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PROLOGUE 
  

  

  

For the third consecutive year, since k2k thrilling, we want to share some 
of the experiences, the stories that emerge in our path with the new style 
of relations in ner group. 

Perhaps today the public has the worst feelings in the last five years about 
those who have managed and handled the big decisions, and this allows 
expressions like: “in the hands of who we are”; “they are a gang of 
crooks, this cannot continue in such a way, however...”; “it is more 
difficult to hear this happens to us for letting do”; “we have to change”; 
“it is high time that the citizens are aware of our decisions”;... 

The latter is the thought that we consider correct: it is time to take charge 
of what concerns to our life and not let multinationals impose us what to 
consume and how to consume it, and that politicians make decisions that 
are not our liking.  

Now is the time to move from puppet to actors in our own lives. 

Three aspects, among others, that they are keys for a more relational and 
more participatory society, and are: ethics, education and environmental 
issues which, along with the economy, they provide us a more sustainable 
world in all matters relating to well-being of people. 

 

 

 

On ethics 

It is accurate to say that we are in a society which has lost respect, very 
generally, for what the term ‘ethics’ implies. 

What we are hearing and seeing lately about politicians and professionals, 
while having a lot more than most, do not settle, and charge, ignore and 
even steal precisely to those who have less (history repeats itself), makes 
common humans do not give importance to small slips, ethically 
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reprehensible, economically not comparable. So at the end we feel that we 
are in a society that has lost the sense of the shared. 

Personally, I think that we live in a world where no ethics, which has led 
and leads to status and power, has taken hold of humans in general.  

Money and consumerism have become in the past two to three decades in 
the totems that human activity revolves around. 

Taken to the field of professional organizations, I have had the 
opportunity to meet dozens of them at full depth and detail and with very 
different scales. I have not seen that ethics was something that was part of 
any. It is not a word that is pronounced at all professionally. Ethics is felt 
and therefore, it is not what today is called CSR that large firms have 
incorporated into their catalog of standards to fulfill. 

Ethics is felt and is practiced one hundred percent, either is a door, 
possible, ready to storms and even air currents that can keep it open as 
long as the temperatures climb. 

In the relational, has a great impact the application, the expression of 
values, even more than the action on the material values of money, 
possessions or power. Any absence of values implies the presence of 
unethical. 

It’s about the latter where is the great cultural and emotional step, so 
really share future projects, facilitators of a society that develops in a more 
just and sustainable manner. 

A society that trusts and feels safe with institutions, both public and 
private and social, as well as with their communities, a society that knows 
and shares, feeling proud of its reality, will have no doubts when it is time 
to face major decisions for the future. 

However, in today’s society, it is quite common to hear feelings that 
something is not working, it seems that we live well, everything is 
comparative and depends on who, but we’re not on the right track. 

Without delving seriously about what we must do or how to get out of the 
crazy dynamics that this world dominated by economics has printed us. It 
is as if we admit that in the Basque Country the weather is rainy and what 
we do is only seize when it clears. 

On the other hand, there is clearly weariness in a most sensitive part of 
the population that does not agree that nothing can be done to change 
and above all, not even want to hear from positions of power that have to 
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do it: politicians, employers, trade unions... who are castle in archaic 
Byzantine positions. 

Humans “better prepared” of history are letting aspects that are 
incumbent on us, such as social, economic and environmental issues are 
not aimed at the common good, but rather in second line the first one and 
in favor of the most powerful the other two.  

From the point of view of business organizations, we are far from what 
we can define as ethical, fair, humane, responsible, generous, 
supportive... behavior. We can start with the lack of transparency and 
communication that exists. Of course I mean the whole and true, not that 
interested or suggested which is delivered like pills according to the 
tension or current interest.  

It’s not a question of whether the employer has the obligation or the 
worker the right, what interests me it is to feel that the person who spends 
a third of his life in this work, which he needs, is treated as an intelligent 
person, with feelings and concerns for the future rather than as a slot.  

It’s just a matter of ethics, even if they do not want to see him more 
attributes, which certainly has them and many. 

It is a fact that in the world of professional responsibilities, at all levels, 
which is called Gaussian Bell (consequence that there are no two people 
alike in the world or the same two days) is true: people who give 
themselves completely, who work well and people who behave like 
leeches, living in a poorly understood system of companionship and even 
sometimes, covered by an improper union support. 

At this point that we are of human development in our environment, is 
difficult to understand how the pyramid system remains in all its glory. It 
does not seem very smart that a few want to make all the decisions 
without considering all the experiences and opinions of the majority, and 
therefore it costs tremendous efforts and troubles achieving their 
objectives and the successful involvement of the majority.  

But the question is: no matter what the cost and how enjoyable to anyone 
in his position of power or control: is it ethical? Is it ethical to have people 
only to do and little or nothing thinking and also feel? 

Always, even in times of economic glory, there are unemployment and 
speculation in regards to working hours. In the last five years, in the 
Basque Country unemployment exceeds 15% and 26% in Spain. This is a 
chaotic situation for too many families and yet hundreds of thousands, 
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millions, overtime hours are worked each year above the accepted 
schedule. This is neither legal, they are 80 hours maximum per person 
and per year; nor is family and social reconciliation; nor it is advisable for 
health and safety, in many cases; nor is ethical; nor is aesthetic; nor 
anything. It is a clear lack of values, by those who permit it, by 
proponents and by those who accept it and do. 

When the opposite situation occurs when the workload decreases, the 
same people will be the first ones to go to the street, the most important 
cost in the income statement is the direct labor. It’s a lie.  

There are many other costs that are turned upside down and many other 
ways to put people above costs and furious short-term profitability. This is 
lack of knowledge and lack of ethics. 

Following the above, which is part of the DNA of many organizations 
today, the proposal is to think that part of the harvest, that is, the 
economic results obtained each year, will be shared among all participants 
according to agreed commitments from the beginning of the year, in a 
transparent and non-patronizing manner, in an act of pure collaborative 
logic. All participants are necessary for the common goal: some get the 
financial hand, other energy feeling, thinking and doing in order to 
achieve this. Otherwise today is common and legal, but is it ethical?  

 

 

 

On Education 

Allow me to address this issue, transcribing this recent interview1, making 
it more enjoyable, and understandable, than developing in the form of 
thought, which also appears in other writings. 

  

                                                       

1 It was published in the journal Hik Hasi, No. 188, May 2014, in Basque, with the 
title: «Partekatzeak lehiatzeak baino handiagoa lehentasun izango duen Gizarte-
dut eredua helburu kooperatiban hezkuntzan eta». 

http://www.hikhasi.com/aldizkariaB.php?id=227 
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You come from the world of cooperatives; you have redesigned the 
operation of the business world. Affirm the need to introduce in the 
organizations a new way of interaction and, in that sense, you’ve talked 
a lot lately of education. What has driven you to it? 

I have always believed that this is a world where the concept of equal 
opportunity has been, and continues to be, an urban legend. The place, 
family, economic situation, in addition to genetics, have much to do with 
the future of every individual. 

However, I believe that society should worry to compensate these 
situations and ensure that real equality of opportunities. 

In all the talks and meetings that I hold, I usually explain a scientific 
reality, which makes your life much easier and is not taken into account 
very much: No two people are alike in the world, and also every day we 
are different. Here I usually add: “Long live diversity!”.  

From this diversity is clearly where I perceive the need for humans to 
interact and socialize. It’s where I perceive that the emotional, what we 
feel, it is prior to what we think and what we do. I understand the natural 
cycle for people is feeling, thinking and doing.  

This diversity promotes teamwork and allows that each one gives the best 
you have, and do not have to be the same as others. 

This is one of the foundations of the new style of relations (ner) that we 
share in ner group. I also believe that the period of teaching-education 
should be an opportunity that everyone should have equally. 

 

In the same way you defend a new style of relations for companies, you 
demand the need to change the educational model. Why? 

We talk about projects. A company is a place where goods or services are 
produced to be offered to the market. An organization is the same, but 
includes people, by terminology. And a project, for us, is a place where 
goods or services are produced between people with the same goals and 
dreams on what unites them. 

I think educational organizations, dependent and oriented by agencies, 
with senior rank, political, are far from being projects where academic, 
familiar and the socio-cultural are creating a common project that can be 
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defined as educational project. I think that today they are closer to be a 
learning process. 

 

What kind of society wants this new style of relations that you defend 
both for businesses and the education system? 

A society where sharing takes precedence over competing. A society 
where ethics and transparency are signs of identity. A society that allows 
a Just and Sustainable Human Development. 

Currently we are very far from this, but the change of era, which we have 
started, is an opportunity that we cannot afford to miss. This requires a 
basis in values that must be acquired from the first years of human life. 

 

For 14 years you participated actively in community ikastola (school) 
where your daughters studied. What kind of experience was it? What 
could you learn? 

Those fourteen years of my life were really fantastic. We were under the 
dictatorship and were aware that we had to create our own educational 
style.  

It was also necessary to build buildings and collaborate at all levels, 
design the pedagogical model that separate us from the ruling one and 
give us our own identity. 

I participated in many areas, as everything was to be done, but was 
permanently on the teaching team.  

This dynamic allowed us to visit and share initiatives with many other 
ikastolas (schools) in Euskadi, plus study everything written on the 
subject internationally.  

Today, in this ikastola there are no activities of this style in which families 
are actors, active part, in the design of the educational future of their 
children. There is no the tremendous relationship we share with 
educators, who were also very eager and much compromised. 
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You have reported time and again that the operation of schools is 
predetermined, which can override the initiative and imagination of the 
students. What do you think could be the alternative? 

Indeed, it is a very administrative process and forces, largely to follow a 
predetermined pattern, based on the development of the left hemisphere, 
which is responsible for verbal language, language ability, the ability to 
analyze, the mathematical problem solving and memory and logic and 
rational thought.  

It is the most intellectual, formal and conventional of the two; it is very 
good at absorbing and storing theoretical and numerical information such 
as names, dates or definitions.  

On the contrary, tends to control and inhibit its feelings. It is responsible 
for the organization, order, structure and planning. He is very obedient 
and disciplined, and governed by rules, regulations, protocols, laws and 
standardized procedures. And uses fear to protect us and keep us safe 
from potential threats and dangers. 

