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PROLOGUE  
 

 

 

It seems clear that humans are called to achieve a positive and generalized 
development, which allows us to go on in our earthly life. From the 
intellectual and social standpoint we can see great opportunities — that 
have a large and positive impact on the more than seven billion people 
inhabit the Earth — which are being repeated and analyzed in recent 
years with great consensus: environmental degradation, reduction of 
people’s sovereignty and a large concentration of power in the financial 
sphere. 

Today, with liberal globalization, the catechism that is marking the ways 
is: the production, technology and finance. The production is and will be 
increasingly in emerging countries, the technology still mostly in the West 
and finances in the hands of the big banks wherever they want to place. 
Nothing to do with a few decades ago: the Church, the Army… Now 
everything it is much more sophisticated, more sibilant, more deceptive, 
more technologically if it is possible. 

We must know that we are facing unknown challenges, always true by 
definition, but currently the size and importance of taking environmental, 
social ties with their relationships and attitudes, and the tremendous 
importance of impersonal finance; place us, hastily, in a paradigm too 
unknown. On the other hand, the global free market will lead to the great 
powers and the big corporations, to be the players and actors who fight in 
the first division, leaving nothing of relevance to the rest, the majority. 

Today more than ever, following the events that happen every day, near 
and far, there is a question on many people’s minds: Are we experiencing 
a systemic and acute crisis, that puts the Western world in a clear 
regression about what we know or it is a the gestation of a revival of the 
capitalist system, that will end up strengthened? 

We have come to know and admitted, for decades, major social 
differences worldwide as one sees rain, as it well should be, which in any 
case better times will come. We have also been aware of that society, 
citizens and the States did not have enough financial background to 
provide, even the so hackneyed 0.7 % to relieve, not eliminate, the 
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shameful inequalities. Meanwhile, the West, the free market, of course 
that famous 1 % were engaged in building infrastructures, which essential 
said, consumption habits for the middle class and some jewelry of 
financial products — they were not rich enough —, convincing half the 
world in the “American Dream”. 

This madness, generated by those who have provided a middle class with 
continuous deception by a terrible household debt to thirty or fifty years 
and exponential enrichment for them immediately, bust five years ago, 
and it is when states and troika inject billions and billions of dollars and 
euros, which was never before possible for bleeding humanitarian issues, 
that they support the fall of the big banks. Besides, let them become the 
main actors of a new society that keeps its debts while begins to perceive a 
lower wage income and a continued decline in the value of its assets, that 
presumed would allow them to forget their hardships for life. But this is 
not the worst, since from the political powers also impose some 
restrictions — it is necessary a hard and fast austerity — that undermine 
the achievements of the last fifty years in education, health, social services 
and research and against emotional stability of millions of families who 
are totally disoriented. 

The result today is that social differences in our environment are greater 
than ever and the large Spanish banks, after driving out over forty 
thousand employees, and the top two boast, to be winning more than two 
billion euros, each, in the first half-year. Absolutely insane. 

This type of actions leading to have a society subsidiary of the political 
and economic power, with layers of the same, in situations of deprivation 
and disorientation, it is not what from ner group we are going to allow or 
facilitate, entering without friction in its chain of transmission. We must 
put our grain of sand in that people do not lose their savings and wages, 
plundered by heartless banks that dress themselves as social and close, 
and help build a new society, fairer and more sustainable, from our 
professional and personal activities. We have to be more supportive of 
each other and in our immediate environment, and avoid dependence of 
large corporations and multinationals, which mainly use people, although 
they proclaim opposite. As Malcolm Muggeridge said: “Never forget that 
only dead fish swim with the stream”. 

The “21 years made by ner” including fourteen years in Irizar, where this 
way of being and doing, in a new style of relations took shape, 
background and life, plus the seven years from the first seed of ner group, 
have demonstrated a without precedents success over two long decades, 
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including various crises, such as ninety-two, two thousand, two thousand 
and eight. It is a long period with many different organizations and 
adverse circumstances that support the basis of ideas that underpin the 
project, such as: people-based, focused in customer and efficiency, and in 
harmony with society. At some point, people with high responsibilities in 
the Basque Country may explain, after so many verbal concern about the 
conditions of workers and society, why, however, continue to defend and 
providing a model of labor relations based on the minimum cost of 
workers and the confrontation between employers and unions.  

For our part, we are now in the right time to take new steps of 
collaboration between the various organizations that compose ner group. 
The potential synergies between more than twenty organizations and over 
one thousand and five hundred people with enthusiasm, confidence and 
good work, are an excellent basis for new opportunities for the incoming 
years, by those who give birth to new and ingenious ideas for “Just and 
Sustainable Human Development”. 

On the side from people arises the opportunity to take a new leap in the 
role that they perform in our organizations today. The current style of 
relationships, with the teamwork, transparency, freedom, trust, 
responsibility, decision-making assemblies, the distribution of the 
harvest... is well known and accepted by a large majority, aware of the 
effect Bell of Gauss. We must climb another step in the participation of 
more and more people in the many ideas that arise throughout the year 
on issues related to society, and two steps in getting people to connect 
with their true natural talents and be aware of what they really are able to 
feel and do. 

We talk about innovation as what you want to achieve, as the harvest you 
reap, but rarely clarifies that the origin is the intangible that people have 
inside in a personal and natural way, which is not transferable, and are 
our skills and abilities, our creativity that requires encouragement and 
opportunities. 

Team work expands the vision, but the humans tend to routine and to 
apply linear thinking, that is what has been exercised in his educational 
journey, and to think that capacity is reduced with age. And therefore, the 
working life is a punishment that has to be supported. 

However, it is about developing the creative thinking, turning from time 
to time of what is formal day to day work, which lead us to routine, and 
test our creative and skills we are born. It is time to harness the skills and 
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attitudes and encourage vocations and opportunities. In ner group we 
know that our organizations are not formed by organizational watertight 
mechanisms, processes and procedures that define the tasks and leave no 
room for personal creativity, we know that are formed by people with a 
life that involves feelings, principles and relationships. 

The agreement of the assembly, one hundred percent, known in Ampo 
within the presentation of the 2013 Strategic Thoughts, about the need to 
dedicate time, each and every one of the people, economic resources and 
adequate space to cultivate the talent that each person treasures, is 
presented as the greatest opportunity displayed. It will be a new milestone 
in the coming years, both for Ampo and for ner group organizations and 
their environment. 

 

Koldo Saratxaga  

August 2013 

 



 

 

Chapter I 

PANELFISA, COOP, THE IMPORTANT THING 
WAS NOT THE SCREWS 

 

 

 

Introduction 

I remember three years ago when we first visited Panelfisa and saw so many 
millions of screws everywhere and of all sizes, mostly for the automotive 
industry, and the importance for all of our partners had those tiny artifacts. We 
thought that with so many characters, so diverse, with different name, and so 
many monitoring and attention required, it would be difficult to change the 
culture of the approximately 80 people who made up the cooperative. 

By contrast, the change experienced in this time has been spectacular, as 
persons have become the protagonists, to internalize exactly what united them 
and not what disunited them.  

Who better than them to tell. 

The overview of this period, this ner experience, is made by Satur Ormazabal, 
Panelfisa Manager for years, S.Coop. Coordinator during this process. 

The answers to the interviews correspond to: 

Eneritz Arkauz (Aretxabaleta, 36 years old): President of the Governing 
Council from May 2012, committed team leader (CPEPC) and previously 
worked in organizational change implementation of continuous improvement 
and later in Quality care customers (complaints, returns, etc.).  

Alberto Florensa (Barcelona, 46 years old): Leader of the ESC that deals with 
the automotive market with customers who have decision-making centers in 
Spain, France and Belgium. For many years he worked with two 
manufacturers of fasteners in Barcelona, and just landed in Panelfisa, at four 
months, lived the organizational change. He lives in Barcelona. 

Emilio Olalla (Tolosa, 40 years old): ELC- Logistics Leader concerned with the 
process of packaging and expeditions. Before organizational change worked in 
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packaging, and later, for many years, worked with outsourcing suppliers. 
Initially, it was someone else who led the team, but could not continue and 
Emilio accepted the challenge to do so, despite the difficulties.  

Miguel Angel Pando (Tolosa, 43 years old): Before the organizational change, 
worked in press section and after the change was chosen by his peers to lead the 
team ELC- presses, together with another person (Rebollo). After two years, 
both proposed to have rotation and to elect two new leaders. Currently, Miguel 
Angel continues in the ELC-Presses team as one of its members. 

 

 

If aptitude sum, attitude multiplies 

While he was recovering from an “unexpected” accident at work and 
turning over the head the need of a new direction for Panelfisa, I decided 
to attend a conference in Adegi that Koldo Saratxaga gave the June 16, 
2010. Koldo set out the principles of new style of relations (ner) and then 
Xabier Berasategi, President of TTT Goiko, recounted the experience of 
its implementation.  

Many years ago, in a conference on reengineering, had listened to Koldo 
expose what they did in Irizar. We also read the books, Symphony or Jazz? 
and A New style of Relations, that made me think how nice it would be to 
live in an organization of this kind, though not quite believe it was 
possible or simply doubted that it was right time. 

At the conference I was surprised how clear Koldo spoke in front of 
Association of Guipuzcoan employers, criticizing those organizations 
who only seek maximum profit for shareholders, criticizing the attitude in 
sectorial agreements that harms businesses in difficulty but serves the 
profitable companies, criticizing not to distribute a greater percentage of 
the profits even though in the past 15 years it had been better for 
employers than for workers.  

The concepts of generosity and solidarity rang clear, he was wondering if 
yielding was a sign of weakness or intelligence, also criticizing the unions 
that put ahead their interests in projects where the viability was at stake.  

In relation to the existing problems in organizations, I was identified, 
among other items, with the lack of focusing in customer and efficiency, 
the problem of power in the hierarchy, the problem with the essentials, 
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the problem of the urgent, problems with the service and the lack of clear 
economic concepts.  

I heard and understood for the first time the need for organizations to 
accept the diversity of people (Gauss bell curve), boost creativity of all of 
them in a common project and share the harvest. 

It was very interesting to hear that it was not about looking for something, 
but that life had to be opened to find things that give the spark. Rather 
than stare at what is sought, be opened to opportunities and, above all, to 
meet what you have inside. Maybe it was time to stop looking and look 
inside to see what we could find. 

 

 

Panelfisa 

“All knowledge starts with the feelings.” 
LEONARDO DA VINCI 

 

Panelfisa is a cooperative of 80 people dedicated to manufacturing 
fasteners for the automotive and domestic appliances. As in many 
cooperatives, they had a paternalistic way of acting and the internal 
organization was traditional. He always had clear his international spirit 
and had established commercial and logistical deployments in Poland, 
Chile, Germany, Cuba and Taiwan.  

The 2004-2008 period was positive for the company and with the onset of 
the crisis in 2009, the reduction in activity was 16.1 %, but were able to 
stay relatively well.  

By the clear social sensitivity Panelfisa grew, we decided then, in 
assembly, reducing us 4.5 % of wages and hours to avoid layoffs of people 
on temporary contracts, and then in 2010, it gave up half an extra 
payment.  

The relevant information of the results was given to the cooperative 
holders by information meetings, albeit in a very brief way. 

However, in 2010 the activity was recovered, and then we had serious 
problems with our customer’s service that caused us very high cost in 
emergency transport. The situation by then can be described as follows: 
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•  For years, the company did not quite have a return in line with 
the activity developed and this created a lot of frustration. 

•  The problems with service were not resolved and quality 
problems were worrying. 

•  The physical separation between the office and the workshop 
was a reflection of the real situation. 

•  Efficiency levels were low. 

•  Overtime inevitable. 

•  The atmosphere was good in working sections, but 
deteriorating. 

•  People were demotivated, most was only doing their task and 
many were thinking in changing jobs as an opportunity arise, as 
they saw no future security.  

•  Following major investments made in 2008, thinking about keep 
growing, the crisis in which we were put us in a difficult 
situation with the indebtedness generated. 

 

We had always seen the need to undertake improvements, and since 2000 
we had attempted to use such tools 5S, continuous improvement, and 
scorecards and even had developed a strategic plan with an external 
consultant for the period 2008-2012 with the participation the Board of 
Directors (CD).  

In the case of continuous improvement had hired in 2005 with a well-
known consulting to implement it, but it did not work out, especially for 
problems with bosses, rather than workers, was considered extra work 
that hinder on the daily basis, and overall, I think it lacked humility to 
accept foreign aid. Not to mention the frustration generated by such 
projects, which eventually reduce the credibility of proponents. 

Despite our concerns, we kept operating as a traditional company, as I 
mentioned, a classic chart where the real operational power was between 
few people, each one of them did not enter into the field of the others, and 
where were many meetings, but with few resolute decisions.  

People in charge are usually very busy in the urgent, bottleneck of the 
organizations, and decided according to the priorities that they have or do 
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not decide whether it affects the power of another area. Since they cannot 
do everything, the other people who usually know the solution are 
waiting, are discouraged, they become accustomed to the situation, and 
this means that, ultimately, the organization is inefficient. 

I think those of us in positions of responsibility are trying to do things the 
best way possible, in general, but we find it hard to accept mistakes and 
try to blame others for the same. We feel misunderstood by the workers, 
but we often lack self-criticism and humility to look in the mirror.  

We rolled in the making and it cost us express our feelings, the ego plays 
tricks on us, makes us want to have everything under control and prevents 
us from trusting, sharing and delegating really.  

We’re charging decisions and work and we are just generating a backpack 
that keeps us from being free. There is nothing better than feeling that the 
load is distributed, but for that, the initiative — leadership — of this 
change must come from the one that carry the load.  

It was like shaking your head against a wall, my backpack was filled to 
the top and the conclusion I came to was that until we change the 
organization, all will remain more or less the same, with the added risk of 
living a long period of troubled waters. 

 

 

Decision 

“Everything seems impossible until it is done.” 
MANDELA 

 

After that Koldo’s conference in June 16, 2010, I thought every process of 
change had to begin for oneself and realized that, although I felt that it 
was the change we needed in Panelfisa, instead of trying to convince the 
Board of Governors (CR), I had to be completely open to sharing insights 
and analysis with its components.  

The CR had just been partially renovated with the addition of two young 
people, Eneritz and Kepa, who were to bring freshness, judgment and 
leadership at a critical time. As representative of the property of the 
cooperative, to the CR corresponded to the initial decision. 
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TTT Goiko — where ner had been implanted as Xabier Berasategi 
explained in Adegi — provides heat treatments to Panelfisa, and through 
a call to its manager, Imanol Larrañaga, arranged a visit to meet there 
Oscar Garcia, from K2K. Kepa accompanied me, one of the two new 
members of the CR.  

Oscar told us what it was the new style of relations, and as he showed us 
the workshop, we could see the efficiency indicators and euros they were 
using on hardware.  

The visit was very interesting and Kepa transmitted the experience to 
other members of the CR, in who raised the interest and enthusiasm. 
Then we were downloading from the website of K2K the book Success was 
the trust. 

The CR was agreed that a radical change was needed in the organization 
and understand the importance of the decision, we believe that in addition 
to Koldo, we would call to a well-recognized consultant and also would 
talk to people with experience in the sector. 

The proposal reminded us another one which was given to us in 2005, to 
implement a continuous improvement system. With the same model of 
action, now referred to organizational change, with a project team, 
without people in the workshop, teamwork, etc. But in essence, the 
proposal did not question the decision model, which was the traditional 
hierarchical. It sounded like more of the same and we were not willing to 
repeat the experience, considering that it was not going to excite and 
would also lead to a lot of frustration if it did not succeed. 

On the other hand, Koldo and Oscar, on a visit to Panelfisa, explained in 
a very simple way what it was ner, a project based on people and focused 
on customer and efficiency.  

They indicated us that annually the CPI rose in wages and, being 
cooperative, 20 % of the profit was distributed among all people 
(members and nonmembers). The equilibrium wage they propose through 
reducing levels, which permits versatility and self-managed teamwork; 
overtime were suppressed and stopped registering.  

If the CR, as a representative of the property, accepted this style, finally 
assembly that would decide whether K2K Panelfisa entered.  

We provide general information without any documents involved, on the 
progress of the cooperative, and Koldo and Oscar proposed us to visit 
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Ekin and Lancor to tell us their experience, and we agreed that they 
would send us the proposal in writing. 

Ekin and Lancor visits deluded us, although they told us the difficulties 
that a change of this type, though, none of them was willing to back 
down. September 25, 2010, Koldo sent us the written proposal and told 
us: “Take your time and be convinced of the decision.”  

The CR was unanimous in deciding the change, aware of the 
responsibility and risk that entailed, but with all the desire to promote 
what Panelfisa needed. 

We got in touch with Koldo to meet with us and as we had not been 
requested a balance or an income statement, tried to explain without 
mufflers what the situation was in Panelfisa.  

After listening, later told us to go on, adding: “I will go along.” Never 
enough appreciate the generosity and confidence placed in us at that 
meeting. Thank you very much, Koldo. 

Later, I met with the CD to explain what the decision of the CR was and 
I fully supported it. I must say that, unlike other processes of this type 
where the loss of power and made certain changes, usually involve a 
rejection by members of the CD; in Panelfisa all members acted and 
continue acting from their current roles with generosity, understanding 
that the cooperative needed a change and preferring the common interest 
to personal.  

Despite the changes and challenges in the process, no CD member has 
acted deliberately against it and it is fair to be grateful. There were 
outsiders who asked if I was crazy, because, as he said, the first thing 
Koldo usually did was to change the manager; I replied that I was willing 
to change, as they were willing to change the other members of the CD. 
This is one of the legends about Koldo and here, otherwise, was not 
applied. Just a sample of that ner is not a model or a recipe. 

In November 2010 we had a special meeting with the members of the 
cooperative where they spoke out, including self-critical, explained the 
decision of the CR, the need for change, the steps in the process and the 
proposal from K2K.  

They organized a bus for people interested could visit Ekin and Lancor 
(41 signed up) before the meeting that was to make the 14th of December 
2010 with K2K, when we all would decide whether or not to accept the 
principles on which is based the new style of relations. 
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Then came the day of the assembly, where Koldo, accompanied by Peio 
Alcelay and Ainara Saratxaga, exposed to all Panelfisa people, members 
and non-members, in what consists the new style of relations, and, after 
some question, went to vote. The result was 100 % of people in favor and 
ended with spontaneous applause to the decision and to the Koldo’s 
exposure. The spark had arisen.  

Nobody expected this overwhelming score, which seemed clear that the 
need for change was internalized in all Panelfisa people, regardless of 
their motivations were different, of course, in the interest of each one. 

In some visit that we usually have to know our experience, I have been 
asked how to arise that spark that allows drive change and I think the 
answer is that the need to change is internalized.  

It is not something that can be explained rationally, because it affects 
more to the emotional side, but it is clear that it is difficult to excite deep 
changes that are more of the same.  

People involved in the assembly have to see that are deciding to board a 
radical change, a challenge. In spite of the risk into the unknown, there is 
nothing more motivating than trying to do something completely 
different, but unfortunately, we don’t usually move until we see the wolf 
ears.  

When once started the spark, what matters is what we do to keep it in 
time. There are those driving the process from the beginning and others 
are incorporated as they see changes and results. 
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New organization 

“If you want different results, don’t do the same.” 
EINSTEIN 

 

Peio Alcelay from K2K would accompany us closely throughout the 
process of change and January 3, 2011 Koldo, Peio and Ainara landed in 
Panelfisa.  

They began to meet with all the people to know their concerns and see 
what the strengths and weaknesses of the organization were. 

With German thoroughness, as they committed, at 42 days, February 11, 
2011, presented to the assembly the new organization. This was a circular 
chain, which began and ended on the client, whose links were made up of 
the following teams:  

1. Customer Satisfaction Teams (ESC): would be 3 teams 
assuming the customer relationships. 

2. Technology Services (SERTEC): Design, Quality, Maintenance 
and Knowledge. 

3. Supplier Relations (RP). 

4. Relationship Outsourcing Providers (RPS). 

5. Online Customer Equipment (ELC), ELC-Presses, ELC-Rolls 
and ELC-Logistics. 

6. Engagement Team (CPEPC). 

7. Support Service (SEAP). 

8. Steering Team (EP): Coordinator and leaders of all teams. 

 

It was proposed a leader for each team and for the case of ELCs, they 
elect their leaders.  

In this proposal all the leaders except one did not belong to the previous 
CD, the figure of Production Manager disappeared and the person who 
held this position became part of one of the ESC teams, and currently 
leads our market in Mexico.  
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The ELCs would be self-managed teams that would be responsible for 
responding on quality, cost and service to the needs of customers.  

Previously, the CD was composed of the Heads of Production, Technical, 
Quality, Purchasing, Sales, Finance, Human Resources and Quality 
Management, while the EP were to participate 15 people, all team 
leaders, which involved the incorporation of 6 persons of the workshop to 
the highest decision-making organ. A radical change. 

As for the wage balance, the proposal was to reduce from the existing 14 
levels to 8, with up to 4 different levels in some sections. In addition, in 
those activities with more people involved, it was settled basically 2 levels. 
The salary revision entailed an average increase of 6.15 % which would 
take place in three years. 

It was presented the new format for the operating statement, together with 
an analysis of the results from 2007 to 2010, and an explanation of the 
main concepts and variables such as gross margin, production net sales 
price, fixed costs and cash flow.  

The information in the operating statement is given monthly to all teams 
that are going well formed in their interpretation; see what affects their 
business sections, so that they can contribute to improving gross margin 
and the final result. 

Among other things, K2K in the exposure added the following: “WE 
MUST leave the COMFORT area and enjoy creating something 
DIFFERENT”. 

 

 

The change 

“It is you who must change, not the others.” 
PRAJNANPAD 

 

February 14, 2011 we started with this new organization and Peio was 
meeting with leaders and teams to explain how to get started. Aldo, RP 
leader, had just met with Peio and asked: 

—How you doing? 
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—I have gone worse than I entered. 

—How so? 

—He said that we question everything we are doing in relation to 
suppliers, imagining that I have a blank front and everything to do. 
We establish some indicators that measure what we are doing and 
how we interact with suppliers, and then we raise ideas to improve 
it by tracking as we receive. He has not finalized anything of what I 
have to do! 

 

Because the new organization starts from the overnight, the feeling of 
chaos and do not know what came over especially those who had to lead 
a team, which generated insecurity.  

As there is no recipe, it’s the team that has to go by and decide, 
maintaining the agreed principles, but entering into unknown areas, either 
in its internal functioning as a team or when interacting with other teams.  

In this new situation conflicts are happening and that is where the support 
of Peio clarifying concepts allowed the new organization going on. 

We had all voted for change, but overall it was evident the tendency to 
think that it is the others who have to change, and much easier to see 
what they have to do instead of we have to do personally. However, the 
change has to start for each one. 

With the course of time and routine, we have all created our comfort zone 
that allows us to feel safe doing what we dominate. Out of the comfort 
zone is entering a danger zone, where we can make mistakes. While we 
recognize that no one learns without making mistakes, we have not been 
educated about it and even some anger has been thrown to us when we 
have mistaken.  

It costs a lot to take the option of wandering; we get scared, insecure and 
ultimately it brings us back to the comfort zone. If we dare to come out, 
eventually we learn with the mistakes and adding up accomplishments, 
we turn to feel proud and happy of what we have achieved. It’s up to us 
to continue this circle rather than accommodate.  

At the team level, it is important that its members claim the ability to 
make mistakes and learn from the mistakes to continue. If this is 
internalized, takes a lot of pressure and everyone can express themselves 
more freely. Nothing is worse than no decision is taken, but while this is 
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not assumed, the teams advance at different speeds, so finally it is 
visualization of results which makes all the teams progress. 

Thus, the teams were establishing indicators of quality, cost, efficiency 
and service, and we all began to measure prioritizing those that are 
expressed in euros.  

For the first time, we measured the production in euros and got used to 
do it more quickly than expected. These indicators are measured and 
publish daily (egunero), weekly (astero) and monthly (Pilot report). 

There is usually hearsay regarding this ner change and a widespread 
species was that there would have to work a lot of hours, including 
Saturdays (nothing to do with reality); some people started this process 
with expectation, without getting involved and to some proposals, 
slowing.  

Some people who had levels of responsibility as managers or middle 
managers, the attitude was also to remain on the lookout. But as you go 
through the process, clarifying misunderstandings and the results are seen, 
people who are waiting to start then understand and, little by little, join 
the project.  

On the other hand, this style is extremely uncomfortable for the people 
who like to have control or like to feel essential through the knowledge 
that they do not shared with anyone, and in the end, if they do not adapt, 
some of them end up leaving. 

This style forces us to listen and talk much more, ultimately, to relate 
more and better, which is not easy, as we see not only at work but also in 
our daily lives. Transparency, communication, generosity, trust, empathy, 
data and common purpose are the foundation that can allow us to relate 
better.  

In Panelfisa, as has been consolidating the style, people mature, they 
grow and the relationship is now much better than two years ago, even 
though we have a long way to go. 

From the moment he had ceased to exist the figure of the Head of 
Production, we decided to make a 15-minute daily meeting between, 
ELC, Coordinator and SERTEC where we would share the status of each 
team and problems, incidents, breakdowns, customer complaints, the 
relations with suppliers, etc.  
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So that, for example, with a low or extra load people from team would 
assist to another. It cost firstly, but then it was performed on many 
occasions, which brought us flexibility, versatility and, of course, 
efficiency. 

 

 

Fast results 

“The religion of all men must be to believe in themselves.”  
KRISHNAMURTI 

 

No miracle results don’t exist, since all that is achieved and improved is 
made in time and based on a lot of enthusiasm and effort. But when it is a 
team of people who put into play all these factors for a common goal, the 
progress goes off the map.  

 

Service 

The first result was rapid and surprisingly service. From June 2011 until 
late 2012, the service was almost 100 % with an average delay of 0.5 days 
to complete the order.  

The service is managed through an engagement meeting in which a 
representative from each team sees the situation of engaged deliveries for 
the current week and the next.  

So all teams participate in the commitment of complying with the client. 
In turn, this involvement can increase the demand, thanks to everyone, 
including the ESC, so it is up to them to try to get the best information 
possible for the client to, once again together, commit to fulfill it.  

Planning for the next week is measured in Euro and based on the speeds 
and efficiency levels specified by people of the teams. 

We never imagined that they could reach the actual current level of 
service, the speed with they act when problems arise, the communication 
with the customer and the involvement of so many people in getting the 
best service to our customers. 
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Production 

Just begun interviewing, before giving way to the new organization, Peio 
and Koldo identified in the ELC-Presses a situation in which, in short, 
there was a clear problem of loneliness and a lack of awareness in many 
people, who also were forced to feel guilty when not getting the expected 
results.  

The solution given was that they would be accompanied by: 

•  RP to provide raw materials on time. 

•  Team Commitment, so that the needs were clear in advance and 
with proper batch sizes. 

•  SERTEC, for the tool to arrive on time, people with knowledge 
being nearby, the maintenance supporting, and quality trying to 
act in a preventive manner.  

•  People of the team with more knowledge should support others 
forming and should be increased versatility between machines. 

 

The average production for 2010 was € 33,000 / day and at a meeting 
where all of these ideas were discussed, Koldo said it could reach 50,000 € 
/ day. They said it was impossible. After a lot of talking and after some 
relationship conflicts, compensated by the illusion that existed in most 
people’s ELC-Presses and with the support of RP and SERTEC, 
production was going up and promptly started to get € 50,000 until 
throughout the month of November of the same year, average production 
reached 52,000 € / day.  

