, bi pri¢akovali, da bo b, blizu Stevila n in vektor w__, blizu vektorju w.

V tem primeru lahko kot resSitev namesto vektorja W vzamemo kar njegov priblizek, to je
vektor W, . Da dobimo takSen priblizek W, , pa uporabimo dvostopenjsko proceduro, Ki
poteka takole:

- prvi korak: matriko normaliziramo, kar pomeni, da delimo vsak element stolpca i te

matrike z vsoto vseh vhodov v stolpec i, i=12,...,n in s tem dobimo normalizirano
matriko Ayorm -
- drugi korak: pois¢emo priblizek W, , Ki ga bomo uporabili za napoved vektorja w. V ta

namen ocenimo vsak w, , i=12,...,n, kot povprecje vhodov v stolpec i matrike Ayggy -

V zaklju¢ku procedure moramo $e preveriti konsistenco odlo¢itvenih primerjav, kar storimo v
Stirih korakih.

prvi korak: izracunamo produkt matrik AwW',

. . . 1. & i—ti element v matriki AW
drugi korak: izratunamo $tevilo N==% —— ——
n 4 i—ti elementv vektorju w

- tretji korak: izra¢unamo indeks usklajenosti (konsistentnosti) CI po formuli CI = N _; :
n_
- Cetrti korak: primerjamo Cl s slu¢ajnim indeksom Rl za pripadajoce vrednosti n, Ki so

podani v tabeli 3, (Winston, 1994).

Tabela 3: Vrednosti slu¢ajnega indeksa RI

n RI
2 0
3 0,58
4 0,90
5 1,12

Ce je koeficient Cl majhen, je odlo¢evaléeva primerjava dovolj dosledna in izraunane utezi
lahko brez zadrzkov uporabimo. V splo$nem velja empiri¢no pravilo (Winston, 1994): ko je
%<0,10, je stopnja konsistence zadovoljiva, ko pa je %>0,10, stopnja konsistence ni
dobra in v nadaljevanju postopka lahko pride do neusklajenosti. Ce je kvocient % veliko

vecji od 0,10, pa moramo postopek ponoviti od zacetka, torej ponovno ugotavljati utezi
posameznih Kkriterijev in njihovo medsebojno odvisnost.
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Ko je postopek koncan, smo dolocili utezi za vsak kriterij. Metoda AHP je zakljucena, v
nadaljevanju moramo na tej osnovi rangirati izbor alternativ. V ta namen bomo uporabili
metodo VIKOR (Teodorovi¢, Vukadinovi¢, 1998), (Moradi, Maleki, Pilehrood, 2015), ki

temelji na primerjavi razlik vsake posamezne alternative od a) idealne najbolj$e moznosti in

b) idealne najslabse moznosti.

Postopek VIKOR poteka tako, da matriki odlo¢itev D najprej priredimo normalizirano
odlocitveno matriko D':

d1'1 d1'2 dl’n
S (2.02)
dr, dy, od

Elemente matrike D’ izraCunamo iz elementov matrike D po formuli

1
m "2
di;:xij-[Zx;j i=12..,m; j=12..n (2.03)
i=1
V naslednjem koraku vsak stolpec v matriki D' pomnoZimo z utezjo w; (j = I, 2, ...., n), Ki

pripada posameznemu stolpcu in smo jo dobili po AHP metodi. Na ta na¢in dobimo matriko V

! 1 ’
W1d11 W2d12 o Wndln
wd, wd, --- wd
V — 1‘ 21 2' 22 n. 2n (2.04)
! ! !
Wldml Wzdmz Wndmn

Metoda VIKOR sedaj zahteva, da dolo¢imo:
4 idealno najboljSo resitev A",
5 1idealno najslabso resitev A
in nato pois¢emo povprecno vrednost obeh idealnih moZnosti.

Ce je za posamezno alternativo kriterij iskanje minimuma, je tak3na alternativa ugodnejsa, e

idealna najboljSa reSitev zavzame najmanjSo vrednost, idealna najslabsa reSitev pa najvecjo,
zato velja:

{mlnv‘je\] |—12 }:{vj,vg,...,vn*}

{ maxv‘JeJ ‘I—lZ } {vl‘,vz‘,...,vn‘} (2.05)

J
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Ce pa je za alternativo kriterij iskanje maksimuma, je tak3na alternativa ugodnej3a, ko idealna
najboljsa reSitev zavzame najvecjo vrednost, idealna najslabSa reSitev pa najmanjSo, zato
velja:

n

A" = (maxvij‘jeJ)‘izl, 2,..., m}:{vf,v;,...,v+}

{
A:{(minvij‘jeJ)‘i:1,2,...,m}:{v1,v2,.. v,} (2.06)
j

J={j=12,...,n

J zadoS¢a kriteriju maksimuma}

Odmik S, alternative od pozitivne idealne moznosti je kot Evklidska razdalja dana z izrazom

S = ’Zn:(vij—vj*)z :\/(vil—vl*)z+(vi2—v2*)2+---+(vm—vn*)2 i=12,....,m (2.07)

Odmik S, alternative od negativne idealne moznosti pa je

S = /Zn:(vij—vj‘)z=\/(vi1—vl‘)2+(vi2—v,;)2+---+(vin—vrj)2 i=1,2,..,m (2.08)

V optimalni reSitvi mora biti negativni odmik ¢im manjsi, torej S, — 0. To pomeni, da bo

povpre¢na razdalja C. alternative A , i=12,...,m taksna (Teodorovi¢, Vukadinovi¢,
1998), (Usenik, 2008):

o>, c e[0,1], i=12,....m
S +S,

(2.09)

tem manjsa, ¢im manjsi bo S, . To pomeni, da z uporabo kriterija (2.09) poteka rangiranje
alternativ. A, A,,..., A, glede na vrednosti 3tevila C; proporcionalno, torej vedji vrednosti

Stevila C. ustreza vi§ji rang alternative in obratno.

2.2 Mehke mnozice, mehka Stevila

Mehka logika je »stara« 50 let (Guerra, Sala, Tanaka, 2015). V tem ¢asu je dosegla neverjeten
vzpon, ki temelji predvsem na njeni uporabnosti in zelo pogojno receno preprostosti. Osnovni
element mehke logike je pojem mehke mnozice. Temeljna lastnost klasiéne mnozice A je ta,
da nek element bodisi pripada ali pa ne pripada tej mnozici. Mehka mnozica se razlikuje od
klasicne mnozice v tem, da za njene elemente ne velja tako stroga zahteva, element lahko
mehki mnoZici pripada, lahko ji ne pripada, lahko pa ji pripada tudi nekoliko bolj ali nekoliko
manj in podobno. Ce ozna¢imo z 1(x) pripadnostno funkcijo, ki dologa stopnjo pripadnosti

elementa dani mnozici, potem je za klasiéno mnoZico res le s, (x)=0 (ne pripada) ali pa

,uA(X)zl (pripada). Pri mehki mnozici pa pripadnostna funkcija lahko zavzame vse
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vrednosti med 0 in 1. Mehka mnoZica A je mnoZica urejenih parov A= {(X, ,uA(X))‘X € R} ,

kjer je x element mehke mnozice, ki zavzame vse vrednosti z vnaprej doloCenega
definicijskega obmocja, u;(x) pa je pripadnostna funkcija (mehke) spremenljivke x. Ena od

standardnih oblik pripadnostne funkcije je trikotna oblika (slika 1).

A
1L,

»
»

a b %

Slika 1: Trikotna pripadnostna funkcija mehke mnozice A= (a, b, C)

Analiti¢ni zapis takSne funkcije je:

1
— X——— zaa<x<h
b—la —-a
Uy = —Ex+ﬁ zab<x<c (2.10)
0 drugod

3 Metoda

3.1 Odlocanje po vec lastnostih z mehkim pristopom

Problem odlo¢anja po ve¢ lastnostih je definiran z odlo¢itveno matriko D. Elementi matrike D
so v konkretnih primerih konkretni podatki (npr. cena, dolZina, razdalja, ¢as in podobno) in so
dani z nekim S$tevilom (npr. 10 EUR, 2 km, 20 minut,...). V vsakdanjem ravnanju pa so
vecinoma podatki le priblizni, nenatan¢ni, lahko jih le opiSemo z besedami, npr. poceni,
drago, blizu, se kar dobro in podobno. Ti in podobni besedni opisi (termi) pa so ravno mehke
mnozice, dolo¢ene s pripadnostnimi funkcijami, ki jih kreiramo za posamezne primere.

V takSnih primerih elementi odloCitvene matrike niso ve¢ zgolj ostra Stevila, pa¢ pa za
nekatere kriterije tudi opisni, torej mehke mnozice (Usenik, 2008), (Usenik, Turnsek, 2013).

Matrika D torej lahko poleg eksaktnih vrednosti (ostrih Stevil) vsebuje tudi mehke mnozice
(mehka Stevila), opisane z besedami. Zaradi tega je seveda problem odlo¢anja po vec
lastnostih, kjer se kot podatki pojavijo tudi mehke mnozice, potrebno modificirati.
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Mehko odlocanje po ve¢ lastnostih bomo resevali v dveh korakih: a) najprej bomo mehke
izraze nadomestili z ostrimi Stevili, tako da bo odloc¢itvena matrika D vsebovala le ostre

Stevil¢ne podatke, nato pa bomo b) problem resevali naprej po algoritmu, ki je opisan v tocki
2.1 (AHP, VIKOR).

Nacinov in metod, kako pretvorimo mehka Stevila v ostra Stevila, je ve¢, naCeloma gre za
postopek rangiranja mehkih mnozic. V tem ¢lanku bomo v ta namen uporabili metodo Chena
in Hwanga (Chen, Hwang, 1992). Po tej metodi dobimo iz mehke mnozice ostro Stevilo z
uporabo dveh posebnih mehkih mnozic: mehki minimum in mehki maksimum, ki sta
definirani s pripadnostnima funkcijama (3.01) in (3.03), prikazani pa na sliki 2.

X, 0<x<1

= 3.01
Hr (X) {O,drugod (3.00)

(x)— -x+1, 0<x<1 (3.02)
Hrin i) 0 drugod '

S pomocjo mehkih mnozic mehki minimum in mehki maksimum izra¢unamo levo g (A) in

desno pripadnost , (A) mehke mnozice A.

Leva in desna vrednost pripadnosti sta dolo¢eni z izrazoma (3.03) in (3.04).

p>1

,uR( ) m;ax(ﬂ/%max(x))zmgx{min[y[\(x),ymax(x)]} (3.03)

p~1

,uL( ): max (s, . (X))= rzlax{min[yA (X)), A (x)]} (3.04)

X

Ti dve vrednosti skupno vsebujeta vse informacije, vsebovane v mehki mnozici A. Ker vedji

y7a (A) predstavlja vec¢ji desni del mehke mnoZice, vecja vrednost g (A) pa vecji del levega

dela trikotne mehke mnoZice, je skupna vrednost (rang) mehke mnoZice dolocena z izrazom
(3.05).

s (A)+(1-1.(A))

2

i (A)= (3.05)
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|
A
1IN0 A
He (A) in /.
Hy (A) ‘‘‘‘‘‘‘
““““““ max
0 X, Xq 1 X

Slika 2: Desna ( (A)) inleva (2, (A)) pripadnost mehke mnozice A

Stevilo s (A) predstavlja ostro vrednost, ki jo v odlo¢itveni matriki D priredimo posamezni

mehki mnozici. Na ta na¢in dobimo v matriki D sama ostra Stevila in nato lahko uporabimo
postopek reSevanja problema odloCanja po vec lastnostih, ki smo ga spoznali v prejSnjem
poglavju.

3.2 Model doloc¢anja organizacijske oblike nove univerze

Vzemimo hipoteticno situacijo, da zelijo v nekem kraju (npr. v Novem mestu) ustanoviti
univerzo. V tem kraju ze deluje trenutno ve¢ visokoSolskih zavodov, razli¢no organiziranih,
razli¢no upravljanih in razlicno financiranih. Nekateri so zasebni zavodi s koncesijo, nekateri
so zasebni zavodi brez koncesije, (vsaj) eden pa je drzavni zavod.

V c¢lanku (Usenik, 2012) je razvit mehki model, ki prikazuje moZznosti in pasti ustanavljanja
nove univerze, v tem ¢lanku pa se omejimo na to, kaksna naj bi bila nova univerza.

Skratka, odlocevalci Zelijo ugotoviti, kakSno univerzo bi ustanovili da bodo v ¢im ve¢ji meri
zadostili Stirim kriterijem, ki jih v svojih dokumentih omenja NAKVIS (Merila NAKVIS,
2014). Kriterije bomo v nekaterih niansah dopolnili oziroma zdruZili.

Kriterij X, je vpetost v okolje, kar pomeni:

- sodelovanje z gospodarstvom in negospodarstvom,
- ugotovljene zaposlitvene moznosti diplomantov.
Kriterij X, je delovanje in kakovost, kar pomeni:

- jasno poslanstvo in vizija,

- strategija vsebuje nacrt in uresni¢evanje ciljev,

- iz nacrta notranje organiziranosti so jasno razvidne pristojnosti, naloge in dolznosti
vodstva, vseh zaposlenih in Studentov,

- opredeljena so podrocja: studijska po ISCED in KLASIUS, znanstvene discipline po
FRASCATI,

- izkazano je znanstveno raziskovalno in strokovno delo,
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opredeljene so uéne vsebine,

nacrtovana je kakovost izidov in kompetenc, ki bo omogocala zaposlitev,
vzpostavljeno je znanstveno-raziskovalno sodelovanje z drugimi visokoSolskimi
zavodi, inStituti, podjetji in drugimi organizacijami,v Sloveniji in tujini,

sklenjeni so dogovori s podjetji ter mentorji za izvajanje prakse,

narejen je nacrt za vzpostavitev notranjega sistema kakovosti zavoda,

zagotovljeno bo redno zbiranje in analiza podatkov o uc¢nih izidih Studentov ter
celotnega izobrazevanja,

vklju¢evanje vseh zaposlenih in Studentov v presojo kakovosti in ugotavljanje
pomanjkljivosti,

redno seznanjanje Studentov in drugih deleznikov z ukrepi za izboljSevanje kakovosti,
nacrtovanje periodi¢nih samoevalvacij z natanko dolo¢enimi postopki,

visoka eticnost vseh zaposlenih in prenasanje tega na Studente.

Kriterij X, predstavlja materialne pogoje in financiranje, kar pomeni:

zagotovljeni so prostori in oprema,

izdelana je ocena finan¢nih sredstev in predvideni viri financiranja,

zagotovljena je sodobna informacijsko-komunikacijska oprema in druga oprema,
potrebna za izvajanje Studijskih programov ter znanstveno-raziskovalno delo,

urejena je knjiznica,

zagotovljen je stabilen in sistemski vir financiranja.

Kriterij X, pa so kadri in $tudenti, kar pomeni:

ustrezno Stevilo in struktura visokoSolskih uciteljev, znanstvenih delavcev ter
visokoSolskih sodelavcev z veljavnimi izvolitvami v naziv,

osnutek meril za izvolitve v naziv mora upostevati minimalne standarde,

Stevilo uciteljev mora zadoScati za oblikovanje senata, v katerem morajo biti
zastopana vsa Studijska podrocja,

struktura in Stevilo podpornih delavcev mora zados¢ati kakovostni izvedbi,

oseba, odgovorna za Studentske zadeve, mora biti v delovnem razmerju,

zagotovljeno je neposredno vkljucevanje Studentov v strokovno, znanstveno-
raziskovalno dejavnost in v organe upravljanja.