No time or inclination to develop the right hemisphere that connects us 
with the emotional and spiritual dimensions of our human condition; 
allows us to feel the qualitative, intangible and immaterial side of things.  

It is the most artistic, original and rebellious of the two; it likes to get out 
of the norm and goes beyond the socially established. It allows us to 
develop intuition, imagination, innovation and creative thinking; it can 
easily visualize ideas and inventing things that apparently did not exist 
and were not possible. And ultimately nourishes us with confidence to 
dare to follow our own inner voice and therefore go our own way. 

 

Sort the pupils in classrooms by their date of birth you think is a bit silly, 
like notes and qualifications, and in the same way you think that 24 
students may be too much for a single teacher. What would be your 
approach to change that? 

Very few models in the world in which the government has prioritized 
education over industry, security, economy... Finland can be a model that 
approximates. Neither the established power has interest that all that 
citizens have highly developed the right hemisphere. It would not be easy 
to handle. 
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In the next, a Spanish State that for political-ideological interests, changes 
every six to eight years, the laws governing the educational foundation, is 
the opposite of what is appropriate, and it splashes to Euskadi.  

Here again we have not given due importance, within the powers granted. 
It has not been a Ministry that has enjoyed the most attractive part of the 
participating parties.  

A real shame, forty years have passed with autonomy, time to change and 
shape the future of a country, and we have failed to be different.  

A country, its politicians and citizens who formed, they must to have the 
priorities clear-sighted. It was clear that they were building and 
infrastructure.  

A society that prioritizes education, equal opportunities, has higher values 
and this affects the social, including health, to economic and 
environmental as much more fairly. 

Indeed, each being born is unique, but his life would soon begin to be 
structured according to the year of birth, to be with other twenty fellow 
passengers for several decades, with one teacher per year, with a system 
based on predetermined subjects. Having to literate, fast, as soon as 
possible so that no one troubles, and develop the left hemisphere and that 
they will soon start standard tests, for students all unique. And therefore 
they enjoy or suffer depending on whether if expectations met their 
parent’s and are better than brothers, cousins, friends or neighbors. And 
so on, we took a lot of decades. 

 

Do you know any appropriate educational model? What are, according 
to you, the keys to an exemplary educational system? 

Personally, along with others of ner group, I had the opportunity three 
years ago, to visit Montserrat in Barcelona, Vizcaya College and Amara 
Berri Zornotza. With different characteristics, in all cases we found that 
they were several steps ahead of the standard. 

As an example, the methodological principles that serve the network 
(about twenty) centers of Amara Berri gave us: 

•  Socialization. The principle of Socialization is the conception that 
leads us to be and act as social beings. The interaction with 
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others makes us move, modify our schemes; therefore, all 
proposed activities are social contexts. 

•  Activity. Consolidates the power of each to act. All that the 
student can do for himself then teachers do not. Are intended to 
have the mind active, awake, with initiative and curiosity.  

•  Individualization. The school must facilitate a program that 
allows each student to work at their own level and pace, from 
their abilities and since the situation you are. 

•  Creativity. Aptitude or ability to create or invent. It is a capacity 
of all human beings and we encourage in all fields, so that each 
student takes what has inside and is aware of its uniqueness. 

•  Liberty. Vital state that moves between the individual and the 
social. It is the right that everyone has to choose, think and 
manifest as he is, without invading the rights of others, and this 
right marks what we call social limit. 

•  Globalization. Understood as vital process in an open system. 

•  Standardization. Learn and dominate the context and put on it. 

  

  

In business we talk again and again about innovation. But what this 
concept actually means? 

I often say that this about innovation is one of the mantras that politicians 
and pundits repeated insistently, along with export and improve 
competitiveness, in order to indicate to others the way out of the crisis. In 
any case, they add, that of being an entrepreneur. 

However, little is said of the people and less of the organizational changes 
needed to happen, so they pass to have the roles that made them actors of 
the activity itself, rather than being puppets performing tasks, processes 
and procedures defined for other as a pyramid, the prevailing model. This 
is what I personally think would be the best way to innovate in the world 
of organizations of all kinds. 

At the same time, adding that innovation is like the harvest, which is a 
consequence of seeding and evolution. Seeding is like creativity, an innate 
quality that all people possess and which, motivated, excited and freely 



 

24  Prologue 

participants in any project, convert it into goods or services that add new 
value to society.  

  

What place should have the innovation in schools? 

The methodological principles outlined by Amara Berri can help 
visualize. 

  

School is required to prepare the students to meet the current needs of 
society and the market. Do you agree? 

More than for current needs, it would be suitable for future needs.  

In the last two years, when I share my concerns with final year students in 
various universities, I usually like to say: A decade ago I did not envy 
your twenties and a whole life ahead, since you are, most, plans as it 
relates to your influence in social reality, you are letting yourselves go in 
the general dynamics of consumption and individualism which, however, 
does not draw a very attractive future.  

Now I say: At this moment yes I envy you, because you are going to be 
holders of the change of era that now started and will be a reality in 
twenty to thirty years and this change, in this revolution, yes I would like 
to participate. You must not be worried about the short time job search; 
you should find how to be part of the story at this point that you have to 
live. If you want, you can design your future and that of your 
descendants.  

To do this, the school today should be the crucible in which openly and 
released, are treated the themes that are key to redesign the future of 
humanity. 

 

When they get to the workplace, what are generally the main 
disadvantages of young people? And what are the strengths that stand 
out? 

The strengths are its theoretical basis on what defines his specialty, and a 
clear willingness to engage, as their schemes in real activity.  
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In aspects to improve are gaps, mostly on values, provide dreams, 
creativity, twinkle in their eyes, risk capacity, communication skills, 
leadership, and forget self and integrate comfortably into the set of varied 
people organizations that make, not just to those who by age, 
neighborhood or studies are related. 

  

You say that today in business it is highly valued the knowledge, but 
how knowledge is created? In this regard, what might be the function of 
school? 

In my view, there is a way to define how knowledge is achieved: 

Training (T1) + information (I1) + Experiences (E1) = 
Knowledge (K1). 

 

To continue:  

Knowledge (K1) + Training (T2) + information (I2) + 
Experiences (E2) = Knowledge (K2), and so on.  

 

Continuous training, accompanied by updated information would be 
useless if we do not have continuous new experiences.  

This, in turn, is the opposite of people who have defined tasks, repetitive 
tasks and someone above who ask when unforeseen circumstances 
emerge. The same can happen at home or in school. 

This epidemic will be defeated with teamwork, transparency, ethics, 
freedom and generosity of all involved. 

  

Many teachers are working to form a global, whole people. They think 
that the current way of organization in schools (courses, early 
specialization...) divides people, which is detrimental to their future. 
What would you say to those teachers? 

I understand what you have defined, as the question suggests, is not the 
best for the future. 
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We have a teaching model of the nineteenth century, the railroad era, 
when the industry began to demand more skilled labor. I do not seem 
logical that in the XXI century still thinks that schools, vocational and 
higher education, are focused to produce youth training depending on the 
needs that draw big business for the next five or ten years, as further you 
cannot display.  

Certainly do not count with the famous SMEs hosting more than eighty 
percent of these young people.  

Today, a person with twenty years await fifty working life. Does anyone 
know what specialties are needed in those fifty years? Has anyone told 
you that two-thirds do not work on what they have learned? Has anyone 
told them that the day has twenty-four hours and the year three hundred 
sixty-five days, and there are more areas of vital relationship for their 
lives, for their welfare, apart from the eight hours of work? Have they 
been told that, as individuals, are main part of society and as such, must 
be prepared to interact and live among different people and every days all 
different?  

Really I would say they have an exciting challenge ahead and do not 
expect you to deliver it chewed in the traditional way, but to fight for it. 

  

Irizar and ner group organizations are reference model worldwide. What 
are the keys to this model? What can school learn from it? 

In ner group we define our style and we face that one we can define as 
traditional or prevailing. From these references are all examples and 
realities. 

 

Organizational styles 

 

A) New style of relationships (ner) 

They are business people-based projects with a clear customer focus and 
efficiency to guarantee the future, and interacting in the societies in which 
they develop. 

Some key criteria considered in its management are: 



 

ner experiences 2013 27  

• Ethics. 

• Transparency. 

• Communication - Information. 

• Trust. 

• Self-managed teams. 

• Freedom. 

• Responsibility. 

• Decisions together. 

• Foresight. 

• Solidarity. 

• No paid overtime. 

• Distribution of wealth. 

• No layoffs. 

• Integrated into society. 

• The responsibility of the project is shared by all staff members. 

 

B) Traditional or prevailing 

• Chain of command, responsibilities. 

• Processes and procedures. 

• Control. 

• No communication. 

• Lack of transparency. 

• Lack of ethics. 

• Division: Property / Management / Workers. 

• Harvest for the property. 

• Guarantee of work under activity. 

• Ultimate responsibility on behalf of the property. 
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In short, what would you ask of education? 

One definition of the many existing about education says: "The 
multidirectional process whereby knowledge, values, customs and 
behaviors are transmitted. Education not only occurs through the word, 
as it is present in all our actions, feelings and attitudes." 

In my opinion, the school must have many more resources than the 
current: the best professionals as well as material and technological 
resources appropriate to the needs at all times. It must have a great 
confidence and social recognition, should be a continuous process of 
creativity and experimentation, as well as promoting teamwork that 
minimizes individualism, that values sharing and not competing. 

Having the focus on the society, to which it belongs, considering teachers, 
students, family and socio-cultural environment. Less bureaucracy and 
hierarchy and more freshness, more creativity, more freedom, generosity, 
more confidence, more dialogue... 

I should note that I’ve ever had the opportunity to tell my concerns, to 
explain what we mean by "a new style of relations" in schools, several 
teachers come up to me to tell me that that’s what we need in its center. 

The schools themselves must do an internal debate to define what project 
they want to push, trying to bring it to reality as some already do. Do not 
forget that every rule has the path we want to give. 

I never get tired of repeating to the young people, to think well how they 
want to spend the hours of their life. There are those who pass them 
looking and never ending to. The cause is: not knowing what they want, 
and so they never find.  

Teaching seems to me one of those dedications you want to want to find, 
since it must be clear that it is that to which you want to spend many 
hours of the following life. If not, better keep looking for something else 
to be devoted, of course, of much less importance. 
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On the environmental 

Perhaps the situation that we are bringing nature into, including humans, 
is a consequence of the two topics: an ethic that is so pervasive with levels 
probably at historic lows, and a teaching that has little education and is 
based on the skills that industry needs, rather than attitudes that a society 
requires. 