The following months were lower, among other things, because we 
started to have problems with no load.  

This led us to analyze the pieces we had left to manufacture because they 
were not profitable to sell them and we incorporated to production those 
with lower variable cost, so that we could further improve the process and 
outcome.  

With these decisions and orders increasing in the first six months of 2013, 
the average has been of € 52,036 / day. 



 

ner experiences 2012 33   

Efficiency 

Diverse ideas addressed by the teams allowed to be improving at all. We 
can see examples of some results in June 2013 compared with 2010 or 
2011: 

•  ELC-Logistics: consists that packing and shipping sections look 
like a single team, thereby duplication is reduced and a large 
number of references on demand are packed, like never did 
before. Between 2011 and 2013, the improvement is 40 %. 

•  ELC-Threading: evolve their internal organization and increases 
efficiency, allowing them to also help other teams. This 
represents an 80 % improvement over 2010. 

•  RPS: relates to the outsourcing providers to improve service and 
quality of coatings; decide improvements and changes in the 
selection process to increase efficiency. They get a 91 % 
improvement in selection compared to 2011.  

•  RP: reduce the number of incidents per commodities and 
washers. Increase rotation changing supplies marketing 
references and reaching annual agreements with suppliers. In 
numbers: 35 % improvement in rotation. 

•  SERTEC: develops management tools, advances steps in the 
self-maintenance, advances in quality through preventive 
actions that reduce unnecessary inspections, improves customer 
relations to bring them closer to the ELC, and leads teams on 
specific opportunities for improvement. It reached the FORD 
Q1, rated “A” by the Volkswagen Group and approved as 
provider for Sanden, Valeo and Frape Behr.  

•  SEAP: even with the growth of the project, it absorbs the 
activity of a person who was retiring, to that end it decides to 
share knowledge, acting versatility and modify, simplify or 
reduce administrative processes to shorten the time needed for 
monthly closing. It is 30 % improvement.  
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Sales 

The relation with the customer is a differentiator and key element. Three 
customer satisfaction teams were created taking into account both the 
customers and geographic areas.  

More people from Panelfisa began to dedicate to interact with customers 
and two new were incorporated, it increased considerably the number of 
visits to customer. From this relationship arises organizational knowledge 
of what the client wants or needs, from this knowledge also arise 
opportunities. These opportunities are analyzed and shared by all through 
the EP, where all teams are represented. Excellent service increased the 
confidence of our customers.  

The opportunities were coming and orders too. In 2011 sales grew by 9 %, 
in 2012 29 %, in 2013 will grow by 20 %. Special mention is the 
acquisition of new customers very important because of their size and the 
signing in 2012 of a landmark deal in Cuba, for two years, for € 
5,000,000. 

 

Economic result 

Gross margin of what we manufacture in 2011 increased 51 % compared 
to 2010, and in 2013 we will have reached twice the 2011 gross margin. 
The result of the project in 2011 was 5 times better than in 2010, in 2012 
we managed to go 4 times better by 2011, in 2013, and we expect the 
result of 2012 to increase by 76 %. 

The crucial thing of these results is the path that led to them, how, which 
is summarized in that all of these actions have been raised and carried out 
by people joined together in teams, in a dynamic whose potential 
involvement, commitment, motivation, learning and maturity is hard to 
match.  

It should be added that, at present, we don’t glimpse its limit of growth 
and improvement. 
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Communication / Information 

The data relating of the main indicators, and the income statement, are 
placed in the Pilot report, which team analyzes them. The EP, as 
explained, involved the leaders of each of the teams and members of the 
CR. In addition, the EP is open to the participation of any person in the 
organization, in fact, when the leader of a team cannot attend a meeting 
of the EP, attends in his place one or more persons of the same team. In 
the EP may be involved between 15-20 people (20 % of total). 

With the pilot report as a basis, each team leader explains the results 
obtained with respect to the objectives and discusses the income 
statement. This is the same report that is used monthly to transmit to all 
teams the results of each one and the economic performance of the 
project.  

The information flows naturally through what is shared in the EP, on the 
engagement team, with monthly information to teams and daily 
coordination meetings. Add to this that any decision or relevant 
information is dealt with an assembly. 
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Ideiak eta Helburuak (Plan Ideas and Objectives) 

“After climbing a great peak, we realize 
there are many more summits to climb.” 

MANDELA 

 

After that during 2011 indicators were settled and outcomes were 
measured at the end of the year we had to prepare the Plan of Ideas and 
Objectives (Ideiak. eta Helburuak) for the next one or so-called IH-2012. 
For that, each team met in an autonomous and freely way, in order to 
analyze their results obtained in 2011 and decide on ideas that will allow 
them to improve in 2012. The ideas and goals of each team were 
discussed in the EP and agreed on the IH; adding the IH of all teams we 
were getting the forecast income statement for the year 2012. Then, at a 
meeting held in December, the forecast for 2012 and IH-2012 were 
presented. This exhibition was made by the leaders of each team and it 
was exciting to see how people who until two years ago had not left the 
surroundings of their machines, in an assembly could transmit ideas and 
objectives that their team had decided for 2012. Here too, the important 
thing was to see how a team could leave their daily work environment 
and reflect on the future. Of course, in 2012, the IH-2013 came out better, 
because people were much more aware of what they did and faced the 
preparation of IH-2013 naturally. Each team decided freely where to 
meet: in a society and then make dinner and whatever it came, at a local 
restaurant that is frequented, etc. 

In 2011, the EP met monthly to analyze the results, but from the 
development of IH-2012, it went on to make two monthly sessions. In 
one of the meetings were treated the results with respect to the objectives 
and in the other we reviewed the extent of compliance and development 
of ideas that had been agreed by each team. Therefore, the EP now has 
two meetings a month, one for ideas and other for targets. 
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Conflict 

“We must refuse to be carried away by the current.” 
GANDHI 

 

We were finishing 2011 with the IH-2012 prepared and with a clear 
expectation of profits. Therefore, there was every reason to make us feel 
satisfied. And also because, after two years of holding our belt, in the 
same year of change we had uploaded the CPI, a few range a wages 
would be upgraded in January because of wage balance and the 
distribution to all of the 20 % of the project outcome was going to be half 
pay extra. 

However, sometimes the need lead us to forget the importance of seeding 
and to reap the harvest too soon, with all that that entails. In the case of 
the aforementioned distribution of 20 %, this is done on the pay, because 
it is an adjustment of the same at the end of the year, but some people 
argued that the rise should be linear rather than proportional.  

Between that this was the first deal and that benefited many people, it 
grew up the ball and pressure measurements were raised related to the 
attendance to the meeting in December.  

There were moments of high tension and, in a way, difficult to 
understand, given the dynamics that had taken throughout the year 2011, 
although that is the way we, people act sometimes, without thinking 
about the medium term or the common project. A reflection of that, this 
style is a cultural change that takes time. 

For all this, the beginning of the December meeting was held with tension 
and here we have to thank Peio’s intervention, who recalled the 
importance of consistency in the application of the principles initially 
voted not to modify them according to what comes better at any time.  

Peio also reminded us the importance of seeding and to be united in one 
of the hardest and most difficult crises in history. After this successful 
intervention, the assembly proceeded smoothly and with applause in the 
exhibition given by leaders of IH-2012. There was really much to 
celebrate and applaud and it was corroborated later enjoying a meal.  

Displaying the time with distance, I think it was very important that the 
conflict arose because it helped clarify and establish certain principles and 
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concepts that have served us much to date. It helped us to be were more 
aware of the project we had in hand. It was a critical moment that Peio 
knew how to solve, when people finally acted responsibly. 

 

 

Pride of belonging 

“Without the security of belonging and unloved, 
happiness cannot longer be taken.” 

HELLINGER 

 

Panelfisa is a cooperative that arose from corporate abandonment. 
However, the 37 people who created it, risking their compensation and 
unemployment for a future project, always felt more workers than 
owners, this is a problem and I think one of the most important in many 
cooperatives.  

Here also, the organization makes that day to day partners- workers feel 
far from many decisions and therefore diluting their sense of belonging 
and unlink the project. Instead, the new style of relations through 
common and shared goals, brings us much closer, making us to bond 
more between us and makes us feel part of what we’re getting.  

When the results and success came, as in the case of Panelfisa, we lived as 
it is something that has been achieved by all together. Although usually 
this is said to give a good impression, in Panelfisa if something is clear 
and so is perceived, it is that success has been achieved thanks to the 
involvement of most people. This is priceless and there is nothing better 
than the sharing success that makes us proud of what was achieved and, 
therefore, belong to our project. 

For Panelfisa fully functioning as a system (team), requires its members 
feel safe about it, feel that there is a balance between what they give and 
receive, that no one needs to feel left out and respects the diversity of all, 
looking with good eyes between people and between teams.  

In this way, our environment, customers and suppliers perceive us as a 
good traveling companion and someone to trust. 
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Commitment to society 

“Somos Naturaleza. Poner el dinero como 
bien supremo nos conduce a la catastrofe.” 

JOSE LUIS SAMPEDRO 

 

Like all projects that we belong to ner group, we spend 2.5 % of the 
results and we aim to give a 2 % of our hours for activities in the fields of 
education, environment, sustainability and solidarity with those most in 
need.  

We have a team of Commitment to Society, composed of one 
representative of each project team, which analyzes the ideas that emerge 
from Panelfisa and proposals coming from other ner group projects, and 
lead the activities put underway. During these two years we have 
participated in equipping schools in the Sahara, to submit to the Food 
Bank, to participate in the ner Zuhaitz eguna (tree day) — the latter 
together with Txikiak Eskola, etc. —. Among us there are 18 members of 
Lur Denok and 13 are consumers. In 2013 it has been approved the first 
idea from Panelfisa of commitment to society, which is to promote ethical 
values in schools through a theatrical technique in order to avoid 
harassment and exclusion.  

Furthermore, for the increase in our workload, we have hired workers 
from other organizations in ner group with difficulties. Currently, there 
are 4 people that are with us for this reason. 

 

 

Future 

“Growth is exceeding what you are today. Rely on yourself. 
Do not imitate. Do not pretend to have achieved  

the goal and not try to leapfrog. Try only to grow.” 
PRAJNANPAD 

 

Two months ago a person visited us to help us make an analysis of 
training needs, to apply for ids from Hobetuz program. He was meeting 
with all the leaders and / or people of the teams and it was my turn: 
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—Good morning, I wanted to meet you. Eeehh... The Manager? 

—The coordinator. 

—Yea... The truth is that I have been here for two hours and do not 
guess any. Do you think it is right that when I talk to the operators, 
forgiveness... people, instead of department or section say... area? 

—Best say team. 

—Puffff, no way... Okay, team. By the way! What happened in 
Panelfisa? I am impressed with the interviews, with the way they 
talk, the attitude and involvement they have with the company, the 
illusion that they transmit... There is a person of the workshop that 
even apologized because he could not meet with the team which 
works before, because he thought he could comment me the 
training needs of all. I’m amazed and excited about what I’m 
seeing. Congratulations! 

 

We are not aware of the development that many people in Panelfisa have 
taken, the speed that it has acquired the organization, degree of maturity, 
the ease with people talk about customers, financial results and strategy.  

Now, and since three years, people that did not come out of the machine 
involve, contribute and decide as anyone in the EP, visit suppliers, will 
see clients for a claim, attending fairs, analyze and propose investments 
and even involved as speakers in courses to explain the experience of 
Panelfisa. 

The greatest risk would be to think that we have arrived and that, over 
time, we feel comfortable — would not be the first ones to whom it 
happens —, we stay in the safe and comfortable zone, without incentives. 
The reality is that we have just begun a journey exciting but fraught with 
difficulties, conflicts and joy. Like life itself. 

In September we will meet to reflect, dream and define our Strategic 
Thoughts, share what we want to be Panelfisa in the coming years and act 
accordingly.  

This is a time full of opportunities that we all have to be able to develop 
and realize.  

We still have a long way to go, where we must go on with continuous 
planting, with prudence, but with courage and confidence. A road where, 
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feeling able to grow on a personal level, we dare to do things differently 
and try to keep learning from mistakes. The best is yet to come. 

 

Satur Ormazabal 
Panelfisa Project Coordinator 

Tolosa, July 5, 2013 

 

 

 

 

The opinion of the people of Panelfisa  

 

How have you experienced the process, both personal and 
professional, within Panelfisa? 

 

Eneritz: 

I’ve experienced it personally and as a member of CR truly with great 
enthusiasm from the beginning because we really wanted to make a 
change. From the moment we contacted K2K, we began to feel the 
excitement and feel it even more when the CR moved its decision to other 
people and saw that 100 % argued for a change. 

Panelfisa belongs to the automotive industry and for this reason we are 
obliged to pass an interview about annual personal satisfaction, in which 
the assessment was always very low. All CR that has been had that 
concern, that getting people to participate more and feel better, things had 
been done, but small-scale and traditional things, never a change as big as 
this. The truth is that at the end that change never fructified in overall, 
they were always the same people involved, they decided... and for that 
reason we needed a big change and we welcomed with enthusiasm this 
new project. 
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Personally I felt very excited. When we started the interviews I thought I 
was not going to be one of the people that have to change, had been many 
years in the same department and I thought I would follow on it, so when 
I knew I would change from Quality to Commitment, I was very pleased, 
but I also felt a little fear of the unknown, but the truth is that I felt very 
supported at all times. 

I never thought that after a day of 14 hours in Panelfisa I could continue 
working so hard. 

 

Emilio: 

Very hard and very nice. Hard because they are a lot of new things, you 
have to organize a group with people of all kinds, who understand the 
change in different ways, each at their own pace... and learn to work so 
differently has been hard. At the same time it has been very nice, because 
we were almost “ruined” and we have seen how, with small changes by 
all of us, things have changed a lot. We had two years with losses and 
were a little demoralized, or did something or shut down. With the 
change we have begun to see that things were improving, that there were 
no delays, the service is almost 100 %. 

 

Alberto: 

Although my home is in Barcelona, I lived on the front row because this 
is like love, you don’t have to spend all day together to love someone, 
right? 

K2K philosophy, to a lower level because I haven’t the knowledge, I have 
it for years. That old fashion upright style and the command and control 
mindset do not work, is something that I realized a long time ago. 

The change has been made in a very discreet and very smart way, because 
they are very smart and know how to do things very well. It happened in 
very natural way, people are hardly aware of the change until they were 
immersed in it. 

When I came here, I was a little scared because I saw a company with a 
very civil service structure, with silos that appeared several companies 
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within the same. Now people are very motivated, has taken this as his 
own and I have seen a very positive development, although there are 
people who are more advanced in change than others because it is a little 
difficult to understand. The change has been brutal. 

 

Miguel Angel: 

The change has been very good, you work much more at ease, we see 
daily indicators and found that the company is going better every day... 
On a personal level I work much better, although it is also true that you 
come home now more concerned, something that did not happen before 
because once you finish your eight hours, you forgot. Now the work and 
organization are part of you, you feel the commitment, you worry... but 
that’s good because it indicates the involvement we have. 

At first, when it was raised, we were somehow scared, we had a little 
aware of change... How can this be? But later we were relaxing, as we saw 
how everything unfolded. 

 

 

 

What did it cost more or still is costing you change? 

 

Eneritz: 

Well, I think to get organized in this new scenario. Now there are no 
bosses, and you know that if you don’t do something, it is not uploading 
work to another person, what happens is that everything slows down; all 
the work usually costs more. I started working in a new department of 
which I knew very little, and at the same time learning to work in this 
new position, had to learn to organize myself in this new style. 

Moreover, from the time when there are no bosses, everyone starts to 
comment much, and that’s good of course! But now it occurs to me that 
sometimes I see very clearly the solution to anything at hand and yet, I 
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know it’s not something I can decide on my own because now things are 
not so, but decisions are made together, have to convince, justify... you 
have to give many more steps. It is the way we organize in this new 
scenario; learn the gear, that’s the most difficult. 

Well, there is another thing that I personally had a hard time facing my 
peers. Face is not the word... When something does not work, but you 
know that the person responsible is working very hard, that he is doing 
everything possible... and still does not work, now, in this style, we do not 
let those things happen, we must put the problem on the table and talk 
about it to look for the solution. You do not want that person to take it 
personally because it is a team problem, and we must find a way to speak 
softer, but still we are not ready even to talk with that person, and he is 
not prepared to take it as a problem of the organization and not as a 
personal attack. 

 

Emilio: 

Nothing was particularly hard, but for me perhaps the most costly has 
been to assume the form of understanding change by some people. Not 
everyone has changed at the same time, there are people that it has cost 
more and that meant a trip for those who wanted to go faster, but I guess 
that is normal everywhere. 

 

Alberto: 

Well I think what it is costing more it is that people express themselves 
freely, there is still a little afraid to say what you think, although the 
organization allows it. Stereotypes are maintained as boss, manager, 
supervisor, very marked above... the reality it is those are completely 
gone, but there are things that are innate, rely heavily on the hierarchic 
education we have received since we were child. 

Now start working otherwise more mature, being you the one who 
chooses, making decisions, taking risks... it’s a little scary, it seems that 
we are looking for the shelter, if there is a fault, we can say that it was the 
head who has commissioned us to do so.  
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Miguel Angel: 

In this answer I will be very blunt, the most it has cost and still is costing 
us, it is to work together. We had never worked together, we were not 
used, and also we talk about working together many times, but not sure 
what that means. Now we really work together, in teams of many people, 
there are so many opinions as people and each one of us has his own way, 
not every can be pleased. Teamwork means bring things, but also assume 
that the final decision could be other one’s idea. 

Anyway, since we started working in this way until now, we’ve come a 
long way; it is a matter of time. 

 

 

 

How things have changed more in developing your work?  

 

Eneritz:  

I do not know... maybe in the way of understanding the customer. Until 
now, if we delayed the delivery of an order, we dint consider to notify the 
customer of the delay, he was who finally claimed when he saw that we 
had not served in date. Now the customer is the first to be informed of 
any delay, we called, we told him the problem we have, and if for him is a 
great disservice our delay, we try to fix it any possible the way, but the 
customer is always aware of what happens. 

Customers have told us that in this regard they had noticed how we have 
changed, and feel much more comfortable than before. 

 

Emilio:  

The way to prepare orders, now we work with much more foresight, more 
advance, more shift work and that allows us to have a broader view of 
things that we have pending. Before we were always depending on 
emergency transport to meet deadlines, and now with much more 
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foresight and working with more advance orders, the orders are delivered 
in the normal transport and we comply much better than before. 

A few days ago a client told us he had a problem with the orders we sent, 
a team member and I moved up to his workshop to see what it was and 
talk to him about possible solutions. The client was amazed; he told us 
that nobody had taken so much trouble when he had an issue. Before, we 
had gone any way, never mind us; He would have tried with the salesman 
or some other person who was not sure so directly linked to the problem 
as we do, I don’t even know if we would had solved...  

 

Alberto:  

In the view we have of the business. The orientation is now more focused 
on helping the group, and that moves to the customer. The customer who 
comes here falls in love with Panelfisa, we have ensured that the 
relationship with them is not purely of numbers and pieces, but they are 
within our wheel. The client feels comfortable, give an added value that 
multinationals do not have, you give the same service as a multinational, 
but with a slightly more humane treatment. 

We transmit the passion, desire... and I think that is an added value we 
give to the company. We are fighting with competitors much bigger than 
us, but they are soulless companies, and we won because of this, for the 
soul, being in equal conditions we win, for me the soul is one of the most 
important things. 

 

Miguel Angel: 

The work is still the same, but we are much more organized, more contact 
with the planning. I think there has been a remarkable improvement in 
the trade issue, and their improvement has also led ours. 

The organization has been a fundamental role in the improvement, now 
we have the equipment, knowledge, planning, and talk among ourselves, 
and we come to actual agreements... thus, works, it goes much better, has 
improved a lot. 

 



50   

Have you been surprised by the attitude of your classmates? Did 
you find out things you never knew about them? 

 

Eneritz:  

Yes, way too much. Man, some for bad, but most for the better. Now I 
trust them more when I’m not present and something is pending, I have 
every confidence that they will carry forward. I notice much more 
enthusiasm, more support, accountability, and much kind dedication to 
work by all. 

Of all the people who work here there are always some, who are more 
friends than co-workers, and before when I had a problem, or I was 
cheerless for any reason, they were always there to support me. Now I 
feel that there are more people willing to listen and work with me in those 
moments when you get stuck, this new style has removed something in 
us, I can’t explain it very well... 

Man, there are people who continue as always in all aspects, so, because I 
think a lot depends on the way each one is, of what is inside. 

 

Emilio:  

Yes, everybody has engaged much, sometimes you explain that there is a 
problem and we need to come to work on a Saturday to take an order 
ahead and people are offered and engages smoothly. 

 

Alberto:  

No, I think you have to let people develop, it’s like a couple, if you block 
your wife or your husband, then she can’t stay true to her essential, she 
loses her identity and can’t develop her skills. When you give people 
freedom, grow, because those skills are there. I was not surprised, I have 
very clear that everyone can give a lot, and it’s just a matter of let them do 
it. 
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Miguel Angel 

No, I was not surprised. Everyone has performed more or less as expected 
of him. Some are more involved than others, is a reflection of the Gauss 
bell curve. 

 

 

 

What of the new style of relations do you value most? 

 

Eneritz: 

What I value most is what I see around me. I see my companions eager to 
work, they feel they can with it... and before it was just the opposite. 
Whatever we did, the feeling was that this is not going anywhere, it will 
not work... We believe in what we’re doing, the feeling is positive and we 
are proud of what we do and where we are. In that we have changed a lot 
and that is what I value most about this new style. Before, when an order 
came we felt as a burden of more work, and now what we think is “hey, 
we entered an order, we are good! Let’s see how we do it”. 

 

Emilio: 

We work more comfortable, more relaxed and more involved. It is pretty 
much the same as before, but we care more to do it better. 

 

Alberto: 

The most positive and what I value most is that at all times you feel very 
comfortable and they recognize your work, and as you work freely, there 
comes a time when you make it your own and you feel, without being, 
half owner and you take it like something personal, within the 
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professional field. You feel important, not essential, but you know your 
work is important for the team. 

From my point of view this style only has positive things, but there are 
people who are scared by responsibilities. They only have two roads, or 
shrivel and do not grow or bang the table. Most often grow and mature 
professionally, each at their own pace, although there is always someone 
who chooses the other way... 

 

Miguel Angel: 

Everything is good, but teamwork is what I value most. It is what it is 
costing us more, but it’s also what I like and what makes us feel better. 
Talk to your colleagues, coordinate with them, and agree. 

 

 

 

What values do you highlight at the present time? 

 

Eneritz:  

Without doubt, the pride of belonging, for us it has been an absolute 
discovery. Now we feel we are not just an automotive company, screws... 
we are more and we feel it. 

 

Emilio:  

I do not know, it’s all positive, all that has been brought by the change are 
good things, and it shows in working atmosphere. Is that before we spent 
so bad that now the feeling is that everything is good. 
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Alberto:  

The transparency, allowing us to mature, the desire that they transmit you 
to grow, be professional and move on... it’s like everything you love, you 
get into the wheel and I think we all like to be there, it feels very cool. 

 

Miguel Angel 

Transparency, no doubt. I previously knew nothing about my company, 
lived in my micro world and knew anything that was happening around 
me. Now I know all the details of the organization, the reasons for each 
decision, the progress of each project, the agreements with customers... 

The flexibility and the opportunity to grow professionally are also 
something I treasure. Now you can get involved in any project, visit a 
client that you find interesting... and everything is known and known by 
all. 

 

 

 

 

Where and how do you see the future? 

 

Eneritz:  

Well, we see the future with fear and excitement. Fear because all of this 
is new for us, the simple fact of talking about the future is something new. 
We see future, and we see a very good future, and that gives us some 
quiet, but at the same time we know that push through all that work 
ahead will depend on us, and we have some concerns... are we knowing 
how to get organized and take it forward well? What a question... right? 
Peio would say, “Sure!”, But for us it is still something new and we need 
to see how things are flowing for better security.  
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I guess if you do this interview to me in a few months, you’ll see 
everything much clearer, because some of those fears will have a path, but 
now the uncertainty... 

 

Emilio: 

The future looks very good, every year we go up, we are improving sales, 
the goals are very ambitious and are going accomplished. I think this 
depends a lot on the change we’ve made, people have changed a lot, are 
very involved, more camaraderie, the atmosphere is better... and that has 
greatly influenced the results are so positive. 

 

Alberto:  

The future? Immense ! What we want to do, so clear I tell you. We have 
in front of us all the possibilities of the world, all we want, it just depends 
on us. 

I do not know what would have happened if we had not made this 
change, but I think the fact that we are all together gives us many 
possibilities, if we stick together, no one can beat us. 

 

Miguel Angel:  

The future is bestial, and certainly we owe it to this change of style 
because if not, the Organization would be closed. We now have many 
more orders, we are involved in a lot of projects and we have learned to 
look ahead, we believe in expanding, other goals, in opening up new 
markets in other countries, manufacture other things. 

One of the majors concerns we had before the summer holidays was how 
we were going to organize in September with all the work that was 
coming down the line, and all this when we are inside a general crisis in 
which many companies are closing down. The future is full of work and 
projects. 
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What do the people who surround you think when you tell them 
about the change that has lived your organization? 

 

Eneritz: 

Most do not understand it, they don’t get the idea, my family found 
difficult to understand the new style, however they see that I am happy. 
And my friends don’t understand it, they like what you tell them, but this 
is something very difficult to understand if you’re not living it in first 
person, we also didn’t understand it before starting to work this way. 
From K2K they explained us how was the changing, we visited other 
organizations already running that way, but it is very difficult to translate 
what you see into your company and your day to day... have to 
experience it. 

 

Emilio: 

They are numb, the response of most is: “Say to Koldo to come here!”. 
When you tell that in the midst of a crisis you have more work, and that 
you see the future much clearer than two or three years ago, because it 
sounds a bit unrealistic, and at the beginning some people do not believe 
it until slowly you’re telling them how things are going on and they 
realize that is true. Shocking them the way of working, but like the idea, 
and no doubt they would love to work that way, with good things and not 
so good. 

 

Alberto:  

They do not understand it, and you awake envy and rage telling them 
what you do, because they would love to be working in this way, so you 
have to go with a little care when you tell them how are you because they 
could be offend. When you explain them that you are growing a 20 or 30 
% each year, that you are comfortable with your people... used to 
multinationals who only think in looking good in the meetings and get its 
goal... most don’t understand it, but who understands it falls in love. 
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Miguel Angel: 

Uff, they find difficult to understand it... in fact, also It was difficult to us 
before we start. Seems to them almost as if we are in a cult because it 
surprises the positivity, as happy we look, teams... But then they have also 
known the evolution of the company, and then began to believe that this 
works.  

Someone even has told me that he was thinking about sending curricula 
after hearing me talk about the company, others have been much 
interested in knowing how it works, and others have told me that the only 
reason why they would not come to work here is because they make big 
money in their company, but not because they are comfortable. In this 
regard, we have changed a lot the way of understanding things, money is 
important, but it is not the most important, we spend a third of our lives 
at work and being comfortable I think it is something very important. 