Alternative so razlicne organizacijske oblike morebitne univerze. Vzemimo, da imamo 5

razli¢nih moznosti.

Alternativa A je javna (drzavna) univerza, alternativa A, je zasebna univerza s koncesijo,

alternativa A, je zasebna univerza brez koncesije, alternativa A, je kampus ene od obstojecih

univerz in alternativa A, je rahla povezava obstojecih zavodov.

4 Rezultati

Kriterije X,, X,, X, ocenimo z lestvico ocen od 1 do 10, kriterija X, in X, pa naj bosta dana

opisno, torej z mehkimi mnoZzicami.
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Kriterij »materialni pogoji in financiranje« predstavlja mehko spremenljivko, ki jo opisSemo s
Stirimi opisi (mehkimi mnozicami). MATERIALNI POGOIJI = {NEGOTOVI, SOLIDNI,
STABILNI, ZELO_STABILNI}.

Kriterij »kadri« pa opisemo s tremi mehkimi mnoZicami, KADRI = { POVPRECNI, DOBRI,
VRHUNSKI}.

Vse ocene so seveda subjektivne in se lahko spreminjajo. Pri kriteriju »vpetost v okolje« smo
upostevali, da je zasebna univerza brez koncesije eksistencno odvisna od sodelovanja z
gospodarstvom in negospodarstvom, zato ji tu pripiSemo oceno 10. Podobno velja za kriterij
»delovanje in kakovost«, kjer se mora nekoncesioniran zavod izjemno potruditi tudi na tem

podroc¢ju, medtem ko ostalim to v taki meri ni potrebno.

Vse ocene, subjektivne, kot re¢eno, so vidne v tabeli 4.

Tabela 4: Podatki za mehko odlo¢anje po ve¢ lastnostih

Kriteriji | X, - | X,- delovanje, | X,- materialni | X, - Kadri
. vpetost | kakovost pogoji, finance

Alternative
A - javna univerza 7 9 ZELO STABILNI VRHUNSKI
A, - zasebna univerza s 7 6 STABILNI POVPRECNI
koncesijo
A,- zasebna univerza 10 10 NEGOTOVI DOBRI
brez koncesije
A,- kampus ene od 6 7 STABILNI DOBRI
obstojecih univerz
A,- rahla povezava 5 8 SOLIDNI DOBRI
zavodov

Matrika odlocanja D je taksna:

9 ZELO_STABILNI VRHUNSKI |
6 STABILNI POVPRECNI
D={10 6 NEGOTOVI DOBRI (4.01)
6 7 STABILNI DOBRI
|5 8 SOLIDNI DOBRI |

V postopku reSevanja moramo po metodi AHP najprej dolociti utezi posameznih kriterijev.
Vzemimo, da je medsebojna paroma primerjava kriterijev taksna, kot jo vidimo v tabeli 5.
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Tabela 5: Medsebojna primerjava kriterijev

Clanek

vpetost delovanje, materialni pogoji, | kadri, Studenti
kakovost financiranje
vpetost 1 1/2 1/3 2
delovanje, kakovost 2 1 1/3 3
materialni  pogoji, 3 3 1 2
financiranje
kadri, Studenti 1/2 1/3 1/2 1

Kriteriju »materialni pogoji, financiranje« smo pripisali najvecjo tezo, saj je urejeno

financiranje predpogoj za vsakrsno delovanje, Se zlasti za visoko kvalitetno. Temu kriteriju

smo pripisali trikrat pomembnejSo vlogo od »vpetosti«, trikrat pomembnejSo od »delovanja«

in dvakrat pomembnej$o od kriterija »kadri«.

Matrika medsebojnih povezav je

1 11,
2 3
21 13
3
3312
1114
L2 3 2

(4.02)

V skladu z AHP metodo najprej izracunamo pripadajo¢o normalizirano matriko

0,1538
| 0,3077
ORM 10,4616
0,0769

0,1030
0,2070
0,6210
0,0690

0,1542
0,1542
0,4611
0,2305

0,2500
0,3750
0,2500
0,1250

Elemente normalizirane matrike dobimo tako, da delimo vsak element v stolpcu j matrike A z
vsoto vseh elementov stolpca j., Tako je npr. vsota vseh elementov v 1. stolpcu 6,5. Elemente
1. stolpca torej zapored delimo s 6,5 in dobimo elemente 1. stolpca v normalizirani matriki:
0,1538; 0,3077; 0,4616 in 0,0769. Na enak nacin dobimo elemente ostalih treh stolpcev.
Vsota elementov po stolpcih je seveda 1.

Za prvo alternativo je povprecna utez:
_ 0,1538+0,1030+0,1542 + 0,2500

1

Podobno Se:

~0,3077+0,2070+0,1542 +0,3750

4

2

~0,4616+0,6210+0,4611+0,2500

4

3

4
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W= 0,0759 + 0,0690 + 0, 2305 + 0,1250
“ 4
Vektor utezi je W= (0.16530, 0.26090, 0.44845, 0.12535) . Vsota vseh utezi je seveda 1.

=0,12535

Kriteriju “vpetost” pripada delez 0,1653 glede na celotno utez , kriteriju “delovanje” pripada
delez 0,2609 itd. Kriteriju “materialni pogoji” pripada najvecja utez, saj smo tako zastavili ze
primerjavo po parih v matriki A.

Sedaj moramo preveriti konsistenco nase medsebojno paroma doleCene primerjave. To
storimo, kot je bilo Ze povedano, v Stirih korakih.

1. korak: izratunamo Aw' .

p L1,
2 3 0,165307 [0,69585
a |21 % 3//0,26090 | _| 111687
3 3 1 o 044845| | 107742
L1 1 0,12535 | |0,51913

2 3 2 ']

1. drugi korak: izratunamo N.

N _EZ”:i—ti element v matriki AW’
N4 i—tielement vektorja W'

1{0,69585 111687 1,97742 0,51913
== + + +

=4,2575
4] 0,16530 0,26090 0,44845 0,12535}

3. korak: izracunamo indeks usklajenosti CI.

N-n 4,2575-4
n-1

Cl = =0,085

4. korak: primerjamo izracunani Cl s slucajnim indeksom Rl za dolocen n (v nasem primeru

jen=4). Ker je kvocient % _0.08 =0,094<0,10, to pomeni, da so medsebojne primerjave

0,90
parov primerne in utezi w,,w,,w,,w, dobre za nadaljevanje postopka. .

Vrnimo se na matriko odloc¢anja (4.01).

7 9 ZELO_STABILNI VRHUNSKI |

6 STABILNI POVPRECNI
D=|10 6 NEGOTOVI DOBRI
6 7 STABILNI DOBRI

|5 8 SOLIDNI DOBRI |
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Kriterija X, in X, sta mehka, zato ju moramo predhodno transformirati v ostra Stevila. V

tem primeru bomo to storili s Chen & Hwangovo metodo (Chen, Hwang, 1994), (Usenik,
2008).

Zacnimo z mehko spremenljivko MATERIALNI POGOIJI (slika 3). Pri tem smo uporabili
programsko orodje FuzzyTech (FuzzyTech, 2002).

=10/ ]
MR EILERE S Y ERAEIR
HEG s0L 5TAB Z_5T M,
0.2
® 09 nok £}
I’ IW o 0.3 Uﬂrjs 07 1

Slika 3: Pripadnostne funkcije mehkih spremenljivk MATERIALNI_POGOJI, MIN in MAX

Analiti¢ni izrazi vseh mehkih mnozic so:

MINIMUM: oy =—X+1
MAKSIMUM: Moy = X
% 0<x<0,3
NEGOTOVI: Hyecotowr = 5
—5Xx+— 0,3<x<0,5
% —% 0,2<x<0,5
SOLIDNT: HsoLipnt = 7
—5x+§ 0,5<x<0,7
5
5X—E 0,5<x<0,7
STABILNI: Hstaging = 9
—5x+§ 0,7<x<0,9
5x—Z 0,7<x<0,9
ZELO_STABILNI:  pigrpgun = 2 o
-10x+10 0,9<x<10

79



Revija za univerzalno odli¢nost, Clanek
Marec 2016, letnik 5, Stevilka 1, str. 65-88.

Po formulah (3.03) — (3.05) dobimo range za vse mehke mnozice mehkega kriterija X, .

Mehka mnozica NEGOTOVI:

iy =—X+1

Hrax = X

10

0<x<0,3
3

Hnecotovi =

-5x+g 0,3<x<0,5

Od tod sledi (glej sliko 4):
T NEGOTOVI

1
n J MAX

e -

0 o1 02 03 04 05 06 O7 08 09 10

v

Slika 4: Dolocanje ranga mehke mnozice NEGOTOVI

Levi odsek:

—X, +1:%XL = =%D 0,231 in ,uL(NEGOTOVO)=gD 0,796

Desni odsek:

Xq = —5Xq +g: X :%D 0,417 in ,uR(NEGOTOVO):%D 0,417

Rang mehke mnozice NEGOTOVI je potem

4z (NEGOTOVO) - 11 (NEGOTOVO) +1
2

1 (NEGOTOVO) = =0,3015

Na enak nacin dobimo §e ostale range.

80



Revija za univerzalno odli¢nost, Clanek
Marec 2016, letnik 5, Stevilka 1, str. 65-88.

Za mehko mnozica SOLIDNO je

5 8

X, (SOLIDNO):ED 0,385 ,uL(SOLIDNO):ED 0,615
XR(SOLIDNO):éD 0,583 ,uR(SOLIDNO)zéD 0,583
i (SOLIDNO) = (SOLIDNO)—;L (SOLIDNO)+1 _ o
Za mehko mnozico STABILNO je
7 5
XL(STABILNO):ED 0,583 ,uL(STABILNO):ED 0,417

X, (STABILNO) = % =0,7500 s, (STABILNO)= % =0,750

i (STABILNO) = & (STABILNO)—;L (STABILNO)+1 o

Za mehko mnozico ZELO STABILNO pa je

X_(Z _STABILNO) = % =0,750 44, (Z _STABILNO) = % 0,25

Xq (Z _STABILNO):%D 0,909 s, (Z _STABILNO) :%D 0,909

e (Z_STABILNO) = ,uR(Z_STABILNO)—;L(Z_STABILNO)+1D 0,828

Torej so rangi mehkih mnozic slucajne spremenljivke MATERIALNI POGOIJI naslednji:

#; (NEGOTOVO) =0,302
#4; (SOLIDNO) = 0,493
#1; (STABILNO) = 0,667

4 (ZELO _STABILNO)=0,828
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Na podoben naéin izracunajmo $e range mehke spremenljivko KADRI (slika 5):
=100 =]
N W[ [E e 2

FOVPRECH!  DOBR WRHUNSKI

|

02 05 07 i
Units

Slika 5: Pripadnostne funkcije mehkih spremenljivk KADRI, MIN in MAX

Enacbe mehkih mnozic so:

HpovprecNl = 7

5X—E 0,5<x<0,7
Hpogri = 2
-10x+8 0,7<x<0,8
7
5x—— 0,7<x<0,9
HRHUNSKI = 2

-10x+10 0,9<x<10
Sedaj izraCunamo pripadajoce range.
Za mehko mnoZzico POVPRECNI je

X, (POVPRECNI ) =% 1, (POVPRECNI ) = é

Xz (POVPRECNI) =é 4z (POVPRECNI) =é

4 (POVPRECNI ) = 0,500

Za mehko mnozico DOBRI dobimo

7 5
DOBRI ) = DOBRI ) = >
% ( )= Al ) =1

8 8
DOBRI )= > DOBRI )= >
% TR T

41; (DOBRI ) [1 0,655
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In Se za mehko mnozico VRHUNSKI

9 3
VRHUNSKI )= — VRHUNSKI )= —
XL( ) 12 /JL( ) 12

10 10

VRHUNSKI ) =— VRHUNSKI ) =—
XR( ) 11 ﬂR( ) 11

4 (VRHUNSKI ) (1 0,830
Rangi za mehko spremenljivko KADRI so torej

4 (POVPRECNI ) = 0,500
41 (DOBRI ) = 0,655

4 (VRHUNSKI ) = 0,830

Na ta nacin so vsi podatki ostra Stevila (tabela 6).

Tabela 6: Ostri podatki za mehko odlo¢anje po ve¢ lastnostih

Kriteriji X, - | X,- delovanje, | X;- Finance, | X, - Kadri
alternative vpetost kakovost materialni pogoji
A - javna univerza 7 9 0,828 0,830
A, - zasebna univerza | 7 6 0,667 0,500
s koncesijo
A,- zasebna univerza | 10 10 0,302 0,655
brez koncesije
A,- kampus ene od | 6 7 0,667 0,655
obstojecih univerz
A.- rahla povezava | 5 8 0,493 0,655
zavodov
I 9 0,828 0,830
6 0,667 0,500
D=/10 6 0,302 0,655
6 7 0,667 0,655
|5 8 0,493 0,655]

Po formulah (2.02) — (2.09) dobimo vse potrebne informacije za sprejem odlocitve.

Najprej po formuli(2.03) izraGunamo normalizirano odloc¢itveno matriko D' .
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D'=

[0,4350
0,4350
0,6214
0,3728

10,3107

0,5518
0,3679
0,3679
0,4292
0,4904

0,5992 0,5563
0,4827 0,3351
0,2185 0,4390
0,4827 0,4390
0,3568 10,4390 |

Clanek

Nato matriko D" pomnozimo z utezmi (elemente 1. stolpca mnozimo z utezjo w,, elemente 2.

stolpca mnozimo z utezjo w, in tako do konca) ter dobimo matriko V. Ker so utezi

zaporedoma w, =0,16525, w, =0,26085, w, =0,44842, w, =0,12535, dobimo

0,07188
0,07188
0,10269
0,06161
0,05134

0,14394
0,09597
0,09597
0,11196
0,12792

0, 26869
0,21645
0,09798
0,21645
0,16000

0,06973 |
0,04200
0,05547
0,05547

0,05547 |

Iz matrike V izraCunamo idealno “pozitivno” resitev A" in idealno “negativno” reSitev A .

Ker so v naSem primeru vsi §tirje Kriteriji vezani na maksimum, dobimo iz

A" :{(maxvij‘ i eJ)‘ i=12,..., m}:{vf,vz,...,v*}

A ={(minvij‘jeJ)‘i=1, 2,..., m}:{vl‘ Vi,...

A" ={v;,v;,vi,v; | ={0,10269; 0,14394; 0,26869; 0,06973)}

A ={v;,v,,V5,v, | ={0,05134; 0,09597; 0,09798; 0,04200}

tole:
Zaradi
S = jz_l:(vij—vj)z
S = jz;f(vij_v' )2
dobimo:

S, =0,03081; S; =0,12366; S; =0,17789; S; =0,07512; S =0,12211
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S, =0,18065; S, =0,12014; S; =0,05309; S, =0,12074; S, =0,07105

Efetivne oddaljenosti alternativ so po formuli C; = S*Si 5 (1=1,2, 3, 4) naslednje:
+

C, =0,85430; C,=0,49278; C,=0,22985 C,=0,61646; C;=0,36783.
To pomeni, da alternative po primernosti rangiramo tako: A, A,, A, A, A.

Glede na dane podatke in predpostavke je najprimernej$a alternativa A, torej ustanovitev
javne univerze.