We live in a time with a large technology and innovation to provide 
solutions to the major problems of mankind in terms of social and 
economic possibilities. However, we are in the early twenty-first century 
challenges tucked into a living, inequality and extreme situation of the 
planet as there have ever been. Leadership is not enough peeps by any 
individual or state that can create an illusion that can muster to today as 
divided political, economic and ethnic interests in such basic issues such 
as nutrition, health, education, energy and communication. To these 
tremendous deficiencies in a large part of humanity, we must add the 
deterioration that we are leading the planet Earth, from the climatic point 
of view, which may end up being irreparable in a few decades. 

If we cannot wait for solutions on the side of political powers, must be the 
ordinary citizens, ordinary people with great knowledge and sensitivity, 
who initiate the revolution that the future of our descendants demands. 

I think the changes should come giving a radical shift in the way in which 
citizens participate in the events of their environment, which both affect 
their life, stop thinking like politicians will solve and having a greater 
concept of social responsibility and less personal selfishness. 

I want to move here some of the concepts that Jeremy Rifkin explains in 
his book on the Third Industrial Revolution (TIR), with the suggestion 
that you read the complete work: 

 

“The distributive and collaborative nature of the new paradigm of 
people! 

Towards a low carbon economy. 

Our civilization is at a crossroads. Oil and other fossil fuels that 
defined the industrial way of life have entered an irreversible 
decline, and the technologies built and fed with these energy 
sources are already outdated. 
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The TIR is the last of the great Industrial Revolutions and will lay 
the foundations of the infrastructure of collaborative era, currently 
emerging, and the beginning of a new era marked by collaborative 
behavior, social networks and a workforce made up of specialized 
technical and professional staff, passing, turn a traditional 
hierarchical organization of economic and political power to the 
lateral nodal organized power throughout society.  

The collaborative power unleashed by the union of Internet 
technology and renewable energies, radically restructures human 
relationships, making from vertical become horizontal, with deep 
implications this entails for the future of society. 

There is a simple observation that leads to a new debate on 
sustainable economic model: the sun shines on the planet, even 
when it does with variable intensity; the wind blows everyone, 
albeit frequently flashing; we tread where we tread, there is always 
a geothermal hot crust beneath our feet; all we generate waste; in 
agricultural areas, there is always waste from agriculture and 
forestry; on the coasts, waves and tides come and go daily, and 
those living in valleys get hydroelectricity constant stream of 
water coming from the melting of mountain glaciers.  

In other words, unlike fossil fuels and uranium, which are elite 
energies and are found only in certain regions of the world, 
renewables are everywhere. If renewables have a distributed 
nature and are found in various proportions anywhere in the 
world, why would we want to pick them in only a few central 
points? 

After a century in which the economy has been dominated by 
large energy companies, which have also exerted their influence 
on the policies of governments and the geopolitics of international 
relations, what is proposed is a novel plan of democratization of 
production and distribution of energy by creating million of 
parallel mini energy entrepreneurs. As a good observer pointed, it 
is definitely ‘giving power to the people’. The democratization of 
energy has profound implications for what will be our way of 
organizing the whole of human life in the coming century. We are 
entering the era of distributed capitalism.” 
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I hope these paragraphs serve to encourage you to delve into the ideas of 
the TIR. 

I hope that for our next book with the experiences of 2014, we can feel the 
heat of more people in the way of wanting to achieve a more caring 
society, but especially busiest in the achievement of a more sustainable 
common welfare. 

Koldo Saratxaga 

Creator and promoter of ner group



 

 

 



 

 

Chapter I 

22 YEARS MADE BY NER 
 

 

 

Once again this year we want to share the evolution, the development of 
what the ner concept carries inside, and now is integrated into ner group. 
The information expounded here was presented to the press in Bilbao, on 
March 20.  

The basic idea, which moves to the organizations that form ner group, is 
to achieve a Just and Sustainable Human Development. This is based on 
three fundamental pillars of a whole: people-based projects, client-focused 
and efficiency, and embedded within the society that coexists with. They 
guide the relationship and support the organizational change, beginning 
with ethics and transparency.  

By the generated knowledge, resulting from the sum of experiences, 
relevant relationships among people of different projects, interact more 
than 300 people in 14 teams. One of the greatest advances is being made 
in the economic-finance team, in regard to relations with financial 
institutions. Without stop thinking that their interests come first, we 
believe that the actions of the banking in this crisis have been devastating. 
In the last six years, it has acted as it wished, because of its own difficult 
situation, and has forgotten, in general, of those who have been its 
customers for years; all of that has to make us think in new forms and 
styles. For our part, we have analyzed in detail the benefits obtained by its 
‘services’ from ner group and its actions in that period. On this basis, we 
are acting together for the future, starting with defining a pool, a few 
institutions where focus our relationship, with constant information 
among ner organizations of all that it happens. 

From the point of view of activity, 2013-one of the worst years of the 
crisis has been the best year in the life of ner group as we continue to 
increase the number of people, to 1,714, an increase of 5% over the 
previous year, in both cases including people from Mexico, India and 
Brazil. The activity has grown by 13% reaching 336 million Euros, of 
which 71% is exported to 60 countries. The result of the activity has 
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soared to almost 42 million Euros, 172% over the previous year, due to 
the spectacular performance of Ampo. 

The primary concept of people-based projects is reflected in a clear and 
transparent wage policy: increase according to the evolution of CPI, with 
profit-sharing of 20-30%, and making reductions in assembly according to 
the particular situation. This leads us to medium wages higher than 
32,000 Euros in the case of men and 31,000 Euros in the case of women, 
without considering the individual efforts or deals that are bigger, and 
always be equal pay for equal work. For reference, we may note that in 
the case of men are 16% above the average of the Basque Country and up 
to 30% for women. The wage gap between 10% of people with higher 
wages in ner group and 10% of people with lower wages are up to 2.1 
times, lower than 2.2 in Sweden and more than 3.5 in Germany or Spain. 
Serve this data both to share our reality as to clearly say that companies 
do not close for higher wages, but for the mediocrity of decision makers in 
time.  

The human development that we are achieving it is also revealed in the 
actual desire to count on all people who make the projects, 20% of them 
are part of the maximum decision team, the Steering Team; therefore, one 
person in five is present and among them 20% are women and 30%, 
laborers, called ‘workers’ in the general slang. This aspect, together with 
seven annual assemblies on average in each project, indicates that 
decision-making is very close to all people and, therefore, the 
commitment to the agreements is very high. In addition, everyone 
dedicates 3.2% of the his average annual time to sharing all decisions on 
conference tables, and 1.1% of working time, far from the target of 2%, is 
intended to society issues.  

We continue giving a clear priority to our social horizon: figures in first 
place in the relevant monthly data matrices of each organization. We 
approved 80 ideas for collaboration with society, through an internal 
process of presentation by persons of ner group and subsequent 
consultation in each organization. Since its inception in 2010, we passed 
the two million Euros for aid and over 900 people have participated, with 
a commitment of about 42,000 hours apart from the activity itself and 
directly related to societal demands.  

At the same time, by all these means, it is proven that being in a pyramid 
model, controlling persons, from input to output through their 
movements, is not a solution to achieve organizations that permanently 
improve in both the economic and the social. 
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Combining society and nature, during 2013 it has begun the activity in the 
second orchard of Lur Denok, in Ajangiz; the first was in Astigarraga. 
Today there are four acres which are active, thanks to the will of their 
owners voluntarily offering us their land for a period of 15 years, which 
has allowed take four people with a new job. In the same vein to create 
jobs and help directly health and the environment, there are three eco 
stores created with eight people employed. With more than 300 members 
at this time and 130 consumers, this land recovery project, creating new 
jobs, health and culture continues looking for new partners and 
consumers that enable its expansion.  

In order to alleviate as possible the direct effects of the crisis in some 
people who are part of ner group, we continue with their domestic 
relocation, depending on the peaks of activity of the various projects. In 
addition, it relieves the most critical situations; we maintain a fund to 
which anyone can access in case of a delicate circumstance.  

We continue the idea of sharing our experiences on the web and today 
more than 40,000 people have accessed to the books we publish. Thanks 
for your interest. 
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Table 1. Irizar Group. Auctions from 1991-2005 

 

Source: Irizar Group – Mondragón Corporation Cooperative (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 1991-2005 

 

Source: Irizar Group – Mondragón Corporation Cooperative (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 1991-2005 

 

Source: Irizar Group – Mondragón Corporation Cooperative (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. Irizar Group: Memory EFQM: Benefices over Sales 

 

Source: Irizar. Presentation to the European Quality Award 2000. Ormaiztegi 
(Gipuzkoa), Irizar edition, 1999. Memory directed to European 

Foundation for Quality Management (EFQM) to qualify for the award in 
the Large Company category. 



 

 

Chapter II 

TTT GOIKO: NOTHING IS THE SAME 
  

 

 

Preface 

This project began in January 2010 with 40 people in a very, very tense moment in 
human relations; with a difficult economic situation, in the context of a market in 
line with the crisis hitting Europe and beyond; and with an offer based in 
induction heat treatment service. This service involves that the client sends the 
pieces to be treated and returned in a very short time, two to three days maximum. 
This prevents large schedules and requires great flexibility and customization. 
Moreover, the competitiveness of the service decreases in proportion to the distance 
from the origin of the parts, i.e., there is a geographical limitation to achieve new 
customers, which reduces the scope for growth in turnover. They are features that 
make the GOIKO experience either interesting and worthy of analyzing. 

Indicate that during the first two years, 2010 and 2011, the coordination of the 
project was direct responsibility of K2K, personified by Óscar García, and from 
2012 was José Luis Hinojo who assumed that responsibility. K2K then continued 
facilitating this particular change and advising the overall activity, through 
participation in the Steering Team and in the Councils.  

The experience is told by Koldo and José Luis, with the support of Oscar, and is 
completed with the comments of Iker, Rafa, Ani and Paula. 