 



 

 

Chapter II 

STARTED THE LUR DENOK ORGY 
(ONE YEAR OLD. FROM A DREAM 

TO REALITY) 
 

 

 

Introduction 

Consistency asked us, apart from dedicating all of our abilities to push through 
projects that are part of ner group in adverse moments, something had to start 
taking into account our concerns with the Just and Sustainable Human 
Development.  

That dream was born two years ago, with many drawbacks from the 
Administration, it is now a reality with the second organic garden that has 
moved their land firstly in July and the second store of organic products that 
has also begun the same month.  

Total: two orchards, two stores, eight active workers and thousands of ideas 
and encounters to plant, and now to harvest. 

 

 

Start of project 

As we finished Chapter VII of ner Experiences 2011: “The dream begins to 
come true, it has born an activity of organic food and farming “, in 
December 2011 constituted Lur Denok. After those initial steps to know 
different experiences, we started to realize our dream. 

During those first months we also met several people, among them was 
Mikel Rubiralta, trained as an agronomist and six years of experience in 
ecological farming in Catalonia. After sharing several meetings and field 
visits to orchards, in January 2012 Mikel joined the project Lur Denok.  
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For Mikel, it meant to make a personal dream come true, to participate as 
protagonist in a project that wanted to promote organic farming in the 
Basque Country. 

In the initial months was achieved the contribution of all partners and 
several people offered us their lands. We visited all of them and it was 
selected one in Amurrio. 

After, we worked in all that it is necessary to implement that first field. 
We present the basic project in the Amurrio town hall, we had meetings 
with the Provincial Council of Alava (Department of Agriculture) and the 
OCA (District Agricultural Office), with the aim of starting the garden 
before spring.  

All this time was initial months of learning, new experiences, innovation, 
since the project Lur Denok is radically different from any other organic 
garden project. 

We analyze the land for orchards. We water with the help of a dowser 
through radiesthesia. 

 

 

Teams begin to work 

In Lur Denok, one of the goals we had from the beginning was the 
participation of members and consumers in the project. Participate with 
the economic contribution and participation in the work through the 
various teams that are helping that Lur Denok Project becomes a reality. 

In January we had a first meeting with people of all teams. It is important 
to notice that people spend part of their time helping the project without 
any remuneration. It is a voluntary work and solidarity, militant work to 
achieve the project objectives of Lur Denok. 

At this first meeting we met all people from the teams in order to define 
what teams were necessary to be created, which the responsibilities of 
each team were and who were to participate in each of these.  

That was a creative moment, starting a project from scratch, is like 
looking over a blank paper, all together, how to move forward. 
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The teams that were created are: 

 

TEAM RESPONSIBILITIES 

Facilities 

 

Investment  

Prepare land, warehouse, tractor, irrigation, van, probe, 
search for water, soil analysis, wells, Basic project, project 
execution, closures, raft, water, electrical supply, water 
supply, greenhouse, tools, boxes, telephones, computers  

Visit experiences of other organic gardens 

 

Product 

 

Seed, campus, find greenhouse of eco-friendly campus, 
treatment plants, get ENEEK organic certification, range 
of product and features, fruits, search for manure, 
fertilizers, composting, suppliers of other products that we 
do not produce 

 

Clients-
consumers 

Container for delivery, basket open and closed, groups of 
consumer, market study, prices, trends, news, supplement 
range of products with other foods, computer system 
(General database), claims 

 

Communication 
education 

Study of nutritional characteristics, website (with input 
from new members), Cookbook of the grandmothers, 
relation with educational centers, organization of visits, 
relationship with the media, display (poster at the 
entrance), branding, training program for young people 
and consumers, internal communication, social networks, 
boost the participation of the people, meet the web phone 
and email, stimulate the entrance of new partners 

 

People-
economic-

Manage documentation (deeds, bills, contracts), 
accounting, treasury, criteria of cost, account of results, 
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financial analytical accounting, contracts and payroll, highs and 
lows of partners, grants, taxes, relation with persons, safe, 
legal and tax 

 

Lands 

 

Search for land, which should be provided without profit 

 

From there the teams began to work. The facilities team was preparing 
the Amurrio garden project, requests for offers of equipment, tractors, 
greenhouses, etc.  

The product team needed to find the manure, staff and organic seeds, 
because we wanted to start by March to adapt the facilities and 
immediately to prepare the planting. 

The teams, as you can imagine, were formed by people with great 
enthusiasm, but no experience or knowledge in agricultural issues and 
even less ecological. In February, in order to learn from those who had a 
long history in the world of organic farming, we visited several orchards 
in Gipuzkoa and Bizkaia. In those visits were involved people from 
different teams. 

Note that in all visits farmers always welcomed us with open arms shared 
with us their time, their experiences, and their knowledge.  

 

 

Proceedings on Amurrio 

To launch the project in Amurrio, we had a first meeting at City Hall, 
with technicians, to know which the requirements to fulfill were in the 
land where we wanted to start the activity. 

Knowing these requirements, we prepared and presented the project. 
From there the road to put up this garden met all the difficulties that are 
often put by institutions. In this case, by the City and the Department of 
Environment of the Basque Government. Instead of finding people who 
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want to help new initiatives, we found, in this case technicians, who only 
speak to adhere to the rule, show no mood to help overcome the 
difficulties that arise along the way and rather their inclination to settle 
quarrels of the past. These difficulties made impossible to launch the first 
orchard in Amurrio. As always, people were decisive and this garden was 
not launched. A lot of money and three months were lost. 

 

 

Alava Provincial Council 

While working on the Project in Amurrio, we were in contact with the 
Alava Provincial Council, with the Department of Agriculture, to provide 
the necessary documentation in requesting aid for investment in 
agricultural holdings.  

When we presented the project, they were delighted, for the objectives we 
pursued as for the whole philosophy behind it. However, we found a 
difficulty, that is, this aid was not designed for organizations or projects 
like ours, but for farmers who run and work on their own farms. In our 
case, the project partners are not their employees but they finance the 
project and then own the company. We talk about 174 members. 

The Agriculture Department’s assessment was positive about the project, 
and appreciated the fresh air we would bring to the world of agriculture. 

From there, the initial difficulties to access the aid was only that, initial 
difficulties. Together, Provincial and Lur Denok, analyzed and searched 
how to overcome to meet the requirements.  

Finally, we could not access funds because we cannot start the Amurrio 
orchard. 

 

 



 

 

 

Amurrio field visit.  

 

 

Visit to learn from orchards. 
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Garden of Astigarraga 

In April, at the same time we were working with Amurrio Project, offered 
a new ground in Astigarraga.  

In this case, immediately we had a meeting with technicians, both the 
City Council and the mayor, to present the project Lur Denok and know 
from the start what requirements must be full fit, and the difficulties that 
ground could have. 

They also liked the project and the objectives pursued. From the first 
moment their aim was to try to help us, ease the launch of the garden and 
the resolution of the administrative procedures that had to be performed. 

Thanks to all their help, between July and August could start the activity 
in the garden, with all the equipment, and in September we were 
collecting the first fruits.  

 

 

The orchard and other foods 

In addition to products from our garden, Lur Denok wants to promote the 
consumption of other products and organic food. Today, it is very diverse 
the range of ecological produced goods: wine, oil, cocoa, coffee, meat, 
honey, and bread,... everything we can think of. In keeping with this 
commitment to ecology, from Lur Denok we offer to our customers the 
opportunity to consume all kinds of products of this origin.  

So, this year 2012, it has started to send customers a full range of hard 
goods. The provision has been initially fortnightly.  
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Participatory process enriching. Discussion regarding 
the values 

Since January, we have met monthly in the Steering Team, leaders of the 
teams created to support the project. In this Pilot Team have coordinated 
teams and we have taken the necessary decisions at each stage of the 
project for its implementation. 

One of the topics discussed and debated by the teams, including the Pilot, 
was the wages of the people who were working and going to work as 
farmers in Lur Denok.  

From the information that we receive in the various meetings with 
farmers and Associations of Organic Farming, the income received by 
farmers are around € 12,000 a year, hence they have to pay social 
insurance and other payments. Farmers work hard and, as seen from this 
remuneration, not get rich.  

In our discussion we understood that, consistent with our values, the 
income of the farmers had to be greater than these. It seemed very 
difficult to live a decent life with that income, access to housing, make a 
living. In one of the highlights of the discussion one of the partners said: 
“If the wages are going to be like that, I leave the project.” 

Finally, were approved higher wages than usual for farmers. Were 
approved being aware that with this fee, not also would have to be more 
efficient, would have to be compensated by other ways, as consumers 
partners would have to pay a higher price for the basket, if necessary, help 
in the work of the garden, consume other non-perishable organic products 
distributed through Lur Denok, etc. 

 



 

 

 

Another picture taken on the presentation of the Astigarraga Orchard. 

 

 

Lur Denok partners disassembling the greenhouse broken by the wind. 
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Education about what is eating healthy and seasonal 
products 

One of the objectives of the Lur Denok project is to educate in the culture 
of eating healthy, seasonal and close products. In this first year, the goals 
around education, the relationship with schools and families we have not 
worked too much. It was a year of starting the project. 

In September it began to distribute to consumers the basket from 
Astigarraga garden. Just let them get seasonal produce, and started to 
work the educational objective with consumers. Is dealt two basket sizes, 
of 10 and 15 €, and are closed baskets, that means, the consumer doesn’t 
decide which product want to receive. Initially a survey was conducted to 
know the tastes of the partners and plan what vegetables to be planted. 
But from there, you can’t choose products from the basket. One goal is to 
educate ourselves to eat varied veggies of the season. 

Among the varieties of vegetables included in the baskets, there are some 
that not all people were accustomed to consuming or simply unknown. 
This originated calls with questions like: “What is this green stuff that 
comes in the basket?”, “How do you cook this?”.  

In short, we have begun to consume new products and know which 
products are seasonal. 

The Communications team has contributed with recipes and has been 
improving information to consumers about the products arriving in the 
baskets. This is a way in which we must deepen, the education in healthy 
eating. 

 

 

Against the tide: solidarity, ner time for Lur Denok  

One of the pillars of this project, and the values that sustain it, is 
solidarity. From the beginning, rises like an objective, that this is a project 
in which partners get involved and help. We want proximity with 
orchards, to feel their life. That we support in their work. 
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As mentioned, from the beginning were created working teams with 
partners to boost Lur Denok Project. Similarly there have been and there 
are several opportunities to help: 

•  Preparing weekly baskets spread. 

•  Remove weeds early in the project area.  

•  Find and attract new members by existing members. 

•  Remove a greenhouse broken by strong gusts of wind. 

 

The principle of solidarity, like many other values within ner, is paddling 
upstream in today’s society that is guided more by consumerism, 
individualism and selfishness. ner group moves pursuing values like 
solidarity, chasing a dream that evolves, that makes people change. But of 
course, we are people of this society and reflect of itself, so there are 
situations of inconsistency, tension, with those values. People more 
supportive and less supportive. Persons that participate more and others 
participate less. This also reflected the Gauss bell curve. But that clear 
dream makes the road to where we want to evolve, equally clear. 

 

 

New project of Organic food: 
Hurbilekojalea (eat close and ecological) 

The ideas continually are seething within ner group. And relationships 
with other organizations make that new opportunities appear. In 
September-October we had the opportunity to visit Gumendi, a producer 
and distributor of organic products. In the visits participated people from 
both Lur Denok and coordinators from ner group.  

As result of these visits began to be a reflection of that in the field of 
organic food, as well as the gardens, made sense to start a new line of 
activity consistent with the values of Lur Denok and ner group. This new 
activity is Hurbilekojalea stores.  
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As the same word expresses the idea is to sell organic and close products. 
Thus, we return to furthering the objectives of Lur Denok: new orchards 
in the environment, creating new jobs, promoting healthy eating. 

The idea was approved in ner group and began to develop with the initial 
goal to open two stores, one in Gipuzkoa and other in Bizkaia, to serve as 
a reference model and to encourage others to repeat and expand the idea. 

The consumption of organic products is growing, and the area of land 
destined for the production of organic food. The society is becoming 
aware and is an opportunity for job creation.  

 

 

Some data 

Lur Denok is growing and achieving its goals. Right now, March 2013, 
we are 214 members. 

There are many people who are participating in teams, in 2012 have been 
around 32, to March 2013, passed over 40. 

Between October and December of 2012, 25 people have participated in 
the preparation of weekly baskets. Six months later, 6 people per week 
help collecting food and preparing baskets. 

In July, 17 people, adults and children, participated in the work to remove 
the weeds from the garden.  

Over 80 people attended the opening of the garden of Astigarraga.  

More than 50 children with their families have spent a great morning 
building and placing nests in April 2013.  

When the wind broke the greenhouse, 10 people helped to remove it. 

 



 

 

 

Children and adults listening in the Nest Workshop  
organized by Lur Denok in the garden of Astigarraga.  

 

 

Now it was time to go to practice. Among all they 
built different nests which will be placed. 
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Communication on Lur Denok 

This is a very important aspect in Lur Denok. We are many members, 
customers, spread across the Basque Country, and with different 
sensitivities. Different sensitivities and different motivations to 
incorporate us into this project.  

The partners share Lur Denok goals, but we have a strong work of 
communication ahead of us to go internalizing, understanding better 
what these objectives mean: the benefits of organic food, the why of the 
decisions, which foods are seasonal and nearby, how to integrate and 
consider partners with their tastes and perceptions. The project belongs to 
everyone, it needs us all, and for this is vital to communicate. 

Currently, communication comes through: 

•  The website http://www.lurdenok.com, which offers extensive 
and useful information: the agenda, the composition of the 
weekly shopping, etc. 

•  An official Facebook page: 
http://www.facebook.com/lurdenok 

•  A video channel on YouTube: 
http://www.youtube.com/user/lurdenok 

•  The weekly (astero) sent to members, contains news, recipes and 
interesting information for them. 

•  The person in each organization of ner group, who streamlines 
Lur Denok Project and through whom communication is also 
channeled.  

 
 

 

Why become a member? 

Today’s society, it is clear, is undergoing major changes. Faced with these 
changes, the response of institutions is what it is, as we see.  
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Has tended to happen in history, from the base, people have caused 
changes. Lur Denok is there, is an initiative, a project in response to 
serious problems in society such as unemployment, climate change, 
quality of food, land recovery. 

So, a big motivation to assist in this project, it is want to contribute to a 
change in society. Because, far beyond of organic food supply, this is a 
project initiated to solve problems of this society. 

For this reason, in Lur Denok it is very important people ‘s participation, 
that the project grows, and new partners being incorporated. 

 

 

Next steps 

At present Lur Denok has taken the first fruits. The garden of Astigarraga 
is underway and distributes 110 baskets to partners. 

It is the first step of this dream. From the experience of the first year we 
must learn, and move forward, and improve. By 2013, we have another 
field in Ajangiz (Bizkaia), which will start its work in June. 

We aim to develop these aspects:  

•  Improve communication with partners. 

•  Greater involvement of partners. 

•  Advance in the objectives of education. 

•  Making progress in the self-management of the support teams. 

•  Add synergies with other projects. 

 

 



 

 

Chapter III 

AND WHAT ABOUT THE BANKS? 
 

 

 

Introduction 

The banks have always had and continue having an exaggerated - struggle to 
understand why they are allowed, thinking in terms of democracy and 
citizenship that must be the first entity to defend - critical role in any business 
initiative, more in this time when, after decades of glory, appear as suffering 
victims of the crisis and little less than we have to be concerned about their 
health rather than for ours. We have been aware of this and continue being, 
knowing that only respecting and working together we can develop. We 
thought it is interesting to express our concerns and relations with them to date.  

 

 

 

The first meeting of the ner group finance team took place on March 23, 
2009. 

The biggest difficulty we encounter in these beginnings was that those 
who were responsible for economic and financial departments of different 
organizations were not used to share information, to participate and 
contribute with themes. 

These departments have always been made up by people who do not 
usually go out of their organizations to see and experience other realities, 
much less to share information that is understood like sensitive or 
confidential. 

It was a tremendous change for those 10-15 people, each month coming 
out of their organizations and sit together at a table to be an active part of 
a team, providing expertise, concerns or ideas for improvement. 

It was about, therefore, creating an environment to facilitate the people 
get out of their day to day, everyday problems, where a few hours to share 
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with others of similar interests and problems. In turn, the goal was that 
this would allow us to learn from each other how they have solved a 
problem or, conversely, we bring ideas to solve problems of others. 

It began sharing information about financial aid, about how were 
managing grants and actions that took place in some organizations, such 
as flexible remuneration. This latter in particular, it is worth pausing a 
moment now. What is flexible remuneration? It’s a way to get the fluid 
received by people working in an organization increases, but without 
increasing the cost to the organization, for example, through health 
insurance, food stamps, training or equipment. 

Organizations like Ipar Kutxa or Ingemat had already developed and 
were being implemented in their organizations for the people who 
wanted. But other organizations, in most cases, neither knew nor applied. 

Lancor for example was not applying this flexible compensation, and 
through the exchange of knowledge, and seeing those experiences, 
launched in 2011. Today, compensation of more than 50 people has 
increased because they use some of the flexible payment options. 

Returning to the meetings, these were placed increasingly in different 
facilities of the organizations of ner group, so participants of this team 
also saw other realities, other organizations and what each did. So we 
walked very slowly, with the difficulty of breaking with the ways of doing 
in the past; of people initially reluctant to share, as they dint usually 
share, and also they saw the meetings as nothing but a formality or 
obligation to comply. But we could make them see and feel the benefits of 
sharing these moments with those who had similar problems, both 
internally and externally. 

It was often necessary, and when new projects were adding to ner group, 
remember the benefits of what we were doing and show the importance of 
actively participation in all meetings, not limited to attend, but they 
should express their opinions and contributions. 

While we were walking with small steps, the financial environment was 
deteriorating by leaps and bounds and some projects were beginning to 
find themselves in situations of difficulty. This forced us to think what we 
could do to help each other. 

“Why don’t we do something similar to the Continuous Management” 
(the most traditional team within ner group)? That was the question that 
changed financial ner team. 
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Until then we met and we discussed things about our daily life. We 
shared know-how of some people to help other different organizations, 
but we did it in an unstructured way and having very different realities 
each organization. 

The reality we lived, and continue to live years later, with the most 
serious and certainly global produced until now; it was the financial 
institutions reducing credit lines, organizations with orders down in many 
cases above 50 %, organizations dying or about to die for lack of short-
term financing of amounts actually ridiculous. This reality made 
necessary approaches and ideas different from the usual. 

The idea was, first, share by all which financial institutions we worked 
with and what was the feedback of each organization with respect to each 
entity, on the other hand, without any cross guarantees, give more 
volume of activity to some entities, in order to try that these, beyond 
which determine traditional analysis tools or credit scoring, they support 
projects with financial need. This latter knowing that behind every project 
is know-how, a new style of relationships that will boost their efficiency, 
and ner group, with the many synergies and knowledge it possesses. 

It was 4-5 years ago when it was launched the Continuous Management 
Team dedicated to define a number of families (items) common in almost 
all organizations of ner group and, on this basis, try to achieve a 
comprehensive consumption aggregate, as group we did each family. 
Subsequently, each of these families would have a leader who would 
negotiated on behalf of all the organizations, in order to achieve savings 
for everyone, because the global volume would be higher than each 
organization could negotiate individually. 

Thus were created families as telephony, travel, energy, office supplies, 
work wear and PPE... Although like most things in life, it was hard to 
start and make other sees all the advantages of going together and share, 
years later we can say that the savings obtained are spectacular in many 
cases. 

The question with which I began the summary of this chapter came from 
the ner Team Coordinators, and his intention was to try to answer how 
we could help, in the reducing funding and falling orders environment in 
which we were, to those projects that for one reason or another had short-
term financial needs that if they could not resolve, could bring even them 
to disappear. 
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In the new style of relations believe that unity is strength, that alone will 
not get very far and that cooperation between projects is vital in any form 
is given: knowledge, facilities, markets... So decided to take the first steps 
towards trying to help each other in a different way than made to date, 
knowing the difficulty both internally (to share data, costs, bank pool...) 
and externally, because we were also talking about the powerful financial 
institutions. 

The second thing was setting between all projects coordinators which 
financial institutions we were going to work with, in which we would 
focus the volumes of all organizations. So, given the theoretical social 
commitment of the savings banks and our commitment to collaborate and 
support our immediate environment, agreed to work with Ipar Kutxa, 
which at that time was part of ner group and therefore was supporting all 
organizations, with BBK and Kutxa as reference banks in each territory 
where ner group organizations are placed, with Caja Laboral to meet the 
precedent requirement and especially for the great link between this entity 
and cooperatives that are part of ner group, and finally, with two banks 
that could give us solutions to foreign business operations within ner 
group is as relevant and important as it covers the range of eighty percent 
of the turnover. 

The third step we took, once defined financial institutions, was that a 
representation of ner group would had meetings with the heads of each to 
present our project and our numbers and to see his reaction to our 
proposal. 

The response was very different in each case. There were from those who 
were committed and worked very well in partnership with us and 
developing solutions, as might be Kutxa, to those who from the beginning 
were not interested in nothing that we told them, as was BBK, where it 
only works one of 24 projects of ner group. The reaction of banks was the 
most frustrating. They protected themselves in ratings, Basel and all that 
paraphernalia of arguments. Serve as an anecdote that the head of a well-
established bank in Bilbao told us in advance: “I wanted to tell you that 
we are very expensive!” And we had not ordered anything yet... 

However, we began to walk very slowly and were creating those links we 
wanted with some entities. As for others that from the press say they want 
to give credit and do not give because they are not asked, but really they 
don’t want to do anything with organizations in these very turbulent 
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times, we replace them with other ones that showed us that they wanted 
to be in the world of business. 

So we have been doing various bank pools over the past two years and 
migrating from one entity to another. 

It is a long process, of course, because it is not about closing or canceling 
any line or loan, now that funding is so scarce and that may determine the 
existence of an organization at a particular time. It is walking in a shift to 
defined entities, led by the larger organizations that can support smaller 
ones without conditioning warranties or anything like that. 

We recently finalized the bank map and bank / ner group balance. We 
want to know, because we believe it is vital, how much each entity earns 
with us. Not what costs to us, that we know everything about our bottom 
line, but how much they earn from us. 

When you sit down with the bank, often you get the feeling they give you 
money or they are doing you a favor. And that’s not like that at all. 
Behind, as we all know, there is a very profitable business for them and 
on which, unfortunately, individual organizations have very little 
influence. Therefore, we encourage all organizations to make cost-benefit 
analysis by entity so that they know what profit they give to the bank. 
That every person who puts his payroll in an entity, he could know how 
much that entity earns with that, and for that he could know if the 
financial institution is supporting or not the organization to which he 
belongs, and if it is not supportive, you know and can act on accordingly. 
Maybe among all we managed something that today seems an illusion: 
become major actors, with influence over entities, that they do not treat us 
as if we ought them a favor. We are their customers. 

In years when interest rates are at historic lows it is more expensive 
funding from a differential point of view. We know and understand these 
rules of engagement of banks, but when we sat at the table with them, we 
want to know what we give them to gain and make them understand that 
there must be a relationship between what is at stake and what is gained, 
it may not be to have only the good and beautiful, and now that taking 
risk scares, do not give anything. As sample of above some magnitudes of 
2012: 
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Payroll  
(nº) 
 

1.438 

Social Insurance  
(thousands of euros) 
 

12.820 

Billing  
(thousands of euros) 
 

261.523 

Risk Granted  
(thousands of euros) 
 

55.570 

Live Risk  
(thousands of euros) 
 

34.687 

  

 

 

With these figures, how much do the financial institutions gain with ner 
group? The conclusion drawn from the banking map (extrapolating data 
from all organizations, also from those which have not participated in this 
analysis) is more than 3.5 million euros. It could make different analyzes, 
that is much, little..., I leave that for each one, here it is worth mentioning 
that this figure allows at least that we can try to change the rules 
somehow, showing everyone what we give them to win and their support 
or not to each organization. From the values that we apply in ner group, 
such as solidarity and cooperation, we try to support projects with more 
difficulties to obtain financing, shifting activities from those financial 
institutions which do not care about us anything to other entities that 
support projects and people. The challenge is difficult, but we’ll try 
anyway. 
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Most of the entities that we have been treating with, have tried to force us 
to play by their rules, that if crisis is fault of others, that if with sales 
declining cannot do anything, that if their balance sheets are the healthiest 
for something, that the risk is set by the Bank of Spain and there are 
rules... Pussy, clear that there are rules!, But they must be equal and clear 
rules for all. How can it be, under the common regulations of the Bank of 
Spain, Basel, the crisis... the factor you chose, that an entity that boasts 
about supporting Biscayne enterprises refuses an operation over 2 million 
euros to an organization of ner group, and other entity give 100 % of the 
same operation?, the balance is the same, the income, guarantees the 
same... Where does the difference lay? It lays in the real bank’s intention 
of helping organizations that want to maintain jobs and activity in our 
land. In this case, within ner group. 

We understand that each project or company that closes in the Basque 
Country moves to countries far away and that the decision centers go 
away, which seriously damages the industrial infrastructure that has 
historically been so important here. 

The process of mergers that we have lived, and that we will continue 
living during this year and next, it has made that many merged entities 
automatically reduce the chances of seeking different alternatives. In this 
circumstance, there are entities with high risk that make us seriously 
doubt how they will act when they have to renew credit lines to 
organizations. We all know that, in bank mergers and especially right 
now, not 1 plus 1 are 2. Some of our organizations are achieving record 
results in their history — yes record, and in these times of crisis —, and 
yet, some entity has told them they have to reduce risk. 

With tenacity and convinced that we have something to offer, we have 
been finding new entities and individuals — because at the end the 
decision is taken by people —, who have understood what we are, the 
way we work, support each other, to internationalize, to obtain synergies 
beneficial to organizations, and enabled us to grow with them and leave 
those other entities that have not wanted to be with us. 

 



 

 

 



 

 

Chapter IV 

MUNICIPAL EXPERIENCE 
 

 

 

Introduction 

As we are going to explain, this was the question that always arose in any 
meeting attended by someone coming from an entity of the administration: “Is 
it possible to apply this in a public organization? “And the answer also is 
always the same: “Whenever there are people ner application is possible: it is 
people-based project, not a type of product or service.” 

We have had the experience and we relate it to you. 

 

 

Whenever there are people, it is possible 

It is difficult to find any conference or lecture in which we participated 
and someone did not ask for the validity of the new style of relations in 
the field of public administration. Despite the strength of our responses, 
“whenever there are people it is possible”, we were unable to dispel all 
doubts on this issue.  

As a result of that and our interest in experiencing new realities, we began 
to seriously discuss within K2K the convenience of carrying it out. 

At first glance it was clear that it was not a good idea according to 
economic criteria, but thankfully that one is not part of our priorities. 
Most of the governments are composed of numerous departments, highly 
heterogeneous and without much connection between them — for 
example, in a municipality, the section of culture, urbanism, the sport... 
—, and this would entail a great dedication on our part.  

This being so, we could not ignore the opportunity that would be the 
achieving, within the public sector, a reference of people-based 
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management, citizen-oriented and founded on efficiency, so that could be 
used as an archetype to achieve the demanded transformation of the 
public service.  

Not much thought was necessary. We value the importance of the matter 
and, apart from other considerations; we agreed unanimously that we 
would accept the challenge. We would implant new style of relations 
within the administration, as long as we were presented an opportunity. 
The door was open. 