5 Zakljucek

V ¢lanku smo z uporabo mehke metode odlo¢anja po ve¢ lastnostih primerjali primerne
organizacijske oblike novo nastajajoce univerze. TakSnih variant, ki v naSem primeru
predstavljajo alternative za odloCanje, je veC, omenili smo 5 najbolj smiselnih. Vsaka
alternativa ima ve¢ moznih kriterijev ocenjevanja in s tem v kon¢ni fazi sprejemanja
odlocitve. Ker je v konkretnem primeru govor o univerzi, smo v ta namen izbrali kar
kriterije, ki jih uporablja Nacionalna agencija RS za kakovost v visokem Solstvu NAKVIS
(Merila, 2014): vpetost v okolje, delovanje in kakovost, materialni pogoji in financiranje,
kadri/Studenti.

Po zahtevah teoreticnega matemati¢nega modela je potrebno pomembnost kriterijev paroma
primerjati med seboj. To pa se pri vsakem konkretnem problemu pokaze kot prav posebna
zadrega, ker je presoja, kaj je bolj (ali pa manj) in kolikokrat od nec¢esa drugega, zagotovo
vsaj deloma subjektivna. Prav to je potrebno izpostaviti tudi v naSem primeru. Matrika (4.02)
prikazuje zamiSljene mocnostne odnose med posameznimi kriteriji. Kot najpomembnejsi
kriterij smo privzeli materialne pogoje in financiranje. Pri tem izhajamo iz temeljnega dejstva,
da brez financnih sredstev ne more delovati noben zavod, Se najmanj univerza na zacetku
svoje poti. Brez denarja pa¢ ne bo niti izvrstnih kadrov in s tem niti izvrstnih Studentov.
Vsekakor pa je Zal mozZna ravno obratna situacija, ko tudi z denarjem tega ni, vendar to Ze
spada na podrocje etike in akademskega ravnanja,predvsem vodstva akademske organizacije.
Nikakor se ne sme zgoditi, da bi predavanja izvajali asistenti, vaje pa laboranti oz.
demonstratorji, profesorji pa bi tacas opravljali donosne posle. Prav tako je za urejeno
akademsko okolje nedopustno, da bi vodstvo zaposlovalo ucitelje, asistente in ostale
sodelavce le za nekaj mesecev, saj na ta na¢in kontinuiteta in zlasti kvaliteta raziskovalnega in
pedagoskega dela ne bo dobra. Skratka, zagotovljeno financiranje je kljub vsemu predpogoj
za delovanje, zato smo mu v modelu pripisali izstopajoco utez.

Rezultat, ki ga dobimo, je vsekakor v najve¢ji odvisnosti od vhodnih podatkov, ki jih v
modelu uporabimo, pa naj gre za ocenjevanje moznih alternative z ostrimi Stevili (mi smo
vzeli lestvico od 1 do 10) ali pa za priblizno besedno ocenjevanje, torej z uporabo mehkih
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mnozic. Sam algoritem je seveda matemati¢no nevtralen in objektiven, robustnost in tezo
izhoda pogojuje kvaliteta in objektivna uporaba vhodnih podatkov. Vsekakor pa velja, tako
kot vedno pri uporabi kvantitativnih metod kot pomo¢ pri odlo¢anju, da so dobljeni rezultati
zgolj dodatna pomembna informacija odlo¢evalcu, nikakor pa niso edina in dokon¢na merila.

Ce bi tako matriko A (mo¢ kriterijev) kot matriko D (odlo¢itvena matrika) spreminjali, bi
lahko dobili tudi drugacen rezultat, kot je sedaj predstavljen v 4. poglavju. Vendar bi vsako
precej razlicno uporabo ocen (ostrih in/mehkih) od te, predstavljene v naSem modelu, kar
tezko zagovarjali. V morebitnem nadaljevanju raziskave, kjer bi se orientirali zlasti na
robustnost ocen v matrikah A in D, bi bilo potrebno napraviti senzitivnostno analizo, s katero
bi ugotovili intervale posameznih ocen, znotraj katerih se dobljene resitve ohranjajo. Po drugi
strani pa bi v nadaljevanju te konkretne raziskave o obliki nove univerze dobljeni model
raz§irili s kak$nim novim dodatnim kriterijem ali s kak$no novo dodatno alternativo. Zelo
zanimivo bi bilo tudi matematicni model Se bolj omehcati z veCanjem Stevilo mehkih
kriterijev vse do moznosti, da bi bili vsi kriteriji dani zgolj z opisnimi termi, to je z mehkimi
mnozicami. V modelu smo za mehke mnozice privzeli le trikotne pripadnostne funkcije, ker z
njimi pa¢ po definiciji najbolje opisujemo mehka Stevila. Mehka Stevila pa niso nujno te
oblike (Zimmermann, 2001), njihove pripadnostne funkcije so lahko tudi trapezne oblike. Na
ta nacin bi zagotovili Se vecjo fleksibilnost v mehkem odlo¢anju, kar bi model obogatilo.

Ne smemo pa pozabiti, da je ustanavljanje univerze zahteven proces in da je podvrzen tudi
vsem aksiomom tekmovalnosti in konfliktov (Usenik, Turnsek, 2013).

Ob koncu lahko ugotovimo, da je mehko odlo¢anje po vec lastnostih matemati¢no stabilno in
da so rezultati v izbranem modelu univerze smiselni in tudi signifikantni. Vse navedene
moznosti nadgradnje matematicnega modela pa bi pomenile kar velik in pomemben izziv
nadaljevanja raziskave.
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Fuzzy multiple attribute decision making — university as an example

Abstract:

Research Question (RQ): The establishment of the university (in a certain place, it can also be University of
Novo mesto) is time-consuming and extremely important process. A lot of criteria that influence on the decision
as to what form of organization would be rational and advantageous should be taken into account. The question
on which it will be answered is: is it possible to use quantitative methods to identify meaningful organizational
structure of the University and how do we do that?

Purpose: The aim and objective of the research is to answer the above question and thereby give decision
makers the possibility to use additional neutral informations.

Method: In the research the method of multiple attribute decision making is used. With the combination of AHP
method and algorithm VIKOR a solution to the problem is given, when the input data are crisp humbers.
However, since the input data are often, especially in the case of the University mainly descriptive and
ambiguous terms, we have to use the principles (theorems) of fuzzy logic. Synthesis of the both methods is the
fuzzy multiple attribute decision making method and used in this research.

Results: The results of the research show that scientific instruments that are used are meaningful and
unambiguously answer the question. Of course, as with any quantitative method, it is necessary to take into
account the robustness of the input data.

Organization: The research results can have a direct impact on the decisions of the organization of a possible
new university.

Society: Impact of the research on society, social responsibility and the environment is direct, since with used
algorithm these components are taken into account.

Originality: The study is original in (at least) two aspects: a) it defines the introduction of fuzzy sets in one of
the methods of operation research and thus enables great flexibility in the use of partially imprecision and only in
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words defined criteria / data and b) it applies an algorithm to the establishment of the University, which is new in

the literature.

Limitations/Future Research: Limitations and also (paradoxically) the benefits of the research are in the
interpretation and application of the input data. Continued research should go in the direction of use sensitive
analysis of the results and the gradual introduction of an integrated fuzzy approach, in the final phase also in the
upgrade of the algorithm with neurofuzzy learning.

Keywords: multiple attribute decision making, alternatives, criteria, fuzzy set, ranking, university.
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Implementacija metode 5S v proces proizvodnje

Alojz Gorse™
Fakulteta za organizacijske studije v Novem mestu, Novi trg 8, 8000 Novo mesto, Slovenija
lojzi.gorse@gmail.com

Povzetek:

Raziskovalno vpraSanje (RV): Skozi raziskovalno nalogo smo zeleli prikazati, kako uvedba
metodologije dela 5S vpliva na sam proces proizvodnje, kje se kazejo najvecje spremembe V
upravljanju zalog, delovnih pogojev ter urejenost delovnega mesta in kako se le-to odraza v
kazalnikih uspesnosti.

Namen: Namen naloge je preucitev obstoje¢ih metod in njihove uporabe v praksi in prikaz
logi¢nosti ukrepov, ki jih s pomo¢jo metode 5S uvedemo v dolo¢en proces. Vse informacije Smo
poizku$ali primerjati s praktiénim primerom iz podjetja X. Pridobljeni rezultati prakti¢nega
primera so zagotovo osnova za nadaljnje izbolj$ave v preu¢evanem podjetju.

Metoda: Z metodo 5S smo dosegli pozitivne rezultate v izboljsavi delovnih mest in
vzpostavljenega reda v podjetju ter s tem moznost za bolj$e upravljanje zalog.

Rezultati: Izredno pomembno je, v primeru, ko je edini cilj, ki ga zasledujemo, dobic¢ek podjetja
pri vnaprej znanih omejitvah, da prepoznamo vse kljuéne aktivnosti, ki so pomembne pri
ustvarjanju dobicka, vse ostale pa eliminiramo iz procesov.

Organizacija: Model 5S je uporaben na vseh nivojih organizacije, zato se ga lahko posluZujejo
Druzba: Vpliv modela je zagotovo viden pri zaposlenih, saj jim tako ponudimo model, po
katerem bodo delali dobro, hitro, varno, brez izgube Casa, kar pa v danaS$njem svetu pomeni
konkurenéno prednost.

Originalnost: Raziskovalna naloga predstavlja pomemben prispevek k implementaciji modela 5S
v podjetje in pozitivhim dosezkom, ki jih prinasa.

Omejitve/nadaljnje raziskovanje: Raziskava kot $tudija primera je bila narejena v samo eni
organizaciji, v kateri so bile implementirane vse faze metode. V smeri nadaljnjih raziskav je
smiselno narediti kvantitativno analizo povecanja dobicka, analizo povecanja zadovoljstva
zaposlenih, ugotoviti zmanj$anje vpliva na okolje, itd.

Kljuéne besede: metoda 5S, implementacija 5S, vpliv 5S na uspe$nost organizacije, snemanje
delovnih procesov, vzpostavitev reda, mali koristni predlog, urejenost delovnega mesta.

1 Uvod

Glede na razmere na trgu v ¢asu gospodarske krize je izjemno pomembno, da prepoznamo vse
priloZnosti, ki bi kakorkoli povecale ucinkovitost proizvodnje. Vsaka priloZznost, s katero bi
dosegli boljse rezultate, je pomembna, zato se je moramo lotiti s posebno pozornostjo. Vsaka
prednost pred konkurenco, ki jo znamo izKoristiti, je dobra za podjetje in nam omogoca
obstanek na trgu. Glede na to, da je proizvodni proces v podjetju X dokaj kompleksen,
proizvodni prostori so veliki in v njem se izdela ogromno razli¢nih produktov. Glede na tako
veliko Stevilo razliénih modelov, ki jih podjetje izdeluje, je pomembna dobra organiziranost
oziroma je pomembno, da je vzpostavljen red, ki zagotavlja, da se sestavni deli ne pomesajo,
da ne i8¢emo sestavnih delov, pomembna pa je tudi hitrost izdelave. Ena od moznosti, ki jo
lahko uporabimo za zmanjsanje stroskov je odstranitev nepotrebnih izgub v proizvodnem
procesu. Nepotrebne izgube v proizvodnem procesu so vse tiste aktivnosti, ki proizvodu ne
prinasajo dodane vrednosti. Ena tezjih nalog pa je prepoznati te izgube.

*Korespondencni avtor 89
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Cilji raziskave so bili naslednji:
e pregled proizvodnega sistema v podjetju X,
e analiza stanja v proizvodnji podjetja,
e teoretiCna predstavitev metode 5SS,
e predstavitev uporabe metode 5S v podjetju,
e ohranjanje novega stanja v proizvodnji.

Cilj ¢lanka je predstaviti organizacijo proizvodnje po sodobnih nacelih, ki naj bi omogodila,
da bi proizvedli ve¢ proizvodov boljse kakovosti in z zmanjSanimi stroski. Ko podjetje
stabilno posluje, si nadaljnje Zeli napredka, izboljSav delovnega okolja, ve¢ kakovostnejsih
proizvodov s ¢im manj izmeta, kar vse je podlaga za uvedbo 5S.

Raziskava je bila pomembna, ker je omogocila podrobni opis prvotnega stanja v podjetju in
katere izboljsave, zakaj in kako so bile uvedene v proces proizvodnje ter kaksno prednost so
prinesle. Vsebina je zagotovo aktualna v razmerah krize, ko smo omejeni s finan¢nimi
sredstvi, zelimo pa, da bi v podjetju prislo do dolo¢enih izboljsav in boljse ucinkovitosti
sredstev, ki jih imamo.

2 Opis trenutnega stanja

Metoda 58 je ena od Stevilnih metod za dosego tako imenovane vitke proizvodnje (ang. Lean
Manufacturing). Metoda 5S ne govori o tem, kako moramo imeti pospravljeno oziroma
organizirano delovno mesto. Pomeni, da vse aktivnosti, ki so nepotrebne in nam povzro¢ajo
stroSke ali nam odvzemajo Cas, eliminiramo iz delovnega procesa. 5S je metoda, ki ni nikoli
dokoncana, saj vpeljuje aktivnosti vzdrZzevanja dolo¢enega dosezenega izboljSanega stanja, se
pravi, da je kontinuirana metoda, s katero nepretrgano izboljSujemo obstojece procese. (Bain,
2010, str. 5)

5S koncept je ustvaril Hiroyuki Hirano. Mnogi strokovnjaki na podro¢ju vitkosti vidijo
uvedbo metode kot najbolj pomemben korak za izboljSanje produktivnosti. (Lanigan, 2004,
str. 70)

Mnogi strokovnjaki se posluzujejo razliénih tehnik prepoznavanja potrat v podjetju in
prepoznavanja potrebe po uvajanju metode 5S. Shoemalter (2011, str. 60) v svojem ¢lanku
navaja nain preverjanja stanja v podjetju glede potrat tako, da se pocasi sprehodi skozi
proizvodnjo in opazuje zaposlene, predvsem tehnike in kaj vse imajo na delovhem mestu.

Pri dvanajstmese¢nem programu uvedbe 5S pri enem od EMS podjetij (electronic
manufacturing services) so zabelezili naslednje izboljsave (Lanigan, 2004, str. 70-71):

e dodelava in popravila proizvodov v procesu so se zmanjSala za 60%

e (as proizvodnje je zmanj$an za 70%

e Casi menjav (stroji, orodja) so zmanjSani za 40%

e output na zaposlenega se je zvisal za 11%

¢ boljse upostevanje urnikov — izboljSanje za 60%
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e sprostitev za 4000 sg. ft (cca. 370 m?) proizvodnega prostora za nadaljnje projekte.

Vzpostavljen sistem 5S izboljsa kakovost, varnost, zagotavlja u¢inkovito organizacijo in se
osredotocCa na poenostavljenje delovnega okolja in minimizacijo odvecnih aktivnosti. Izrazena
je s petimi japonskimi besedami, ki izrazajo Cistost in red v organizaciji in sprejetje takSnega
sistema. (Korkut, Ceklcler, Erdinler, Ulay, & Dogan, 2009, str. 1721) Te besede so:

e SEIRI - sortiraj (ang. sort)

e SEITON - organiziraj (ang. set in order)

e SEISO - o¢isti (ang. shine)

e SEIKETSU - standardiziraj (ang. standardize)

e SHITSUKE - vzdrzuj (ang. sustain)

Z metodo 5S lahko zagotovimo ¢isto in na delo pripravljeno okolje, ki ima pozitiven vpliv na
to, da delamo varno, kakovostno in uc¢inkovito. Posredno dosezemo red in disciplino v
podjetju in si zagotovimo pregled tudi nad najmanjSim detajlom v procesu. Skozi prve tri
korake 5S pripravimo okoljske pogoje tako, da zmanjSamo delovne postopke, skozi zadnja
dva koraka pa zagotovimo, da se ti postopki standardizirajo in uporabljajo naprej. (Korkut,
Cekilcler, Erdinler, Ulay, & Dogan, 2009, str. 1721)

Eden od prav tako pomembnih faktorjev vpliva na uspeh je zagotovo, da se metoda dobro
implicira v delovne procese, da se zaposleni navadijo, sprejmejo, vidijo pozitivne stvari pri
uvedbi metode, ter da jo potem uporabljajo! Bistveno je, da se ne vrnemo v prvotno stanje in
klju¢ni dejavnik pri tem so zaposleni. V primeru nedelovanja v skladu s to filozofijo, se
izboljsave v celoti ne bodo obdrzale.