 

 

 

The GOIKO Experience told by Koldo Saratxaga 

In late summer 2009, I had the first meeting with the property of TTT 
GOIKO, an organization of 40 people in Zumárraga, Gipuzkoa, 
specialized in thermal treatments, in which members expressed to me the 
possibility of collaborating in the implementation of the new style 
Relation (ner). 
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I had met the president a few years ago, in the early stages of Innobasque, 
with whom I had the opportunity to share ideas, within the debates that 
were created on new organizational models for the future. I have to add 
that I do not hold fond memories of those dynamics, as there were many 
to collect and few to seed with freshness, and in a voluntarily and free 
way. 

At this meeting in Durango, the four partners of TTT GOIKO, along a 
simple meal, were exposing me with some detail the reason for the same. 
The economic crisis in Basque Country was throwing data showing its 
depth and its possible duration, leaving no glimpse any clear, even small, 
on the horizon, as it is still showing the stark reality in early 2014.  

Furthermore, GOIKO had some damages or diseases; we can consider a 
general condition in the business landscape of the moment, as they were; 
a very bad relationship with and among people, a strong confrontation 
with the unions, relevant investments made and indebtedness.  

As it is to be expected, I expressed succinctly, simple and clear, of course, 
they were already familiar-, what implied organizational change based on 
people and cultural change entailed, for both workers and for property. 
Besides, after two hours of conversation listening different experiences 
between management and workers in recent years, I understood, and so I 
expressed that the person in charge of the management hitherto, present 
at the meeting, had to have another occupation outside GOIKO and then 
facilitate relationships change, the organizational change.  

All this required serious reflection and analysis on their part because the 
proposed change, as a whole, represented a radical difference in how they 
managed so far. Nor, internal and external, financial and economic 
situation allowed any fail in the decision. 

A few weeks later we had the second meeting in the same place and time. 
At that meal they expressed serious doubts, common, and they saw 
downright difficult that the totality of the workers with high wage levels 
could possibly get GOIKO out of the situation where it was and with the 
sadness that the market offered. They came to tell me that they were 
considering the alternative of having fifteen people less, in order to 
guarantee the permanence of the other twenty-five, and it cost them to 
visualize the possibility of success when the activity was reduced to 56% 
compared to the previous year. 

I reiterated, as it had been said, that I understood their technically 
justified fears, but by K2K thrilling no shuffle, in any case, the possible 
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option of dismissals nor entering to work after a newly executed dismissal 
and known by us.  

The issue needed again deep meditation and reflection privately by the 
property, even and as usual, having considered, visited and met some ner 
group projects, where you can feel the changes, being aware that in any 
case there are two identical situations. 

At the next meeting it was fulfilled that of ‘the third time lucky’, because 
at that third meeting they said go ahead, they were in favor of change and 
they accepted meanwhile entering ner group with all its consequences. 
Here I must point out that the decision was really complex, since the 
parameters of the corporate culture, as indicated, given the serious 
situation, was to reduce ‘labor’ and pull forward with fights and 
confrontations. So I congratulated them for this very thoughtful change 
and even more that it was not a single person who took the decision. I 
must admit that, except for small gaps, have maintained support at all 
times with the accepted commitment, which has been fundamental to 
what four years later we can consider a total success. Also note that the 
person who left the management, except the first few months of 
disorientation, has done and does with great enthusiasm, very valuable 
contributions for the whole ner group. 

Meanwhile, it was time for the next step, which was to communicate their 
decision to all active staff, in order for them to know what supposed the 
arrival of K2K and the change to the new style of relations, through 
readings (there are many), acquaintances (quite possible in the area), visits 
to other ner group projects, etc. It is a condition for our part, to initiate 
the management change that the assembly of labor also approved, by a 
large majority, the new process. 

Note that, in this case, the property, due to the more complicated 
relationship with union representatives, asked for a preliminary meeting 
with them, in order for us to share the basic ideas of ner and how it 
should be, if approved by the assembly, their new role. We did so -for lack 
of dialogue- we didn’t leave anything in the way, and I must say we did 
not find any difficulties after explaining the basis of our ideas and what 
we shared with the property. Of course, although sometimes might not 
seem, they were also concerned about the future of the organization. Over 
time, I might add that they have not acted as union representatives, but 
some, few, wanted to maintain a position of too much relevance. For us it 
is still a reflection of what the Gauss bell curve indicates: there must be a 
little of everything. 
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After more than a month, in December, the assembly was held in which 
for the first time in its life and environment, all people of TTT GOIKO 
were able to take positions and personal decisions, together with their 
colleagues, vital for their future and for their private lives, in what we 
dedicate more time, as it is work. The bet was between continuing a 
relationship from top to bottom attached to a known permanent 
confrontation, or either undertaking a shared project on which they would 
have the opportunity to be actors in an ethical, transparent and freedom 
of action reality, but having to interact as a team and be responsible and 
consistent. For our part, we exposed what they had already read and 
known clearly, and the commitment to society than the ner group 
membership entailed. 

After the usual questions, past style, as if they would respect the existing 
basic conditions, to which we always respond that we do not come to 
subtract anyone but add, all rowing in unison, the vote took place with a 
score of 36 yes and 3 no. We consider an excellent position, especially 
considering how the relationships were deteriorated at that time. 

We began working on January 2, 2010. And following our good habits, in 
the first three days we held meetings with all people, which allowed us to 
get a pretty clear picture about the health of GOIKO. Since, no better 
than those who make daily job, whenever counting with all the people, 
know the reality experienced by the different angles better. 

Of note, experience tells us, that after the process of knowledge and 
reflection of what holds ner, unhurried made, in this case were almost 
four months, and after an agreement 100% of ownership and 92% of 
people, the level of trust with members of K2K is generally very high. 
Therefore, what they transmit in the meetings is very close to what they 
really feel and think, so we get a quick and excellent diagnosis. 

The summary of those conversations indicated the following. 

Four strengths: good facilities, high knowledge of induction, eager and 
capable people, and few competitors. 

Areas to be improved: joblessness (we don’t go out enough), excessive 
reliance on the person responsible for the means of production, lack of 
versatility and very little training, lack of preventive maintenance, lack of 
organization, a lot of improvisation, relationship between people, lack of 
motivation, lack of information and transparency, and the absence of 
profitability criteria. 
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During January we were dedicated to meet the economic and financial 
situation, the situation of customers and the market in general, the 
existing organizational model, etc. Here should be mentioned that as 
K2K in any case we ask or we want, before affirmative decision of the 
property and labor, any documentation indicating the real situation in any 
area of the organization, except for information that may come to light 
previously talking with the property. Subsequently, yes we analyze in 
detail the actual picture of the organization, the relevant issues that will 
be key for the future, which always occurs in the second meeting, starting 
at the time of change. 

In early February we celebrate the second meeting, in which we present 
the new organization, based on self-managed teams, and where all people 
appeared with his name in the team or teams that they were going to put 
into practice the new ideas, according to their new role. We also share a 
plan of economic and financial analysis with detailed information of 
recent years and different possible scenarios for the future. Moreover, it 
was presented for the first time the Steering Team, composed of leaders of 
all teams and Oscar from K2K as Coordinator. After the assembly, it 
marked the start of migration, the revolution to the new style of relations 
in GOIKO. 

 

 

 

The GOIKO Experience told by José Luis Hinojo 

TTT GOIKO was going through a rough patch derived from an internal 
clash between people, and also as the result of the crisis plaguing us for 
almost six years ago. 

In summer 2008 the division was such that two-thirds of TTT GOIKO 
people took to the streets in support of a strike to fight for a company 
agreement. This strike lasted more than a month. It marked a before and 
after in the relationships among workers. The trust between them was 
gone. We all felt betrayed, those who supported the strike, on the one 
hand, and not, on the other. The decline in relations was evident and we 
communicated only when it was absolutely necessary. The internal 
energy was really wasted because it was not going in the same direction, 
what could be expected from a badly injured TTT GOIKO? 
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It was 2009 when the activity dropped almost 50% and we took 
advantage to work improvements in the organization using tools such as 
Scorecard, improvement teams, 5S, automatic data capture... but the 
underlying problem remained. We continued to have a very tense social 
climate, besides the problem of the sharp decline in sales that gave us 
significant losses. The future looked very dark. During that year the staff 
was mainly adjusted by terminating temporary contracts, but still not 
enough. And only 40 remained with permanent contract and if we had to 
keep adjusting, we will probably have to dismiss 10 or 15 people... What 
other choice could we have? 

The owners had the good idea to contact K2K, with Koldo, to find an 
alternative solution that would put us out of the doldrums. 

The next step was to hold a meeting between K2K (in this case, were 
Koldo and Óscar) and staff representatives. Later, they told us in 
assembly what was discussed at that meeting. It sounded good. There 
were concepts had already read in books and had heard in the talks with 
Koldo and could be found on the Internet. The theory is perfect, but we 
wondered if in TTT GOIKO would work. Anyway, Why not try it? 

They offered us to make visits to organizations living the new style of 
relations for practice and formulate those questions we had. A bus took us 
to WALTER PACK first, and followed of LANCOR. They shared their 
experiences since they began living the style hand in hand with K2K. 
From these visits I keep remembering one thing: when someone from 
TTT GOIKO asked in LANCOR that how they saw the introduction of 
style in GOIKO, where we had so deteriorated relations between people, 
Tasio of LANCOR answered “worse than here is impossible!. “ In 
LANCOR the main war was between supporters of one union and 
supporters of another. In TTT GOIKO the division was mainly between 
direct and indirect labor, between “those above and those below.” 

When things go well, it is harder to turn, as it was starting to show us 
ahead. In addition to the external crisis, our internal crisis was helping us 
to be more and more convinced that our solution could be based on the 
new style of relations. As Einstein said, “the problem of the people and 
countries is laziness to find the exits and solutions. It’s in the crisis where 
the best of each one surfaces”. In times of crisis is when the creativity, 
talent, fighting, solutions, progress is more activated. And we needed a 
big change, a turn around. 
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The next step was holding a meeting at which K2K explained us on 
which the style is based, and conditions for their entry into TTT GOIKO: 
CPI increase in the annual salary, we work the same hours of the last 
year, we distributed a portion of the obtained benefit, K2K has overall 
coordination, the former manager passes to perform other functions in the 
TTT GROUP, all jobs are maintained,...Vote was held to determine the 
support for the proposal, with a result clearly in favor. The idea was 
welcomed by the workers in TTT GOIKO. In January 2010 we would 
begin to work with a different organizational style. 