After several months from those discussions, one person of our 
environment, with which we worked in the field of education, proposed 
to us the possibility of implementing the new style of relations in the 
town hall where he had recently been appointed as an elected 
representative. In his own words, the results of the last municipal 
elections for the first time several legislatures produced a change of 
government, and they did not want to miss the opportunity to transform 
the traditional organizational structure. 

It seemed that this was the opportunity we were waiting. On the one 
hand, a municipality that for tradition and size had enough the media 
relevance to serve as a reference to other municipalities, and secondly, the 
knowledge and conviction regarding ner enough by those within the 
council, that would be the most responsible for leading the actions we 
were proposing. Even with the good omens, we did not want to relax and 
at subsequent meetings we were specifying the starting conditions. 

True to our modus operandi, the first step should be the property’s 
accordance, meaning for that the city council. To prevent that the 
introduction of ner could become subject of political dispute and that its 
validity would depend on which political group hold the power each time, 
we settled as conditio sine qua non the unanimous approval of all political 
groups that formed in that time the full council.  

For this purpose, the January 26, 2012 a special meeting was convened 
where we were shelling the principles of style and giving all the 
explanations that were required. Following this meeting, the only two 
political groups that coexisted in the consistory accepted ner without 
hesitation. Now it only remained the approval of the people who formed 
the council staff, for starting the first ner project in public administration. 

As in the private sector, holding assemblies is unusual within the 
administration. Let alone when its object is to make major decisions such 
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as the implementation of a new organizational style. Considering the 
importance of this meeting, all the people were called, early and with 
sufficient information for the February 6, 2012 in the hall of the town hall.  

It was interesting to see the mosaic that was formed by the approximately 
eighty people gathered there. In a corner of the municipal police, 
urbanism in the background, on one side social services… departments to 
date with very little in common, except belonging to the same entity, now 
they found the difficult ballot to decide together the evolution of 
relationships in your city. It was understandable the feeling of uncertainty 
that was present in the environment. 

Since it became public the possibility of applying the ner at a town hall, 
was generated in our environment an important debate related to the 
results that may yield from the vote of the assembly.  

The majority opinion was inclined to a rejection of the approach, arguing 
the lack of motivation of both an economic, as it would be unworkable 
profit sharing, as employment guarantee, because until that date, in the 
public sector not contract terminations had occurred between staff officer; 
for reasons other than disciplinary records.  

Without being unconcerned with the difficulties these situations entailed, 
we were fully convinced of the prevalence of other kind of reasons at the 
time to influence a decision of this kind, as, for example, self-
management, personal development or recognition. 

From the first issues that were asked us, we could corroborate the validity 
of these assumptions. There was a great similarity between their concerns 
and those usually watched in other organizations, and the assembly was 
developed within the channels that could be considered normal for such 
acts. Reason why it was no surprise for us the result that the counting of 
votes threw up.  

A significant majority of those present, namely 78 %, had given their 
consent to implement the new style of relationships in their city. We just 
thank the trust they had demonstrated and embrace to put all their energy 
and enthusiasm for this exciting challenge.  

Although we were very happy for a start so hopeful, experience counseled 
prudence. It didn’t seem to be a walk in the park, so we decided to 
sharpen the focus and strengthen confidence in all the experience gained 
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during these years, as we wanted to get the goal we had set. For mood 
and desire would not be. 

We spend the next few weeks meeting with all people, grouped by affinity 
responsibilities and work areas. The hour of meeting we share with each 
group gave us the opportunity to learn more about the intricacies of the 
organization. Experience tells us that the degree of sincerity in people is 
very high, consistent with approval of the beginning of the change by 
majority in the assembly.  

With reference to the projects we had worked up to that point, we 
observed no major differences in the opportunities for improvement than 
those identified as departmentalization, communication, information, 
teamwork...; would highlight only the conformism shown on these 
shortcomings, which are assumed as normal, without demanding a 
change.  

What it surprised us positively, for being well above average, was the 
great client orientation in this case, citizens — that showed most people. 

From the information obtained in the round of interviews, we began the 
design of the new organization. It became necessary more encounters 
with people and considerable observation hours until somewhat firmly 
understand the operational dynamics of the city council.  

From there, we project an initial outline and went defining in function of 
the objections found until we reach the final proposal.  

The new organization would consist of thirteen teams, with the main new 
feature of integration into one device, departments so far acted separately 
and creation of cross teams. These consist of people from different teams, 
covering functions involving more than one section.  

It was the case of the Steering Team (EP), composed by the leader of each 
of the teams and coordinated by the mayor, who stood so close to the 
organization of the council and its people, while assuming the 
responsibility to set the general guidelines of the consistory. The role of 
the mayor in the EP would be referred not to the political program design, 
as this task is the exclusive domain of the government team, but the 
implementation of that program and organizational decisions with direct 
involvement in citizenship. 
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No organizational proposal can proceed without the physical space to 
facilitate their development. Therefore, also rephrase the existing spatial 
distribution to suit the needs of the new organization. Including actions 
such as, for example, that all team members share the same area without 
walls, or offices that hinder communication.  

Similarly, the curtains would be removed from the windows into the 
street, in order to convey a message of openness and transparency to both 
citizens and council people. Although measures of this type often result in 
discomfort and disputes between affected and this project was no 
exception, were introduced gradually after going finding solution to the 
problems encountered. 

Another source of controversy and distrust often derived from the 
modification of the wage structure. The difficulty in this case is 
accentuated because of the rigidity of administrative law. Implementing 
the versatility and flexibility that requires teamwork was becoming very 
difficult if current regulations still apply to job evaluation, according to 
this, each function or activity accounted for a certain score and the sum of 
these configured the stipulated wage.  

Due to the difficulty of changing the internal procedure, agreed to 
propose to ignore the rules and allocate functions within teams, knowing 
in advance that score higher responsibilities won’t involve a salary 
increase. However, we would request a review in the case of people who 
find that, continuously, they develop functions at a higher salary level. It 
was required a high level of altruism and generosity to accept an approach 
of this kind, but the degree of involvement shown by most people let us 
trust in approval. 

At this stage we take a momentous decision that would mark the 
evolution of the project. Previously, we considered that the government 
team had been formed recently and also with people with little experience 
in those liabilities. This made us aware of the limited commitment that 
could be allocated to implement the new organizational style, at the same 
time; it was a reminder of that possibility of developing dependence and 
duration of the project with respect to the option that the political group 
of the moment would take.  

Therefore, and in agreement, our decision was to start implementing the 
new style of relations with persons in the staff of the council, while the 
council would be integrated into the team dynamics later, once settled in 
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their new responsibilities. In this first stage, therefore, we should bear 
alone change leadership. 

Having defined a whole new organization, other concrete approaches 
were run out and shared with everyone in a new assembly held on May 7, 
2012. After a detailed presentation followed by clarifications, proposals 
were approved by a large majority and agreed immediate implementation. 

The first thing was to meet with the new teams to jointly determine the 
next steps. It was appointed leaders of each team and we define and split 
the roles to the members.  

Subsequently, selected strategic indicators for each of the areas of 
responsibility, which led to a great difficulty due to the complexity that 
entailed measuring some of them.  

However, after proposing numerous variants, we select those that best 
reflected the degree of advancement of the objectives. Similarly, and 
consistent with the initial meeting agreement, we proceeded to remove 
the transfer clock to evaluate, not hours of recorded presence, but the 
work done. 

Gradually teamwork dynamics was permeating the culture of the city 
council, not without persons, as usual, that they felt uncomfortable with 
this type of operation, based on self-management, challenges, tracking… 
and pose objections and offered resistance. Their fears were dissipated, as 
the weeks progressed, in finding indicators improved.  

Another obstacle we had to overcome to teamwork was the excessive role 
assigned to the technical figure in the administration. After politicians, on 
occasions even above them, monopolized decision-making power and 
relegated other people to a secondary role. Now it was to integrate them 
as members of the teams, so they could bring all their knowledge in the 
technical component decisions without their view prevail above other 
different, as organizational decisions and management.  

Because a culture rooted as this does not leave easily, it took many hours 
shared with the teams to begin to see a significant evolution.  

The biggest fears didn’t come not so much from the technicians, 
curiously, but from the people of lower pay scales, it was very difficult for 
them the mere fact of imagining that it was feasible. However, this 
migration was consolidated and, for example, the coordinating role of one 
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of the teams was played by an administrative worker, with the 
responsibility of distributing the work, tracking what has been done and 
even taking decisions that to date were reserved for the politicians, in this 
team, by the way, indicators improvement was a constant and achieved 
service levels really meritorious. 

The assimilation of the concepts of the new style of relations developed 
rapidly. It was not unusual to see how inside the teams, people that to 
date without any professional relationship now collaborating with each 
other, even to the extent of performing the functions of a colleague when 
he was in trouble by excessive workload or a lack of knowledge. This type 
of collaboration also occurred between members of different teams. 

For administrative assistants, was found normal performing functions at a 
higher level, so that they were recognized the administrative professional 
category, thus fulfilling one of the commitments made at the beginning of 
the project.  

In the same way, we should highlight the evolution shown by the EP: the 
first meetings, characterized by erratic development and hard to find 
topics of common interest, successive, where issues arose naturally and 
participation and involvement of people became the norm.  

Decisions as agreeing conducting a citizen survey, designed to reveal the 
degree of satisfaction with the service provided as well as the definition of 
its content, were the result of this dynamic operation practiced by the EP. 
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Team meetings. 

 

 

In customer orientation were appreciated other important advances. One 
of the most significant in this initial phase of the project was the changing 
in the city hall entrance.  

Until then, access to the main building could be performed by two doors, 
whose situation on both sides of the street required the presence of at least 
one person in each of them to provide proper care to citizens. This meant 
not only incur a significant wage cost, but also the service was assigned to 
particular individuals of the team, who produce excessive waiting times 
when several citizens coincide.  

After analyzing this situation with the team of citizen service, we agreed 
to close one of the entrances and locate all the team members in single 
access. After a relevant training plan, any team member could serve the 
citizens when they observe accumulation of people at the counters. 
Consequence of interest and the flexibility shown by the people, in no 
time the queues practically disappeared, substitutions for sickness or 
holidays became anecdotal and it was possible to extend the opening 
hours in the afternoon. All of that without increasing the number of 
people. 

Thanks to the experience accumulated by the teams since the start of the 
project, we were ready to tackle the next challenge: the realization of the 
plan of ideas and objectives (PIO) for the following year. From the 
political program proposed by the group of government, it was about 



 

ner experiences 2012 89 

defining and prioritizing, by each of the teams, the actions that they 
undertook to implement in the next twelve months.  

This meant overcoming the prevailing culture in the administration — 
consistent in renewing the budgets approved the previous years —, with 
slight modifications depending on the economic context, replaced by a 
radically different approach where every year starting from scratch. We 
proposed to migrate from a culture based on acquired rights to one where 
what prevailed was the relevance of ideas. 

Once approved the dates by the EP, it launched the PIO for 2013. The 
team meetings happened during the following weeks, overlapping and 
even saturating the availability of existing rooms. At the end of the 
designated period, each team provided the government group a detailed 
plan of action, with allocation of responsibility, dates, objectives and 
corresponding economic valuation.  

After carefully analyzing the documentation provided and make 
appropriate recommendations, meetings were held with citizens to discuss 
the different approaches. Evaluated all proposals and established the 
necessary prioritization, the government team drafted the final document. 
Only remained approval by the council and ratification by the assembly of 
people for the PIO 2013 saw the light. 

Prior to the conclusion of that meeting we met with the mayor and the 
deputy, who were who, in particular, had boosted our presence there. 
Although regularly talked about the progress of the project we felt 
necessary to dedicate one morning to assess what has been done and to 
share the following.  

We agreed to emphasize the positive development of most of the teams as 
well as the progress made in key subjects such as customer focus, 
management, communication and information. They understood that 
cross teams like the EP, and the assemblies overcome the excessive 
existing departmentalism, noted as one of the areas of improvement at the 
beginning of the project.  

Although reviewed the need for improvement in some particular team, 
they generally conveyed their satisfaction with the progress made by the 
organization. 

At that time, the decision of the central government to freeze salaries and 
eliminate Christmas bonus had generated not only a major upset in the 
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hall, but also a loss of confidence of some people in the government team 
and also in ourselves, therefore unable to meet the commitment made at 
the first meeting, to apply every year a raise of CPI provided if the 
financial situation allowed it. It was explained in detail in an assembly the 
binding of these central government decrees by which their application 
not imply that the mayor was criminally sanctioned and that the 
interpretation chosen by the council at the time of his application had 
been the most pro-people, for example, the decision to advance the pay of 
July to January.  

However, it was not possible to eliminate that dissatisfaction in certain 
people, specifically in the most related to unions, which used that episode 
to criticize the project’s progress whenever they had the chance. 

Address at the time of planning the next period, we express our deep 
concern over the delay in the process of integrating the governing group 
in the different project teams. While the decision to start working with the 
people of the city council and postpone the introduction of political 
representatives to a second phase had paid off, as the course could not be 
the same, in recent months began to present important drawbacks.  

So determined, organizational and deployment of the teams, led both by 
K2K alone, had led to the formation of two parallel organizational 
worlds, the government team on one side and the other people on the 
other side. Since there is no coordination between them, followed and 
disputes affecting the proper functioning of the organization. On more 
than one occasion had conveyed the urgent need for organizational 
unification, even we requested a briefing with the government team, but 
for one thing or another, we had not made significant progress. 

Yes we could raise the mayor the opportunity to accompany the 
councilors in this integration process and go gradually ceding leadership. 
To do this, our presence at the meetings from that time would stick 
exclusively to guide the council in his new role, so we would not attend 
any meeting where not present the corresponding political representative. 
We understood that henceforth we would not bring much to teams except 
hinder their autonomy.  

On the contrary, we had everything to do with the group of government 
mainly convince them of their simultaneous belonging to the government 
team and the section or area. In terms of participation in the latter, so far 
limited to the exclusive relationship with the technicians, should aim to 
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foster debate, the contribution of new ideas, joint reflection... for what the 
council would act as a member, without conditioning the dynamics of the 
team with the authority’s decision-making available to them as members 
of the government team.  

They were fully agreed with the proposal, although involved the 
reorganization of areas between the councilors, who also were not 
liberated persons, so that their agenda and available time were actually 
the root causes for not giving this step nimbly. We ended that meeting by 
agreeing to include this new approach in the agenda of the meeting to 
present the PIO, scheduled for January. 

With some delay on the scheduled date, the assembly took place which 
exposed the actions and goals that each team undertook to make. Worthy 
of review was the ease that coordinators showed their explanations, and 
aroused attention in all the attendees. No explanation lacked by the 
financial responsible on the economic results of the year and the 
anticipation of the next.  

The government team took the assembly to propose a short survey, whose 
results were committed to be shared with teams, on impressions of 
individuals with regard to the changes made. We intervened last, 
exposing our assessment of the process and discussing the new role that 
we would develop with the government team, as we had agreed with the 
mayor. 

After the meeting we were talking with the mayor and the deputy about 
how the council would be integrated in the new organization. They asked 
for a little time to talk to each other and make the necessary changes, and 
they summon us to a future meeting where the new phase would be 
planned. 

After some time without receiving any news we decided to take the 
initiative to summon a new meeting. They apologized for the delay, 
which they attributed to time spent with the teams sharing the findings of 
the survey. The result of the same (3.2 out of 5) as a positive value, taking 
into account only ten months since the inception of the partnership, any 
less if we take as reference the commissioning of the teams and the lack of 
participation in the process by most of the government team.  

With no prior reference, the initial interview comments were not scored 
and it was impossible to know the developments, we understand that 
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information like very representative when assessing a process of this 
nature.  

We agreed, with the majority opinion of the teams, that they do not 
require our presence at their meetings, as we expressed to establish the 
recent agreement, ratified after the assembly, to focus exclusively on the 
integration of councilors on the teams. They asked again for a little more 
time to finish talking with all the teams and agreed not to continue going 
to the city council until concreting this. 

Sometime after the last meeting without having had any news about it, we 
decided on our own to end the relationship. We were a little disappointed 
with how things went after the assembly and preferred not to force a 
relationship that didn’t flow with interest.  

Also we understood that was a big change in life, relationships and 
responsibilities of councilors, so their integration was a big challenge. 
They interpreted like that, specifying that they do not have the time 
required, as a result of the dedication need by government functions. Very 
positive valued the legacy left in the organization. 

As they say in these cases, it was good while it lasted. We felt we had 
wasted a very good opportunity to complete the process of transformation 
of a public organization. Overconfidence may prevent us from being strict 
in defining shared objectives and demand their achievement. We stayed 
with it and with the confirmation of; whenever there are people it is 
possible. 
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Chapter V 

FROM GRANADA TO BISCAY 
FOR THE NER GROUP 

 

 

 

Introduction 

This is an experience that almost connects with our origins in ner group, as it 
has been six years which Belen Molina relates, since we went to her land, to 
help a close friend of our family, as they say, by compromise, until this moment 
she is in ours. We believe it is a good example of what we used to exhibit on 
meetings with young people that start in working life, she knew what she 
wanted, or at least, she realized that he did not want to lose after finding it. 
Search means having a goal, finding means to be free (Siddhartha). 

 

 

 

It was May 2007, only just turned my first working year after leaving 
college. I was lucky, as I finished studies found a job where I was happy, I 
was learning, I liked what I did and also had it near home, what more 
could you want! 

It was an organization within the building industry, therefore, that year, it 
was beginning to notice some market instability, but we had a lot of work 
at that time.  

We received bad news from the immediate environment: small customers 
that closed, defaults, paralyzing projects... but the number of our strong 
customers with a significant level of turnover, we remained hopeful.  

However, for fear or serving the environment as an excuse, the property 
began to take certain decisions. To my surprise and through some filter of 
information, I know that the more short-term plan was to get rid of some 
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people. Of course, begin by the “non-renewal” of contracts expiring 
immediately, which included mine.  

The disappointment that I took at that time was that nothing made sense 
to me in that place, and I decided to leave that job before they were the 
ones who told me they did without me. 

During the fortnight between the announcement and the date of my 
retirement, one of my best co-worker and friend, Jose, was trying to 
convince me not to leave, and me, stubborn as always, I was convinced 
there was no turning back. But in one of the conversations, watching Jose 
could not convince me with no other reasons than that so far had offered 
me, he said: 

—Please, Belen, do not go. The only thing I can tell you but It is 
soon we will have an opportunity to change, and we will be able 
to decide for ourselves. It is expected that within a month — thus 
before my contract ended —, come a group of from Basque 
Country. I had the opportunity of being with them on one 
occasion and truly, the approach that they bring us is something 
that, knowing you, I’m sure you will like. At least wait until you 
can hear it for yourself, and then if still does not convince you, 
then go. 

 

Jose is a very optimistic person and very enthusiastic, very capable of 
spreading illusion. So my response was that, for the confidence he had in 
his words, at least think seriously during the weekend and by Monday 
had decided something.  

The illusion that Jose conveyed, my curiosity and the rest in the weekend, 
they convinced me that I have to stay with them a little more. 

And that’s how six years ago, and 900 kilometers from my place now, in 
a corner of Andalusia, began my first ner experience. 

Just a week after we had the first meeting convened for the visit of Oscar 
Koldo and K2K, in which they explained us what it was ner. I Heart 
about teamwork, communication, freedom, confidence, opportunities, 
economic concepts shared, it was like listening to a tale, because at that 
time it was impossible to imagine each of those values in that company. 
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(Freedom and trust where we worked with cameras monitored by the 
owner? A difficult puzzle to fit.)  

Still, we gave our vote of confidence to change, sensed it would be a 
positive experience. There was only one question, to what extent the 
owner and manager would allow this change? If all that they we raised 
was an antithesis to his way of thinking and working...  

Oscar was not long in joining, just 2 or 3 weeks. He would be the project 
coordinator, while the owner was out of any management practice.  

Next it came the swarm of meetings that we knew so far than “a thing of 
chiefs”. At first it seems that the only thing left after each meeting is the 
sense of loss of time, also because the first meetings are difficult to define, 
everyone has so much to tell, though not much to say, often extended 
more than due.  

Soon we would know the new structure, the formation of new teams. The 
purchasing manager and the production manager stopped being to form 
the ESC (Customer Satisfaction Team) which managed the Madrid area, 
they were important pillars for all who were there, we could not imagine 
how the day to day would be without they, because they would not to 
manage from Granada, from now on they would spend 4 of the 5 days in 
Madrid.  

The person who was responsible for the entire bank management would 
leave this position to move to ERP (Supplier Relationship Team), he 
would change from negotiate lines of credit with the bank, to negotiate 
raw material prices and supplier delivery times.  

The person who was responsible for the billing and collection from 
customers would be responsible for production planning and leading the 
team of Commitment.  

They formed different ELC (Customer Line Equipment) internal and 
external, as not all worked in the workshop. And so to leave the new 
organization defined. The movements of people who have exercise 
certain responsibilities for years to entirely new ones makes you feel that 
the structure of the company falters. 

So, a month later, all I had to tell about ner was that we lost a lot of time 
in meetings, and those who really knew the entire operation of the 
company were carried out and that there were people in positions that 
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they dint know at all... And yet, could I think that something could go 
right? Did I wanted to move on? Yes, everything seemed crazy, but there 
was something special.  

Being us directly the protagonists, know that the reins were in the hands 
of each and every one of us did regain the trust in the person who ran that 
boat, and put forward in everything we did. So we saw the birth of what 
would be our project, our commitment. 

It took months, but gradually this “embarrassing” stabilized. Each person, 
each team was adapting to the new way of working and were defining 
their respective responsibilities. We understood the importance of those 
meetings, what were the key issues to be addressed and how, so that soon 
became commonplace, rather, necessary. It is then understood that the 
basis for the functioning of the organization is to share information, 
communication, because knowing all the reality at hand we can make 
decisions and act in the most responsible way for the benefit of the 
project, the common good. 

Now that we functioned as a team, with its ups and downs, of course, we 
had another fight. 

I was part of ESC Andalusia. This team was the first to notice more 
acutely the first effects of the crisis in the construction sector. The daily 
struggle to get new projects was exhausting and it was becoming more 
and more complicated, virtually the entire sector was slowing.  

This tension was transmitted to the other teams, and that it was predicted 
unobtainable by those ways would have to be obtained by others, because 
we had to meet the proposed objectives.  

We all knew what the point of equilibrium of our project was, where we 
could not downgrade if we wanted to survive. It was at that time when 
the idea of creating a new standard product line came out, which the 
person in charge of planning would lead, so that this responsibility was in 
my hands. 

The situation of the sector and external factors were progressively worse 
and its effects were felt very negatively in our project, the economic and 
financial structure was not very balanced.  

The lack of liquidity was one of the big problems that we should learn to 
live with. Having problems with payments to suppliers, was complicated 
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the purchase of materials, which turned in not giving to customer the 
right service, hence the delay in collecting and, of course, in not being 
awarded with more deals.  

A vicious circle of which seemed impossible to get out. Every day there 
must be a plan, choose which vendors meet in order to provide the most 
important customers and, thus, raise cash to keep running. 

This also complicated the payrolls. We have to convene special meetings 
to decide what proportion of the next entry of money would go to pay 
salaries and which to buy materials to continue working. It got challenges 
hard to imagine before the crisis, as the acquisition of new works by 
involving suppliers.  

We took them to customer’s home, so they had to give us their best offer, 
and ensure that they would provide us material without charge until the 
customer do the payment of invoices.  

Although the situation was very tense, and live that day to day was 
exhausting, we all got used to that stress and proof of this, it is that every 
day we work with the enthusiasm and the hope that we would go on 
gradually finding solutions and it would change the scenario.  

Everyone in the organization we left the skin daily for the project to go 
ahead, we did it ours, own, we knew that we had acquired engagement 
with ourselves, with our future, and so we deal.  

It was now June 2008 had been a year since the project began, when 
Oscar (K2K), along with the person leading the finance team, discovered 
that the owner of the organization had a number of properties that had 
hidden. 

It appeared that there was more hidden information so far. Quickly, K2K 
team traveled to Granada, where they had a meeting with the property, 
their lawyers and financial team leader. Indeed, the owner had a number 
of homes owned, by those he had never spoken. This news came as a cold 
shower for everyone, but especially for K2K, as transparency and trust are 
two of the most important conditions when starting any project. 

To the other people in the organization told us all this at a meeting held 
that day. Even having been betrayed by the owner, K2K decided to 
proceed on for the 40 people who worked there, however, put the 
condition that the owner would remain outside of the organization, you 
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do not even play a commercial role as at present, since trust had been 
broken with both K2K as with people. 

K2K first thing it did was try to sell those properties to get the liquidity 
that the company needed and the owner had pledged since the arrival of 
K2K. The problem was that at that time the situation was complicated 
and it was very difficult to sell, if it had been known from the beginning, 
would have been easier.  

Being very critical the situation of the company due to lack of liquidity 
and not been achieved the sale of any property, K2K decided to continue 
investing in us and bought four of the homes of the owner with the 
commitment of him, that when successfully close a transaction that was 
going to report liquidity them return the money.  

This did not happen at any time and K2K had to stay with these four 
houses, located in an abandoned place in the province, and another one 
as part of their fees, as they are left nevertheless duty more half a year, in 
short, did not receive any cash payment for the work they did. 

At this point, and after a year of K2K collaboration, the operation of the 
organization was completely different. The teams were fully autonomous 
while had established a connection with each other that made possible the 
operation of the organization as a team. From the first meeting we knew 
that, at this time of full operation of the ner, Oscar (K2K) would leave 
and have another coordinator.  

For us it was a sad moment because it was Oscar who made possible our 
change, who made us delude ourselves with each challenge, we saw him 
giving all, he confided in each and every one in the project that we were, 
above all made us dream that we would win the game.  

It was therefore very difficult to see someone else in his place thereafter. 
How could someone come now to coordinate us, someone who had not 
lived the last year with us? What we really needed from our coordinator? 
We were all quite reluctant to receive a new person in that position, but 
the decision rested with K2K.  

Finally, it was determined that no one would come and appointed a team 
of four people who would meet in extraordinary session to make critical 
decisions when necessary. And from around holidays, Oscar would be 
less present in our organization. 
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And so we continue our journey for a few months, working day to day, 
hand in hand, full of hope. But in all this time the owner still did not act 
properly. Continued meddling in the activity, deceiving customers and 
suppliers, tried to fool some of the people in the organization to endorse 
debts from him (K2K opposed avoiding it)... also took advantage from 
family he had within the company for works that charged him directly.  

Still, K2K tried to move on for the sake of us, yes, demanding that the 
owner’s brother, through which this was meddling in the organization, 
left the project.  

From that moment, the owner began directly managing the company and 
first decision taken was closing, with the idea of creating another one, to 
avoid paying suppliers and leverage to fire most of the workers.  

K2K was clear that would not continue under these conditions and that 
was when they decided to leave the project. It met with the owner and 
agreed with him that delayed payrolls and allowances provided by law 
would be paid. We were informed of this decision and economic 
conditions in the farewell assembly, where the owner was also present 
and gave his consent to all this to the audience. 

Once again, the owner would not go through the hoop and despite its 
agreement with the procedure that raised K2K, as we listen, we were 
convened the next morning to tell us he were not going to do well out, but 
we had prepared all documentation for dismissal to sign at that moment. 
Used the threat of those who did not sign may not charge the two payrolls 
we had pending. 

Shame that only a minority of us refused to sign. We quickly got in touch 
with Oscar because this had nothing to do with what it was proposed in 
the assembly. It was clear that this was outside K2K and now it was our 
turn to fight against the owner, but this was another battle...  