Vecina strokovnjakov meni, da je peta faza najtezja faza uvedbe metode 5S. V tej fazi naj bi
filozofija 5S predstavljala na¢in naSega razmis$ljanja, dela, Zivljenja. Pomembno je, da nove
delovne navade sprejmemo, do tiste meje, ko postanejo ze rutina — nova rutina. (Howell,
20009, str. 19)

Glavni cilj ucinkovitega ociSCevalnega programa podjetja je sprejetje vseh zaposlenih, da je

pospravljeno in oc¢iS€eno delovno mesto njihovo delo. Z vzpostavitvijo dnevnega CiS€enja se
lazje identificirajo izgube. (Becker, 2001, str. 30)

Kaj pa so pravzaprav prednosti uvedbe metode 5S? Podjetje, ki je po uvedbi metode 5S
podrobno analiziralo stroske kakovosti (COQ — cost of qulity) je ugotovilo letno zmanjSanje
stroskov za povprecno 7% letno. Rezultat predstavlja velik uspeh in korak k vitkosti. (Steven,
2011, str. 32)

Ena od prednosti uvedbe metode 5S je vsekakor tudi varnostna komponenta. Z ociSCenjem
delovnega mesta, tako lazje odkrijemo morebitne napake, poskodbe,.. (Hough, 2008, str. 45)

Najbolj ucinkovita metoda za ustvarjenje dobrega temelja za vitkost je dobro vidna
proizvodnja, ki smo jo dosegli z implementacijo 5S (pravila petih stebrov).
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V tabeli 1 je jasno predstavljen pomen faz metode 5S, zakaj je njihova uvedba pomembna ter
izhodisca, ki jih z metodo 5S izboljSujemo.

Tabela 1. Prikaz faz metode 5S s prednostmi in slabostmi in izhodi$¢i za izboljsave.

Steber Kaj pomeni? Zakaj je pomemben? Katerim problemom se
izognemo?
Sortiranje e odstranitev vseh predmetov, ki se jih v e ucinkovitejsa raba prostora, e v proizvodnji je gneca,

Organiziranje

Standardiziranje

VzdrZevanje

proizvodnih aktivnostih ne potrebuje

e ostanejo le Se najnujnejSe osnovne
funkcije (e si v dvomih glede predmeta .
ga zavrzi in ne shranjuj!)

e ureditev potrebnih elementov za lazjo

uporabo .
e oznacitev elementov, da jih vsak
zaposleni lahko najdi in nato tudi .
pospravi
L]
o vsakodnevno oci¢enje delovnega mesta .
L]
e integriranje vseh treh korakov v .

proizvodni proces

e vzdrzevanje pravilnih postopkov, da .
postanejo rutina

e vzdrzevanje discipline, s ¢Cimer se
izognemo nazadovanju

Casa, finan¢nih sredstev,
energije in ostalih resursov
zmanjSanje problemov
tekom proizvodnega
procesa

izboljSanje komunikacije
med zaposlenimi

vecja kakovost proizvodov
vecja produktivnost

Eliminacija razli¢nih izgub:

izguba Casa za iskanje
elementov

izguba Casa zaradi tezave
pri uporabi elementov
izguba Casa zaradi vracanja
elementov

sprememba delovnega
okolja v Cist prostor, kjer
zaposleni z veseljem delajo
obdrzati elemente na
dolocenih mestih, da jih
lahko hitro najdemo in
uporabimo, ko jih
potrebujemo

izvajanje prvih treh faz in
zagotovitev pogojev, da se
ne vrnemo v zacetno stanje

posledice neobdrzanja
uvedenega so vecje kot
rezultati, ¢e se uvedeno
vzdrzuje

zaradi tega je delo otezeno
zaloge nepotrebnih stvari
otezujejo komunikacijo
porabljen cas za iskanje
materiala in orodja
neuporabljen material,
orodja in stroji so dragi za
vzdrzevanje

dodatne zaloge skrivajo
probleme v proizvodnji
nepotreben material in
oprema nam otezujejo delo
in onemogocajo da bi
izboljsali tok procesa

izgubi Casa za gibanje
izgubi Gasa za iskanje
izgubi Eloveske energije
izgubam, ki jih povzro¢ijo
dodatne zaloge

izgubi zaradi proizvodov z
napako

izgubi zaradi nevarnih
pogojev dela

zmanj$anje sonéne svetlobe
lahko vodi v znizano
moralo in neucinkovito
delo

napake so manj opazne
madezem olja in vode, ki
povzrocajo padce in
poskodbe

stroji, ki niso redno
vzdrzevani se lahko
pokvarijo in povzrocijo
napake

pogoji za delo se vrnejo na
prvotno raven

delovni prostori so umazani
in neurejeni

skladisce orodja postane
neorganizirano in s tem se
izgublja Cas za iskanje le-
tega

nered se sCasoma kopici
pojavi se nazadovanje

neuporabne stvari se
kopicijo

orodje in Sablone se ne
vrnejo na oznacena mesta
ni vazno kako umazana je
oprema, ni¢ se ne naredi, da
bi jo odistili

predmeti so pusceni tako,
da so potencialno nevarni
temen, umazan in neurejen
delovni prostor se kaze v
nizji morali zaposlenega

Opomba. *: Povzeto in prirejeno iz 5S workplaces: when safety and lean meet. EHS Today, 5(6), (str. 48), po

Grover, J., 2012.
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Casey (2013, str. 19-21) v svojem c¢lanku navaja vzroke za neuspeh implementacije 5S.
Podjetja iz Severne Amerike so uvajala metodo 5S in z njo dosegla velik napredek glede
urejenosti in CistoCe, vendar se je pri vecini neurejenost vrnila v nekaj mesecih. Enega od
vzrokov za neuspeh avtor pripisuje kulturnim razlikam med Ameri¢ani in Japonci, ki so
metodo ustvarili in jo uc¢inkovito uporabljajo ze desetletja. Druga tezava, ki jo izpostavlja je
velika tekmovalnost Severnoameri¢anov, neprilagodljivost in zelja po zmagi ne ozirajo¢ se na
okolje, nasprotno pa je metoda 5S naklonjena prijazni tekmovalnosti. Tretja skrivnost
neuspeha pa je zacetek uvedbe modela z napacno fazo 5S.

Filozofijo 5S $tevilni avtorji in strokovnjaki nadgrajujejo Se z Sesto komponento — varnostjo,
zato model poimenujejo kar 6S. Menijo, da je varnost ena klju¢nih komponent, ki je
pomembna za dosego ucinkovitejSega proizvodnega procesa, zato je pri uvajanju metode
potrebno upostevati Se varnostni vidik.

Na sliki 1 so shemati¢no prikazani ciklusi uvajanja metode 5S + varnost = 6S. Faze metode si
sledijo po modelu.

VARNOST

Spostuj zaposlene in delovna mesta

SORTIRAJ
(Znebiti se)

ORGANIZIRAJ

'Loceno, kaj je
(Organizirati)

potrebno na

delovnem mestu in
kaj ni; odprava
slednjega.

Organizirati vse
kar ostane na
delovnem mestu.

VZDRZUJ
(Ne odnehati)

Narediti, da 63
postane nacin
Zivijenja

Standardiziraj
Ciscenje, preglede
in varnostne prakse.
STANDARDIZIRATJ
(Naredi dosledno)

Ocisti in preglej
delovno mesto.

LOCISTI
(Cisto in reSevanje)

Ustvariti varno delovno mesto

Slika 1. ZDA Environmental Protection Agency-
Sest stebrov 6S. Povzeto iz »EPA United States
Environmental Protection Agency«.

Kljuéni komponenti filozofije sta urejenost in varnost, pri ¢emer je varnost intergirana v prvih
treh fazah metode 5S in se povezuje z okoljem, ki ga predstavlja 6.S. Standardizacija in
vzdrzevanje pa sta tisti dve fazi, ki poskrbita, da se varnost in vzpostavljen red glede
urejenosti in ¢istoce obdrzita (Grover, 2012, str. 47).

Grover (2012, str. 49) v svojem ¢lanku prepoznava varnost (safety) kot pomemben ¢len
vitkosti, zato ga je poimenoval kar Sesti S. Varnostni ukrepi, evidentirani na standardnih
delovnih listih, so navadno odraz vrednotenja tveganj procesa, pri katerem gre za strukturiran
pristop s katerim uredimo razvrstitveni seznam tveganj za vsako dejavnost. Z razli¢nimi
dejavnostmi, kot npr. zagotavljanjem osebne za$Citne opreme preprecujejo izpostavljenost
tveganju (boljSi izraz od tveganja je riziko, kajti tveganje je po definiciji v verjetnostnem
racunu tudi sama verjetnost, da se nek dogodek ne zgodi.
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3 Analiza vpeljave 5S v podjetju X

Raziskovalna naloga je temeljila predvsem na implementaciji modela v praksi, ¢lanek pa
predstavlja rezultate te raziskave. Klju¢na metoda, ki smo jo uporabili je metoda opazovanja,
pogovori z zaposlenimi, z vodjo projekta pri analizi pa smo poskusali objektivno oceniti
realno stanje po uvedbi prvih treh korakov, ter oceniti moznosti za vzdrzevanje dosezenega
stanja.

Merilni instrument je bil »snemanje« delovnih procesov in metoda opazovanja z udelezbo.
Uporabili smo ga za analizo stanja prej/potem, se pravi pred uvedbo 5S in po uvedbi 5S.
Razlike so bile takoj opazne. Velik napredek je bil viden predvsem pri boljSem upravljanju
zalog, ki se tako odraza v bolj urejenem delovnem mestu.

Da smo razumeli sam proces proizvodnje, je smiselno, da smo spoznali samo organiziranost
proizvodnje v podjetju X. V proizvodnji imajo ve¢ tekoc¢ih trakov oz. montaznih linij za
sestavo razli¢nih produktov. Vzporedno s proizvodnjo, da je omogocen lazji pretok in dostava
materiala, poteka skladiS€enje materiala za potrebe montazne linije.

1 faza metode »5S«

Vodja linije je pred zacetkom uvedbe modela seznanil svoje sodelavce o0 modelu 5S, kako bo
implementacija modela potekala, kaksne so vloge zaposlenih pri tem, ter kaj je namen uvedbe
projekta. Z uvedbo sistema 5S smo zaceli septembra 2011, pri njegovi implementaciji pa
sodelujejo vsi zaposleni glede na funkcije in odgovornosti, ki jo imajo. Za bolj$o uéinkovitost
smo na zacetku formirali delovne skupine, v katero je bila vkljucena tudi logistika s svojim
akcijskim nacrtom. Za pridobitev dolo¢enih podatkov je bila izvedena delavnica za snemanje
delovnih mest in aktivnosti, ki potekajo. lzvajanje sistema 5S se izvaja za sleherno delovno
mesto posebej na razlicne nacine. Poglavitni del sistema je obsegal tako imenovano snemanje
delovnih operacij, pogovori z delavcem o izboljSavi in vkljucevanje delavca v izboljSavo del.
postopkov,... Del tega je bilo tudi sistemati¢no spodbujanje delavcev k inovativnim resitvam
v delovnem procesu, kar pric¢a tudi neverjeten porast inovacij po izboljSavah, ki jih podajajo
zaposleni. Sistem inovacij je v podjetju vzpostavljen tako, da je glede na ocenjen prihranek
dolocena tudi sorazmerna denarna nagrada delavcu. Prav tako so bili na podlagi snemanih,
pregledanih in analiziranih filmov pripravljeni prvi koristni predlogi. Skozi predloge je bilo
vrisanih vecina talnih oznak in realiziranih 30% Kkoristnih predlogov od septembra 2011.
Sortiranje kot prvi korak modela 5S je bilo v proizvodnji prisotno Ze pred uvedbo modela. Po
nartu vrhunske prakse pa je bila zadeva dodatno izpopolnjena in nadgrajena s strani
zunanjega izvajalca in vodje projekta v podjetju X, Ki je odgovoren za uvajanje vrhunske
proizvodne prakse. Da bi v podjetju lahko izvedli aktivnost sortiranja in organiziranja se je
izvedlo snemanje delovnih operacij s katerim smo ugotovili katere stvari in aktivnosti so
odvecne in povzrocajo dodatno delo a nobene dodane vrednosti.

Proces sortiranja je potekal zelo natan¢no in se je zacel pri sortiranja spojnih elementov oz.
vijakov. Sprememba je bila ve¢ kot ocitna. V preteklosti je seveda obstajal sistem sortiranja
vijakov, ki se je z leti dopolnjeval. V sistemu 5S pa je bil dovrSen do popolnosti. Oblikovali
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so se tako imenovani otoki (police), ki so razporejeni vzdolz linije in postavljeni glede na
izvedeno S$tudijo, blizje dolo¢enim delovnim skupinam. Na teh policah se dobavlja vijake
znacilne za doloc¢en krog monterjev, ki se jih sortira po velikosti in namembnosti. Prav tako je
opazena sprememba pri dostavi lesnih-sestavnih delov pohistva. Prvotno so prihajali na videz
preobremenjeni vozi¢ki, nesmiselno naloZeni, S Stevilnimi delovnimi nalogi. Pri tem je monter
izgubil ogromno Casa za iskanje doloCenega delovnega naloga in tudi za prelaganje, da je
naSel dolo¢en material. Sedaj je material transportiran za dolocene naloge posebej, s tem pa se
izni¢i faza iskanja elementov (boljSa preglednost) in zmanjSa moznost poskodovanja
sestavnih elementov Se pred sestavo.

V proizvodnem prostoru so oznacene tudi transportne poti, ki ustrezajo standardom o varnosti
in zdravju pri delu. Oznaceno je obmocje gibanja zaposlenih, ter obmocje transporta.
Osrednja cona gibanja je tako razdeljena na obmocje transporta (vili¢arji), obmocje za
prehode zaposlenih ter obmocje za delo (ob delovnem mestu). Oznacbe so tako talne, kot
stenske v barvah rumene in pohodne zelene barve. Oznacbe so zelo pomembne, saj definirajo,
kje se lahko zaposleni gibljejo, da je poskrbljeno za njihovo varnost.

2 faza metode »5S«

V procesu proizvodnje se je spremenil tudi na¢in dostave materiala na delovno mesto, ki
prihaja v zlozljivih lesenih evro zabojih. Pri snemanju procesov so bile ugotovljene tudi
dolocene izgube Casa pri transportiranju zaradi naina embaliranja. Material prihaja na
delovno mesto po sistemu JIT (ang. Just in time), kar pomeni, da je material dostavljen, ko ga
delavec potrebuje in tako ne predstavlja zasienosti delovnega prostora. Obicajno je bilo
potrebno za iskanje vijakov, kar nekaj ¢asa. Sedaj so vijaki sortirani v zabojckih, lo€eni po
obliki in velikosti, na to¢no dolo¢enim mestu, v to¢no dolo¢enem zabojcku, ki je predviden in
oznacen (kataloSka Stevilka in dimenzija vijaka) za dologen tip vijaka. Interni logisti, Ki
dobavljajo te vijake, pa vzdrzujejo ze vzpostavljen red.