The union action was pointless as it had been carried out so far. All 
claims that unions perform are inside the style. Decisions are taken in 
assembly, approved by majority.  

“Democracy is the need to occasionally bowing to the opinions of 
others” (Winston Churchill). 

 

Union delegates do not represent anyone internally, since the body that 
decides is the assembly. One of the data that makes us see the progress of 
the ner prior to now, it is that there are no absenteeism union hours, 
something which they previously spent all the officially possible time. 

Before the entry of K2K we did not have a signing system, which in this 
respect it was not changed anything. As for pay scales, were also well 
defined in four groups and we didn’t make big changes. At this time, the 
difference between the lowest and highest wages is less than double. 

The K2K team began to meet with all members of TTT GOIKO. As the 
new organization was glimpsed, they were communicating to those 
affected by changes, to have the final approval before presenting it at a 
future meeting. This was held in early February.  

“Transformation = Change + Sense” (Alex Rovira). 

 

We began to work under the new style of relations, ner! 

We already defined teams. Each team with its leader, to represent it in 
various forums (mainly in the Steering Team and in the Commitment 
Meeting).  

“Change is law of life, anyone who only looks at the past or the 
present, will lose the future” (John Fitzgerald Kennedy). 
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At this point I highlight the importance of customer focus, from a 
salesman, which was also the manager, to a team of 3 salesmen or CST 
(Customer Satisfaction Team). 

I also note the assignment of a person from administration to perform the 
important work of planning and conducting meetings of commitment. I 
have to confess that at first I thought it was not a good idea because I saw 
no connection between his earlier work and this one that had to be done 
now, but later I found it was a success given the capacity and delivery of 
this person (aptitude and attitude). 

We started shooting. Each team began to mark their signs with their goals 
to know how would be its evolution. 

As for as I am concerned, many things were new in the CST. My contact 
with clients had been to date only for technical, quality and complaint 
reasons. The change was hard. It was also for my partner Ibon.  

“The experience is the sum of our disappointments” (Anguez). 

 

We had to increase the number of orders, find new customers. Where we 
have to move? How can we do it? 

The objectives were clear: we must rise the billing, for it we had to offer a 
lot and be very competitive, so we had to move on the market and let us 
know and expand as much as possible: visits, visits and visits. How are we 
supposed to contact customers now? I still remember a phrase from 
Oscar: “You have to jump in the deep”. So it was, everything consists on 
beginning to overcome the fears and doubts pulling forward. We began 
organizing by geographical areas and by type of clients. Gradually we 
were marking our position in the market. Here I must emphasize the 
independence gained in CST when neither of us had made before any 
quotation. 

There were so many new threads that learning was dizzying. We get 
familiar with concepts such as gross margin, efficiency and € / hour per 
person. Concepts applied in the preparation of tenders, in addition to the 
costs of the process. In some cases there were, and are, to have the 
commitment of the people involved in the process because it requires 
some effort to reach a target price. That is to say, if we give a specific 
example of a quotation in which the price is set by the market and we 
want to get the project, we study it upside down and leads us to a very 
tight gross margin, because the process has to be such that the efficiency 
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with which they must work, exceeds the agreed for other jobs. Then 
consult a member of the ELC: Can we work this case with greater 
efficiency and thus offer at market price? The affirmative answer in these 
cases is much easier to obtain than if we offer without consulting those 
most involved and you have to request this effort later. 

The concept of efficiency is also associates with € / h per person. We 
realized that we can achieve higher productivity (€ / h / person) the 
higher the efficiency, but also the more machines we incorporate to the 
work of one person. This way, SERTEC team set to work on the 
improvement of production processes, so feeding parts to machines would 
be as automated as possible. Work with greater efficiency increases 
productivity, and in this case, work with a high level of automation could 
increase it up to 10 times. 

An example: if a person works efficiently on a machine (the result of a 
productive rhythm, not counting the time spent on unproductive 
functions such as performing controls, self maintenance, breaks...), with 
some effort could increase their efficiency by 10%. If this person works in 
two semi-automated machines, making the production less dependent on 
human performance, and applying the same measure of efficiency than in 
the previous case, we increased productivity by 100%. We introduce here 
the concept of human-machine. 

With this knowledge, SERTEC began to develop a few months after the 
idea of implementing a parts supply robot in a cell with several machines. 
To date automations had been worked for specific parts with high annual 
volume, but what could you do with the pieces of medium-low annual 
volume? A robot gives a lot of versatility in that, with a simple 
modification of the piece capture program and changing the grip, it can be 
used to feed the machines in very different ways. These concepts are well 
known in business. The idea of the robot was well received in TTT 
GOIKO, because this significant investment was not seen as a threat to 
jobs, but for what it is: an important competitive edge and improvement 
in working conditions in ELC. The confidence in this idea and 
involvement has been very high. Every investment carries the risk, but we 
had to make this investment because the future of TTT GOIKO, among 
other things, passed by this type of investment. 

“There is nothing more dangerous than not taking risk” (Josep 
Guardiola). 
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There are no mistakes, only lessons. 

A higher working efficiency, the more the € / h per person produced, and 
it is ultimately greater the gross margin we get. 

The target gross margin we extract from the income that offers a positive 
outcome. This is the one applied in the offers. There are cases with high 
volumes, so the gross margin is adjusted to lower value to be more 
competitive. 

Although TTT GOIKO had explained the income statements and 
balance, sometimes prior to the entry of K2K, when the Steering Team 
(ST) began performing it, plus a monthly basis, I found it as a great 
exercise of transparency, one of the highest expressions of shared 
knowledge. This forum is composed of a representative from each team, 
the leader, named in the team itself. 

ST relates what happens with clients, billings and trends, as well as the 
progress of their respective indicators. Indicators of each team are also 
seen. Besides: 

•  The time we spend together (shared experiences) is measured, 
very important in this world of relationships. At the beginning 
of the year we mark in a table all internal meetings we will 
perform. This table is called “Relationship Matrix”. 

•  Absenteeism was analyzed, which in our case dropped sharply, 
probably due to the greater internal motivation emerged for the 
new style that was beginning to be applied. 

•  The income statement, which is analytic, is detailed. The annual 
fixed costs are spread over the year depending on the number of 
days in each month. Thus, we can analyze more clearly the 
terms of the invoice and make timely decisions. It is always 
compared to prior periods and the forecast for the current year 
and the current month. Our goal is to be profitable and that all 
members of TTT GOIKO are satisfied, both workers and 
property. “Being rich does not depend on the amount of wealth 
you have, but the balance between assets and needs” (José M ª 
Tallada). Much attention is paid to billing, but also to all cost 
items, direct or indirect. 

•  The treasury is presented and analyzed; it is also explained in 
detail to clarify all payments and receipts provided. SEAP 
exposes the statements and negotiations with banks. 
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•  The underway investments are monitored. 

•  And many other issues that are considered of relevancy. 

 

These details of the meeting are then transmitted to all members of TTT 
GOIKO. 

Daily, we hold a meeting that we call of ‘compromise’, where planning 
for the next day is presented and agreed among attendants, who are the 
parties involved in the production and other support teams. 

There are indicators that are collected periodically for that all we have the 
information on how we are performing. Some concepts and data are 
much internalized, such as: the € / day produced, the € / h per person 
produced, efficiency, monthly result, gross margin... i.e. not just billing, as 
it is often common in many companies. 

One of the facts that keep us the spirit to continue with the style is 
transparency and communication. 

Another is participation. Each year a Strategic Plan is done, in which all 
teams present some ideas or actions that will lead to targets. It combines 
all to reach a satisfactory result, a Plan of Ideas and Objectives (PIO).This 
plan is presented in an assembly after it has been approved by the Steering 
Team and also by the property on the Board of Management. 

For example, the investment plan for 2014 has emerged from the 
reflection of the Project Team, composed of the Coordinator and CST 
and SERTEC components, with the aim of producing more and more 
efficiently. 

In the present times of crisis, this way of working has given us strength, 
and it has also done that we get not only survive, but also look to the 
future, hoping to get ahead and remain being leaders in the induction 
treatment. 

Although we had started from a very critical situation, it had almost 
bottomed out, so we had plenty of room for improvement, the increase in 
sales and especially the income has been spectacular. An enhancement of 
the commercial area and greater customer orientation has been very 
important to achieve greater customer confidence in TTT GOIKO and to 
attract new ones with which offset the widespread decline in orders. 
Concretely, we have had the loss of three of the five largest customers in 
the past two years with a turnover of 25%, and still alive! Not only that, 
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the Plan of Ideas and Objectives for this year has been completed with a 
forecast that improves the results of the last six years. In addition to 
attracting new customers, we have been able to retain major customers 
through great daily service, or even by the effort of working in weekends, 
or bank holidays. It has been difficult to get people in times when we had 
to take urgent or overdue work, but always that it has been necessary, it 
has been response, denoting high flexibility to contingencies. All this 
meshed with a large increase in efficiency in the productive field and 
adjustment costs that result to be gaining better and better. 

A key aspect was the commitment to keep all jobs. This means, among 
other things, performing high economic efforts: assume some of the losses 
with the wages, after applying the annual wage increase of CPI-always on 
100% of base salary, not to lose purchasing capacity. When it takes a long 
time at a lower salary to 100% for several years, several years with a 
contribution higher than 10% — is difficult to think in the sense that it 
has, since the materialism thinking comes immediately. When the 
reflection that must be clear, it is the sense of solidarity to maintain all 
jobs. In this area, there is also a commitment to make a distribution of 
part of the profits obtained during each exercise. 

We have had to resort to temporary unemployment when the workload 
was lower. The main advantage of doing this in this style is that we 
agreed among all when is needed and how we distribute it equitably. 
Doing it this way would have been unthinkable a few months ago. It was 
very remarkable the generosity that a large group of people showed to 
reach the necessary agreements, sometimes in a highly stressed 
environment because we were wasting unemployment benefits, but also 
we had to take the work forward. This autonomy is another example of 
the huge leap we have taken with the new style of relations. It is not 
common to do that way (at least I have not seen) and in GOIKO I would 
have thought as impossible before ner. The teams, both direct and 
indirect, were doing the same contribution taking into account the need of 
the moment. The bottom line since we started the ner is the same for 
everyone. 