It was a pity that everything ended that way, but the fact is that during the 
nearly two years of the new organizational style, were present effort, 
enthusiasm, confidence, joy, struggle... a wealth of emotions and feelings 
that helped us to grow at breakneck speed, to know our endless and 
unclassifiable abilities, to overcome fears, to learn what it is to work in 
teams, to see that things could be done differently. 

And what after that? We knew that we were losing more than a work also 
saying goodbye to a way of working that we could hardly find. In fact, the 
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last two weeks, and without the cooperation of K2K, was hell. Everything 
we achieved in this time, collapsed in just one day.  

We returned to the command and control, we lost the freedom to think 
and, of course, to decide. Taking that step back occupying the same place, 
next to the same people, it is hard. Perhaps it had to be so for us to 
appreciate truly what we had, what little problems in day to day had not 
left us value, because it is clear that people do not know what we have 
until we lose it. 

Now it was time to take a new path and had to choose which one. 
Among my thorns stuck had to study a Master and what better time then. 
So I set to work and the next year (2009-2010) was dedicated to it. At the 
end of the Master, had option of practices, which is always considered a 
good opportunity to make space in the workplace. And I chose it. 

The course was completed in July and between vacation and others, I was 
called in late August for an interview for practice in a large group of 
communication and advertising. I was selected and soon would be 
joining. So far, it was all a new illusion that soon faded.  

When you get to a new place with desire to learn and to give everything 
you have, and find out that all they have to give to you, it is a lot of work 
left behind for the holidays, and that the only goal of the company for you 
is that you spend five hours a day in a room alone doing that, 
disappointment is inevitable, but it was clear that I would not lose time 
doing something that was not going to bring anything, either new 
relationships as I passed the day alone, as I said. I could not settle for that 
situation, there was nothing in place and didn’t know when I would get 
the next opportunity, but two weeks was enough to leave those practices.  

They say when one door closes another opens, and in this case it was. 
Not a week had passed when, by surprise, I received a call from Oscar 
(K2K), to make me an offer. In one of the organizations that are part of 
ner group, Walter Pack, needed to cover a maternity leave for four 
months in planning office. Miguel, Walter Pack coordinator, commented 
to Oscar this need and thought that the ideal would be to have someone 
who knew both the style and the position. Oscar remembered me. 
Actually, it was a pleasant surprise. From the outset it was clear that yes, 
I wanted to do, but they asked me to think well, since it involved the 
option to begin a new work and not only that.  
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I could not believe, would have the opportunity to return to work in the 
ner, this time away from home. It was what I wanted and knew that 
where I was it would be almost impossible to enjoy something alike, work 
for a project that you feel part, in an environment of trust and freedom, 
with the only limits that marked by your responsibility.  

On the negative side of the balance was just the distance, but the weight 
was not enough to say “no” to this opportunity, because the distance 
would be forever, if this time it served like an excuse for not taking the 
plunge, it won’t never be repeated.  

Three weeks later I was on my way to my new destination, to my new 
life. At that time I had made a visit to the organization where I was 
working, I had put my new teammates face and could see a little the 
activity they were engaged. Honestly, I found something complex, and at 
times, though I never said, I doubt my ability to do the job, but I guess 
this is something that always goes hand in hand with the unknown. I 
always wanted to be part of another ner project or at least know some 
more for a while.  

I remember that even while working in what was my first project ever 
wondered whether I could visit another organization, I was curious about 
how it would be in other organizations, how would face some situations, 
how would be the relationship, etc. 

I must say that for me it is very rewarding to live another project. I think 
that in this organization, the planner is perhaps the person who has the 
opportunity to interact more closely with each of the people who are part 
of it. This is an opportunity to be in a continuous learning in many 
professional and personal aspects, which I believe to be redeeming. I 
further acknowledge and appreciate the support I have received without 
any fault of most of my peers. And of course, it is also gratifying to see 
that I could make improvements where I thought everything was done, 
and that the only one who has things to learn would be me. 

Two and a half years have passed since I decided to start this experience, 
it is clear to me what is the idea that defines the ner, “project based on 
people “, reaffirmed in me to see that, while sharing some values and a 
style of organization, each project is different, each one is and lives as 
such, it is like the people that make it up and lead. Which, at first, I had 
trouble understanding, because I tried to find here what it had been there. 
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But in my experience, every project is unique and unrepeatable, like the 
people in it. 

Starting a new work and new life in parallel, away from family and 
friends, in a different society, is not easy. You can’t build 27 years of life 
as you leave behind in just a few months, or even in a few years. Only the 
illusion may blur the difficulties that this entails and make you enjoy the 
good. So, to the question that I have been repeated all the time, “and 
being Andalusian, how are you getting on with bad weather here?”. 
Always answer “is not the sun’s heat which precisely misses”.  

 

Belen Molina 

June 2013 
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Chapter VI 

THE TAX SYSTEM. 
SUSTAINABLE HUMAN DEVELOPMENT 

 (CONTRIBUTION OF NER GROUP 
TO THE PAPER ON CORPORATE TAX REFORM 

IN THE GENERAL MEETINGS OF GUIPUZCOA / 
GIPUZKOAKO BATZAR NAGUSIAK) 

 

 

 

Introduction 

In this year, the General Meetings of Gipuzkoa asked several organizations in 
the province to present some reflections for possible change in taxes. This paper 
presented here was ner group contribution.  
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The tax system. Sustainable Human Development  

 

 

Definition of Tax 

Its guiding principle, called “ability to pay” suggests that those who have 
more should contribute more to the financing, to enshrine the 
constitutional principle of equity and the social principle of solidarity. 

 

 

Current environment 

In the past two decades of globalization, growth in pursuit of a short-term 
benefit, have been ignored human contexts, cultural and environmental. 

The pursuit of profit encourages an ongoing search for new products and 
services, better and cheaper. The continuing need created by the novelty 
and social status drags rampant consumerism, and an alienation from the 
others, the immediate social environment. 

The wealth generates and is based on the continued influx of these new 
products, which leads, in turn, anxiety and impaired ability to protect 
long-term social bases. This is the basis of the prevailing system that 
drives economic growth. 

Currently, the technical, economic and capitalist development of western 
civilization aims to become master of nature and conquer all that is alive. 
Ecology tells us that we need to rethink our relationship with this planet 
that, for a tiny moment of existence, we the current generations inhabit. 

 

 

It’s time to change 

It is time to rethink everything and start again, with society as main 
character, from local to achieve an economic regulation, social, political, 
cognitive, educational and existential. 
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The starting point should be based on an image of prosperity, from 
human development and ability to flower and realize as such, to 
strengthen our potentials within the ecological limits of a finite planet. 

An important component of prosperity is the ability to participate 
meaningfully in the life of society. 

Change is necessary and, therefore, should be introduced, as a 
counterpoint to the current economy, other for the common good, 
Sustainable Human Development (SHD). Equity must be a basis of the 
utmost importance in a society where social primes in long term. 

We must strengthen the local economy, against that profit seeking 
madness. 

It is necessary to guide the binomial increasing / decreasing, for this, the 
keys of the new macroeconomic that facilitate ecological and economic 
stability for the future are to:  

•  Transition to service-based activities. 

•  Investment in assets and visions with ecological background. 

•  Policies on working time as a regulatory mechanism. 

 

The economic organization should focus its activities on behalf of the 
community and the long-term common good.  

Must be a Sustainable Human Development, so it should come first eco-
organization business, community and local based, focusing on food, 
health, education, social services, public transport, waste reduction, the 
agriculture, reconstruction of buildings, energy efficiency, emissions 
reduction of public assets, etc. 

This requires investments with longer-term returns, as it is not a growing 
and short profit for the few economy, but an economy (D) Short- effective 
for society (H) and with respect and care to the nature (S). 

Encourage and expand this new culture of development does not mean 
not to expand and support existing businesses which have the ethics and 
consistency that society demands. 

In recent decades looms ecology as a new science that raises first the 
relationship between people and nature. Responding to the ecological 
threat requires not only technical, but above all a change in the way we 
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think about the complex interaction of humans and their development has 
with nature. The awareness required for this phenomenon may be the key 
event of this century. 

 

 

Future Mission 

A question of interest is to know which the fundamental mission of the 
administration is, as agency responsible of collection criteria and return to 
society. 

They should be known what the objectives to be achieved in different 
fields of activity are, like evolution and the situation in each moment so 
that is not altered in the short term, for political differences, as well as the 
level of achievement, for satisfaction, too, of those who contribute to it. 

 

 

Objective 

We propose to create a society that thinks in terms of sustainable human 
development and seek, progressively and defined, greater equity between 
people that compose it. 

Within this objective is that of combat inequalities in all its 
manifestations. This necessitates a social preference and political will. It 
should facilitate social cohesion, generating sufficient social capital, an 
orientation of production and consumption than it is not predatory with 
the resources they use and the ecosystems in which they operate. 

The reality of the last decades suggests, scientifically, an ever greater 
inequality at the global level and in our environment. But one reality is 
the inequalities and other is the growing number of people living in a 
degrading welfare state that it is not understood if one observes and 
analyzes its environment. 

Inequalities are territorial, economic, sociological, health, educational, 
cultural, professional, etc. 

We must realize that wealth does not necessarily bring happiness, but 
poverty itself causes misery. 
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We understand a necessary humanitarian policy, rather than applying 
equality as destruction of diversity, raise reforming ways to reduce 
progressively the worst inequities. 

We are in a time when it should be incarnated the economic within the 
social, and highlight principles of solidarity, plurality and participation. 

There is another aspect that we consider should be addressed from 
different administrations, and from different areas, such as the 
educational aspect, the knowledge of what affects and therefore it is of 
interest to the public. The rapid developments require an evolution of 
knowledge, not only for specialized or professional knowledge, but also to 
other aspects such as the economy, ecology, etc. 

 “The illiterate of the twenty-first century will not be those who 
can’t read or write but those who can’t learn, unlearn and 
relearn.” 

ALVIN TOFFLER 
 

Enhance public spending prioritizing social services, is a way to create 
new activities, new jobs and improving the welfare of citizens. A people, a 
government can be proud of the levels of poverty among its own citizens 
and yes, it should help to generate revenue.  
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GDP/ 
inhabitant (2008) 

UE-15 = 27.700 
Gipuzkoa = 34.218 
(+24 %) 

Social Expenditure/ 
Inhabitant (2008) 

UE-15 = 7.980 
Gipuzkoa = 6.381 
(–20 %) 

Social Expenditure/ 
Inhabitant (%) 

UE-15 = 29 % Gipuzkoa = 19 % 

People who work in social  
services (2009) 

UE-15 = 12,7 % 
Gipuzkoa 
= 12,5 % 

Sweden 
= 25 % 

People on social exclusion UE-15 = 21,5 % CAPV = 19,3 % 

 

 

 

Business organizations 

We believe that the economic and financial crisis we are experiencing 
since 2008 is a symptom of a deeper disease of our society and, in 
particular, of our organizations. Attacking the symptoms may be 
necessary in the short term, but if we do not tackle the deep causes of the 
symptoms, we are deceiving ourselves and future generations. 

We are convinced that the disease, at least a part of it, is the prevailing 
business model based solely on competition, maximizing the economic 
benefit to the employer, in the hierarchy and the conflict of interests 
between the different actors involved in it. It isn’t smart that after four 
years of crisis, and what lies ahead, the positions of these agents have not 
changed not only positive, but they are about to take a step back several 
decades. Only the short term profit and competition, rarely with people as 
main actors, are which largely prevail.  

However, if you ask people — and we do — what values they want in 
their near, always arise: trust, honesty, responsibility, cooperation, 
solidarity, generosity, passion, freedom. 

Our proposal is to translate these principles and values to the economy, in 
the sense that, when a company uses and measures these values in all 
activity, get more legal advantages. For this it is necessary to measure the 
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behaviors that reflect those principles and values, so that in turn is 
necessary to redefine the concept of economic success. 

Economic success at all levels is expressed in monetary indicators, in 
money: at the macro level, through GDP, and at the micro, on the 
particular company, in financial gain. And money has the disadvantage 
that it isn’t able to measure anything for us, humans and the ecological 
environment, that is valuable and important.  

GDP tells us absolutely nothing about whether we are at war or at peace, 
if we live in a democracy or dictatorship, whether the distribution of 
income is fair or not, if there is hunger, if we respect the environment or if 
we destroy it, whether if in a society increases trust or fear. So many 
people wonder why confuse the welfare of a society with GDP.  

At the micro level, higher financial benefit does not tell us anything about 
whether the company creates or destroys jobs, if the quality of employees 
is increased or decreased, if women are treated as men, if the company 
destroys the environment or preserved, whether that company is building 
weapons or regional sustainable food. That is, the financial benefits do 
not measure the success and contribution of business to society and the 
common good, neither to indicate if it really generates a Sustainable 
Human Development.  

 

 

Another type of business organization exists 

We know there a type of companies, organizations, which are beneficial 
to the whole society and long term. These companies generate wealth 
from the point of view of the common good, from and to the achievement 
of sustainable human development, more ethical and equitable, and not 
just for individual development. 

In our view, these organizations are those that are built upon these 5 
pillars: 

1. These are projects based on people with customer focus, 
efficiency and society. 

2. They make a clear contribution to society. 

3. They are based on generosity. 
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4. They are governed with freedom and transparency. There is 
conciliation and equality. 

5. Produce sustainable human development. 

 

The tax system and corporate tax in particular, should favor these 
businesses. 

To do this, specifying a bit more these five pillars, it could establish a 
system of rebates and exemptions, and on the other hand penalties, which 
take into account the following indicators: 

 
1. These are projects based on people, with customer focus, 

efficiency and society: 

• No layoffs occur.  

• There is pay equity. 

• The minimum wage is adequate. 

• Temporary contracts are not used. 

• Employment is created and distributed: no overtime and 
applies the flexible hours, so it does not record the presence 
or is controlled with the concept of input and output time.  

• Personal and professional development of all people. 
 
2. They make a clear contribution to society:  

• They devote a percentage of its economic results to social 
actions of various kinds. 

• A percentage of the time of the people is dedicated to 
cooperate with society 

 
3. They are based on generosity: 

• There is a significant distribution of incomes among all 
people.  

• Limitation between higher wages and the lowest in the 
organization. 
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 4. They are governed by freedom and transparency:  

• Participation of all people in the decision of the type of 
relationship, the organizational model, at the same level than 
ownership. 

• Participation of all people in management. 

• All information, especially economic and financial is 
accessible and can be understood by all people. 

 

5. They produce a Sustainable Human Development: 

• HUSOS Project, Project LUR DENOK (ner group). 

• The organization acts as an ethical client and socially 
responsible.  

• Efficiency is pursued with broad discretion society. 

• Does it make sense that these organizations respond to the 
administration at the end of the year, with the same 
obligations than normal companies? 

  

 

  

In summary 

The Administration should also be charged with: 

• Conduct a pedagogical work to guide this new era to the 
human values, in what regards the person as a member of 
society. 

• Promote local activities, without leaving those that are 
contributory to the global common good. 

• Encourage, facilitate, help, encourage those business 
organizations that are considering in making sustainable 
human development as its management style and, therefore, 
making a greater contribution to society. 
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• Set quantitative targets in terms of achievement and time, in 
order to achieve a more economically equitable society. 
Share them with society so they will be a common challenge. 

• Define objectives of quality of life, welfare, common good 
economy, sustainable human development, in terms of 
achievement and time, causing society to share and assume 
the objectives of all people, which will promote the real 
solidarity. 

• Make that information, communication and transparency 
regarding the substantive aspects of the public interest to be 
understood, and generate desired participation. 

• Perform, for ethical and coherence, actions that do not allow 
any concessions to fraud. 

 

 

 

Conclusion 

The amount of taxes collected will vary depending on the achievement of 
compliance with the mission, which will communicate society a constant 
message of solidarity, knowing the how, the why and wherefore of his 
contribution.  

  
CHANGE IS HARD, FOLLOW THE SAME IS SUICIDAL 
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ner group 

 

ner group vision 

Being an association of business organizations composed of people who 
place knowledge ahead of capital, who live in the social environment and 
nature, and believe in the efficiency and generosity that enable the 
development of an inclusive and balanced society. 

Its 21 business projects today are: 

•  70% Plc., Ltd.  
•  30% Coop. 

 

 

What makes ner group organization different? 

What unites is not the sector, the income statement or the legal form. 
 

•  What unite are the values that guide the organization: 

– Ethics.  

– Confidence in people. 

– Teamwork, not hierarchy. 
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– Honest communication, transparency. 

– Freedom and responsibility. Conciliation, equality. 

– Generosity, sharing the harvest. 

– The contribution of 2.5 % of income and 2 % of the time of 
people to society.  

 
•  Transparency is real and effective: 

– The accounts are known and understand by all people in the 
organization. 

– Hardly individual decisions, the vast majority are collective. 

– Key organizational decisions are made in assembly. 

 
•  The distribution of the harvest: 

– 3 or 4 salary levels are established and curve is balanced. 
Equilibrium wage. 

– Each year raises the CPI.  

– Not paid overtime. 

– It is distributed among all persons between 25 % and 30 % of 
the income generated each year. 

 
•  People are not “labor”: 

– Not hiring hire people from the LES for “ activity points “, 
but to stay within the organization. 

– Not laying people off when situation is difficult. Property 
and people decide what part they can put each and how 
much of the unemployment fund.  

– Not looking for hyper specialization, but versatility, growing 
in knowledge, flexibility, and employability. 



 

 

Chapter VII 

OUR COMMITMENT TO SOCIETY 
 

 

 

Team Commitment to Society is composed at the end of year by 18 
projects associated to ner group and is coordinated by Juanje Anduaga. 

Originally, the team was known as gbe-ner Elkartea (Association building 
a new society with a new style of relations) and comprised 10 
organizations. It has grown as it has done ner group itself. 

Team Commitment to Society’s mission is to unite organizations and 
individuals that grow open to the world and share a new style of 
relationships.  

Organizations and individuals responsible and efficient by and for the 
society, innovative, that generate and share, and for this reason, 
cooperative and supportive. In short, organizations and individuals who 
want to be active for better Sustainable Human Development. 

The vision consists in developing business and social projects with people 
who share a new style of relationships, people with values, that put the 
knowledge before the capital, that coexist and respect the nature, and 
believe in the efficiency and generosity that enable development of a New 
Society, more inclusive and balanced. 

In the new style of relations (ner), generosity to the people, environment 
and society in general, are part of our organizational style, and associated 
projects devote a minimum of 2.5 % of their respective benefits and 2 % of 
people’s time to ideas and social initiatives.  

Through these actions we, promote, develop, communicate and implant 
the mission and vision of ner group Team Commitment to Society, in 
addition we make that the reality of society to which we belong and 
which we are integrated in, forms part of the corporate culture that we 
develop in the ner. 
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These ideas and initiatives — social projects — are approved by the 
Commitment to Society team in which are represented all organizations. 

As denoted above, one of the aspects that define us is our special feeling 
for education and communication, this brings our openness and interest 
in sharing our concerns with those other organizations that receive their 
tune with them and sit in the necessary harmony. 

Since October 2010, when we celebrated the first General Assembly, until 
December 2012, we approved and implemented 28 ideas and projects that 
met the following criteria for selection of ideas approved and validated by 
the Commitment to Society team of ner group: 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Obviously, the ideas and the projects submitted that did not conform to 
these criteria were rejected by the team.  

 IDEIAK AUKERATZEKO IRIZPIDEAK 

1- Nahikoa informazio izatea, proiektuaren bideragarritasun errea ebaluatzeko 
pertsonak, epeak eta aurrekontuak zehaztuz. 

2- Eragina duen jardueren eremua (Giza Eskubideak, kultura, heziketa, osasuna, 
haurtzaroa, hirugarren adina, ingurugiroa, harreman mota berriak, giza garapen 
jasangarria eta eragin soziala duen beste edozein). 

3- Jasangarritasunak, parte hartzeak eta ebaluatutako ideiak sortutako duintasun 
irizpideak sartu. 

4- ner group-eko pertsona boluntarioen lana behar duten horiek lehenetsi, proiektuak 
ekarpen ekonomikoa baino lehenago baloratuz. 

5- Etorkizunean dependentzia ekonomikoa suposatuko duten eta proiektu berriak 
sartzea eragotziko duten proiektuak saihestu. 

6- Inbertsio handiak eta urte asko suposatzen dituzten eta gure eragina minimoa den 
proiektuak saihestu. 

7- Gizartearekiko Konpromiso Taldeak proiektu bat onartzeko, gutxienez, ner group-i 
atxikitutako hiru proiekturen onespena izan beharko du. 

 CRITERIOS DE SELECCIÓN DE IDEAS 

1- Tener un nivel de información suficiente, especificando personas, plazo y 
presupuesto que permita evaluar su viabilidad real. 

2- Campos de actuación en los que impacta (Derechos Humanos, cultura, educación, 
sanidad, infancia, mayores, medio ambiente, nuevas formas de relación, desarrollo 
humano sostenible y cualquier otro que tenga impacto social). 

3- Incluir criterios de sostenibilidad, participación y dignidad generadas por la idea 
evaluada. 

4- Priorizar aquellos que requieran participación de personas voluntarias de ner group 
apoyando los proyectos antes que aportación económica. 

5- Evitar los proyectos que supongan una dependencia económica en el futuro que no 
permita la entrada de otros nuevos. 

6- Evitar proyectos de investigación que suelen requerir grandes inversiones y muchos 
años y donde nuestra aportación es de mínimo impacto. 

7- Para que un proyecto sea aprobado por el Equipo de Compromiso con la Sociedad 
tendrá que tener el apoyo de un mínimo de tres Proyectos asociados a ner group. 
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Figure 1. Relation of ideas and projects approved by 
the General Assembly in October 2010 
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Figure 2. Relation of ideas and projects approved by 
the General Assembly in November, 2011 

 

 

 

 

 



 

ner experiences 2012 119 

Figure 3. Relation of ideas and projects approved by 
the Commitment to Society team of ner group in 2012 

 

 

 

 

Consequently, in 26 months, since the holding of the first Assembly in 
October 2010 until December 2012, according to the mission and vision 
of Commitment to Society Team of ner group, we adopted and developed 
almost three dozen projects in the Basque Country, South America and 
Africa.  
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Breakdown of ideas and projects for areas of action 

•  International cooperation: In Colombia, educate in the new 
style of relations (ner) and in teamwork. In Peru and Bolivia, 
reforestation and recovery of degraded areas through mist 
collectors for the collection of water. In Sahara, sending 
bicycles, support the school of Ausserd and development 
projects in the district of Agüenit. In Senegal, collection of 
medicines. And in Uganda, development of sustainable 
orphanages. 

•  Education: Innovative learning based in new style of relations 
(ner), as responsible for the practical part of the Master in 
Management of Innovation and Knowledge of the UPV / EHU 
(University of Basque Country UPV / EHU). 

•  Vocational Training (VET): Share our innovative experience, 
ner (new style of relations), in vocational training centers with 
students about to enter the workforce, and collaborate for 
Training in developing countries, starting in Mozambique. 

•  Promote entrepreneurship projects: Natura Gazta Alluitz 
Eskola, innovating school and Breen Project, aquaculture and 
aquaponic project sustainable. 

•  Nature and environment: recovery of native forest. 

•  Ideas and social projects designed to: Increase blood donations, 
support people with diseases classified as “rare” through 
collaboration with Walk on Project (WOP) and the campaign to 
collect plastic caps for Garmitxa; support people with 
intellectual disabilities through equine therapy, support women 
who have been abused through the countryside as a source of 
health promoting personal and social development of children at 
serious risk of social exclusion, as well as immigrants without 
resources through support for social integration, acceptance, 
education and training, support for the elderly and / or retired 
with performing a computer lab and intervention “barking 
against loneliness”. 
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•  Sustainable Human Development (SHD): Create culture and 
style in sustainability, Lur Denok project development, focusing 
on food and organic gardening. 

•  New forms of relationship: Knowledge and timeshare. 

 

We have also promoted blood donation campaigns, collection of 
medicines and provision of food for the most needy. We have also 
established within ner group a Solidarity Fund against evictions. 

The implementation and development of each and every one of these 
ideas and projects by ner group over the years have had a positive impact 
in the following fields: human rights, culture, education, health, 
childhood, the elderly, the environment, new relationships, Sustainable 
Human Development (SHD) and others with tagged social character. 

This positive impact is usually generated with each project in several 
mentioned fields of action. For example, the idea of enhancing the 
personal development of children at risk of social exclusion acts and 
produces an improvement on human rights, childhood, culture, 
education, health, and new forms of relationship. 

In 2012 worked the ideas approved by the General Assembly in 
November 2011 and the new ideas presented and approved by the 
Commitment to Society Team of ner group during the year. 

We describe briefly some of the activities undertaken in the course of 
2012, approved in November 2011: Equine therapy (promoting 
development and social integration of people with intellectual disabilities 
through equine therapy); campaign to collect plastic caps for the 
Association Garmitxa, created for two children with a disease classified 
as “rare” that prevents them from eating food, and the support to school 
of Ausserd, sending bikes for the Sahara, which traveled with a truck full 
school mineral, books, toys, musical instruments, bicycles, etc.  

Another objective of this idea was that two volunteers from ner group 
would travel to the Sahara refugee camps in order to identify on the 
ground ideas or projects that Commitment to Society Team could support 
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and this has given rise to the idea of development projects in the district of 
Agüenit (Sahara) that we will develop later. 

Here we will focus more in depth on some of these projects. 

 

 

Reforestation and recovery of degraded areas in 
developing countries through mist collectors 

This idea was adopted by the General Assembly in November 2011, it has 
been developed on its main part in 2012 and is scheduled for be 
completed in mid- 2013. Has a positive impact on education, the elderly, 
the environment and sustainable human development.  

It consists in capturing water from the fog in degraded areas of poor 
countries. Peru and Bolivia, where the main source of income is farming 
and where water scarcity limits economic development and sustainable 
human development of its people. 

We have developed this project in collaboration with the NGO Zabalketa 
and created a multidisciplinary team with people from Zabalketa and 
voluntaries from ner group.  

Among the activities carried out by the volunteers of ner group include:  

•  Provide suggestions to the draft proposal of Zabalketa initial 
experimental design. 

•  Assistance in creating a website. 

•  Finding information, review of literature on fog harvesting 
technology and patterns of weather stations. 

•  Conduct and facilitate the first contact with the supplier of mist 
collectors. 

 

For the development of the project in Peru and Bolivia were selected six 
sites, Chincha, Chanchamayo, Canchaque-Piura and Morropon-Piura, in 
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Peru, and Alto Veladero y Cruce de Pucara in the Cruceños Valleys of 
Bolivia. In April we began with the installation of mist collectors in the 
first of the places provided, Chincha, Peru. 

Once installed mist collectors, we proceeded to planting forest seedlings 
and shrub species selected for each scenario. Subsequently, we made a 
study of natural regeneration capacity of soils through the development of 
these species, thanks to the water collected and the incorporation of 
improved irrigation practices. 

The main findings were: 

•  Daily high output of the mist collectors at high frequency of 
fogs, as it has earned a monthly volume of water accumulated 
very high in the dry season. In Veladero Alto in Bolivia, at 2,500 
m above sea level and 1,500 km from the coast, with 40 % of 
foggy days in May, June, July, September and November, and a 
wind of 5-10 m / s, was obtained a daily performance 5-15 
liters/m2, more than 100 liters per month. 