Pri urejanju delovnih mest je bil v podjetju vzpostavljen doloen sistem postavitve 0z.
dostavljanja materiala na paletah in zabojih na dolo¢eno mesto, oznaéen s talnimi oznacbami
(z rumenimi ¢rtami). Pri vzpostavitvi sistema je bilo uposStevano, da so materiali in delovne
mize postavljeni ¢im bolj ergonomsko in materiali za vgradnjo bliZje in smiselno razporejeni
izvajalcu naslednjih operacij. Posledica vpeljave sistema je tudi reorganizacija dela, s katero
dosezemo racionalizacijo proizvodnega procesa. Poglavitno je, da se lahko dela hitreje,
uc¢inkoviteje, brez odveénih izgub. Pri implementaciji je sodelovalo zunanje podjetje, ki naj bi
podjetju predstavilo drugacen pogled na organizacijo, z doloceno distanco, neobremenjeni in
brez predsodkov.

3 faza metode »5S«

Sistem 58S je prinesel novosti na podrocju ¢iS€enja delovnega prostora. Po temeljiti presoji so
se vzpostavili tako imenovani otoki, ki imajo svojega skrbnika, ki je obi¢ajno skupinovodja.
Na otokih je vzpostavljen red loéevanja odpadkov in ostalih &istilnih sredstev. Ciicenje
delovnega prostora obicajno poteka skozi dan po potrebi, da se zagotovi Cisto delovno okolje
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0z. najmanj enkrat dnevno ob koncu delavnika. Vsakodnevnega CiSCenja se sedaj loteva le
pescica delavcev, zato bi bilo smiselno uvesti dolo¢ene ukrepe za tiste, ki ne spostujejo pravil.
Pravilnik o ¢iS¢enju oz. urnik med delavci bi tako vnesel red v proizvodnjo, da ¢is¢enje ne bi
opravljali samo nekateri delavci. V stalnem zagotavljanju in vzdrzevanju reda na delovnem
mestu ni bistvene porabe Casa, ki se ta razdeli v medfazne operacije. Za dnevno Cis€enje pa
zaposleni porabijo obiCajno petnajst minut. Za vzdrzevanje CistoCe je dolocen vodja linije,
kateri tudi izvaja ocenjevanje delovnih mest. Vodje linij skozi formularje 5S ocenjujejo in

spremljajo dosezene rezultate oziroma zastavljene cilje.

Podjetje ima vzpostavljen standard 1SO 14001, ki opredeljuje kakovost ravnanja z okoljem. V
skladu s standardom v fazi sortiranja zagotavljajo, da se odpadki loCeno zbirajo. Nevarni
odpadki (laki, razred¢ila, ...), ki se ne uporabljajo ve¢, so loceni od vseh ostalih, tudi
zabojniki za tovrstne odpadke so standardizirani (primerni za nevarne snovi, da se ne unicijo).
Ostali odpadki so lo¢eni, tudi zaradi ve¢je moZnost recikliranja.

4 faza metode »5S«

Za obvescanje zaposlenih je poskrbljeno z oglasni panoji, na katerih se zaposlene dnevno ali
tedensko obves¢a o aktivnostih projekta, vzpostavljenemu sistemu ocenjevanja, dogovorjenih
aktivnostih in vseh ostalih zadevah za kakovostno izvajanja dela in informacij, ki so zato
potrebne. V cetrti fazi 5S so se uvedeni postopki standardizirali. Do sedaj pripravljeni
standardi znotraj projekta WCM (world class manufacturing — vrhunska proizvodnja praksa)
se uskladijo z drugimi internimi standardi in ISO standardi.

5 faza metode »5S«

Cilj zadnje faze je bila vzpostavitev kon¢nih, stalnih postopkov in sledenje le tem, ter prehod
v fazo aktivne uporabe (vzdrzevanje reda, redno ocenjevanje). Uporaba kazalnikov MKP
(mali koristni predlogi) preide v aktivno fazo. Akcijski naérti pa so postali redno vodstveno
orodje. Snemanje in analiza postopkov s pomoc¢jo snemanja filmov so postali del redne prakse
za odpravljanje ozkih grl in odpravljanje rezerv v procesih. Ob koncu se je izvedla zaklju¢na
ocena in podelitev 5S certifikata za tiste delovne skupine, ki so pokazale ustrezne rezultate.
Podatki o izboljSavah so opisni, kazejo pa se kvalitativne izboljSave v procesu, saj je
u¢inkovitost proizvodnje veéja kot pred uvedbo modela. Cez &as pa pri¢akujemo, da se bodo
rezultati odrazali tudi skozi finan¢ne kazalnike.

4 Prihranki in pridobitve

V podjetju je uvedena metoda 5S. Prepoznane so bile naslednje koristi:
e Krajsi pretocni ¢asi (ocenjen 2% dvig produktivnosti kot neposreden vpliv uvedbe
metode),
e povecanje prostora za delo:
- Pred uvedbo je bilo na delovnih mestih za pet delovnih nalogov (DN) materiala,
sedaj za en DN ali manj.
- Pred uvedbo je bila celotna pred montaza na teko¢em traku, sedaj lo¢ena od
tekocega traku.
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e moznost kreativnega sodelovanja vseh zaposlenih (oddanih MKP in IP):
-V prvem letu uvedbe metode 340% porast v primerjavi s predhodno inovativno
dejavnostjo.
- Drugem letu uvedbe porast za 37% v primerjavi s prvim letom uvedbe.
- Tretjem letu uvedbe upad za 29% v primerjavi s drugim letom uvedbe.

Po koncani uvedbi metode so bile opazne tudi Stevilne druge prednosti, ki jih ni bilo mogoce
meriti. Stevilne izmed teh pridobitev so se nanasale na boljse delovne pogoje zaradi Gistega
delovnega okolja.

S sortiranjem in odstranitvijo odvecnih stvari iz delovnih prostorov smo povecali prostor za
delo cca 20%. Vse to omogoca boljse delovne pogoje in vecjo ucinkovitost delovnih skupin.
Ker so delovni prostori urejeni in doloCeni so prostori za material, zaloge in ostale
pripomocke, so pretocni Casi krajsi za ocenjenih 2%. Metoda je zastavljena tako, da spodbuja
zaposlene h kreativnemu sodelovanju pri vzpostavljanju ve¢jega reda v proizvodnji motivira
zaposlene, da predlagajo koristne predloge, ki se tudi denarno nagradijo. Finan¢na motivacija
pa je obic¢ajno med najbolj priljubljenimi med zaposlenimi.

V podjetju so ponovno uvedli kar nekaj postopkov oziroma aktivnosti, ki naj bi bile
pripomocek za dobro uvedbo 5S. Podjetje motivira svoje zaposlene za pripravo MKP (mali
koristni predlogi), ki bi kakorkoli pripomogli k izboljsavi proizvodnega procesa. Prednost
malih koristnih predlogov je, da se ze znotraj tehni¢nega sektorja pregleda kateri predlogi so
primerni za realizacijo in kateri ne. V okviru pristojnega sektorja se dogovori, kdo
bo realiziral predlog. V kolikor gre za vecje predloge, za katere je potrebno mnenje
strokovnih sluzb, pa gre predlog Se vedno v kadrovsko splosni sektor in nato na obravnavo
komisiji za inovacije.

Uvedeni so bili tudi EKO koticki, za sortiranje odpadkov v podjetju. S tem so tudi pripomogli
k boljsem loc¢evanju in recikliranju nekaterih materialov. Skozi celoten proizvodnji proces
poteka na osnovi akcijskega nacrta ocenjevanje 5S, s katerim nadrejeni preverjajo ali
zaposleni dosledno spostujejo uvedena pravila. Vse koristne informacije v zvezi projektom
5S, so na panojih pri vsakem oddelku in seznanjajo zaposlene o vseh koristnih informacijah,
ki jih pri delu potrebujejo. Regali za hrambo $ablon so lo¢eni. Oskrbna mesta z materiali so
tako imenovani »otocki, ki jih oskrbujejo logisti.

Stevilo oddanih MPK in IP (inventivnih predlogov) je v fazah implementacije 5S vedno
vecje, podjetje pa stremi, da bi koristne tudi uporabilo. V letu 2011 z uvedbo metode 5S smo
belezili izjemen porast MPK in IP iz 77 predlogov v letu 2010 na 339 predlogov. Njihovo
Stevilo je vztrajno rastlo tudi v letu 2012 s 466 oddanimi predlogi, kjer dosezejo vrhunec v
Stevilu oddanih predlogov. V letu 2013 smo belezili upad na 332 oddanih predlogov.
Snemanja delovnih operacij so najbolje prikazala realno stanje, na podlagi teh pa je podjetje
pripravilo koristne predloge. Ve¢ prostora in boljSa urejenost sta pokazala prve pozitivne
ucinke na proizvodnem procesu.
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Proizvodnja je sedaj bistveno bolj sistematicno urejena, ni prenatrpana, nasi¢ena z materiali.
Delovna mesta so prilagojena tako, da je vse manj nepotrebnih gibov, ta pa so ¢im blizje
delovnim mestom v naslednji operaciji. Novost uvedbe pred montazne linije, kot samostojne
enote je, da se transportira na montazo ze gotove polproizvode. Razbremenitev montazne
linije tako prinese bistvene prednosti pri organizaciji dela in tudi kakovosti.

Izboljsave, ki so bile narejene, so v proces vnesle veliko reda v sam delovni postopek in v
organizacijo dela. Izboljsave so zajele celoten proizvodni proces vse od zacetne do koncne
faze (dobava materiala v skladiSce do proizvedenega koncnega produkta).

Pri prvem koraku je zanimivo to, da pri nekaterih zaposlenih ni bilo potrebno uvesti nobenih
sprememb pri sortiranju in organiziranju delovnega prostora. To kaZze predvsem na to, da je
sama osebnost zaposlenega prav tako klju¢na in pomembno vpliva za vzpostavljanje
dolo¢enega reda v proces. Gre za lastnost, ki jo ima posameznik in je zanj nekaj
samoumevnega, vsakdanjega. Ce te lastnosti nima, jo za boljse delovanje procesa lahko
priu¢imo, pomembno pa je, da jo obdrzimo.

Ko smo iz delovnega prostora odstranili vse odvecne stvari, smo povecali preglednost nad
prostorom, kar je zaposlenemu pripomoglo k hitrejsemu delu. Skozi analizo smo tudi potrdili,
da cisto in urejeno delovno okolje omogoca zaposlenim boljSe delovne pogoje. Vzpostavljen
red pa nam tako omogoca boljsi pregled nad zalogami in s tem omogoca boljSe upravljanje le-
teh. Lahko pa se hitro zgodi, da red ne bo vzdrZevan in bodo zaposleni zopet presli na svoje
stare navade. V tem primeru je tudi motivacija klju¢nega pomena, da se vse dosezene
izboljSave obdrzijo.

Zagotovo gre za metodo, ki je brez velikih sredstev lahko uporabljena v vseh procesih
dolo¢ene organizacije, bodisi proizvodnje ali storitvene organizacije. Klju¢ni element v sami
implementaciji 5S v proces je delovni kolektiv, ki je sam izvedel prve tri faze, vodstvo pa jim
je potem skozi zadnja dve pomagalo pri vzdrzevanju dolocenega in Ze vzpostavljenega reda.
Delavec je kot ¢len v procesu, ki najbolje ve kaj pri delovnih operacijah potrebuje in kaj ima
na delovnem mestu za primer slucaja. Metoda je dolo¢ene izboljsave pokazala takoj, vidni so
vsi pozitivni vplivi na delovno okolje in zaposlene, ki v njem delajo.

5 Analiza raziskave s pomocjo ankete

Na osnovi pozitivnih u¢inkov na proizvodnjo po uvedbi metode 5S (tabela 2) so vodje skupin
kot vodje linij ocenjevali prednosti in spremembe na tem podro¢ju. Za ocenjevanje strinjanja s
trditvijo smo uporabili petstopenjsko Likertovo lestvico od 1 do 5, pri kateri je ocena 1 —
sploh se ne strinjam, 2 — ne strinjam se s trditvijo, 3 — niti se strinjam niti ne strinjam, 4 —
strinjam se, 5 — popolnoma se strinjam. Iz zbranih podatkov in podanih ocen smo nato
izracunali povpreéno oceno posamezne trditve, posamezne skupine vpraSanih in skupno
povprecno oceno sklopa vprasan;.
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Tabela 2. Metoda 5S

Vodje Vodje

METODA 5S S
skupin linij

Skupaj

Podjetje je &isto in v njem ni nepotrebnih materialov,
nepotrebne opreme in izmetnih izdelkov.

02 Transportne poti so jasno oznacéene, Ciste in brez ovir. 4 4,6 4.3
Talne oznake jasno razmejujejo delovne povrsine, transportne

01 3,6 3,7 3,65

. . . - 4,2 4,3 4,25

03 poti in odlagalne prostore za materiale (vklju¢no s skladisci).

04 Zaboji z matenaIOfn.?o ]as.no o'znacenl (vhodni material, 3.9 3.7 3.8
vmesne zaloge, kon¢ni izdelki, lepila...).

05 Vsi _zaposlem so dnevno vkljuceni v ciScenje delovnega 41 43 42
okolja.

06 Zaposleni ne izgubljajo ¢asa z iskanjem stvari na delovnem 392 3 31
mestu, prenalanje tovora je minimalno. ' '

07 Transportni vozicki .z materiali se dostavljajo za vsako 3.2 35 3,35
delovno mesto posebej.

08 Nameséenost pripomockov za delo je zadovoljiva in 3.9 35 37
zadostna.

09 Zaposleni uporabljajo osebno varovalno opremo. 4,2 4,8 4,5

10 Orvnarg za nevarne snovi so urejene in odpadki pravilno 4 46 43
lo¢eni.

1 Oglasne table in navodila so urejeni, razvrsceni in na svojih- 41 46 4,35

predvidenih mestih.
Skupaj: 3,85 4,05 3,95

Na podlagi uvedbe metode 5S in pozitivnih uc¢inkov na proizvodnjo (tabela 2) so vodje skupin
kot vodje linij skoraj enotnega mnenja in sicer ocenjujejo stanje s povprecno oceno 3,95.
Nobena povpre¢na ocena ni nizja od 3,00 zato lahko na podlagi pridobljenih rezultatov le
pohvalimo prizadevanja vodstva, da se ta metoda ne le dobro uvede ampak, da jo zaposleni
sprejmejo kot samoumevno dejstvo (sprejmejo kot nacin razmiSljanja in tako istoasno
prestopimo mejo naucenega S tem, da navade sprejmemo za svoje), da tako pa¢ morajo biti
stvari urejene, saj nam prina$ajo izklju¢no samo prednosti. Da je skupna ocena tako dobra,
lahko sklepamo tudi, da se zaposleni zavedajo vseh prednosti uvedbe navedene metode.
Povpreéne ocene vodij linij so nekoliko visje kot ocene vodij skupin. Menimo, da slednji Se
prepoznajo doloCene rezerve za izboljSave na operativni ravni.