Another great example of self-management is the experience of the person 
running Planning leaving the company for a year. It happened in late 
2012. The daily dynamic, the backbone that combines all the teams and 
puts the customer as the focus in TTT GOIKO, and in all organizations 
in ner group, revolves around the Commitment of the Planning. We had a 
problem with the absence of its head: filling the gap left was not going to 
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be easy. What we did was raise an exclusive group that would deal with 
this and it was open to everyone in the organization. Were discussed 
together several approaches and finally carried out a proposal raised by 
this group, in which more than 20 people intervened. 

In these four years of existence according to the ner style, we have had 
various organizational changes. Based on the approach after the first 
assembly, on which the organization was presented, there have been: 
from ELC teams which have been disintegrated for a better customer 
orientation, because of the type of machinery or customers, to ELC teams 
which have merged to have more support, through changes in teams: 
people who have changed from ELC to Expeditions, from SERTEC to 
CST, from Expeditions to Planning, from an ELC to another, from ELC 
to SERTEC, from SERTEC to ELC... We tend to be reluctant to changes 
once we have molded to a situation, and moreover considering that we 
came from a mentality and an organization with almost absolute rigidity, 
but these changes have made us strong in the sense that we have a very 
great adaptability.  

“If you want different results, don’t do always the same” 
(Einstein).  

 

This ability to adapt to the needs, as they arise, is a big plus for the 
organization. 

We have another great advantage for the possibility of relocation in other 
organizations of ner group. In 2013 we had three people relocated to 
other organizations. This represents a significant cost saving. It is a way 
to adjust the stuff to the workload without dismissals or temporary 
unemployment. The relocations are voluntary. People who relocate have 
to be convinced to go, otherwise their lack of motivation to experience a 
different work in a different place, with different people, with travels... 
could cause failures in the receiving organization. In TTT GOIKO we 
lived the experience of relocated workers that have been much needed in 
our project, but things have finally come out. We have also learned that 
no one is indispensable, but it could be necessary. 

At specific times of high workload we have used people from other 
organizations who have worked also relocated in TTT GOIKO. The 
experience was great. We have met wonderful and hard-working people. 
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As data, the vast majority of the members in TTT GOIKO still consider 
that we would not back down. There will be better, more effective and 
efficient, more participatory methods, that provide more personal 
satisfaction... but we’ve come this far and will continue to seek the best 
way to continue working, so everyone will be as satisfied as possible and 
make the organization profitable. There have been experiences of all 
kinds, but it is also true that if we did not live negative experiences, we 
would never be able to appreciate the positives. 

Success is achieved through unity. We can consider that the ner has 
brought us many positive aspects and values that have led to a successful 
project and with future, when hope for survival a few years ago was 
scarce. Positive energy is contagious. 

I always speak in terms of majorities, because everyone is different and 
we can even behave differently every day. 

“People are like the moon. They always have a dark side that they 
do not show anyone” (Mark Twain).  

 

It is almost impossible to achieve complete consensus on any issue, but in 
an assembly style we have to work with the widest possible consensus:  

“Which lead and drag the world are not the machines, but the 
ideas” (Victor Hugo). 

 

We have had approaches in which the division of opinion was very large, 
but once you agree something in assembly, then there is great consistency 
to assume it. 

Not everything is perfect. Of course there are problems each day. 
Everyone is different, and different each day. The theory looks very 
attractive, but then you have to live day to day in the field, with questions 
that may arise about the style. In this regard, we have lived assemblies 
where we had to clarify and endorse our commitment to style. In June 
2013, a meeting was convened because we were diverting from the sense 
of achieving certain goals, or rather, of the consequences if they were not 
met. The style involved responsibility for the fulfillment of the work of 
each one, and we were coming to the stage of having absolutely no 
consequence if the team’s goal was not met. There is freedom to reach the 
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degree of responsibility that must be taken. Not to be confused with 
licentiousness. 

I was blocked and I had the support of K2K, of Oscar and Koldo, to 
redirect it. The support of the property was also total.  

“If the plan does not work, you have to change it. Change is not 
fail. Create changes to create future” (Muhammad Yunus). 

 

We decided to present a target for every team. If the measurement of 
compliance within a specific time, resulted less than what was proposed, 
the defaulting team will suffer on their wages in a proportional manner to 
the level of non-compliance: commitment. 

We also talked about awareness to customer complaints. We report about 
the recovery of our contribution to those affected work orders by 
customer complaint, from the value set as the maximum goal of the year. 

Another issue we tried was the voluntariness towards flexibility. Anyone 
who performs any effort outside regular hours will be compensated with a 
higher percentage of the profits. 

The final result of the meeting was an overwhelming support for the 
proposals. 

As the objective of complaints was overtaken since July, once we got to 
the € / day on average, we all recovered three Saturday mornings (until 
complete a working day in which we all participated). 

On a day to day, the ner style has a hard component, but on the contrary, 
there is also the satisfaction of getting achievements.  

“Someday we’ll look back on this and it will all seem funny” 
(Bruce Springsteen). 

 

Trust is important. If there is a responsibility, trust in others is earned for 
itself. I could give as an example the management software that generates 
the internal process documentation and orders to suppliers, and 
documentation for the customers, it has gone from being used by a few 
people to be open to many more, for process data entry, generate delivery 
notes, quality certificates... allowing greater self-management by each 
team. At the same time, self-confidence is an engine for the achievements 
that each one marks for himself.  
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“You will never learn to live while you do not have confidence in 
yourself, when you have it, you will get what you want” (Goethe). 

 

In 2013 we experienced office removals to ground floor, for greater unity 
and greater contact between people. Only for proximity, and to be much 
more aware of all others’ problems, collaboration is bigger, and it has 
been broken the physical barrier that feeds the split (above and below). A 
split that we do not want. Furthermore, it is important for energy saving 
and makes us a return on investment within a few years. 

If there is a ratio that shows the commitment of people to their company, 
this is the sickness absence. In the book How to get out of the crisis, it says 
that “since four years we are not competitive. We have prohibitive levels 
of absenteeism and competitiveness has fallen dramatically. The problem 
is that we don’t realize. It even says that “only with investment in 
innovation we cannot keep jobs. This investment is absolutely necessary 
to continue generating new business, but it needs a lot of capital and 
thousands of people, resources those other countries, including emerging 
markets, they have more”. In TTT GOIKO dropped sharply the level of 
absenteeism, and I agree with the above statements, we have checked 
internally. 

In ner group there are some forums where experiences are shared, 
promoted things together, other organizations and many others are 
known, and collaboration synergies are within the range of organizations 
and sectors that make up ner group. I have been fortunate to meet as CST 
member and coordinator other people and organizations. It has been very 
rewarding and I’ve learned a lot. Probably I will learn much more. We 
will continue learning more. I’ve realized that what it is better to resolve 
any issue are relationships. Here the door is open for any question or to 
seek any support. 

There are other teams: financial, joint management (purchasing), of new 
opportunities, grants, etc.All of them very useful for joint development 
with the pursuit of common synergies that allow, for example, negotiate 
better terms and conditions with financial institutions or with public 
providers (telephone, transport, energy, travel, etc.). 

We have had the opportunity to be part of Lur Denok, an orchard of 
organic products, with several people who have worked from the start and 
we received a basket regularly and participate in activities in the garden. 
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Another great opportunity has been the devotion of some of our time to 
tasks related with the commitment to society. Among them, for example, 
campaigns to collect food for the Food Bank and the days of the Baketik 
Forum Theatre, or collecting toys and bicycles for the Sahara... 

We have gone through several ner days, enjoying the opportunity to 
share, along with our families, a nice day in the company of people from 
other organizations. 

TTT GOIKO is a project with great economic progress and a great ride in 
relationships. It’s what I appreciate when I look back. However, if I look 
ahead I see a project with future until is settled and the new style of 
relations flows more naturally.  

“There are no weeds or bad men: there are only bad growers” 
(Victor Hugo).  

 

We have the future ahead, a future that we have to grow well. It is on our 
hand to do it and to guide efforts in the same direction.  

“The earth is not thirsty for the blood of soldiers, but for the sweat 
of men” (Brazilian proverb). 

 

Certainly there are difficult situations, tension, disputes that difficult to 
see the future clearly, and especially difficult to appreciate the spectacular 
progress that it has been. Sometimes there has not been a great fluidity to 
take forward the commitments, but the truth is that they have been 
finished. Relations have improved a lot, and on the basis that they were 
too frozen; with union leadership position on the one hand, and 
supporting contrary positions, on the other, I would say that the 
achievements have much more merit. 

I feel very lucky to have lived these experiences. My father said: “What a 
shame not to have had the opportunity to work in this style.” Well, I’ve 
been so lucky. In TTT GOIKO we had such luck. 

And how lucky we are for the TTT GOIKO owners.  

“Looking for the good of our neighbors we will find ours” (Plato).  
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The good or the benefit for the people in the organization is, in short, the 
good for their owners.  

“Do not try to guide the one who chooses to seek his own way” 
(Shakespeare).  

 

We have been provided with the freedom to implant the style and with 
minimal intervention, they have been removed from the management and 
have shown great confidence in the ner. This attitude has been very 
beneficial.  

“The art of leadership is to know when to leave the baton to do 
not disturb the orchestra” (Karajan).  

“Power is like the walnut; does not let anything grow under its 
shade” (Antonio Gala). 

 

Luckily we encountered K2K, for the support and guidance they gave us.  

“If you give a fish to a hungry man, you feed him for a day. If you 
teach him how to fish, you feed him all his life” (Lao Tzu).  

 

Koldo already said in the first meeting: “If this goes ahead, it will be for 
you, and if it fails, it will also be for you”. K2K has helped us to make the 
script, we have been the actors. I’ve learned that the style, as the core 
values, is provided within all. It’s so basic and simple that we only need 
someone to guide us to bring it out and apply logic and ethics. 

How lucky we are. For the motivation which we have shown to the style, 
being a concerned organization.  

“Years wrinkle the skin, but giving up enthusiasm wrinkles the 
soul” (Albert Schweitzer).  

 

We have to maintain the illusion for the advantage to continue planting 
and getting the achievements that lead us to think that in TTT GOIKO 
nothing is the same. 

As Coordinator, I attempt to use my strengths in order to maximize 
everyone’s satisfaction in TTT GOIKO.  
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“Maintaining peace begins with every one’s self-fulfillment” 
(Dalai Lama). 