•  The wind speed has favored water uptake. 

•  Seedlings placed show a good growth in the first six months. 

•  This system can be a real alternative for the delivery and 
recovery of ecosystem services. 

 

Furthermore, this project has allowed us to know other cultural realities, 
the interconnection between environmental systems and sustainable 
human development, and other technological alternatives for 
development. 

 



 

 

 

 

Share our innovative experience, ner (new style of relations), in 
vocational training centers, with students and teachers. Above: at 

the Institute of Miguel Altuna in Bergara (Gipuzkoa). Below: at the 
Institute of Erandio Tartanga (Bizkaia). 
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Lur Denok (Food and organic garden) 

This idea was adopted by the General Assembly in November 2011 and 
has materialized with the opening of the first orchard in Astigarraga 
(Gipuzkoa) in 2012. Today Lur Denok project is a reality with over 200 
partners and associates. 

 

 

Recovery of native forest 

The idea was adopted by the General Assembly in November 2011 and its 
goal is planting a total of 2,000 native trees within four years, with aim to 
assist in the environmental recovery of our surroundings. As it is 
presented, has a positive impact on education, health, children, seniors, 
the environment and sustainable human development.  

In March 2012 made the first plantation in the Gorbea Natural Park, in 
Areatza-Villaro (Bizkaia), and included the participation of a hundred of 
volunteers of ner group and their families. In an unbeatable atmosphere 
held a planting of 250 native trees and shrubs: oak, birch, hawthorn, pear 
trees and maples, among others. 

Before planting, people from Lurgaia Foundation (Foundation for the 
Conservation and Management of Natural Heritage of Biscay), who 
collaborated with ner group in this activity, shared with the participants 
their knowledge about the importance of restoration of the native habitat 
and the benefits provided. 
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Barking against Loneliness 

Barking against Loneliness is a pilot project for psychosocial, cultural and 
educative intervention in retirement homes, which has as main pillar the 
animal-assisted therapy, specifically with dogs, and music therapy.  

The project ends in May 2013 and is being developed in a retirement 
home in Santurce (Biscay), being the recipients the residents, their 
families and their caregivers. 

The objectives to be achieved with the implementation of this pilot project 
are: 

•  To publicize and disseminate new therapies and techniques in 
the field of psychology and education, and their benefits in the 
area of seniors (Animal Assisted Therapy or AAT). 

•  Provide the ability to elders in their environment to experience 
enriching experiences that allow them to escape the routine and 
daily apathy, working the cognitive, psychological, social, 
physical and verbal areas. 

•  Valuing our seniors by giving them the opportunity to keep on 
developing their potential, interests and motivations. 

•  Make available to volunteering the opportunity to learn the 
harsh reality of this group and to make their own personal 
contribution, promoting a new style of relations (ner) between 
different generations. 

•  Finally, and most importantly, bring a bit of stimulation, 
motivation and joy to our elders who deserve it so much 

 

This project is being developed in collaboration with the Rubik center, 
professional team of psychology and education which have integrated ner 
group volunteers.  

We can conclude that the objectives pursued with the animal-assisted 
therapy have been successfully achieved, since elderly people have shown 
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interest and have participated actively in the sessions, which allowed us to 
work the memory, vocabulary, attention, mobility, etc.  

The degree of involvement has also been very high in the music therapy 
sessions and this in turn has facilitated working in other aspects such as 
musical memory, reminiscences, coordination, rhythm, etc. 

 

 

Rural as source of health 

To implement this idea, we join Nekatur (Association of agro tourism and 
rural houses of Euskadi), the team of professionals of Osanatur 
(psychologists, educators, physiotherapists, professionals of natural 
horsemanship and equine therapy, dog training professionals, etc.), the 
Provincial Council of Gipuzkoa, in particular its Department of Social 
Policy, who coordinated the selection process of those who received 
therapeutic intervention, and ner group, who participated in financing 
and providing a volunteer who joined the Osanatur team work. 

The volunteer of ner group received before the start of the project a week 
of training to make contact with the rest of the team and analyze and 
learn the ATEAN methodology (Educational Therapeutic Activity with 
Animals and Nature).  

The aim was to acquire greater autonomy of action, in addition to 
acquiring empathic skills to facilitate their performance and their 
relationship with the people who were to receive the therapy. 

The intervention was directed to a group composed of eight women who 
had been abused and main target of the therapeutic intervention was to 
aim to improve mental health, physical and emotional development of 
these eight women, and that they may learn to cope emotionally, was 
conducted intensively for two and half weeks in the countryside, in the 
Pagorriaga country hotel, in Beasain.  

As a result of therapeutic activity was intended that those women could 
extrapolate this learning to their daily activities and relationships, and 
thus help them to improve their quality of life. 
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All parties involved in this project value the result very positively and 
have been achieved the initial targets.  

The eight participants involved expressed at the end that they had been 
reborn, and they felt the need to pass on what they had learned to other 
women in her situation. 

The volunteer of ner group, Jon Iparragirre, speaking later with Juanje 
Anduaga, Commitment to Society Team Coordinator, conveyed this 
assessment for the group’s internal magazine, hurbilean: “It was an 
experience that I will never forget, you have to see the change that these 
women have experienced! It was a very direct and intense program, and a 
great lesson to see and feel how each of them has been able in so short 
time to release the knot of emotions and feelings produced by their 
previous experiences.” 

 

 

Development projects in the neighborhood of Agüenit 
(Sahara)  

This idea has a positive impact in the following fields: human rights, 
culture, education, health and new relationships. With its launch we help 
people in the neighborhood of Agüenit (Sahara), whom the action is 
directed, to face the future with greater enthusiasm. It began to take shape 
in 2012, following the journey that two volunteers of ner group made to 
the Sahara refugee camps, with the aim of identifying in the field; ideas or 
projects that we could support from the group, and will end in 2013. 

The projects in development in the Sahara, approved by the Commitment 
to the Company Team, are as follows:  

• Support to Women’s Cooperative in Agüenit. This cooperative is 
dedicated to the manufacture of shoes and leather bags, and 
employs young girls have been forced to leave school to help their 
family. From ner group we will support them in the preparation 
of a local as workplace and in the marketing of products 
manufactured there, and also share the new style of relations 
(ner).  
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• Maternity. Commissioning of the electrical installation for the 
delivery room, so it can be used at night, as it is now used only by 
day. 

• School. Preparation and provision of books of different subjects in 
Arabic in addition to reading books sent in February caravan. 

 

 

 

Enhance the personal and social development of 
children in situations of vulnerability and / or risk of 
social exclusion 

The project involves six volunteers of ner group and we do in 
collaboration with the Hazbide association. Its fundamental purpose is 
comprehensively contributing to personal and social development of 
children and youth in situations of vulnerability and / or risk of social 
exclusion. 

This idea is developed outside school hours, from September 2012 to June 
2013, in one of the most socially disadvantaged neighborhoods in Sestao 
(Bizkaia), where these children live in extreme conditions for personal 
and social development.  

The volunteers of ner group participate actively in this socio helping 
project, carrying out children with their homework, reinforcing their 
motivation and seeking to acquire basic learning tools.  

At the same time, share with them child’s plays, workshops and social 
skills development, with which they seek to promote and enhance the 
personal, social, emotional and familiar capacities of these children.  

The assessment we have been made on the development of this idea is 
very positive about the impact of improvement that occurs in the 
following areas: human rights, culture, education, health, childhood and 
new style of relationships.  
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Both the volunteers of the Hazbide association as of ner group, are highly 
satisfied with the experience and the collaboration emerged between the 
two organizations. 

From Hazbide emphasize that the volunteers in our group have been fully 
integrated, and the kind of relationship that children show towards them 
shows that they have established very positive ties between both parties.  

Also greatly appreciate that people of ner group coming from the business 
world have volunteered to help in this cause. They note that although the 
connection between the business world and the social world is very 
important, it is not usually given. 

The volunteers of ner group are also very satisfied with this so enriching 
experience and were able to see and feel firsthand the difficulties faced by 
many families living more closer to us than we think. They have seen as a 
lack of resources is compensated by quality social relationships, and have 
felt useful contributing in this direction. 

 

 

Entrepreneurship (Project Breen) 

In 2012 we decided to support the Breen pilot project, a proposed venture 
that combines the production of fish and vegetables at the same time. 

This project stems from the problem of the scarcity of marine resources 
existing today and the forecast of its worsening in the near future.  

Aquaponic is the technique of growing plants without soil, using only 
food the organic wastes dissolved in water for fish farming. This can be 
considered the core of aquaponic growing system.  

From organic waste generated by fish, other processes are performed, in 
an easy, fun, organic and ecological way. 

Depending on the species of fish you want to cultivate, parameters or 
crop needs will be different. Breen grows Tilapia, for ease of handling, 
crop adaptability to closed circuits and rapid growth loop. Tilapia is an 
omnivorous fish of African origin, feeds of vegetal food, it has quickly 



 

ner experiences 2012 133 

become a highly sought species in the U.S., South America, Asia and 
Africa. 

The pilot is being conducted in a greenhouse of Hondarribia (Gipuzkoa) 
and its objectives are: 

•  Sustainable water management.  

•  Energy sustainability. 

•  Food Sustainability. Breen 100 % vegetable food for fish.  

•  Food safety of aquaculture products: no heavy metals, no oil, no 
parasites. 

•  100 % Sustainable Production of Tilapia and aquaponic 
vegetables. 

 

If the pilot test that is being developed just becomes a social business 
project, it will have a positive impact in the following fields: education, 
environment and Sustainable Human Development. 

 

 

To welcome, educate and train immigrants without 
resources (Support social integration) 

The objective of this project is to provide knowledge, skills and different 
tools to train immigrants without resources, in order to be autonomous 
for the development of their life and facilitate their social integration.  

The action, which began in 2012 and is scheduled to end in May-June 
2013, takes place in the region of Goierri (Gipuzkoa) and is addressed to 
a group of immigrants, mostly from the Maghreb.  

We consider them the most disadvantaged, after collecting profile data 
these people suffer: unemployment, no papers, no home ownership and 
difficulty of obtaining the lease, with communication difficulties, without 
network social and hard to access social benefits.  
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The idea, joining forces with Caritas Goierri, is intended to alleviate the 
dire situation of these people and impacts positively on the following 
fields of activity: human rights, culture, education, health, seniors and 
new style of relationships. 

The volunteers of ner group are developing the following activities: host, 
language teaching both Basque and Castilian, and horticulture, education 
and training for people in need so they end up producing for their own 
support. 

 

 

Fund solidarity against evictions in ner group 

The objective of this fund is to have an internal mechanism of solidarity 
among people of ner group, which could solve immediately the personal 
situations of economic difficulty that may occur. 

Two ideas, December 2012, will be developed in the course of 2013: 

•  Provide food to the needy. 

•  Support the development of sustainable orphanages in Uganda. 
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Sustainable Orphanages in Uganda. 

 

Rural as source of health. 



 

 

Chapter VIII 

WHICH ARE THE OPINIONS ABOUT NER GROUP 
 

 

 

Introduction 

We thought interesting to bring the views of some people with whom for various 
reasons we have had relationship and have been able to feel our style. 

 

 

Xabier Lapitz (journalist): NER and the general 
interest  

One of my usual urban routes in Bilbao leads me by the Alameda 
Mazarredo to showcase that always caught my attention. It could be, of 
course, one more office furniture shop. But it is not. I know although I 
have never entered. Sometimes they are red paper bow ties occupying the 
space; on others, messages made of graffiti by appealing to the harmony 
in the workspace. Now, a bike invites us to oxygenate the city and has 
appeared a screen that amplifies product and the social message of Icaza. 
And there, in the corner of this showcase so special me, initials: NER. 

Until May of last year, I would have not noticed those letters. Today yes I 
do because in May, thanks to Koldo Saratxaga, I had the opportunity to 
introduce two new publications of K2K. Since then, I’ve followed the 
track to the evolution of this group that I am surprised not being more 
known even though I see that it grows in times where the only thing that 
increases is the unemployment and where the most pronounced Word is 
“cuttings”. 

I recognize that I do not understand completely what this new style of 
relations is. I guess for that you have to attend some of the numerous 
assemblies that, I know, they have made in the organizations in which 
this model has been adopted. But you know that journalists want 
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everything fast, easy and available. When realities are complex, and the 
personal relationships necessarily they are, understanding first, and 
transmission problems then multiply. I noted this as one of the causes by 
which costs to extend the meaning and scope of NER in society. 

The latest news that I read about the activities of ner group must have 
been at the end of last year. Deliberately I do not seek the precise date on 
internet, because I try to memory to know what I kept reading the news. 
If I remember correctly, the group increased turnover and highlights, in 
number of employees. Also spoke of the upcoming emergence of ner 
group India because three of the partner firms were already implanted 
there and could serve as a platform for the rest. 

The data intrigued me. I thought I understood to Koldo Saratxaga that 
against the general belief that it was necessary to internationalize to 
survive, he intended to look at the local market, working on recovering it. 
Whatever that statement goes upstream of perceptions which we usually 
hear, hardly I have forgotten it. 

After this spontaneous recollection I consult the file on the Internet. In 
general I have memorized the news, although a detail escaped me: the list 
of future organizations that will be added (I don’t know if they have 
already done so) to ner group. And there, almost like suggestive island, 
the Town Council of Oñati. That really surprises me. I wonder if 
institutions, models or management that don’t like to change, are able to 
adapt on a voluntary basis and with equivalent rates of acceptance to the 
companies in this new style of relations.  

We have a great need of changing something in the institutional 
performance, although we don’t reach the solution for the institutions to 
be more efficient and more responsive to the demands of the public. If 
NER has an answer that goes from theory into practice in a city of 
medium size, its contribution to the general interest will be capital. 
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Interview with Helena Franco (Deputy of Finance of 
Gipuzkoa) 

 

How did you have knowledge or taken contact personally with the new 
style of relations and ner group? What was your first impression? Did 
you have any reference by others before, some reading, other indirect 
contact? 

Because I knew really existed, that it was there, heard something, but the 
truth is that I had never deepened much in the subject. But when I arrived 
at the Provincial Council the staff thought of doing a round of interviews 
with different economic and social agents that proposed alternatives to 
deal with the crisis, in order to meet them and also to present our Finance 
Department and explain which were our vision and our position on the 
matter. And it was then when we ask to speak in addition to the 
traditional agents (trade unions, employers...), also with persons or 
entities that bring us alternatives, and we think in Koldo Saratxaga and 
K2K.  

I didn’t contact directly but was responsible for doing so Isidro, a partner 
of the management team of the Department of the Treasury, he was who 
made contact with the team and then we were all others. 

 

What do you think about the values and principles proposed by ner 
group for business organizations? Which would you highlight as more 
innovative or interesting? 

The first thing we felt was pleasant surprise for what we found. An 
analysis of everything that surrounds us very realistic, very unorthodox 
and very little in the mainstream, and that poses a very interesting 
alternative for where the future of persons, peoples, societies, authorities... 
have to go.  

A point of view very in keeping with what the times require. It is 
absolutely necessary to change the chip, the crisis has brought us a 
number of things that imply that we change completely the way of 
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relating people with administrations, with the territory, with society... or 
change or we are not going to have it very easy to advance in this world... 

In short, an analysis based on things that are not trendy, but we believe 
that it may lead us to the solution of many of the problems we have 
today.  

They were not the only ones who raised us something like this. In the 
environment is already starting an alternative current that raises different 
things, that begins to feel the need to break with the foregoing, to promote 
participation... In the Basque Country there is a broad awareness of 
participation and an important cultural heritage that can facilitate this 
structural change to some extent. 

 

For you, what are the current and future challenges that organizations of 
our country will face to survive? 

Well, first I have to say that the values are basic and absolutely necessary. 
Trust the first thing, that is basic, but also transparency, training in every 
sense, and commitment is fundamental.  

And measures to cope for survival I think that I would point the 
distribution of the value of production in wages, or cuttings when things 
go wrong, and participation in decision-making; both measures seem to 
me very important to create trust in people and to achieve that they 
involve in their work and the future of the group to which they belong. 

In addition, the creation of a pretty equalitarian structure acts as an 
incentive to get good results.  

 

Do you think that the path undertaken by ner group can contribute 
somehow to the achievement of those challenges? 

I’m sure it will happen. I think that there has to be an absolute respect to 
the territory, to local, because trust is created in the proximity, and in the 
nearby is easier to establish true relations. In addition, we will be 
enhancing the territory and networks that can be generated and offering 
many possibilities and giving more value to the things that surround us.  
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Proximity, closeness, trust, respect for the environment, ways to make 
sustainable, renewable energy, control of our consumption, and value 
other forms of produce, not everything works... It’s definitely that way... 

 

Where do you see the biggest problems to move in that direction? Who 
are today the main obstacles? How should we work to try to remove 
them? 

One of the problems we find in people who have had much power or they 
have fared very well things, because they are still in a situation that it 
allows them to impose or command, although the rest of society is taking 
care of activating the need for change and claim for a different model that 
allows us to feel active and important part, and that guarantee a future for 
us, for our children, for other countries, for the rest of the world... 

Other existing problems, there are synergies that we have in all the senses, 
values, organizational forms, in political structures, hierarchies, in the 
interests of power and above all, in the fact of thinking that we are going 
to be able to live as we did before the crisis.  

In short, we need to change our mentality by one in which the social and 
solidarity prevail, and to carry out this change, there are two fundamental 
elements: on the one hand, awareness and positive values on the 
collective. We are a society, we are not individuals, and we have to move 
through common and not individualistic interests. And on the other hand, 
to know the reality, because that is what is showing us, that solutions are 
based on other ways of doing things.  

However, we have in Basque Country a socio-economic legacy that can 
help us to change this system. We have a cultural heritage that have 
predominated much collective values, the way of organizing in the 
villages, in the regions. There is a more collective substrate, in sum, 
values and ways of working, collective values which have left sediment 
that can balance the scope of the private and the public sphere. 
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Business organizations are but a part of the society in which they work 
and largely a reflection of itself. What challenges we are going to have to 
deal with as society in the coming years? With which values and 
principles do you think that they should be dealt with? 

Well, I think that returning to the base of everything, go back to the initial 
values of community, solidarity, teamwork, leaving aside individualism... 
Because of what we do together, we will end up living all.  

They are very positive values and we must deepen on them because not 
only they will provide us good results in the field of employment or 
business, they reach the ordinary every day, and give us among other 
things something very important, which is the personal satisfaction for 
what we do; something that is very positive. 

 

What is the role of Government in all this? Do you think that they also 
should be transformed in some way? In which direction? How can they 
facilitate and contribute to achieving these collective challenges? 

Uff, the administrations as we have them today configured are more rigid 
structures that we can encounter when trying to do transformations, 
because they are conditioned by many factors, some of them of a political 
nature. It is very difficult to build relationships of trust, because 
hierarchies are very pronounced either by oppositions, for political 
charges, for promotion, contests... it is difficult, you do not have the 
flexibility that you can have in private business when it comes to making 
decisions, to reach agreements... 

However, the transformation is required, and although this will not take 
two days, and that work can be very hard, it is necessary to create a 
different climate that favors change also in the administration.  

We at the Department of the Treasury, have started with a strategic plan 
in which have participated many department managers, senior technical... 
we have done some assemblies where we have shared concerns with 
workers... but everything at very early level, through new dynamics, and 
is difficult, very difficult. 

We have to start with small things to go on getting changes little by little, 
the transparency as basic value that before we talked about, is 
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tremendously important in a Department such as the Treasury, and with 
small gestures we are dealing that everyone gets the best possible 
information regarding budgets, taxes, expenses...  

On the other hand, there are the people who work in public 
administrations, which it says are too established in their positions and 
have less willingness to move to other jobs, or do other activities, than 
people who work in private companies.  

I think there is something of that, but I think that the problem is not so 
much to do with the characteristics of the persons as own barriers that 
drive in this system; how to access to jobs, little chance of internal 
mobility... and a series of added difficulties that are generating a profile 
that little or nothing has to do with their personal characteristics.  

System changes are needed so that also people can participate in them 
and demonstrate what their true personal characteristics are, and not an 
image created from an outdated system. 

 

The education of our children and young people is one of the issues that 
concern us enormously in ner group; do you think that we are educating 
our children to take full advantage of their capabilities and to become in 
the future, happy people and free and responsible citizens? What do you 
think that we should change in our education system to achieve this? 

We have a system that emphasizes competitiveness, individual, results... 
and very little the collective, participation, teamwork, group results... 
With this starting point comes the time to join the working world with 
values contrary to the system of which we are speaking. 

I think that we must change many things in this sense, but I also think 
that teachers are aware of the need of this change. However, I also believe 
that it is difficult to change because still the analysis is done on results, 
tests and exams... and it seems to me that we are going a little slow with 
the development of these changes.  

Against individualism, shared values, that are those which will help us 
later to develop a more tolerant, more solidarity, more environmentally 
friendly life... and ultimately, close to all the values of the system that we 
are talking about.  
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Without human relations we are not going anywhere and that is why we 
must promote them since we were child. 

 

Finally, what would you say to the more than 1,500 people forming part 
of ner group? 

So I would say that it is worth the effort they are making by supporting a 
still unknown system. I encourage them to follow their development 
because I believe that the future involves adopting positions, make 
decisions, and to carry out processing actions.  

 

 

Interview with Javier Salcedo (President of the Institute 
Europe of the Peoples) 
 

Javier, you’ve had a very close relationship with Koldo and K2K since 
its inception, but how did start that relationship? Where did you meet? 
What was your first impression?  

In the 80s, the Department of industry of the Basque Government 
promoted the creation of sectorial clusters in our community. Within the 
program of work of these, was created a subset of entrepreneurs. Its aim 
was to discuss the different management systems applied by the 
participating companies and, subsequently, spread through papers and 
reports to the members of the different clusters. 

At that time I met Koldo, since we both took part in this subgroup. In 
addition, we met on the Basque group of the Club of Rome. And we 
collaborate in the Organization and dissemination of the International 
Labor Conference, held with the inauguration of the Euskalduna Palace. 
During the following years I have continued my contacts, attending the 
different presentations of the publications by the ner group, as well as the 
various acts of the broadcasting on the new style of relations. 
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The first impression about his approach led me to a double position: very 
favorable in terms of their content, but, from my perception, was 
excessively critical with the current management systems. On the other 
hand, I had in mind a basic argument to our way of thinking at that time, 
and was that the results obtained in the implementation of the ner were 
fully satisfactory. However, the arguments of the systems of management 
by then were deforming in their application. And the only system - so far - 
which has been successful is the ner. 

 

You know closely the values and principles that Ner group proposes to 
business organizations... What do you think of the values and 
principles? Were you surprised to know them? How did you take this 
new proposal? 

I think the two most interesting and innovative things that has brought the 
new style of relations are an important proposal of social change and the 
value that has been given to transparency in each of the areas of business 
management. The first time I heard Koldo, I was surprised by the relative 
importance of some of his proposals. But, once I more knew in detail its 
application and the results obtained, they were accepted for me gradually. 

 

For you, what are the current and future challenges that organizations of 
our country will face to survive? Do you think that the path undertaken 
by ner group can contribute somehow to the achievement of those 
challenges? 

At the end of the last century it was considered that the system of free 
economy was deteriorated in such a bad way that it was necessary the 
implementation of a new model which should replace the previous. To 
provide the necessary information that would enable us to opine about the 
new model, the Club of Rome organized in Bilbao the mentioned 
International Congress on the future of work and the employment 
dilemma. This Congress was the first fortnight of the month of March 
1999, with a high level of participation: 42 national and international 
speakers, 600 congressmen and more than 2,000 attendees at the acts of 
opening and closing. The entire Congress had broad monitoring by the 
media and great social echo. 
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14 Years have passed since that date. And on some issues we have 
advanced significantly, but society has also evolved at high speed. From 
guidelines, recommendations and conclusions that I remember, I will 
enunciate a few below: 

•  Incorporate into the real economy and improve some of the 
current jobs not paid. 

•  Promote the creation of part-time jobs. 

•  Develop continuing training of persons. 

•  To correct the inequality of opportunity between men and 
women. 

•  Incorporate continuous technological advances in production 
processes cause a decrease in industrial labor. 

•  To promote transparency, flexibility of schedule and 
internationalization. 

•  Promote telework. 

 

Several of these actions have been included in the new style of relations, 
together with other important contributions by Koldo. 

In addition, it is very important that there is a social change, and hence I 
have no doubt that is going to be much easier to develop for people of the 
ner system than for everyone else. 

 

And where you think are the biggest problems to get those changes and 
those advances? Who are today the main obstacles?  

There are a great number of difficulties to move forward in the 
implementation of the new proposals of models and that they can 
partially replace the actual system that prioritizes benefits over people. 



 

ner experiences 2012 147 

One of the most important is the fight of multinationals and large 
companies against SMEs, primarily. This is because large companies are 
opposed to changes to not jeopardize their benefits. 

Corruption is another problem that has emerged with great intensity. We 
have seen that, in the absence of transparency in Spanish public 
institutions, have emerged continuously important scandals of 
embezzlement of public money. For a long time they have been 
happening these cases, but only since recently society has known the 
severity of these actions. By comparison with neighboring countries, 
transparency international says that it is not the Spanish case the most 
serious. That leads us to the conclusion that corruption is a global 
problem. 

And another problem is that society is reluctant to the profound changes 
we need. 

 

I suppose that also the society as a whole must face some changes to 
achieve these goals that we intend to... What challenges will we have to 
assume as a society in the coming years? With what values and 
principles do you think that they should undertake? 

Well, before I spoke about politicians and made them responsible for 
much of the problem, which of course they are, but in a society we all 
have our share of blame in what occurs, and one of the things that we 
have to face as a society is education in the schools, in the universities... I 
am very critical of this issue... 

 

Perhaps we can link this change that should take the society with the 
changes expected of the University can’t we? What is the role of the 
University in all of this?  

Look, some studies say that during the last century we have been able to 
know many more things about the brain from which we knew 100 years 
ago, and however, the methods of transmission of information remain the 
same. If you look at the education system of a century ago and into which 
we have now, there are very few differences, practically we are left on the 
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Blackboard and chalk, while the progress of the society are many; it has 
no logic. 

I have read a few studies that say that we are using only one of the seven 
separate and multiple intelligences that people have, we are squandering 
the intelligence and think that there come all the explanations about if one 
was expelled from school because he was a calamity, or I do not know 
which musician... happened something like that, and it turned out 
eventually that both were great professionals in certain areas; It turns out 
that they were not framed in the current system, but their intelligence was 
going another way. Parents that teachers have said that their children are 
not worth to study have seen that these, after a few years working on 
anything to get ahead, have returned to studies, have important careers 
and have achieved many things. 

I am sure that I have a terrible bias to opine of what is happening at the 
University and then I am not fair in the assessment. I think that it is more 
difficult change and at the same time the most necessary, for since 
education is from where you can start to change things, and in that sense I 
have to congratulate K2K because they have launched an internship in a 
master of innovation and are hanging around with this theme with a 
partner that already has some schools with an alternative learning system, 
and also with very interesting results. I do not know if this new 
educational system that exists in these schools is the ultimate solution, 
probably not, because there is nothing to solve everything, but it is clear 
that it gives better results, so something will have to move in this regard... 

 

But education begins long before arriving at the University... do you 
think that we are educating our children to take full advantage of their 
capabilities and to become in the future, happy people and free and 
responsible citizens? What do you think that we should change in our 
education system to achieve this? 