S povprecno oceno 4,6 so vodje linij ocenili stanje glede transportnih poti (tocka 02), Ki so
jasno oznacene, Ciste in brez ovir, urejenost omar za nevarne snovi in pravilno lo¢evanje
odpadkov ter urejenost in razvrs¢enost oglasnih tabel in navodil. Z najvi§jo povpre¢no oceno
4,8 so ocenili dejstvo, da zaposleni pri delu uporabljajo osebno varovalno opremo (tocka 09).
Z oceno nad 4 (vklju¢no z oceno 4) so ocenili tudi naslednja podroc¢ja: jasne talne oznake, ki
razmejujejo delovne povrSine, transportne poti in odlagalne prostore in vkljucenost vseh
zaposlenih v ¢is¢enje delovnega okolja.

Z najvisjo povprecno oceno 4,2 (to¢ka 03) pa so vodje skupin ocenili stanje transportnih poti,
katere so jasno oznalene, Ciste in brez ovir, ter dejstvo, da zaposleni uporabljajo osebno
varovalno opremo (tocka 09). Glede uporabe osebne varovalne opreme menimo, da je ocena
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sicer visoka, vendar bi bilo za podjetje in zaposlene najboljse, da bi bila ta ocena 5. Smiselno
bi bilo razmisliti o alternativah na tistih podro¢jih, kjer se ta problematika pojavlja. Nesrece,
ki se lahko zgodijo zaradi morebitnih poskodb na delovnem mestu zaradi neuporabe osebne
varovalne opreme, vplivajo predvsem osebnostno na zaposlenega, vendar posledi¢no tudi na
podjetje, saj je zanj odgovorno. Z oceno nad 4 (vkljucno z oceno 4) so ocenili tudi naslednja
podrocja: jasne talne oznake, ki razmejujejo delovne povrsine, transportne poti in odlagalne
prostore, vkljucenost vseh zaposlenih v ¢is¢enje delovnega okolja, urejenost omar za nevarne
snovi in pravilno lo¢evanje odpadkov ter urejenost oglasnih tabel.

Najnizjo povpre¢no oceno so vpraSani pripisali trditvi, da zaposleni ne izgubljajo Casa z
iskanjem stvari na delovnem mestu ter, da je prenasanje tovora minimalno (to¢ka 06).
Problematika transporta se pojavlja ze na predhodnih podro¢jih, zato je primerno, da navedeni
tematiki posvetimo ve¢jo pozornost, predvsem pa iskanju vzrokov za taksno stanje.

Podjetje ima motivacijo po nenehnem izboljSevanju, zato poskuSa z razliénimi metodami
izboljsati obstojeCe stanje. Vodstvo je tudi dovzetno za predloge in spremembe, ki bi
pozitivno vplivale na delo v podjetju, hkrati pa na razlicne nacine spodbuja delavce k
inovativnosti.

6 Zakljucek

Rezultati, ki so se pokazali v delu zaposlenih so pozitivni tako za zaposlene kot za podjetje.
Sinergija je tista, ki vse spodbuja tako, da bi bili e boljsi. Na nekatere dejavnike uspesnosti
tezje vplivamo, na nekatere sploh ne, ¢e pa lahko s spremenjenim nacinom dela pripomoremo
k boljsim rezultatom je to zelo velikega pomena.

Opisan prakticni primer uporabe dolo¢enega modela za izboljSanje uc¢inkovitosti procesov je
koristen, saj lahko sluzi kot osnova oz. primerjava podjetjem, ki se za to Sele odlocajo. Pri
odlo¢itvi za nekaj novega je po navadi prisotna tudi dolo¢ena negotovost, zato je vsak tak
Studijski primer dobre prakse za organizacije koristen. Tako iz zornega kota podjetja, ki je
dolo¢en model uporabil spoznajo njihove prednosti, ki so jih pridobili, prav tako pa tudi
napake, ki se jim bodo mogoce uspeli izogniti, ko model uporabijo za svoje podjetje.

Vse predlagane izboljSave so uporabne, hkrati pa nobena od njih ne zahteva vecjih finan¢nih
sredstev. Nekatere reSitve zahtevajo doloCene spremembe v samem sistemu organizacije
proizvodnje, ki pa niso drasti¢éne in nam ne povzro€ijo stroskov. Uporabnost raziskave, ter
aktualnost obravnavane teme je bila v casu recesije zelo Siroka. Namen raziskave je bila
analiza stanja po uvedbi metode 5S v dolo¢enem podjetju, ki lahko sluzi kot vzoréni primer.

Na okolje ima model lahko velik vpliv, ¢e ga le ta prepozna kot koristnega v vsakdanjem
zivljenju. Veliko je aktivnosti, ki jih sami prepoznamo kot odve¢ne, a ne naredimo ni¢, da bi
jih odstranili. Aktivna vloga je tako zelo pomembna, da bi dosegli dobre rezultate in jih tudi
obdrzali.
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Ker je 5S metoda, ki zahteva nenehno izboljSevanje oziroma tudi prizadevanje, da se vse
izvedene izbolj$ave obdrzijo je podrocij za nadaljnje raziskovanje veliko:

narediti kvantitativno analizo povecanja dobicka zaradi 5S,

narediti kvalitativno ali kvantitativno analizo povecanja zadovoljstva zaposlenih,
ugotoviti zmanjSanje vpliva na okolje,

uvedba 5S v terciarnih dejavnostih (npr. v informatiki, nabavi, ...),

ergonomska ureditev delovnih mest.

Vzpostavljen red v dolocenem procesu je tako lahko dobra osnova za druge izboljsave.
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Implementation of 5S method in the production process

Abstract:

Research Question (RQ): The following research tries to show how the introduction of 5S
methodology of work affects the production process itself, where the greatest changes are shown
and how they are reflected in performance indicators.

Purpose: The purpose of this project is to examine the existing methods and their application in
practice as well as show the logic of actions we introduce in a particular process by using the 5S
method. We will try to compare all the information using a practical example of company X. The
results obtained are the basis for further improvements in an analyzed company.

Method: We expect positive results in terms of certain improvements in the working environment
within the company, as well as the opportunity for improvement in terms of increased efficiency
and, consequently, more profit.

Results: The results can represent the basis for achieving even better work in other processes in the
studied company. It is very important to identify all the key activities that are important in
generating profits while all the rest are eliminated from the process.

Organization: The 5S model is applicable to all levels of the organization so it can be experienced
by the highest levels of management in running a business.

Society: The impact of the model will surely be seen by employees as they are offered a model
after which they will work well, quickly, safely and without loss of time, which in today's world
means competitive advantage.

Originality: The research work represents an important contribution to the implementation of the
5S model in the company and to the positive things it brings.

Limitations/Future Research: The survey as a case study was done in only one organization, in
which they were implemented all phases of the method. In the direction of further research it is
reasonable to make a quantitative analysis of the increase in profit, increase employee satisfaction
analysis, to determine the reduction of the environmental impact, etc.

Keywords: 5S method, 5S implementation, recording of work processes, establishing
order, little useful proposal, 5S impact on the performance of the organization, regulation of
workplace.
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Eti¢ni dvom pogajanj s sindikati v podjetju Moje podjetje d.o.o.

Idriz Selimovi¢*, Naila Selimovié
Fakulteta za organizacijske Studije v Novem mestu, Novi trg 8, 8000 Novo mesto, Slovenija
idriz@konstrukcije-seha.si

Povzetek:

Raziskovalno vprasanje (RV): V $tudiji primera obravnavamo relacije med poslovnim
subjektom in njegovim druzbenim okoljem v lu¢i spoStovanja eti¢nih nacel. Uporabili smo
konkreten primer pogajanja sindikata z vodstvom podjetja Moje podjetje d.0.0., kot tipi¢en primer
iz menedzerske prakse.

Namen: Namen naSe Studije je izpostaviti primer pristopa poslovnih subjektov k reSevanju
tipicnih menedzerskih problemov pri vsakdanjih opravilih. Pri tem zelimo pristopiti k
pojasnjevanju vseh relevantnih razlogov katere menedzer uposteva pri sprejemanju odloéitev in jih
ocenjevati skozi o¢ala spoStovanja eti¢nih nacel.

Metoda: Pri pisanju Studije smo sistemati¢no pregledali dosezke eminentnih strokovnjakov na
raziskovanem podroc¢ju. Uporabili smo tudi metodo opazovanja z udelezbo.

Rezultati: Kot rezultat raziskave predstavimo razresitev menedzerskega dvoma, opiSemo eti¢na
protislovja, ki spremljajo izbrano menedzersko odlogitev in razlozimo katere so mozne alternative
izbrani resitvi menedzerskega dvoma.

Organizacija: Poslovni subjekti so pri svojem vsakdanjem delovanju pogosto na izku$nji da z
eticno dvomljivimi odlo¢itvami hitreje uveljavljajo svoje smotre. Dolgoro¢no se tako pocetje ne
obnese.

Druzba: Sprejemanje eti¢no spornih odlocitev v podjetjih in pasivnost okolja v katerem podjetje
deluje vedno hitreje zviSuje toleranco do takih dejanj. S podobnimi $tudijami pripomoremo k
ozave$€anju druzbe in spodbujamo posameznike k dejanjem ki bodo v prihodnje vplivala na
zmanj$evanje nastanka eti¢no spornih dejanj.

Originalnost: V strokovni literaturi nismo zasledili podobnega konkretnega primera. Nasa $tudija
lahko spodbudi kriti¢éno ocenjevanje dosezkov pogajanj med sindikati in vodstvom podjetij.
Omejitve/nadaljnje raziskovanje: V studiji smo se omejili samo na eno organizacijo, v prihodnje
bi bilo dobro narediti podobno $tudijo $e v kak§nem podobnem podjetju in primerjati pridobljene
rezultate z nasimi.

Kljuc¢ne besede: eti¢nost, dvom, utilitarizem, menedZer, pogajanja, etika, odloCitev.

1 Uvod

Vprasanje spostovanja eticnih nacel pri poslovanju je staro enako toliko kot je staro
poslovanje. Verjetno lahko trdimo, da je cilj poslovanja od samih njegovih zafetkov do danes
ostal nespremenjen, torej ustvarjanje profita na taksSen ali drugacen nacin, eti¢na nacela pa so
se skozi zgodovino spreminjala. Ob tem se ponudi sama od sebe misel, da so eti¢na nac¢ela na
nek nacin dozorevala s ¢asovnimi, kulturnimi, druzbenimi, socialnimi in geografskimi vplivi
na njih. Razmerje med poslovanjem in eticnimi naceli je ostalo nespremenjeno do danes. Od
poslovnih subjektov se je vedno in se tudi danes pri¢akuje spoStovanje eti¢nih nacel, ki
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veljajo v danem trenutku. Eti¢na nacela pa so se, kot smo rekli, skozi zgodovino spreminjala.
Splosno definicijo etike podaja Juhant:

»Etika je panoga, ki skrbi za dobro (¢loveka), je veda, ki skrbi za vrednote, doloca ¢lovekove
drze oziroma c¢loveku narekuje, kaj naj dela, da bo zivljenje posameznika in skupnosti
potekalo urejeno. Po svoji simbolni spretnosti ¢lovek oblikuje pravila oziroma urejevalne
mehanizme za zivljenje na tem svetu. Take mehanizme poznajo vse kulture od najstarejSih
¢asov do danes.« (Juhant, 2003, str. 6).

Definicija etike Jelice Sumi¢-Rihter, pa nam se zdi primerna za tematiko katero obravnavamo:

“Etika se za¢ne torej z zahtevo, da subjekt prostovoljno vzame nase identifikacijo s tujo voljo,
da v svoji najbolj intimni notranjosti prepozna kot gibalo svoje volje nekaj, kar uhaja njegovi
oblasti.” (Sumi¢, 2002, str. 181)

Ko govorimo o spreminjanju eti¢nih nacel v luci razli¢nih zgodovinskih obdobjih in njihovem
odnosu do poslovnih subjektov, lahko kot primer izpostavimo odnos, ki ga je imela do
poslovnih subjektov stara Gr¢ija, potem odnose do poslovnih subjektov v srednjem veku in na
koncu zacetek industrijske dobe ter postindustrijske dobe. Med poslovnimi subjekti in druzbo
je vedno bila prisotna enaka stalnica; druzba je narekovala in pri¢akovala spostovanje eti¢nih
nacel od poslovnih subjektov. Sankcije za nespoStovanje eti¢nih nacel so se spreminjale in
bile manj ali ve¢ rigorozne, odvisno od zgodovinskega obdobja. Z druge strani imamo
poslovni subjekt in v njemu menedzerja kot najbolj izpostavljenega predstavnika poslovnega
subjekta, ki se mora pri svojem vsakdanjem delu odlocati. Prav pri tem odlo€anju se porajajo
vsaki¢ znova eti¢ni dvomi, na katera je potrebno dati odgovore »v hodu«. Kljub temu pa se
mora menedzer zavedati svoje vloge:

»Vloga managerjev pri ustvarjanju eticnega okolja je posebej pomembna. S svojo moc¢jo in
zgledom ustvarjajo merila eticnega ravnanja svojih sodelavcev. Vodja, ki ni poSten do drugih,
tezko to pricakuje od svojih sodelavecev.« (Marki¢, 2010, str. 43)

Namen naSe Studije je izpostaviti primer pristopa poslovnih subjektov k reSevanju tipi¢nih
menedzerskih problemov pri vsakdanjih opravilih. Pri tem Zelimo pristopiti k pojasnjevanju
vseh relevantnih razlogov katere menedZer uposteva pri sprejemanju odlocitev in jih
ocenjevati skozi ocala spostovanja eti¢nih nacel. S tem v vezi Dujani¢ navaja:

»Poslovna etika je kodeks obnasanja ki so ga poslovnezi sprejeli kot pravilen nacin
komunikacije v druzbenem in poslovnem okolju.« (Dujani¢, 2003, str. 53).

2 Teoreti¢na izhodis¢a

V anticni Gr¢iji so trgovee prezirali in niso bili cenjeni pripadniki druzbe, ¢eprav so bili
gonilna sila ekonomskega razvoja takratne druzbe. Ze v samem bistvu se je trgovanje, torej
sluzenje denarja, dojemalo kot nekaj eti¢no opore¢nega. Trgovci so bili na druzbeni lestvici le
na malo vecji stopnji od suznjev. Razvoj duha je bila najbolj cenjena vrednota v anticni
Gr¢iji. Druzbeni interesi so bili pred interesi poslovnih subjektov. Na tem mestu moramo
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pripomniti, da je razvoj duha, kot najbolj cenjena vrednota v anti¢ni Gr¢iji, bil rezerviran za
elitni del druzbe, ki si je takratna eti¢na nacela postavljala in razlagala ozko v luci svojih
potreb in interesov. Ce bi le-ta kritiéno ocenjevali s sodobnimi eti¢nimi merili, ki veljajo
danes, bi zagotovo lahko trdili brez dvoma, da so etina naCela v anticni Gr¢iji bila
“neeticna”. Podobnih primerov v zgodovini je ogromno in nam ni treba iti tako dale¢ nazaj.
Najbolj svez primer je mogoce Juzna Afrika s svojimi eticnimi naceli, ki so veljali v ¢asu
apartheida, torej rasne diskriminacije. V obeh primerih, v anti¢ni Gréiji in v Juznoafriski
republiki imamo diskriminacijo, casovno obdobje med obema pa 2500 let. V tem obdobju pa
imamo eti¢na nacela, ki so glede zastavljenih nacel dale¢ od zgoraj navedena dva primera,
neka druga pa niti ne. To vse govori v prilog “elasti¢nosti” eticnih nacel in njihovi ¢asovni,
kulturolodki, socialni in geografski determiniranosti. Ce gremo naprej skozi kratek
zgodovinski pregled odnosov med druzbo in poslovnimi subjekti v lu¢i zahtevanih eti¢nih
nacel, v srednjem veku (do leta 1500), poslovni subjekti niso ni¢ bolje obravnavani s strani

druzbe.