 

I am grateful for the understanding that is taking towards the mistakes.  

“Being good is easy; what it is hard is to be fair” (Victor Hugo). 

 

Thank you all for making TTT GOIKO possible. 

 

 

 

Iker, Rafa, Ani and Paula’s comments 

 

Iker (CLT Leader (Customer Line Team) of plant production) 

 

How would you differentiate the experiences in TTT GOIKO before and 
after the ner? 

One of the most obvious differences is the transparency we have to give 
account of the current situation. 

 

Do you think that without ner there would be the same people working 
today? Why? 

Surely we would not be all, since the economic situation did not accept 
the burden of all of us.  

I think it would have been layoffs first, completely destabilizing the staff, 
and possible subsequent consequences. 

 

Do you think that we could live again as we did before ner? 

Yes, but not all would follow. 
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What do you consider the most important that has happened in TTT 
GOIKO since we went for ner? 

Having knowledge of what it takes to make a piece with the breakdown of 
direct costs (resulting gross margin) and indirect.  

Furthermore, we see the impact this has on the income statement. 

 

What has changed more in your personal work since the entry into ner? 

Personally, it has been for me less responsibility in the sense that it is now 
more divided. I was a group leader before.  

Now everyone knows what to do. The system itself makes working with 
some freedom as long as it is done responsibly. 

 

What it has cost or is costing you to change with the application of ner? 

Guidelines for our production in the CLT are not marked from “above”, 
but there is a contribution of people to do a job.  

It provokes a less comfortable situation, sometimes emerge friction and 
tension among team members involved in the process. 

 

Why would you advise other organizations like GOIKO to apply the 
ner? 

In such crisis situations, integration in ner achieves to extend the life of 
organizations, as it leads to reduce the financial burden until stability is 
consolidated in the organization.  

Thus, you can follow the natural course. 
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Rafa (Quality Leader in SERTEC (Technology Services)) 

 

How would you differentiate the experiences in TTT GOIKO before and 
after the ner? 

Especially I would highlight the improvement in relations between 
workers, although there are exceptions, as usual...  

I think it is a result of greater transparency and participation of all people, 
which has led to increased confidence among all. 

 

Do you think that without ner there would be the same people working 
today? Why? 

It is possible that we would not be all that we are now, as the low 
workload has forced us to make relocations that if we would not be part 
of ner, should have been raised differently...  

Even if ner would not have driven us out to perform commercial work, 
there would have been even more people who should have been 
relocated... 

 

Do you think that we could live again as we did before ner? 

Yes we could, but probably not all that we are and certainly it would be a 
step backwards in many aspects, such as relationships between workers, 
transparency, results, etc. 

 

What do you consider the most important that has happened in TTT 
GOIKO since we went for ner? 

Changing the way you see the commitment to the company. Make it 
ours, something we feel closer, with more commitment and more 
participatory, so that affects us all much more for good and for bad...  
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What has changed more in your personal work since the entry into ner? 

In my case, I had to take the lead in quality, prevention and the 
environment as result of organizational changes following the entry of 
K2K in January 2010.  

It has generally improved the relationship between people and I also see 
very positive to know the progress of the company through the monthly 
data of the Steering Team and the participation in the annual strategic 
plans (Plan of Ideas and Objectives), as this has made trust among all 
members of TTT GOIKO much higher. 

 

What it has cost or is costing you to change with the application of ner? 

I have struggled to learn new things of the jobs that I have since the 
reorganization of 2010.  

I lead meetings of quality and it costs to maintain the momentum marked, 
but I recognize that it is very positive for the good performance of TTT 
GOIKO. 

 

Why would you advise other organizations like GOIKO to apply the 
ner? 

Because there have been many improvements in many aspects: the relations 
between workers and there is total transparency, which builds trust and 
commitment to the company and this also benefits the results.  

Also, I would highlight the company’s commitment to society and the 
public good, that is to say, commitment to society, generation of new jobs, 
for example, in Lur Denok, and promoting more sustainable life 
philosophies. 
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Ani (From CLT (Client Line Team), currently relocated to 
another organization in ner group) 

 

How would you differentiate the experiences in TTT GOIKO before and 
after the ner? 

The way we work has changed a lot, now we all participate in decisions, 
planning, automation and process improvements, in the closer relations 
with the customer, including visits to their companies to learn about their 
products and thus to adapt our processes as well as become more 
involved... This, in my 15 years old before ner, I had not seen. 

 

Do you think that without ner there would be the same people working 
today? Why? 

No, the improvement of euros / hour, relocations and salary adjustment 
help us to keep the job. Before, it was unthinkable. 

 

Do you think that we could live again as we did before ner? 

I would not like it. It would be backwardness, a re-start with the problems 
we had before (cohabitation, knowledge of the true performance of the 
company...). 

 

What do you consider the most important that has happened in TTT 
GOIKO since we went for ner? 

Relocations in a corporation as TTT GOIKO would be unthinkable. 

 

What has changed more in your personal work since the entry into ner? 

For me, the most important change has been the relocation in AMPO. It 
allowed me to experience another way of working that has nothing to do 
with what I was doing in GOIKO. 
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Transparency in knowing all months how the organization is performing 
and the participation in decision-making, they have also been what it has 
changed more in my work. 

 

What it has cost or is costing you to change with the application of ner? 

The Euro / hour have been the most difficult. Before we worked eight 
hours and we went home without regard to everything else: productivity, 
quality, service... Now we have a commitment and we have to comply 
with it. Anyway, the truth is that I have adapted to this model well and I 
would not change to how we functioned before. 

 

Why would you advise other organizations like GOIKO to apply the 
ner? 

Because they have ways to improve in all aspects if the people participate; 
because with the style the work is more motivating. 

 

 

 

Laura (Support Team Coordinator (STC)) 

 

How would you differentiate the experiences in TTT GOIKO before and 
after the ner? 

Before there was a bad atmosphere between people, now it has softened. 
As for the way we work, you now have your goals set early in the year 
and you know where you have to get. 

 

Do you think that without ner there would be the same people working 
today? Why? 

No, because of the high cost of staff with the drop in sales due to the 
crisis. Thanks to relocate people in other companies of ner, we all 
continue forward. 
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Do you think that we could live again as we did before ner? 

No, because the relationship between people was not good. There was a 
lot of mistrust for everything. Before there was a vertical hierarchy and 
now is horizontal, it would be pointless to go back. 

 

What do you consider the most important that has happened in TTT 
GOIKO since we went for ner? 

We are now more efficient and commercial work is much stronger. 

 

What has changed more in your personal work since the entry into ner? 

I have gone from a simple administrative work to run financial issues. 
Everything is much more controlled, every month there is a meeting in 
which the Steering Team explains to all workers how the business is going. 
With different data, from customers, production, revenue, income, etc., and 
we compared them with the targets to see which direction we will take. 

 

What it has cost or is costing you to change with the application of ner? 

The truth is that it has not cost me anything. It’s another way of working 
and soon you get used to it. In addition, seeing the advantages I think it is 
better to work like this. 

 

Why would you advise other organizations like GOIKO to apply the 
ner? 

Because all staff is informed at all times of how the business is going and 
avoid suspicion. 

Because you can learn through the experience of others in ner that make 
the same job and you can also contribute. 

For the force you have to negotiate with suppliers, banks, etc. belonging 
to a group. 
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Evolution of economic indicators in recent periods 
since 2009, prior to the beginning with ner in 2010 

 

 

 

 

 

Table I. Sales 
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Table II. Result 
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Table III. Cash flow 

 

 



 

ner experiences 2013 109  

 

 

 

 

 

 

 

Table IV. Gross Margin 
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Table V. € / h / person 

 
 

 

 

This evolution and these results would not have been achieved without a 
major change and without having opted for a new style of relations. 



 

 

Chapter III 

ZUBIOLA: WHERE THERE IS A WILL, 
THERE IS A WAY, ALSO FOR SMALL ONES 

 

 

 

Introduction 

This is an experience of a classic basque cooperative in Azkoitia-Gipuzkoa, where 
many years of prosperity and a good product in a historical niche, woodworking 
tools, made them to relax and that the crisis surprised them without having evolved 
neither product nor market. The situation in recent years deteriorated the internal 
relations and the financial situation, and therefore the trust is broken. However, 
although late, cooperative people undertake a change of product and making 
generous salary efforts and an adaptation to the change proposed by ner, are on the 
road of being and having a good project for the future. 

The assembly of acceptance of change was in October 2012 and on 1 November the 
path was initiated, led and coordinated by K2K.  

 

 

 

Zubiola2 was a cooperative that at first glance did not stand out for 
anything: it was average sized, 35 people; had a product primarily cutting 
tools for wood and metal, unremarkable in technology or design; and had 
very traditional customers, located primarily in the Basque Country and 
Spain. 

It was an organization like many thousands similar in our surroundings, 
that gets ahead with more or less success, which in recent decades have 
worked reasonably well in an environment of prosperity and 

                                                       
2 http://www.zubiola.es 
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unprecedented stability, and from 2008, with the beginning of another 
period also unprecedented, but this time of deep crisis, coming to a close. 

Because Zubiola had every chance to be one more of the hundreds that 
the crisis has closed in recent years: with small size, with a mature 
product, focusing on Spanish market and closely linked to the 
construction market; financially asphyxiated after four years of crisis, the 
chance of succeeding were limited. 

However, Zubiola had something that made them, and continues, 
different, special: 35 people willing to do anything to take forward the 
cooperative project in which they believe. 

People willing to do anything, starting with a manager that recognices 
that he has reached the limit in his leadership. And on his own iniciative 
raised the need for a change in the head of the organization, for fresh 
ideas, new courage and renewed energy and credibility.  

Following with a President of the Governing Council3 prepared to make 
decisions and take risks in a difficult time; and ending with all partners 
also willing to fight and change each one in his field to carry out the 
project together. 

 

 

 

The decision of radical change 

After four years of crisis, in late 2012, Zubiola is in a very critical 
situation: with a dependent turnover by 80% in the Spanish market and 
closely linked to the construction sector, the brutal decline in activity has 
led to four years of heavy economic losses, to reduce its workforce with 
early retirement or without renewing temporary contracts, or to subtract a 
30% of salary, and to relocate4 several people in other cooperatives 
through Lagun Aro5. 