There is a big problem from education, because it is absolutely necessary 
to prepare children with ages ranging from three to six years in a singular 
way to change things, and with the current educational system, we are 
losing these important years in the development of the people. 
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The old we don’t have good perspective of this issue because we are 
always going to the effort and the difficult life that we had lived, lived 
war, post-war... in short, a time in which the organization was also quite 
abnormal by the circumstances. I suppose that today’s sociologists they 
know what they are doing, but what is clear is that since then the teaching 
methods have not evolved, is the only thing that has not evolved in the 
century.  

 

Finally, would you say to the more than 1,500 people forming part of 
ner group? 

That they keep on pushing it as until now, the situation is complicated 
and they know it. I think that as they go forward they will have to make 
modifications in the system, especially in utilities, but I also think that ner 
enterprises have much easier to change, they are more flexible and they 
are better to carry out changes, not scare them.  

 

 

Interview with Alfonso Unceta (Dean of the Faculty of 
social sciences and of the communication of the 
UPV/EHU) 

 

Alfonso, how long have you known K2K and ner group? Where did you 
hear for the first time talk about them? How was that first touch down?  

The knowledge that I have about them and about this topic is for seven or 
eight years ago, and if I remember correctly, I think that began with the 
reading of some of their books presented by Koldo. From there I did them 
a proposal of collaboration to be part of a master which I was directing. 

Since then we have had from a professional collaboration, in a master’s 
degree that we have been teaching together for three years, up to multiple 
personal contacts, not only with Koldo, but also with the other members 
of his team, with Jabi, with Oscar, with Pablo... 
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We know each other very well. I have a broad knowledge of what K2K is, 
gbe-ner, their work... and they also know me perfectly, know in which I 
work, things that I get involved... 

 

ner group promotes values and principles different from those of the 
traditional enterprises, what do you think about those values and 
principles? Tell us which ones you would emphasize as more innovative 
or interesting... 

Well, I think that, within what is ner philosophy, at this time the best 
contribution they are doing to society in general and to their people in 
particular is the contribution to social cohesion. If something is happening 
at this time, derived from the economic crisis and job losses, is the 
increase of the lack of solidarity, of uncertainty, lack of motivation, lack 
of self-esteem... issues that all of them form a less united society, more 
difficult even with overt symptoms of conflict.  

The ner model is designed and works for many years, even before the 
crisis, to combat this discouragement. It works thinking in people, 
motivations, in their ability to progress, on the strength of the link, the 
collaboration and cooperation... 

Also his career has demonstrated that it has capacity to deal with 
complicated situations in some of their organizations, avoiding 
unemployment and providing imaginative solutions favoring those 
important values at the end. 

 

In order to implement any change, it is always necessary to deal with 
certain situations. What are the challenges that you think organizations 
from our country must face to survive and to switch into this new model? 

I believe that the agenda in this regard is clear enough; I think that we 
should think of a model of sustainable instability.  

This means that nobody can give for granted his permanence in a place of 
work or a performance, but precisely from this situation of instability — 
that is just an imagination more than a fact that has to occur in reality — 
what you need to find is constant vigilance and motivation in the task that 
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make sustainable projects that otherwise tend to numb it, languish or 
lower intensity, because it is assumed that certain goals are already 
covered.  

I think that innovation, monitoring and stress are held from the need, not 
from the security, and in that sense, sustainable instability, which may 
seem contradictory, which is claiming is a permanent state of motivation 
and pursuit of new goals that make projects in time can be maintained, 
carried out, remake, replanted according to the needs. 

 

All ner group organizations have already initiated a change... do you 
think that this path undertaken by ner group can contribute in any way 
to the achievement of those challenges? 

Well, I think that, formally, the definitions of objectives, roles, 
experiences which so far have been carried out and the contact I have had 
with the group, the reality is that what is preached and what is practiced is 
that kind of politics where the motivation is in the frontispiece of the 
assessment of persons, and no other factors. Learning by doing is 
something that is also part of the “catalogue” of objectives of ner, and 
adding to that sufficient level of knowledge and certain collaboration with 
other agents, communication... well, maybe the model as such should 
work.  

 

When we undertake any change, we always find problems that we must 
solve. Where do you believe that the biggest problems are to move in that 
direction? Who are today the main obstacles? How should we work to 
try to remove them? 

Well, problems there are of all kinds; I think one of the most serious is the 
question of leadership. In ner is a theme that is spoken, about which 
reflects, but at the moment, in the organizations it is difficult to sustain 
and difficult to relieve.  

I believe that constant, gentle, leaders who have capability of motivation, 
which are close to the people... in ner are very important, in a project that 
is very much based on people and above all, in motivated people.  



 

152 

This needs momentum, needs a supply of ideas, constant feedback and 
needs a follow-up and needs leadership. I believe that this is the first 
question that ner must take care of, permanent and more or less constant 
renewal of leadership, and the understanding of leadership as something 
more cooperative, less people-based and more based on groups, where the 
irreplaceable is virtually nothing.  

Perhaps another aspect, on which I have dialogue with them on some 
occasions, is the knowledge, the value of knowledge. I think that, in the 
society of knowledge, sustainability comes much by training; the world 
goes very fast, the technologies are transformed at high speed... I think 
that the process of retrofitting or updating in terms of knowledge, are 
something that ner organizations should have within their priority 
objectives. 

And the third question is that I would encourage ner and any other 
organization to look at young people. They have problems, like everyone 
else, but I have no doubt that there is a huge potential and I also believe 
that there is a tremendous need for inclusion, collaboration, outputs...  

Around young people can argue about his willingness, if they are really 
little motivated people, if it is or not cooperative, imaginative... but to do 
so we must give them the opportunity to demonstrate and give them the 
benefit of the test.  

I know from my experience, that when you place youngsters in a stage of 
sustainable instability, they can give much. 

People who today join the world of work make it mostly from the 
University, and its paper is therefore extremely important. 

 

How is the University today? What is its role? Do you think that it must 
be transformed in some way also? In which direction? How can the 
University facilitate and contribute to achieve these collective challenges? 

This is a very complex issue... I think that universities as we know them 
today have its days numbered, there are many things on which to reflect.  

The civil service model installed for the formation of the University 
workforces which makes is that there is an expectation of continuity; the 
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tension is less... has not been provided, or we have not discovered yet 
forms to assess the difference in attitude, the difference in commitment... 
This must be valued, recognized and awarded, but for now is not so and 
here we have one of the problems.  

The second problem that we have is to know to what extent the training 
processes should lengthen so much in time, whether higher education 
should be generalist or specialist, if you must include more or less level of 
bonding to the market in relation to its contents; we must rethink what 
practice means within the university learning process...  

But within that, when we assume that there are people who have made 
this whole process, for example, a training degree of three years, who 
have 20 or 21 years old and should consider the continuity of their 
training, I think the subsequent field of training is going to be shorter, 
with training models more concrete, more specific, more intense and less 
formalized and related time frames — one or two years Masters...  

I think that this is going to fall because there is a very important factor 
and it is the entire international offer online by best universities, such as 
Oxford, Harvard, Yale, etc., that are offering free online courses, thanks 
to which people from all over the world can reach a level of knowledge, 
training and accreditation by universities of first line.  

With this offer, it seems very complicated that from European peripheries 
we can compete using a teaching formal and formalized, for a long time, 
with that kind of models.  

We must not turn our back to knowledge, but we have to look again to 
the package in which that is transferred.  

And then, in my opinion, is to have an agreement that is better managed, 
once and for all, on the issues that we want to be operated by a 
professional.  

If we want professionals to handle language, so languages will be not 
matter what included in the University formative process and in the 
previous learning process. It must internationalize universities and 
support programs such as Erasmus where people develop a part of their 
formation in other places...  
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It should be very clear which the core competencies are for a person who 
completes his training at the University, and not only regarding with 
knowledge, but also functional, technological competences... and at 
present we are very far from this minimum consensus on the model that 
should be offered by the universities or the basic profile of person who 
should be.  

 

However, the education starts long before coming to the University. The 
education of children and young people is one of the issues that concern 
us enormously in ner group. Are we educating our children? How do 
you see the educational system? Do you think that it should be changed 
to get the most out of the capabilities of young people?  

The equation that all systems of education in the world must resolve is the 
relationship between equality and merit. That is to say, how and how 
long the educational systems are fundamentally fair, because it is 
something essential for social cohesion, and how and since when 
education systems primarily favor merit.  

You cannot play two things always, if in the frontispiece of the objectives 
is the equity, merit must be a second, and if on the contrary it is the merit, 
equity passes to second place.  

I think that in General, the educational systems should promote equity in 
all the compulsory stage, since the inclusion with 1 year up to 16, and the 
world of merit starts from there.  

What we cannot give is the discourse of excellence, improvement, 
knowledge... with the basic objective of equity also from the end of 
compulsory education. 

No one should feel bad for not having a continued training oriented to the 
University, which must exist are alternatives such as those that already 
exist in countries such as Germany, in the field of vocational training or 
any other performance, in which there are many people who can find a 
niche of working and training.  

The University doesn’t have to be a University for the masses; I think that 
it is a profound mistake to consider it like the natural alternative that all 
citizens must pass.  
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And then there is a final issue, which is more difficult to organize. 
Schools and institutes are open to society ecosystems, and for that it is 
enormously complicated to ask to educational systems that they redirect 
the entire society. Families, neighborhoods, gangs... all these are messing 
up and we hopefully expect that education comes and place order.  

We are confusing what instruction and education are, and the latter is not 
something exclusive from the school, that is a subject that corresponds to 
families and to society, and that they have decided to delegate to the 
schools. 

The main objective of the schools is the instruction, and in the same way 
that we mentioned before with the universities, schools must also 
establish basic objectives in terms of the minimum requirements that are 
expected from the boys and girls who attend them.  

 

Finally, what would you say to the more than 1,500 people forming part 
of ner group? 

What I would say? I am no one to say nothing... 

I would say no to complacency, I would say: criticism and self-criticism... 
I think one of the things that can sink this type of experiences is the lack 
of self-criticism and excessive complacency, so I would say that they 
translate it into surveillance, in the maintenance of tension and control, in 
the good sense of the word.  

And I would say, for what I know, ner is a niche comparatively better to 
be than others in which much of the practices and values of ner are not in 
the “catalogue”, and therefore, people suffer more in times like this the 
weight of the hierarchy. 
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Interview with Ana Ugalde (Director of Knowledge 
Management at the Chamber of Gipuzkoa) 

 

How did you have knowledge or take contact personally with the new 
style of relations and ner group? What was your first impression? Had 
you had any reference by others before, some reading, other indirect 
contact? 

Because of my responsibility in this chamber I have to be always abreast 
of the different types of companies or models of management that may be 
out there. I know Koldo from his previous stage, in Irizar; in fact, the 
camera even gave him a prize, and since then I have been following his 
path through where he has passed.  

The first news I had of the setting up of the project with K2K, I believe 
that it was on television, and the first contact I had with them was on 
their own initiative. They contacted the Chamber to propound a 
possibility of collaboration.  

 

What do you think of the values and principles proposed by ner group 
for business organizations? What would you highlight as more 
innovative or interesting? 

Rather than assess how they carry out their own work, I appreciate and 
share the vision of the company today. The traditional values of the 
companies currently do not have any sense. We cannot manage people in 
the same way that we manage machines, and from the moment in which 
we are aware of this, the traditional business model based on separation, 
in hierarchy; authoritarianism... is completely obsolete and outdated.  

When we think about people, and we do it really, and believe that talent 
is the most important within organizations, traditional models have no 
sense. Then there are different options and different visions of what may 
be a model in which prime participation, but always thinking about 
people. 
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We have been already a few years talking about participatory models and 
from the chamber we have found organizations very sensible to boost 
participation and managers aware of the need of change and sensitive to 
the new models, so that is nothing new, but it is true that the K2K system, 
at a general level, has very innovative things especially when we extract it 
from the cooperative enclosure. Their way to raise it, is innovative, its 
conception goes beyond the Organization itself and moves to every day. 
Bring it up to that point I think that it is true innovation posed by the 
group. 

 

For you, which are the current and future challenges that organizations 
of our country will have to face to survive? 

We are at a time of profound transformation. As I said before, the 
hierarchical models no longer have sense; If we are thinking in a society 
of knowledge, because there we must be, thinking of the people. We are 
entering a completely different management philosophy, and the real 
challenge is in assuming that that is the case.  

We must pass from saying that we feel that this is way, to do it, with all 
that it implies: the positive of participation from the loss of power and 
decision-making based solely on the economic contribution. All, or 
almost all, are aware of this, and the real challenge is to put it into action 
and move from words to deeds. 

 

Do you think that the path undertaken by ner group can contribute 
somehow to the achievement of those challenges? 

Well, at the moment I’ve seen that they are supporting organizations to 
set that process in motion, and I have had the opportunity to listen to the 
experience of some of the people who work in these companies. The road 
is started, that is true. 

 

Where do you see the biggest problems to move in that direction? Who 
are today the main obstacles? How should we work to try to remove 
them? 



 

158 

I think that the problems and barriers are in the people. We think that a 
participatory model in which everyone has the possibility of bringing, 
should be the model of the future, but the reality is that not everyone 
likes, not everyone wants to participate, and not to everyone likes that 
you request his involvement, responsibility for what he is doing, and a 
greater commitment with the organization... There are people who feel 
much more comfortable if someone tells them what to do, and they are 
dedicated to do only that which have been told. That “ends my day and I 
forget the company until the next day” is a reality, there are people who 
live very comfortable in that and it is possible that they are not willing to 
assume that change.  

Sometimes we think that the problem may be in the managers and that 
they have to yield some part of the power, but the reality is that it is both 
them and who must assume that part of power that they yield. 

 

Business organizations are nothing but a part of the society in which 
they work and largely a reflection of it, which challenges are we going to 
have to deal with as a society in the coming years? With which values 
and principles do you think that they should be undertaken? 

Societies are formed by people, in the same way than companies; 
therefore the values are always the same. Thinking of people, rely on 
talent, give them the possibility of participating...  

 

What is the role of Government in all this? Do you think that they also 
should be transformed in some way? In which direction? How can they 
facilitate and contribute to achieving these collective challenges? 

Administrations can play a role in the dissemination of new models, 
make them known, divulgate that they are possible to carry out, and then 
they must also support that the change in the organizations internally 
starts. In Gipuzkoa we already have practical experience in this regard. 
Own provincial Council has opted to support organizations in putting up 
participatory models from different points of view: with training plans on 
these models, with financial support so that they can put into effect... 
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This in terms of the support that the Administration can give to 
organizations, but the Administration itself can also apply the change 
within itself. If we think that the Administration, with its special 
characteristics, is a group of people who are working for a common goal, 
the change could be applied equally within it.  

 

The education of our children and young people is one of the issues that 
concern us enormously in ner group; do you think that we are educating 
our children to take full advantage of their capabilities and to become in 
the future happy people, and free and responsible citizens? What do you 
think that we should change in our education system to achieve this? 

I think that now young people have to live in a complicated world, due to 
the circumstances that we are seeing. When they have to choose a 
profession, they firstly think if dedicating to it they will work or not, or if 
the only output will be leave the country, and this is something that those 
who are a little older don’t even think. It is very sad that you have to 
decline the option that you like because you know that you will not have 
any future here... In addition, to reach any place we asked them to be the 
best, with the highest qualifications, with a lot of requirements... we are 
asking that they are very competitive between them, however, then we 
want that the labor system becomes much more dynamic and 
participatory, we do not educate in this sense. 

And if we think of the still little ones, I think that it is also necessary to 
make a change, especially in the values. It is not an easy time in society, 
but yes it is true that parents are overprotecting children, and that isn’t 
bad, but yes it gives them a wrong idea of what they will find in the 
future. I think that we should recover traditional values when they are 
very small, when we still have opportunity to teach them and they are 
willing to listen. We have to talk more with them, communicate more, 
translate them the importance of the effort, and dedicate them more 
time...  

As society we have a tremendous job to do because the change has to be 
general, and we must do one of the greatest efforts at the base, so our 
future grows healthy.  
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Finally, what would you say to the more than 1,500 people forming part 
of ner group? 

First of all, I will congratulate them. From the very first moment in which 
the people of the organizations are who have decided to bet or not to 
initiate this process of change; I will congratulate them for having the 
choice, so it is something that in most of the organizations it is impossible 
to do.  

 



 

 

Chapter IX 

TRAVELING TOGETHER 
 

 

 

Introduction 

Adding synergies is one of the new strategies that have been adopted in ner 
group, from its Customer Satisfaction Team (CST), to meet both export and 
internationalization. At ner group, where each organization belongs to a 
different sector and we generate different products and services, we are matching 
in sectors of customers and complementary in knowledge. Looking to the 
future, in ner we have clear that unions are not so much sums of quantity but 
quality, not production volumes or facilities, but intangibles as clients, and 
knowledge. This is the path that starts with the first trip of several 
organizations together, and people who travel and live together. Our 
destination was Mexico in 2013 when we finished this book, has already been 
the second trip to Mexico and planned the first to India for autumn. The 
subsections below are the independent reports that made some of the 
participants.  

 

 

Travel first trade mission to Mexico 

It writes Miguel Bernar, Coordinator of Walter Pack and leader of the 
CST of ner group. 

 

The preparation 

This first commercial mission of the ner group must start to tell from its 
origins. I don’t know from where the idea came and why decided to travel 
in the month of November, what I do remember is that as soon as 
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discussed in any of the meetings of the CST at the end of last year, almost 
all who were present seemed a great idea and we take the matter to heart. 

At the beginning it didn’t matter the chosen place, was perhaps the 
illusion of carrying out our first “trade mission” (sounds like something 
serious) which filled us with desire to prepare it. Three of the projects 
were regularly going to India by then and Ekin knew Mexico, perhaps 
this was the reason for its choice as our destination. 

At all meetings of this year we have not done anything else but preparing 
the trip in the best way. We combine the two CST teams that had more 
interest, industry and equipment, and we started plotting what to do and 
how, without even knowing when we were going to do it. Yes, I can 
assure that the preparation of the trip was, at least for me, an incentive to 
join the CST, perhaps burned in many cases by the plight of the local 
market. 

Before summer, we had pretty cleared the dates and destination; we had 
to discuss the common agenda about what we could do, without being a 
slowdown for all travel in partnerships. 

As the weeks went by, until the beginning of the first joint trade event, the 
details from each were being shared to see who knew who, what was best 
to do first, what town was the ideal for landing, etc. What a huge quantity 
of emails between all communicating possible agendas, contacts to make 
and fears to remove! Oscar from Ekin, we drove him crazy, and he, as 
good Basque and best host, has had infinite patience and he has made us 
feel safe in that trip to the adventure. Some, like Diego and Cristina, had 
more experience, but for the rest it was as to see what is coming. 

 

The D day 

On 19 November, democratically elected by me and then corroborated by 
everyone, began our journey, but in three groups. Three groups together 
at home separated by issues with the agenda and later joined together as 
soon as we landed in Mexico. Cristina arrived before to be with his 
brother and make some arrangements. Aitor, Kepa, Oscar, Joxean and 
Diego traveled by their side via Madrid, and I travelled via Paris, later it 
was cheaper coming back via Houston. As always in Paris I was unlucky 
enough to run into a very nice Parisian who, although I was in a hurry, 
realized in an unexpected control that I had more baggage than allowed. I 
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was reminded of all the ancestors of the bug, though I begged him in my 
finest English to let me board. 

He ignored me completely and I asked if please he could speak English, 
He answered no. Outrageous. I went out of the row with anger to check 
the suitcase, having little time and being nervous; asked the lady if she 
could at least give me an emergency exit and she answered yes. After 
checking the suitcase, she told me that she had something better for me. 
“And what is it?” I asked. And she said: “A fabulous seat in Business”. I 
couldn’t believe it, it was the first time in my life that occurred to me, and 
I’ve already flown a while. Well, the trip did me very good. 

Arriving at Mexico, I met with the rest of the group at terminal 2 of the 
huge Mexico City Airport. Happy of seeing them. Diego went to 
Guadalajara, I remember, and the rest, we moved towards the bus. An 
Irizar by the way, of the most luxurious and comfortable.  

Around 11 pm, arrived at Queretaro and direct to the hotel. There was 
waiting for us, Jose Antonio from Ekin, which welcomed us with charm. 
Fresh shower and went straight away to Celaya, where Oscar had 
managed to meet with local politicians, despite being a national holiday 
in Mexico. Incredible but true, the politician and his assistants worked 
with us. Explain them what was the ner (I think that he did not 
understand much) and who compounded it. We commented him that one 
of the organizations wanted to settle down there. He sold us Celaya, as it 
could not be otherwise, and we went to eat. It was late, so we did it in a 
McDonalds. We sin, then, but there wasn’t another place where we could 
eat fast. Some had not even tried it; those who have children knew it 
perfectly. After eating, we went with the girls who aid the politician to see 
polygons in the area. The politician had “another ineludible meeting”, 
come on, he was going home. 

We saw Celaya and friendly girls, after Kepa’s friendliness and the good 
glimpses of Oscar; they kindly drove us to Queretaro. I think that Oscar’s 
hair left them caught. They were not left without award... We invite them 
to see Ekin and incidentally met Alberto and Joseba. 



 

 

 F
ro

m
 le

ft
 to

 r
ig

ht
: O

sc
ar

 B
ar

añ
an

o 
(E

ki
n)

, J
ox

ea
n 

U
ci

n 
(Z

ub
io

la
),

 A
lb

er
to

 S
an

to
s 

(E
ki

n 
M

ex
ic

o)
, C

ri
st

in
a 

Ir
io

nd
o 

(G
ri

p-
on

 T
oo

ls
),

 A
it

or
 S

ar
ri

a 
(E

st
ud

io
·k

),
 J

os
eb

a 
U

ri
be

 (E
ki

n 
M

ex
ic

o)
, K

ep
a 

A
rr

ie
ta

 (E
st

ud
io
·k

),
 J

os
e 

A
nt

on
io

 
E

tx
eb

ar
ri

a 
(E

ki
n)

 a
nd

 M
ig

ue
l B

er
na

r 
(W

al
te

rP
ac

k)
. I

n 
th

e 
fa

ci
lit

ie
s 

of
 E

ki
n 

M
ex

ic
o 

in
 Q

ue
re

ta
ro

. 



 

ner experiences 2012 165 

Very interesting Ekin. Clean, collected, ordered and apparently with 
much work. They explained well what they do, and we took some 
cookies while appeared Cristina with her brother Alex. We introduce 
ourselves and Alex asked us things at the same time that he suggested us 
what could and what could not be done in Mexico. He has only lived 
eight years there.  

From Ekin, we went to dinner together to a typical place in Queretaro, a 
restaurant that I don’t remember the name. We gladly had dinner, nachos 
with guacamole, a meat that nor do I remember how it was called, should 
be the age, and we irrigate it with a good wine from Baja California. 

We ended the day exhausted and since Aitor was sleeping, we all decided 
to go to sleep to our hotel. We fell like sacks; jet lag takes care of 
reminding you that the years don’t pass in vain. 

 

Second day 

We had to get up early. Oscar, Jose Antonio, Cristina and the 
representative of Ekin, Juan, we were going to Aguas Calientes. Aitor and 
Kepa remained in Queretaro to speak with some study of architecture. 

At the last moment, Cristina had to go to Guadalajara and could not join 
us. Jose Antonio received a call on the way to Ekin and had to stay to 
solve a problem, those that arise in the automobile sector. 

The trip with Juan and Oscar went very well. Juan is a character. He was 
bawling against the pinches gringos continuously. I encouraged him a 
little and the truth that he broke out the big guns.  

We arrived in Aguas Calientes, and did a small presentation of WP to one 
of purchasing department, who only bought pieces of steel or brushes. He 
did not understand much of what we did in WP, but served as an aperitif. 
We asked him if he knew people at Nissan and also to sell Panelfisa, since 
the poor Diego was lost in Guadalajara. He became interested, and after a 
while, the dud said: “Think that this company sounds to me” then Oscar, 
Juan and I were staring at him, surprised by the potential of marketing of 
Panelfisa in Mexico. After a minute and seeing our faces, finally told us 
that someone from Panelfisa had been there two hours ago. Amazing. We 
could have been cut before doing the entire presentation, but, well, in the 
end stayed clear what they did. 
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Then came the purchaser of brushes and Oscar and Juan did their job. 
They wanted to buy more than they sell. We returned to Queretaro and 
left me in the hotel. I seized to work and bought something for home. We 
were all at dinnertime, but Oscar and Jose Antonio could not make it on 
time and went only Kepa, Aitor, Diego, two of the representatives, that 
Panelfisa has in Mexico and me. We celebrated the Diego’s birthday with 
tequilas and beers. Aitor and Kepa seemed that did any good governance 
in Queretaro and Diego was tired of speeding the day in Guadalajara, so 
we went to the hotel. 

 

Third day 

Here each one did his plan. Kepa and Aitor stayed in Queretaro to be 
with any other politician and architect. Cristina was since the previous 
day in Guadalajara with her main client; Joxean, Oscar and Jose Antonio 
went to solve problems with Dana and GKN. I went to Mexico City, as I 
had an interesting appointment with a supplier and GM. In the afternoon 
we met all in Puebla to prepare the visit to the University. 

At night we met Cristina, who was happy for the visit to Guadalajara. We 
went to dinner those who were there, Kepa, Aitor and me. Cristina was 
tired and had already eaten, and she stayed working. Oscar and Joxean 
would come late, so we didn’t expect them. Whereupon we didn’t prepare 
much, so we went back to the hotel and Kepa mess us to take a tequila 
and Cristina joined. We ended late, but without large handicapped. 

 

Fourth day 

The fourth day was the intended to visit the University Ibero-Puebla. We 
met at breakfast with Ricardo, that curious person who after reading a 
Koldo’s book had tried to apply it in the company that he was working, 
and as demands for transparency increased, the owner was turning up his 
nose, until was not progress and Ricardo dropped the idea. It seems that 
he was determined to try and wanted to apply the ner at all costs in 
Mexico. 

He accompanied us to the University, after we all dressed up and had 
alight breakfast, since in theory it hoped an initial breakfast, with 
subsequent presentations. 
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We arrived and the first thing that surprised us was the size of the 
University. It is a University run by Jesuits and with magnificent facilities 
and campus. They told us that the reception and the event would take 
place in the building of innovation. Very friendly, Javier received us and 
invited us to enter. We were two of ner at each table and during the 
breakfast, students, businessmen and teachers asked us about our 
organizations and the ner.  

When breakfast ended, we made a presentation of the ner. More focused 
on what the reasons why is changed are, what needs to change and then 
explain how we did it. It was an interesting conversation in which they 
asked us questions and I understand that they clarified enough the 
questions they had about the ner. 

Javier and some other teacher wanted to establish a more permanent 
relationship with us, such as a seminar or working group. We told them 
that they were making proposals and we could look it in the team of 
coordinators of ner group.  

We went for a walk in the facilities of the University, laboratories and 
nests for companies that were born or had a relationship with the 
University. We saw a lot of activity, good ideas and desires in many 
people. 

Once finished the visit, Kepa and Aitor went with Joxean to Mexico City 
and Oscar, Cristina and I stayed to eat a mole of Puebla which almost 
kills my stomach. In the afternoon they went to Queretaro to end matters 
and I stayed in Puebla, for a few visits to two Volkswagen people the next 
day. I went to see the Cathedral and some other spectacular buildings of 
this beautiful city. 