“Trgovec redko ali nikoli ne zadosti Bogu. Tudi Tomaz Akvinski je bil mnenja, da poslovne
dejavnosti upravicujejo svoj obstoj, le ¢e so v dobro skupnosti. Poslovnez naj bi bil neizmerno
posten, njegove obveznosti pa so bile tudi neizmerne — do soljudi in Boga.” (Berlogar, 2000,

str. 20-21)

Omembe vreden premik v razmerju druzba — poslovni subjekt glede zahtev za spoStovanje
eti¢nih nacel prihaja v obdobju 1500-1800 leta. Drzava zacne podpirati poslovne subjekte, ki
naj bi delovali v njenem interesu in pod njenim strogim nadzorom. V tem obdobju zaradi, z
ene strani dopuscanja ve¢ podjetniSke svobode, z druge strani pa jasno definiranih pravil
eticnega obnaSanja poslovnih subjektov, ze prihaja do mocnih nasprotjih med eti¢nimi in
poslovnimi naceli. KrSenje eticnih nacel poslovnih subjektov je bilo strogo kaznovano, z
druge strani ista ta druzba dovoljuje suZzenjstvo, kar lahko vzamemo kot ilustracijo in dokaz o
»elastiCnosti« eti€nih nacel skozi razlicna zgodovinska obdobja in do razli¢nih skupin
populacije druzbe, kar smo ze omenili. Naslednje obdobje je obdobje industrijske revolucije,
kjer poslovni subjekti dobijo maksimalno svobodo in postanejo uteleSenje vrlin. Prihaja do
degradacije zahtev druzbe do poslovnih subjektov, s tem tudi do druzbene odgovornosti
podjetij, kar rezultira z veliko depresijo v tridesetih letih.

“Depresija tridesetih let tega stoletja (misli se na 20. stoletje op. av.) je viSek druzbene
neodgovornosti ter zanemarjanja etike podjetjih in obenem zlom ekonomskega sistema.
Spekulacije glede vzroéne povezave enega in drugega so §tevilne, najbolj kriti¢ni pa stanje
vendarle razlagajo tudi z razmerji moci, politiko in ne zgolj z apriorno pokvarjenostjo
podjetij.” (Berlogar, 2000, str. 21)

V zadnjem obdobju pa imamo spet pritisk druzbe na poslovne subjekte, ki zahteva
spoStovanje eticnih nacel. Za to obdobje je znalilen razcvet tako imenovanega politicnega
utilitarizma.
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“Ne more biti bolj res, kot je res to, da je praksa managerske etike neka situacijska etika,
eti¢ni relativizem in etika prezivetja, ki jo sami imenujemo politi¢ni utilitarizem.” (Berlogar,
2000, str. 20-21)

Omenili smo Ze utilitarizem, ki skupaj z eticnim egoizmom sodi v pristop etiki, ki ga
imenujemo teleoloski pristop. V nadaljevanju navajamo na kratko splosno delitev etike, v
obsegu za katerega menimo, da je nujen zaradi lazjega razumevanja teoretske podlage Studije
primera, Ki ga obravnavamo.

“Teleoloski pristopi obravnavajo koristne ali Skodljive posledice obnasSanja (gr. telos —
namen, cilj). Za presojanje eticnosti so odlocilni izidi dejanja. Dejanja presojamo po
posledicah, ne po prepri¢anju po namenih odloc¢evalca.” (Tav¢ar, 2002, str. 43)

V strokovni literaturi avtorji najpogosteje omenjajo Se dva pristopa: deontoloski pristop in
mesani pristop.

“Velja naj da sta pravicnost in dolznost pred koristmi (gr. deon — dolznost). Dejanje je
moralno ne zaradi izidov, ki jih obeta, temve¢ zaradi znacilnosti tega dejanja ali pravil, po
katerih se ravna.” (Tavcar, 2002, str. 44)

“MesSani pristopi povezujejo utilitaristicno in deontolosko ter iS¢ejo boljSe skladje z
obi¢ajnimi etiénimi normami in osebnimi zaznavami; zato se odpovedujejo samo enemu ali
dvema praviloma.” (Tavcar, 2002, str. 45)

Ne moremo mimo dejstva, da spoStovanje eticnih nacel poslovni subjekt stane. Ucinek
spoStovanja eti¢nih nacéel pa ni viden takoj. Enako tako niso zahteve druzbe in pritiski na
njihovo spostovanje vedno enaki. V tem smislu Berlogar navaja:

“Kot bi verjeli drugace, je vendarle res, da etika podjetjem lahko tudi Skodi. Privos¢i si jo
lahko mo¢no podjetje (ki pa za to nima prave potrebe) in le tu je etika lahko predmet apriorne
odlocitve. Vsa druga podjetja enostavno, in Zal, ne morejo ¢akati dolgorocnih ucinkov svojih
eti¢nih in druzbeno odgovornih odlocitev. Niso sicer nujno neeti¢na in neodgovorna, ravnajo
pac tako, kot so prisiljena ali jim vsakokratna situacija dopusc¢a.” (Berlogar, 2000, str. 17)

Zaradi lazjega razumevanja konflikta, ki nastane ob dvomu menedzerja, ki je najbolj
izpostavljen v poslovnem subjektu pri tveganju krSenja eti¢nih nacel, lahko povemo, da je
menedzer vedno v dvomu ali zadovoljiti po najblizji poti zahteve uprave pri doseganju profita
ali pri tem tudi upoStevati zahteve vseh drugih deleznikov (druzbenih subjektov, lokalnih
skupnosti in podobno), ki najpogosteje direktno vplivajo na zmanj$anje profita, s tem tudi na
menedzerjevo uspesnost.

“Odlocitev za karkoli ponavadi niti ne bo samo njihova, avtonomna, ampak predvsem odvisna
od vrste in moci zahtev deleznikov, lastnih moznosti ipd., Se najmanj bo to najbrz posledica
moralne, znacajske pokvarjenosti managementa.” (Berlogar, 2000, str. 60)
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Namen nasSe Studije primera je izpostaviti pristop menedZerja k reSevanju tipicnih
menedzerskih problemov pri vsakdanjih opravilih. Pri tem Zelimo pristopiti k pojasnjevanju
vseh relevantnih razlogov katere menedzer upoSteva pri sprejemanju odloCitev in jih
ocenjevati skozi ocala sposStovanja eti¢nih nacel.

»Eticno odlo¢anje je enostavno, kadar gre za ¢rno-bele odlocitve, kjer je jasno, kaj je pravilno
in kaj ne. Veliko se govori in piSe o korupciji, ki pa ni edini izziv in najbrz tudi ne najvec;ji.
Vecinoma pa gre za dileme, kjer je ena odloCitev boljsa od druge, ali kje izbira§ manjSe zlo.«
(Bauer, Kralj, Miheli¢, Skafar, & Vorina, 2009, str. 57)

V nasi Studiji primera bomo obravnavali konkreten primer dogovora predsednika sindikata z
direktorjem podjetja Moje podjetje d.0.0. o privolitvi predsednika sindikata v enomese¢ni 12-
urni delavnik. Ker v nasi $tudiji nastopa tudi predsednik sindikata kot eden od nosilcev
eticnega dvoma, bomo na kratko o vlogi sindikata v njegovem doprinosu razvoja delovanja
poslovnih sistemov. Obstoj sindikata v poslovnem subjektu je zaZelen in dobrodosel. Ce
sindikat zdravo deluje, lahko bistveno pripomore poslovnem subjektu za ostvaritev poslovnih
ciljev v dobro obojih. Drzava je tudi na tem podro¢ju definirala zakonske okvirje delovanja.
Podobno kot je to pri delovanju poslovnih subjektov, oziroma menedzerjev, kot njihovih
najbolj izpostavljenih predstavnikov je tudi pri delovanju sindikatov nekaj sivega podrocja, ki
ni pokrit z zakonskimi predpisi. V dobro vseh strani je, pri pogovorih sindikatov na eni strani
in menedzmentom na drugi, upoStevati primere dobre prakse ter okolis¢ine v katerih se strani
pogovarjata. Pri navedenem je verjetno sprejemljivo, da se pri konkretnih pogajanjih med
sindikati in menedzerji uporabi situacijska etika, podobno kot je to primer pri zgoraj
navedenem politicnem utilitarizmu pri odlo¢anju menedzerjev. Zakonski okvirji pa lahko
ostanejo kot izhod v sili, v primeru potrebe. O tem govore naslednji viri:

“Union - Management je izraz, ki je bil uporabljen za opredelitev dejavnosti sodelovanja med
sindikati in delodajalci, katerega cilj je izboljSati organizacijsko ucinkovitost in zmanjSati
stroske. Pricakovanje sodelovanja je, da oboji, sindikat in management imata ve¢ koristi od
njihovega odnosa s sodelovanjem kot bi lahko dosegli brez njega.” (Ostrowsky, 2005)

“Menedzerji in funkcionarji sindikatov opozarjajo, da je prislo do spremembe v odnosu zaradi
zunanjih dejavnikov (vlada, zakonodaja), notranji opredeljeni dejavniki pa so ostali
nespremenjeni. Notranji dejavniki kot so: zaupanje in komunikacija med obema stranema,
glas zaposlenih, kjer vsi spoStujejo pravila in strokovno verodostojnost so rezultat
dolgoro¢nega fer odnosa med managerji in sindikati.” (Brown, Townsend, & Yarington, 2014

Hipoteza:

Eti¢nost nekega dejanja se ne more oceniti kot manj ali vec¢ eti¢na, tudi najmanj Skodljiva, pa
kljub temu neeti¢na dejanja, povzrocijo dvig tolerance pri opazovanju druzbe skozi ocala
eti¢nih nacel.
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3 Metoda

Pri pisanju S$tudije primera smo sistemati¢cno pregledali dosezke strokovnjakov na
raziskovanem podro¢ju. Dognanja prebranih avtorjev (Ambroz & Colari¢-LekSe, 2015,
Bauer, Miheli¢, Kralj, Skafar, & Vorina, 2009, Berlogar, 2000, Brown, Townsend, &
Yarington, 2014, , L.M., Dujani¢, 2003, M., Juhant, 2003, Marki¢, 2010, Ostrowsky, 2005,
Tavéar, 2003, Sumié-Riha, 2002) smo potem uporabili v teoreti¢nem delu.

Uporabili smo tudi metodo opazovanja z aktivno udelezbo. Menimo da to dejstvo daje
obravnavani §tudiji dodatno kakovost.

4 Rezultati

Podjetje Moje podjetje d.o.0. je v postopku pridobitve strateSkega kupca. Zaradi nezadostnih
kapacitet in kratkega dobavnega roka, ki ga pogojuje kupec, se odlo¢i za uvedbo 12-urnega
delavnika. Direktorju se zdi pomembno, da pridobi na svojo stran sindikat in delavce, ker se
zaveda, da je to kljuénega pomena za izpolnitev zahtev kupca. Ob predstavitvi problema
predsedniku sindikata, direktor podjetja dobi neeticen predlog z njegove strani. Predsednik
sindikata Zeli, da direktor podjetja zaposli njegovo Zeno v zameno za uspe$no koncanje
pogajanj. To je dvom direktorja podjetja, ki je tudi osrednji eti€ni dvom S$tudije primera,
katero obravnavamo. Poleg teh smo identificirali Se tri eticna dvom: dvom vodje proizvodnje
v zvezi z etiCnostjo predstavitve dejstev delavcem na zboru delavcev, dvom predsednika
sindikata glede sprejetja predloga 0 12-urnem delavniku in na koncu Se dvom predsednika
sindikata, ki se porodi ob njegovi zahtevi direktorju podjetja Moje podjetje d.o.0., da zaposli
njegovo zeno v zameno za uspesen zakljucek pogajanj.

Potencialno narocilo je bilo s staliS¢a izhoda podjetja iz trenutnega poloZaja zelo dobrodoslo.
Odpiralo je kup potencialnih priloZnosti za podjetje, njegove zaposlene in lokalno skupnost.
Kupec je postavil Zeleni termin dobave narodila, katerega podjetje Moje podjetje d.0.0. z
obstojec¢im Stevilom zaposlenih ni moglo zadovoljiti. Podjetje je delalo v dveh izmenah, za
zadovoljitev Zelenega termina naro¢nika to ni bilo dovolj. V ta namen je bilo nujno sprejeti
nove delavce, ali zacasno podaljSati zaposlenim delovnik.

Vodstvo podjetja se je odlo¢ilo za uvedbo 12-urnega delovnika. Direktor podjetja je nase
prevzel nalogo, da obvesti sindikat 0 nameravani potezi, vodja proizvodnje pa je moral dobiti
soglasje od delavcev. S tem namenom je vodja proizvodnje sklical vse delavce v obeh
izmenah in jih obvestil o trenutnem stanju v podjetju. Apeliral je na delavce, da sprejmejo 12-
urni delavnik za obdobje enega meseca. Delavcem so predstavljene vse pozitivne pridobitve
do katerih bi prislo. Odziv delavcev je bil mesan. Priblizno polovica se je takoj strinjala z
predlagano reSitvijo, druga polovica pa je Zelela pridobiti mnenje sindikata. Na sestanek niso
bili vabljeni predstavniki sindikata, ker je obves¢anje vodje sindikata 0 nameravanem ukrepu
prevzel direktor podjetja. Po tem prvem narejenem koraku je sledil sestanek direktorja
podjetja in predsednika tovarniskega sindikata. Cas za pogajanje je bil omejen, ker je kupec
zahteval odgovor v dolo¢enem roku. Predsednik sindikata je brez razmisljanja zavrnil svojo
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privolitev za 12-urni delovnik in zagrozil s stavko, ¢e vodstvo podjetja sprejme to odlocitev.
Direktor bi lahko Sel v konflikt s predsednikom sindikata in vseeno odlocil o uvedbi
spremenjenega delovnika, vendar je to bilo preve¢ rizi¢no. V nadaljnjih pogajanjih je
predsednik sindikata indirektno povedal pod katerimi pogoji je pripravljen »prepricati« svoje
¢lanstvo, da sprejme novi delovnik za obdobje enega meseca. Povedal je, da je njegova Zena
pred kratkim ostala brez sluzbe in da bi njena zaposlitev v podjetju Moje podjetje d.o.o.
vplivala zelo ugodno na njihova pogajanja. Direktor podjetja je takoj privolil. S tem je
racunal, da je obdobje dolgih mukotrpnih pogajanj s sindikatom zakljuceno, ker sedaj »ima«
sindikat na svoji strani.