 

Friday or last day 

This last day we were each perhaps more dispersed, closing our agendas. 
Kepa, Cristina, Aitor and Joxean met for dinner at the hotel in Mexico 
City, I do not know if Diego arrived. I had dinner with an old friend who 
lived in Mexico City and told me many things about Mexico. 

In my case it was a profitable day because of the visit to Volkswagen, 
although I hope that for the rest of the team, above all for Kepa and Aitor 
who had three visits, it would be their best day. 
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The next day, Oscar was leaving for Chile, the rest of the team went 
home and I went to United States.  

 

General assessment 

The first impression after being back is very positive.  

From the human point of view, because we have strengthened good 
relations and are now better. We have met, and that makes people 
appreciate to each other.  

On the other hand, it has helped us to learn from others. How they travel, 
how they are organized and how they relate. We have done things 
together that allow us to see and learn. 

From the commercial point of view, I think that Mexico has impressed us 
all by how great, how nice people and great possibilities that seem to 
exist. 

As first ner experience, I would say that it has been a resounding success. 
We have also planted in the University, leaving a seed that who knows 
the fruits that will give in the future in that country. 

This first experience the truth that has left us, to me at least, the desire to 
continue along this path and to encourage the other organizations that if 
they could incorporate into the next. 

 

 

First trade mission, ner group to Mexico 

Writes Oscar Barañano, Ekin Latin America team leader, with a couple 
of years of experience in the market and, therefore, partly facilitator of 
the emotional success of the experience. 

 

I want to begin with the personal gratitude to those who have participated 
in the mission, either in preparation or directly in it, since it has been very 
rewarding for me, and the truth is that I have learned a lot from all those 
who have accompanied me in this beautiful adventure. It has been an 
unforgettable experience.  
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As I am concerned, I must say that I participated from the preparation 
and that all persons of different projects of ner saw this mission with 
excitement and enthusiasm, since the experiences of projects that we had, 
confirmed the great opportunities that are offered in that market. 
Practically all the projects gathered were interested in the Mexican 
market, especially taking into account the deterioration of the local 
market and European in general. 

Towards the end of September confirmed that the trade mission, as ner 
group, to Mexico would be during week 47, between 19 and 24 
November, and that it would be composed of six projects from different 
sectors: Ekin, Panelfisa, Grip-on Tools, Walter Pack, Zubiola and 
Studio·k. This trip was intended to contact some potential customers, as 
well as take advantage of the synergies that may arise from contacts with 
clients and Governments of several States of the country. In addition, 
through the mediation of Koldo Saratxaga, we had contacted the 
University of Puebla and specifically had a meeting with the head of r & 
d, where members of the ner group would perform a presentation of the 
new style of relations, its philosophy and how it applies. By part of the 
University, gathered several business men from the area, who were part of 
the exhibition on the ner, along with the presentations of our products 
that each of the projects we had the chance to do. 

In short, and from my point of view, I consider that the mission was 
FANTASTIC for several reasons: 

•  In terms of personal relationships. I believe that relations 
between people that we attended to the aforementioned mission, 
were excellent and truly sincere, which I appreciate 
significantly. All who participated, even in some cases barely 
knew us, at all times, had the feeling of being among people of 
absolute trust and with who we could “confess” absolutely, 
which facilitated significantly the progress of the mission. 

•  On the commercial issue. I attest that was an unforgettable 
experience, especially for the projects that were released in this 
country, since as you land and visit some Governments and 
companies, and they comment you projects that they have 
between hands, and also check on-site the potential of 
companies that exist and the growth of the same, in a couple of 
days you realize the potential of the country and the 
opportunities offered for any self-respecting project and product. 
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•  In terms of ner experience. I think it was a demonstration of 
friendship and union, and summarizes in “Strength through 
Unity”. Shown from the first moment, since every project has 
brought all his knowledge, contacts, wisdom and experiences 
with the idea that other projects can use them, as well as from 
the synergies arising from these relations to try to advance to the 
future in that quoted market. 

 
P.S.  

I think it would be interesting to perform more missions of this style to 
different markets, since I believe that tighten relations and exploit 
synergies and opportunities in the markets of the different projects. From 
gait “alone” by the world, this would not ever gain for very long time. 

 

 

Travel to Mexico ner group 

It writes Joxean Ucin of Zubiola Co-Op and its Manager until the time 
of the trip. Since, it was less than a month ago that Zubiola had joined 
ner. Therefore, Joxean didn’t know the ner reality or people that 
traveled. Zubiola considered that the mission was an opportunity — so a 
few months later have been demonstrated — and added to the 
experience. 

 

With the recent addition to the ner group raises me the possibility to 
participate in a trip to Mexico, in order to investigate the possibilities for 
Zubiola in that country. I don’t know how it emerged the idea of the trip 
in the group, if it was through the application of the Iberoamerican 
University of Puebla or if it was for commercial reasons arising from the 
meetings of the different teams which form the ner.  
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K2K team meeting at Zubiola 

With the purpose of K2K knew Zubiola, arises a meeting in our facilities.  

At this meeting is transmitted the situation in which Zubiola is and also 
different activities are exposed. These include the manufacture of 
polycrystalline diamond tools, pointed to the automotive industry, an 
activity that allows establishing synergies with various companies in the 
ner group, especially with Ekin. 

It occurs to Koldo that the participation of Zubiola on the trip to Mexico 
with the CST group can be a good opportunity.  

Initially, my perception of the proposal was purely commercial, and it 
occurred to me that it may be interesting that the commercial director the 
trip did, but K2K team suggested to me that the positive would be that me 
attend, to start relations with the CST team of the Group and try to 
perceive the possibilities that might arise for Zubiola among the 
companies of the ner. 

 

Preparation of the trip meeting 

The meeting is convened in Ekin to study the travel plan. I attend the 
same without much knowledge of the companies involved or people. The 
purpose of the meeting is to make a joint trip plan as much as possible, 
since there were companies with different experiences in Mexico. 
Proposed different flights that each was adapting to his travel plan. My 
presence at the meeting was testimonial, as I had agreed to go with Oscar 
from Ekin and perform the same travel plan. 

 

Relations on the journey 

From the first day of the mission, when we met at the airport, in Bilbao, 
practically without knowing people that were going to travel, I felt very 
comfortable. My main support was Oscar, from Ekin, which I had kept a 
pair of telephone conversations to try to clarify some aspects of the trip, 
mainly doubts, how to speak a little of his experience in Mexico, themes, 
clothing, etc., etc. I want to say that Oscar has been a great support 
personally and in terms of work. He has allowed me to attend 
appointments with his clients and has given me the possibility to 
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introduce Zubiola. When it has not been possible with him, the people of 
Ekin Mexico have done it.  

Relationship with others has been extraordinary, with some I’ve had 
more contact and I have been able to relate more, but generally I felt 
much supported by all. I have the perception that I have received much 
and given little. On the one hand, because the other participants, apart 
from the joint plan had their own plan of visits and contacts which, in my 
case, I had not prepared, as all this work was prepared by Oscar thinking 
about me. On the other hand, as being the new in the group and with little 
experience in this type of travel, I’ve experienced that all members of the 
group have shown me that they are willing to help in any subject.  

Relations have been very good. I have hanged out with some excellent 
people. For a person like me, still hot topics, in many cases the 
conversations are limited, and to be able to talk with engineers, architects, 
etc., etc. and not feel out of place is a tremendous satisfaction and says a 
lot of the people who have surrounded me.  

The ideas, the group, the projects they can be good or bad depending on 
the people and in this case that I have lived, this week’s trip, I can assure 
that people of the group have shown that they are excellent. 

 

Conclusions 

In conclusion, I think that in a week I have further relations more than 
which I would had advanced in a year of monthly meetings; talks in spare 
time are more relaxed, even being in the majority of cases ner group 
issues. I have seen a great unity between people, a tremendous desire to 
help and to share knowledge. For me it has been a very enriching 
experience, I have learned so much from everyone. I have lived a great 
closeness with people of a great professional level and human quality even 
better. I have also seen that the group is very united and are proud of 
belonging to ner. I remember the conversation at the airport of Barajas, 
already back home, when Kepa commented that now pets cannot be 
buried as before in the orchard or the garden, but must be incinerated, and 
we raised laughing as a possible activity to study in the group the 
implementation of incinerators for animals. 
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A meeting in Mexico 

Writes Aitor Sarria, of study·k. He tells us about an encounter between 
architects. 

 

From the meetings that we had during our visit to Mexico, I want to tell 
you about the one we had in Queretaro with four young architects, two 
boys and two girls. 

Of them we did not know much except that they engaged in the new 
urbanism, “response to the uncontrolled spatial growth that cities have 
had in recent years”. 

Among the topics that we talked about, I will comment those that may 
have a more general interest in its relationship with the people. 

The first we addressed was citizen participation, which there they called 
social participation, and whose importance we all agree. We believe that 
all people can participate in the configuration of the city that they dwell, 
since the form of city will affect them in their daily lives, in the use of the 
city and the territory. All this regardless of their level of training and 
seeking the widest possible views: youth, elders, women, people with 
mobility difficulties, because these groups have a lot to say. 

Another issue on which we were talking was public spaces as places of 
social relationship. We were impressed that in a country like Mexico, 
with a millennium urban tradition, with public spaces, streets and squares 
of exceptional quality, as we saw on our trip, is losing the life of these 
spaces. It is being lost as result of the insecurity that has taken hold of the 
public spaces, so that, except from central areas or areas with a very 
significant spending in security, it is not possible to enjoy them. 

But it is also losing out by the own management of new developments, 
which are made fully depend on the car and forget the pedestrian paths.  

“Housing” areas are converted into private enclosed spaces with private 
security and where movements are performed in private cars to private 
spaces, read malls or entertainment centers. 

Sure that it reminds you. 

Despite the distance, we found that we shared many concerns with these 
young people who want to organize to work together. 
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At that point, we explained them as we and other people who were 
involved in this trip; we organize ourselves in a new style of relations, 
forming self-managed teams, in freedom and with responsibility, in which 
we share knowledge and economic concepts, with transparency so that 
communication can flow. 

They said: “That’s what we are looking for”. 

 

 



 

 

Chapter X 

21 YEARS MADE BY NER 
 

 

 

Introduction 

In May 2013, we made this presentation to the press as a summary of the seven 
years of existence of ner group, which added to the fourteen of the ner in Irizar, Co-
O, put together what we call “21years made by ner”. 

Perhaps the best way to help the interpretation of the overview type tables coming 
hereafter, it is the written synthesis made after a Conference which treated about 
them. 

 

 

People, collaboration and transparency to achieve 
business objectives 

With this title I was invited to say a few words of introduction by a 
recognized firm, leader of business application software, which was 
presenting a communication facilitating platform to persons from the 
different steps of the main process. 

I have always believed that computer applications are essential, as a 
facilitator mean, for communication between people, since they must give 
us information in real time and quality, allowing us to make decisions 
about what we share, which are the objectives and reality. Shared on 
where, how and how much, and what has been achieved, allow the 
analysis and, with it, reflection and new decision making, that is to say, 
allow the people involved to be kept alive and, therefore, to the 
organization. 

As is always asserted, information is power, and this also happens in any 
business organization. In some, the least, it is used in order to that all 
people, teams, can make decisions and interact as well for the 
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achievement of shared objectives; in others, the majority, for a few control 
what happens, not make relevant decisions, and they can maintain their 
status and fictitious relevance. 

I understood that I could contribute with this baseline idea that 
information is a necessity to share business project, exemplifying with our 
style in ner group. So, I started with a transparency prepared for another 
meeting on economic development, which, in particular, affected the 
“impulse to the economy and employment in the Basque country”. 

The first proposal was:  

 “Change current business organizations, with models of 
management, outdated and inflexible, to make them projects 
shared by the participants, in order to achieve qualitative and 
quantitative spectacular jumps, allowing them to be competitive 
in both export and reduce the tremendous imports from “low-
cost” countries; in this way, increase that characterized the near 
past, with the production capacity of a do well, good and 
efficient. The average SME of this country is less than 60 % in ratios of 
competitiveness of what can and must be achieved.” 

 

To view the reason for this assertion, I discussed on the model of 
management prevailing where property and workers passing through 
parallel channels and in many cases divergent; where property, joint with 
executives, are concerned about short-term outcomes (I can’t think 
anything else to understand why they continue with this prevailing 
model); where customers and efficiency are not shared; and where 
workers are more worried about their schedule and other rights, claims 
pending, and in any case, they will already support in trade unions to 
continue with more of the same, and that of the future of the 
Organization in any case it is their responsibility, rather it seems in many 
cases that is not anyone’s. It is true that as there is no transparency and no 
freedom, cannot be that there are trust and responsibility. For this reason, 
they prioritize the chain of command; processes and procedures under 
control; the absence of communication, transparency and ethics; the 
archaic division of property, management and workers; the harvest for the 
property...; and the project as only responsibility of the property. 

There is, on the other hand, since twenty-one years ago in the Basque 
Country, started in Irizar in 1991, a new style of relations (ner) which, 
taking the society as a reality that unites, creates a project based on people 
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and focused on the customer and efficiency. It is a clear commitment to 
human development, fair and sustainable. From these criteria that frame 
it, is committed to ethics at all levels and for the transparency and 
freedom as needs to achieve the confidence and a sensed compromise, all 
of which supports a dynamic of self-managed teams capable of assuming 
responsibilities and decisions together, and a shared vision of the future; 
This means do not enter in topics of the past or nonsenses such as 
indiscriminate overtime hours, that only means sources of 
unproductiveness and differentiation, as well as an injustice to society. 
This style bet for not dismissal, the responsibility of good walking of the 
project and, as a result, the distribution of 30 % from the profits obtained 
each year.  

Understanding that this well said, and during years repeated, does not 
seem nothing more than another theory about business management, I 
went to expose some realities of ner group corresponding to its last seven 
years, namely the new style of relations (ner) onward the period of 
Irizar. Naturally, ner group was founded seven years ago and acquires 
legal existence, as an association, in 2009. Currently it is constituted by 22 
organizations from different sectors, size (from 6 to 600 persons) and legal 
forms (11 limited companies, 9 cooperatives, 1 joint-stock company, and 
1 non-profit association), with more than 1,500 people, which export to 
60 countries and they have four locations in India and Mexico. 

To locate the ner, I expressed some data which could clarify the 
difference between a vision of growth for growth and one of development 
in its broadest sense, which is the one we try to promote. The data, as a 
representation of the average of commented organizations, were: the 
wage gap between 10 % more perceived and 10 % less is 2.25 times, being 
in Spain of 3.46; the average gross wage (2012) of women is €26.751 per 
year, and always to equal work, equal pay; team pilot, making the 
functions of the management team at the companies, is formed by 16 % of 
the people, being 30 % women (in total, are 15 %) and 30 % direct people 
(called workers or employees in the prevailing system); This pilotage team 
meets every month and decides on the ideas and objectives of the year 
plan, PIO, made by all people; We multiply by three the number of 
people engaged in direct relationships with customers and by ten the 
number of real visits, focusing on new clients and especially in new 
markets; the whole set of people is part of one of the 226 self-managed 
teams that make up the exciting activity of the projects concerned; 
distributes the 30 % of the results obtained each year among all persons in 
active, and increases every January their salary with the CPI 
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corresponding to the previous year, with the goal that everyone in his 
retirement contribution period don’t see diminished his pay for the rest of 
his life; regarding to society, we provide a 2.5 % of results and 2 % of the 
people are engaged in social projects. 

Finally, I set out some arrays with data from the last seven years of 
trajectory, with the name of organizations included, where it is shown 
that they have improved their productivity by 51 % in the first two years 
of implementation and change organizational ner, and 985 % their 
results. It was be consistent with that stated in the first transparency, 
many years talking with practice ahead, thus allowed me to indicate that 
SMEs in this country are at 60 % of productivity. It also indicated that last 
year the activity of all the projects was increased by 26 % and this year is 
foreseen 17 %, which is in its way to be accomplished without major 
problems at sight of the reality in the middle of the exercise. 

Accomplished by Irizar in the period from 1991 to 2005 with the same 
style of relationships and organizational, I think there is enough written 
history that shows that it is one of the most successful organizations in the 
Basque Country for the last two decades. 

In my opinion, for the industrial part of this country not being reduced to 
third in the next decade, are needed some radical changes: put an end to 
internal differences among employers and workers that they do not 
benefit anyone; improve 40 % its competitiveness through teamwork, 
eliminating intermediaries; multiplying by 10 the efforts dedicated to the 
search of new customers and markets; in this way, find alliances that add 
knowledge and relationships, both in the environment and in other 
countries, and not only for exporting, but establishing abroad. 

The worst blind person is the one that refuses to see, and expect that 
others solve his problem or his blindness. 

Koldo Saratxaga 
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Table 1. Irizar Group: Sales from 1991 to 2005 

 

Irizar Group - Mondragon Co-op (MCC), Irizar. The Top award-winning 
company in Spain. Report, Mondragon-Arrasate (Gipuzkoa), MCC Edition, 

July 2005, p. 56. 
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Table 2. Irizar Group: Employment from 1991 to 2005 

 

Irizar Group - Mondragon Co-op (MCC), Irizar. The Top award-winning 
company in Spain. Report, Mondragon-Arrasate (Gipuzkoa), MCC 

Edition, July 2005, p. 56. 
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Table 3. Irizar Group: Assets from 1991 to 2005 

 

Irizar Group - Mondragon Co-op (MCC), Irizar. The Top award-winning 
company in Spain. Report, Mondragon-Arrasate (Gipuzkoa), MCC 

Edition, July 2005, p. 56. 
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Table 4. The Irizar Group: Memory EFQM: Gains on sales 

 

Irizar. Presentation to the European Quality Award 2000, Ormaiztegi 
(Gipuzkoa), edition of Irizar, 1999. Memory to the European Foundation for 
Quality Management (EFQM) to qualify for the award in the large business 

category. 



 

 



 

 

Chapter XI 

NER EGUNA (NER DAY) 
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Second experience of the ner eguna in a small and 
beautiful village of Gipuzkoa 

This meeting that we held in a relaxed, festive atmosphere is an 
expression of our social activity and provides a good opportunity to meet 
people from different projects. Moreover, is a precious opportunity to 
share what unites us, the new style of relations (ner), with our families. 

The idea of the ner eguna premiered in September 2011, in Amorebieta 
(Bizkaia), and for the successes of the event we decided to celebrate the 
Second Edition. This time it was on 22 September 2012 in Zerain 
(Gipuzkoa), a privileged environment. 

The meeting was attended by 350 people who enjoyed a packed activities 
program: gymkhana (games with the participation of adults and children), 
food in the pediment, txantxariak of Urtxintxa (music and games to 
singing and dancing), workshops and disco. We participated in a very 
good environment to which accompanied the sunny weather. 

The best summary of the success of the day is, we believe, which made us 
a group of children whom we asked what the ner eguna seemed to them 
and if they would repeat the next year: “Well, well, is very cool. Is 
interesting, there are many games and music, we have played in teams in 
colored t-shirts, we have painted ourselves the faces. We liked it; we’ve 
had a very good time. The coming year again.” 

These opinions of attending children, that they told us that they had such 
a very good time that the next year would repeat, and Coca Turiel, 
Brotons Almandoz and Velasco Lopez de Ipiña, families we share their 
opinions. They are the exponent of the momentum that encourages us, 
the people of the organizing team of the ner eguna. We are already 
preparing eagerly the third edition. 
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Coca Turiel Family (Lancor, Ltd) 

I consider myself lucky of attending Lancor every morning. Cross its door 
and working with my colleagues the present, to have a company with a 
future. I’ve always felt at home. 

With the change of work style, has been accentuated this feeling. 

The new style of relations (ner) is the river that funnels all the ideas, 
efforts and labor on the possible direction. Its natural course. 

Ner empowers the individual and puts him to work as a collective. This is 
what makes the difference. 

And as everything is not going to be work, occurred to any partner it must 
also be fun. Ner eguna fulfills that function. 

My family, we are not very chattering, but this is an important day for us. 

Seeing colleagues outside the enclosure of the work, without the uniform 
and with their families, already is a considerable change. 

We believe that the objective of these meetings is to promote good 
relations between persons who form ner group organizations. 
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The festive atmosphere that is created in these encounters between people 
redounds positively in the work environment. 

Know and let you know. Changing impressions of every day, “the divine 
and the human”, with people from other projects, helps us to have a more 
global vision of the environment that we have. 

All this with the company of your partner and children, involved in this 
style. 

And this enlivened with games. Boys, girls and teens scampering among 
the elderly. Older who play like children. 

The appetizer washed down with good cider. Then, at the table, between 
dishes you intimate more with people who are sitting by your side. 

In these meetings, it creates an environment that charges your batteries.  

We return home, happy and proud to be part of this story. A story that 
increasingly has more followers. More people who believe in the new 
style of relations. 

We encourage those who have still not participated in these meetings to 
join the feast of ner eguna. 

 

 

Brotons Almandoz Family (Panelfisa, Coop) 

Ner eguna of 2012 it has been our first ner eguna. 2011, which was the 
first, we dared not to go although I watched with curiosity the pictures, 
videos and jokes, so my wife Isabel, or my daughters Isabel, Paula and 
Maria and the small host Noemi, nor of course myself; we wanted to miss 
the second. 

The atmosphere in the lovely village of Zerain was festive, quickly we 
integrated into the round of games in which everyone was participating. 
First, we dressed the ner eguna 2012 t-shirt, fundamental step to start 
rolling by the circuit of games. 
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There were the people from Panelfisa non-stop. That year had been a very 
intense year in our project and also for me, as I participated in several 
teams that I’ve been knowing more people from organizations of the ner 
(new style of relations). These and their families have been those to who 
we have greeted next. While we saluted, laughed, and were getting to 
know different people, I didn’t stop explaining everything to Isabel. I 
think I would have saved many hours of talk if she would have come and 
seen the environment by herself. 
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After the games, the pintxos with some cider, while kids were ending their 
runs and the rest we were regrouping before going to the fronton to enjoy 
a family meal.  

During the meal there was a lottery of a basket from Lur Denok, which as 
always Satur won, and also handed out for kids Txantxariak CDs, music 
games from Urtxintxa. 

Then, everybody to dance with the rhythm of the clowns, and we enjoyed 
very funny performances. 

It’s been a very pleasant experience feel belonging to a project that is very 
much worthwhile and which allows us to dream. 

 

 

Velasco Lopez de Ipiña Family (GHZ - Trebeki, Ltd) 

They are Javi, Aranzazu and their sons and daughters Carlota, Gabriel, Leticia, 
Patricia and Andrea. 

We lived ner eguna as a family day, liked us to go together, the 7, and 
had a very good time, something that is not very difficult, since thanks to 
the efforts made by the organizers, everything is designed so that big and 
small enjoy an unforgettable day. Our girls and boys draw, painted face, 
eat, dance, sing... and at the end come home happy and exhausted, after a 
day full of emotions. 

For older people is a day of meeting, where our families come together, 
and gradually we are going to know all persons who are part of the great 
ner family. Each year that passes, and also thanks to this day, we are 
going relating and joining a little more.  

As good basque people, it is shared a great meal, good eating and 
drinking! Do not miss anything! In my opinion, and as the culmination of 
the celebration, just need to organize a good mus Championship, but in 
the end, it will be for future ner eguna.  

The ner eguna finished with smiles and exhausted people after a full day 
of activities and family enjoyment. What more can you ask? 

 



 

 

Annex I 

OUR EDITORIAL LOSLIBROSDEK2K.COM 
 

 

 

We like to involve in our experiences all people who care for them. We 
enjoy doing it virtually every day, among other means, through our web 
publications, with our page: http://www.k2kemocionando.com/ and our 
(blog) Gaur Egun: http://k2kemocionando-novedades.blogspot.com/. In 
both we offer or have linked dozens of documents, experiences, 
interviews, reviews, etc. about what we are doing and what it has to do 
with the new style of relations (ner), is our key driver. 

Transparency and generosity are essential in the new style of relations 
and for consistency with these two values — the consistency is also 
essential in the ner — share our ideas and our experiences. We like to talk 
about what we live and which may be of utility to other persons and 
organizations, or arouse concerns, idea, question, in short, sow some 
seed, however small that is, and that this gives a result at some point. 

They are countless the relationships and contacts that have emerged 
through this way of acting, which is not, but the demonstration, once 
again, of that “you reap what you sow” and that what is given, is 
received, and multiplied. 

That’s why books of K2K were born, for sharing experiences and 
knowledge, and beyond, to create the space and time desired to capture 
wide-ranging experiences — like the biography of a project or the crossing 
of the ner along a hole year — and give them a projection for the future 
that we feel superior to a talk, a page in a blog or an update on a social 
network. Ultimately, the space and time of a book.  

Before K2K emocionando, Koldo Saratxaga had published two books: 
Symphony or jazz? which is a long interview carried out by Luxio Ugarte to 
Koldo, and A new style of relations. For the pending organizational change, 
written by Koldo himself. Both books were published and distributed 
through both publishers and by the usual channels. 
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From K2K team, we consider the need to develop this editorial work, but 
also not passing by the prevailing culture in this, but our editions become 
a new opportunity to gain insight into the values of the ner. 

From then on, begin to exist the books of K2K: The success was in trust of 
Koldo Saratxaga and Javi Salcedo, When the property does not want to yield 
power by Oscar Garcia, Feelings, Thoughts and Realities of Koldo Saratxaga, 
ner experiences 2011. Another business reality told by its protagonists by the 
whole team of K2K emocionando, and now we add, as promised, ner 
experiences 2012. Another business reality told by its protagonists. 

All our books are edited and distributed in a very special and very unusual 
manner. 

To begin with, our publications are in circulation under a Creative 
Commons license, which means that, to the contrary of those who use the 
copyrights, we don’t feel absolute owners of our works. We could not be 
because what we tell are experiences shared with many other people, and 
would therefore be a presumption on our part possesses them exclusively. 
On the contrary, our books may be used and reproduced by anyone, 
without more requirements than to attribute its authorship to the books of 
K2K, not to make commercial use of them, and not to use a license of 
more restrictive property than we use. 

In addition, in our web http://loslibrosdek2k.com, our books are 
available for free download for who want it. We firmly believe that 
sharing is essential in all areas of life, and even more when it comes to 
sharing knowledge and experiences. We believe that it is quite necessary 
and enriches us all personally and professionally. That is why our books 
are available to everyone without exception, to read them online, 
download them or share them with others. 

And finally, as a third leg in this different way to edit and distribute our 
publications, is the price that have our books: Although you can freely 
download on our website, we are not partisans of total free, but what 
many in the network already called “the economy of affection”. That is to 
say, what we ask our readers is to pay for our books whatever they think 
is appropriate, what they think they are worth, or what they can, or 
whatever it is fine for them. Ultimately, what we don’t want is that 
nobody is run out of one of our publications or has to “hack them” just 
because he does not have money to pay for them. Our goal with these 
publications is to disseminate our ideas and experiences, not to make 
money with them. 
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So much so that all contributed by those who wish to contribute to get our 
books, is destined entirely for social projects developed by ner group 
(http://www.nergroup.org), of which K2K emocionando is a founding 
partner. 

Anyway, these are our motivations with the K2K books and these are 
their results to date, June 2013. There will be whoever thinks they are 
extraordinary and whoever thinks they are tiny; whatever it is, we are 
enormously proud of them. 
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