5 Razprava

Primer odpira Stiri eticne dvome:

e Eti¢ni dvom 1: Eti¢ni dvom vodje proizvodnje; Kako predstaviti delavcem potrebo po
uvedbi 12-urnega delavnika, da bi najlazje sprejeli predlog. Vodja proizvodnje se
lahko odlo¢i in pove samo pozitivne plati predloga, kot so pridobitev novega kupca,
potencialno odpiranje novih delovnih mest, dodatni zasluzek ob oddelanih dodatnih
urah in podobno, izogne se pa predstavitvi manj ugodnih dejstev, kot so utrujenost
delavcev, tveganju odpovedi narocila s strani kupca, moznost, da se nadurno delo ne
izplaca temve¢ koristi itn., ki spremljajo predvideno uvedbo 12-urnega delavnika.

e Eti¢ni dvom 2: Eti¢ni dvom predsednika sindikata 1; Ali na podlagi slabih dosedanjih
izkuSenj zavrne predlog direktorja podjetja o podaljSanem delavniku brez razmisljanja,
ali pa zaupa direktorju in sprejme predlog. Podjetje je Slo skozi tezko tranzicijsko
obdobje, kjer je pogosto prihajalo do obljub s strani vodilnega menedzmenta, Ki se
niso mogle izpolniti zaradi turbulentnih in pogostih sprememb poslovnega okolja. V
primeru zavrnitve dogovora predsednika sindikata s direktorjem bi se lahko javnost
obrnila proti njem in bi se tudi sam moral nositi z bremenom zaviranja rasti in izhoda
podjetja iz kriznih razmer.

e FEticni dvom 3: Eti¢ni dvom predsednika sindikata 2; Ali izkoristiti pozicijo
predsednika sindikata in moc¢, ki jo ima zaradi Stevilénega cClanstva in zahtevati
zaposlitev svoje nezaposlene Zene, ali pa bi to bilo preve¢ tvegano za njegovo
pozicijo, ker v primeru, da se izve za njegovo pocetje, bi to pomenilo konec njegove
funkcije v sindikatu. Predsednik sindikata ima za sabo tezko in dolgo obdobje
zastopanja delavskih interesov. Meni, da ni nikoli ustrezno nagrajen in da ni imel velik
koristi od dosedanje borbe za pravice zaposlenih. Ker ima doma tezko finan¢no
situacijo, bi mu zaposlitev Zene zelo dobrodosla. RazmiSlja tudi o opustitvi
sindikalnega delovanja.

e Etiéni dvom 4: Eti¢ni dvom direktorja podjetja Moje podjetje d.o.o.; Ali sprejme
predlog predsednika sindikata in hitro resi problem, ali pa zavrne in na svojo roko
vseeno sprejme odlocitev o uvedbi 12-urnega delavnika. S tem tvega upor delavcev in
izgubo potencialnega narocila. Mnenja je, da eden delavec vec ni tako velik strosek za
podjetje in da v primeru uspeha pri pridobitvi novega kupca podjetje v vsakem slucaju
potrebuje nove delavce.

109



Revija za univerzalno odli¢nost, Clanek
Marec 2016, letnik 5, Stevilka 1, str. 103-114.

Eti¢ni dvom 1: Eti¢ni dvom vodje proizvodnje

Vodja proizvodnje je na sestanku z delavci namerno usmeril diskusijo na prednosti uvedbe
enomese¢nega 12-urnega delavnika. Pasti in slabosti te reSitve, kot so utrujenost delavcev
zaradi dolgega delavnika, druzinsko zivljenje delavcev, tveganje slabe kakovosti zaradi
utrujenosti delavcev, nevarnost odpovedi narocila s strani kupca in drugih negativnih pojavov
pa ni poudarjal. Pri tem govorimo o vnaprej premisljeni potezi vodje proizvodnje, z jasnim
namenom doseCi ¢im vecjo soglasje delavcev za podaljSan delavnik. Eti¢no sporno je
prikazovanje delne slike problema. Menimo, da so tak$ni pojavi del vsakodnevne prakse ne
samo Vv poslovnem okolje, vendar tudi v vsakdanjem Zivljenju. Ljudje smo nagnjeni k
osvetlitvi samo tiste tocke problema, ki je v prid zelene resitve. V naSem primeru je vprasanje
kako bi se delavci odlocali, ¢e bi imeli na razpolago vse podatke.

Eti¢ni dvom 2: Eti¢ni dvom predsednika sindikata 1

Zaupanje med predsednikom sindikata in direktorjem podjetja Moje podjetje d.o.0. je na zelo
nizki ravni. Vzrok za takSno raven zaupanja so dolgoletne teZave podjetja, ki so nastale ob
izvajanju prestrukturiranja podjetja Moje podjetje d.0.0. Pri vsem tem sindikat s svojim
delovanjem ni prav veliko dosegel. V procesu prestrukturiranja je podjetje odpustilo 1650
delavcev in sindikatu ni ostalo drugega, kot da poskrbi za spostovanje vseh zakonskih
obveznosti napram odpuscenih delavcev. Podjetje je, zaradi tako Stevilénega odpusScanja, bilo
pod drobnogledom javnosti, tako da bi pravice odpuscenih delavcev spoStovale tudi brez
delovanja sindikata. Prvi eti¢ni dvom, ki se je pojavil pri predsedniku sindikata je, ali sprejme
predlog direktorja podjetja Moje podjetje d.o.o. in privoli v 12-urni delavnik, ali pa ga zavrne.
Pri zavrnitvi predloga bi tvegal prevzemanje odgovornosti za morebitno stagnacijo podjetja.
Ne glede na izhod pogajanj z novim kupcem bi javnost lahko zelo kriti¢no sprejela njegovo
zavrnitev predloga. S sprejetjem predloga pa bi tvegal pad njegovega ugleda med delavci, kjer
bi se delavci zaceli sprasevati, o moci sindikata, ki v bistvu samo sprejema predloge vodstva
podjetja in prav malo naredi za delavce.

Eti¢ni dvom 3: Eti¢ni dvom predsednika sindikata 2

Drugi eti€ni dvom predsednika sindikata se pojavi ob moZnosti uporabe vpliva svoje funkcije
v sindikatu za doseganje osebne koristi. Glede na okolis¢ine problema je sprejetje predloga
direktorja skoraj imperativ. To ima dobre strani za vse udelezene. Predsednik sindikata bi
torej, s sprejetjem predloga verjetno dobil dodatne pozitivne tocke javnosti in dolgorocno
povrnil delno izgubljeno zaupanje delavcev. V vse to bi verjetno lahko »vgradil« zaposlitev
svoje Zene, ki je bila nezaposlena. Direktor podjetja bi verjetno zlahka sprejel ta njegov pogo;j.
S druge strani bi odkritje njegovega pocetja, pomenilo konec njegove sindikalne kariere in
javno osramotitev.
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Eti¢ni dvom 4: Eti¢ni dvom direktorja podjetja

Direktor podjetja se je ob predlogu predsednika sindikata, da sprejme njegovo Zeno v sluzbo
nasel v eticnem dvomu. Lahko bi zavrnil predlog predsednika sindikata in s tem tvegal stavko
v podjetju, kar bi verjetno pomenilo konec zgodbe o pridobitvi novega strateSkega kupca. V
primeru sprejetja predloga pa bi ob morebitnem razkritju njihovega dogovora, vsekakor prislo
do obsojanja javnosti obeh. V primeru sprejetja predloga predsednika sindikata bi najhitreje
resil problem.

Primer je zelo dobra ponazoritev uporabljenega izraza na zaCetku tega Clanka »politicni
utilitarizem«. Direktor se je odlocil sprejeti ponudbo predsednika sindikata, ker je ocenil, da
bo s tem uspel pridobiti nov posel in s tem direktno vplivati na ugoden izid za podjetje.
Zaskrbljujoce je dejstvo, da pri tem ni niti malo razmisljal o eti¢nosti svojega pocetja. Ce
lahko najdemo za direktorja »opravi€ilo« za o€itno neeticno ravnanje v luc¢i skrbi za
poslovanje podjetja, tega ne moremo nikakor storiti za predsednika sindikata. lzkoristil je
pozicijo moci, ki jo ima zaradi delavcev in zaupanih mu mese¢nih €lanarin za ozke osebne
interese. Gledano relativno je direktorjev eti¢ni prekrSek manj resen od sindikalistovega.
Veliko vprasanje, ki se postavi ob vsem tem je (ne)reagiranje sindikalne baze in lokalne
javnosti na ociten neeti¢ni postopek njihovega predsednika in direktorja podjetja. OcCitnost
storjenega je pokazatelj viSine tolerance do eti¢nih nacel, ki ga ima okolje poslovnega
subjekta, kakor tudi sam poslovni subjekt v katerem se je omenjeni primer zgodil. Kar je Se
bolj zaskrbljujoce, primer ni priSel na Casopisne strani, prav tako se ni v podjetju Moje
podjetje d.0.0. jemal kot nekaj problemati¢nega, neeti¢nega. Do tako visoke tolerance se ne
pride od vceraj do danes, ampak to traja neko daljSe casovno obdobje. Ljudje se morajo zaceti
sprasevati, pogovarjati in govoriti o nekorektnosti tovrstnih dejanj, drugae bo vsako
naslednje neeti¢no pocetje Se bolj neeticno.

lzrecno |1]'1."|.H'|1.-'1."|:|iillﬂ

»SIV0 OBMOC|Ex

Slika 1 Sivo obmo¢je med izrecno dovoljenim in prepovedanim. Povzeto po »Strateski
management«. (Tavcar, 2002, str. 47)

“Med tistim, kar zakoni izrecno prepovedujejo, in tistim, kar izrecno dovoljujejo, je prostrano
sivo podro¢je (Slika 1), kjer se lahko dogaja marsikaj, vendar tudi moralno ni. Ozenje tega
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podrocja s podrobnejSim obveznim normiranjem (kodificiranjem) se slabo obnese, saj prevec
utesnjuje prostost delovanja in dusi ustvarjalnost in pobude.” (Tavcar, 2002, str.47)

Etika in spostovanje eti¢nih nacel pri menedZerskem odlocanju je potrebno vsem deleznikom
poslovnega subjekta, kot tudi poslovnem subjektu samem. Ce v poslovnem subjektu prevlada
neetino ravnanje in iskanje lukenj v zakonih in predpisih, to dolgorocno lahko pripelje
podjetje do propada. Razen kratkoro¢nih koristi, ki jih menedZer verjetno ima v cCasu
neeti¢nega ravnanja, dolgoroc¢nih koristi podjetje ne more imeti.

6 Zakljucek

Studija primera obravnava etiko okoli§¢in. Ce povzamemo, vodja proizvodnje in direktor sta
bila v ¢asovni stiski in bi jih zacetek dolgotrajnih pogajanj s sindikati oddaljil od Zelenega
cilja. Lahko bi rekli, da sta se odzvala situacijsko in da nista preve¢ razmisljala o eti¢ni plati
sprejetih odlocitev. Glavno vodilo je bilo ¢imprej$nja vzpostavitev potrebnih pogojev za
potrditev narocila kupcu. Vodja proizvodnje pri svoji predstavitvi ni lagal, sporno je to, da ni
povedal resnice v celoti. Res je, da v konkretnem primeru v koncnici ni priSlo do krSenja
pravic zaposlenih. Njegov glavni namen je bil, da s ¢im manj pripomb dobi soglasje delavcev
za resitev, ki je bila dobra za celo podjetje.

Podobno lahko ugotavljamo za direktorja podjetja, vendar pri njem je zadeva malo drugacna.
Ob predlogu predsednika sindikata ni bilo nobenega dvoma o neeti¢nosti predloga. Vendar je
direktor gladko pristal na predlog, raCunajo€ na ¢im prejs$njo reSitev problema.

Ce sta dejanja vodje proizvodnje in direktorja nekoliko opravi¢ljiva, ée upostevamo prednosti
katerih podjetje bo delezno ob vseeno eti¢no spornih odlo€itvah, za dejanje predsednika
sindikata ni nobenega opravicila. Res je, da ne moremo govoriti o manj ali ve¢ etike pri
nekem dejanju, vendar primeri iz prakse, kot je na$, kar kli¢e po taksni obravnavi. Ni ista teza
direktorja, vodje proizvodnje in predsednika sindikata. Ce bi obstajala lestvica »neeti¢nosti«,
potem bi najteZji »prekrSek« bil predsednika sindikata, zatem direktorja in na koncu $e vodje
proizvodnje.

Direktor podjetja Moje podjejte d.0.0. in vodja proizvodnje bi lahko eti¢no ravnala in zavrnila
predlog predsednika sindikata ter predstavila delavcem obe plati uvedbe podaljSanega
delovnika. Ni zagotovila, da bi s tak$nim ravnanjem ogrozila potencialni posel in razvoj
podjetja, vendar je obstajalo tveganje. To je pa tista cena, ki bi jo podjetje moralo placati za
ohranitev eti¢ne Cistosti. Na kratek rok je direktor resil problem s sprejetjem eti€no spornih
odlocitev, vendar na dolgi rok je dal vedeti sodelavcem, predsedniku sindikata, ¢lanom
sindikata in lokalnem okolju, kakSen je njegov odnos do eti¢nih nacel.

S Studijo primera smo Zeleli pokazati kako so v posameznih primerih menedzerji v veliki
skus$njavi, da uberejo bliznjico pri reSevanju vsakdanjih problemov. To ne pomeni, da taksne
bliznjice odobravamo, vendar je za razmisliti, ali so prav vsa drobna, in kljub tej drobnosti

eyee
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strani pa prav dobro vemo, da se vse mora nekje zaceti. Verjetno drzi, da se toleranca na neko
neeti¢no dejanje dviga vsaki¢, ko to neeticnost ne registriramo in ne obsodimo. Po tej poti
smo tudi priSli do danasnje situacije, kjer vse ve¢ imamo situacijske etike v podjetjih, ki ni
vedno nujno slaba, vendar bistveno vpliva na dvig tolerance menedzZerjev in druzbe do
neeti¢nih dejanj.

Sprejemanje eti¢no spornih odlocitev v podjetjih in pasivnost okolja v katerem podjetje deluje
vedno hitreje zviSuje toleranco do takih dejanj. S podobnimi Studijami pripomoremo k
ozavescanju druzbe in spodbujamo posameznike k dejanjem ki bodo v prihodnje vplivala na
zmanjSevanje nastanka eti¢no spornih dejanj. V strokovni literaturi nismo zasledili podobnega
obravnave konkretnega primera. Nasa Studija lahko spodbudi kritiéno ocenjevanje dosezkov
pogajanj med sindikati in vodstvom podjetij. V S$tudiji smo se omejili samo na eno
organizacijo, v prihodnje bi bilo dobro narediti podobno Studijo Se v kakSnem podobnem
podjetju in primerjati pridobljene rezultate z nasimi.
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Ethical question of negotiations with the trade unions in the
company Moje podjetje d.o.o.

Abstract:

Title: Ethical question of negotiations with the trade unions in the company Moje podjetje d.o.o.
Research Question (RQ): In a case study dealing with the relationships between business entities
and their social environment, in keeping with ethical principles. We used a concrete example of
the union negotiations with the company management Moje podjetje d.o.0.., as a typical example
of managerial practice.

Method: When writing the study we was to systematically review the achievements of eminent
experts on the surveyed area. We also used the method of participant observation

Results: As a result of the research present a solution for managements doubt, described the
ethical contradictions that accompany selected managerial decisions and explain what are the
possible alternatives chosen solution managerial doubt.

Organization: Business entities are in their everyday operations often experience that ethically
dubious decisions more quickly pursue their aims. In the longer term so doing does not work out.
Society: Receiving ethically controversial decisions in enterprises and the passivity of the
environment in which the entity operates faster and faster increases tolerance to such acts. Similar
studies are helping to raise awareness of the company and encourage individuals to action that will
in the future have an impact on reducing the occurrence of ethically questionable acts..
Originality: In the literature we did not find a similar case example. Our study can foster a critical
appreciation of the achievements of the negotiations between trade unions and management
companies.

Limitations/Future Research: The study was limited to only one organization. In the future it
would be good to do a similar study in other similar company and to compare the results obtained
with our own.

Keywords: ethnicity, doubt, utilitarianism, manager, negotiations, ethics, decision.
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