                                                       
3 The Governing Council is the governing body and executive of the Cooperative. 
It is equivalent to the Board of Directors in a corporation or limited. 
4 The relocation is a figure that allows the mobility of people among cooperatives. 
In ner group is also successfully used in non-cooperative. For more information 
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The mood at that moment is very, very low, in general: there is no light 
and no end to the tunnel. They have tried all the usual solutions in these 
situations (look for markets outside Spain, trying to get into other sectors, 
hire consultants to reorganize and improve...), but nothing has given the 
necessary result and the feel is that they are heading towards a hopeless 
and sad end for the cooperative. 

The Manager, overwhelmed by the situation raises his resignation and the 
need for a change in leadership to give one last chance and see if a radical 
turn of events is possible. As internally no one can take over the 
management, the typical recruitment process starts looking for someone 
suitable for the position. 

In this context, one of the partners of the cooperative, who knows ner 
group6 through a familiar, internally raises the possibility to contact us 
and indeed they do, call us and we keep a meeting with the manager, with 
the President of the Governing Council and several managers. 

At that meeting, as usual, we dedicated just ten minutes to know the 
situation of the cooperative, at a time like that we care little about 
numbers, and yes dedicated several hours to explain in detail what 
working philosophy is the new style of relations7. We explained that we 
do not sell anything or we are no straws to grasp as last resort when you 
have tried anything. We explained them that ner group is a set of business 
organizations of very different sizes, sectors, legal form and competitive 
situation, but united by values. 

The values quoted are based on full confidence, based in full transparency 
between the people involved in the project; in the absence of control by 
control, acceptance of diversity of skills and generosity as a basic principle 
whthin the organization. An organization based on people, organized 
into self-managed teams to communicate freely and with full 

                                                                                                                           

on this interesting figure, you can refer to Chapter III of ner experiences 2011 
(http://loslibrosdek2k.com/?page_id=277). 
5 http://www.lagunaro.es/ataria 
6 http://www.nergroup.org 
7 The documentation of the new style of relations is profuse online. In 
http://loslibrosdek2k.com can find publications of interest to a greater 
understanding of it, as well as on the website of K2K http://k2kemocionando-
novedades.blogspot.com.es 



 

114  Chapter III. Zubiola: Where there is a will, there is a way… 

responsibility. An organization based on people, customer-focused and 
efficiency-oriented, acting responsibly in the social environment in which 
it operates. 

At this first meeting, what interests us is to apreciate if speaking of all this 
to our partners, in this case Zubiola, we strike them, if at some point their 
eyes sparkle, if they feel something “in the guts”, ultimately, if beyond the 
rational, the intellectual, emotionally, we see a clear connection; 
motivations, dreams, desires. 

Because the primary and fundamental thing to achive the radical 
transformation of the organization that from ner group we are proposing 
is “desire”, want it, feel connected emotionally with them and not just a 
form of management that has proved its success from all views8. 

This time, after almost three hours of the meeting, we saw that what we 
were proposing them agreed fully with what they wanted to do and, not 
really knowing how, or for the difficulty, they had not been able to 
implement it, even being a cooperative. 

Decisions to be taken were very serious for the whole and for each person, 
so as we always do, we insist that it would be taken calmly, with time and 
knowledge, so they were decisions made in freedom and responsibility. 

As we always do on these occasions, we invite all people from zubiola to 
visit other ner organizations and to chat freely with people who work in 
them so that they know first-hand, and through their protagonists, which 
is the new style of relationships. The visits occurred at Royde9, with a 
very similar history where they could easily see themselves reflected, and 
Ekin10, as we believe that there could be many opportunities for 
cooperation between them. 

                                                       
8 http://gara.naiz.info/paperezkoa/20130523/404390/es/Ner-Group-suma-
buenos-resultados-etica-base-proyecto 

And also: 

http://www.nergroup.org/newsletters/pdf/NOTA%20DE%20PRENSA%20ner
%20group%20-%2022_05_2013.pdf 
9 Chapter X ner experiences 2011 (http://loslibrosdek2k.com/?page_id=277) 
10 Chapter I ner experiences 2011 (http://loslibrosdek2k.com/?page_id=277) 
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We also recommend to everyone that they read our publications and what 
they found online, and speak with family, friends or acquaintances of 
other companies that were operating near the new style of relations. 

In short, what we cared about was that every person was best informed, 
for decisions that would take. 

After this period to collect information, once they felt they had all they 
needed, the Governing Council met and, as representative of the property 
of the cooperative, unanimously agreed to change to the new style of 
relations. 

A few days later, an assembly of all people working in Zubiola took place, 
in which we explained again in detail the principles of the new style of 
relations, which were the ones to vote, on which to decide whether or not 
they wanted to follow that path thereafter. The result of the secret ballot 
was unanimous (with only two blank votes) in favor of change. The first 
and most important step was taken. 

 

 

 

The implementation of the new organization 

The next few weeks we use them to know in depth the situation of the 
cooperative and the first thing we did was spend a few days to meet with 
every one of the people in Zubiola, some individually and with other as 
group. We wanted to know the life and professional trajectories of each, 
as well as their current mood and also the elements that they felt were the 
pillars of the cooperative and those which considered urgent to change. 

These meetings are very important to us and give us a very valuable view 
of the entire organization. For Zubiola, conclusions were clear: 

•  The team had a strong personal relationship beyond the 
professional sphere. This. that it could be an advantage in this 
case had led to an internal culture of lack of rigor and critical 
sense of each other, by a misunderstood idea of friendship 
between colleagues. 
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•  The discouragement feeling was widespread. From the outside it 
was like to see those patients who, after a long struggle with 
illness, eventually lose hope and surrender. 

•  We also detected a sense of failure, having failed too much, 
which was weighing much when addressing new challenges. 

•  Along with this, we observed an overall receptivity to the 
proposals we made them and a huge desire to find a different 
way to take forward the cooperative. 

 

Of course we also did a comprehensive analysis of existing knowledge in 
the organization, of the product, of the means of production, markets, 
economic and financial situation, etc. 

With all these data, we celebrate at the end of 2012 a new assembly, this 
time to present organizational changes and the basis of the new project. 
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Openly exposed the conclusions we had drawn from our analysis of the 
internal situation of the cooperative, as well as all economic and financial 
data, market and product, comprehensiblely and useful for all, so that all 
people they had the most information possible to better meet future 
challenges. 

The internal changes that were raised were relevant: 

•  To begin with, a transfer was performed of all persons from the 
office to the plant, a space provided in the center of the 
production plant, in order to break the dynamics of up and 
down, and bring everyone to customer and product. Several 
meeting rooms were enabled since thereafter the organization in 
teams would require many meetings. 

•  Eight self-managed work teams were created and in which all 
people in the organization were integrated. 

•  Middle managers abandoned their direction and control 
functions to move to more productive facets for the cooperative, 
connected with relations with customers and technology and 
design. 

•  It was strengthened very significantly that related to markets and 
clients, as one of the obvious needs of the organization was to 
get out of traditional niches to others that would have more 
opportunities. 

•  The meetings began, monitoring data and indicators, internal 
information and transparency, and the periodic analysis of the 
financial situation of the cooperative, to make communication 
more fluid and help with motivation and commitment. 

 

In a rather visual way, you can see the radical change in the 
organizational structure of the cooperative: the old chart, very classic, not 
too many hierarchical levels, but clearly pyramidal style; and the new 
organization, as a string, with self-managed teams without leaders or 
managers. 
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The first steps 

Subsequent to the assembly on which the new organization devoted, we 
dedicated to implement the different teams and make the transfer of tasks, 
particularly with people who had bigger changes. 

These are times when there is always a certain sense of chaos, and in 
Zubiola the situation was no different: with the disappearance of 
traditional structures, the first feeling is vertigo, that supports to which we 
are accustomed are missing, while new teams have not yet been 
sufficiently developed. 
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Unfortunately, to this situation resulting from organizational change in 
Zubiola had to add that activity continued to fall, with levels quite rickety 
of pickup orders, which added even more agitation if possible. 

There were three fronts in which we had to act quickly and decisively to 
try to reverse the situation. 

First, you had to go to the market with all possible energies as soon as 
possible to get that the order capture started to reach a more reasonable 
level. 

To achieve this, the first thing we had done was triple the effort into the 
relationship with customers, with the dedication of six people: three were 
from the technical office, a former middle manager and two from 
previous sales team, with whom we formed two CST teams. Now these 
teams had to visit the market quickly and with aiming, with three 
objectives: to increase sales in the very short term, plant for medium term 
and learn as much as possible from the customers to make the right 
decisions in the following months. 

At this point, the collaboration and involvement of other organizations of 
ner group had a clear relevance, especially Ekin, as the correct use of the 
synergies between the two organizations could serve as an accelerator of 
an internationalization process, as well as openness and standardization 
in multinational customers that normally would require a time that 
Zubiola did not have. 

Just six months later, we were able to present to the Assembly a detailed 
product and market plan for the following years. Which guidelines 
focused on growing in five countries strongly and maintaining levels in 
others with the timber line and strengthening the metal line, and with the 
launch of two specific new products for end of the year. 

As a result, the forecast was supposed to end 2013 with an increase in 
turnover of 12% and 38% in 2014, and increase by 23% the percentage of 
exports. 

The second front that had to be urgently addressed was the liquidity, as 
after years of deterioration in the income statement, the cash situation 
was becoming anxious. The goal was to try to end the year with economic 
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cash flow11 positive, which would mean that we had managed to stop the 
bleeding and we could get the patient out of the ICU. 

Attempts to obtain additional funding through the usual mechanisms of 
banking, even with participation of institutions, produced no results and 
the outlook was complicated by the refusal of financial institutions to 
provide a small transfusion to Zubiola that would allow to hold until the 
situation would improve, albeit minimally. 

Finally, the situation was solved by an additional effort of all people in 
Zubiola, who agreed to give up more of their work salary, thanks to the 
support of Lagun Aro, which accepted an early retirement plan and 
relocations, and financial divestitures, and finally thanks to the 
optimization of the tools of collection in advance, especially 
internationally. 

All this, together with that we rebalnced the activity in the last quarter of 
the year, brought to a close with positive cash flow for the first time in 
several years. 

The third key front was to get substantial improvemet of internal 
efficiency. In this area it was necessary to attack both simultaneously and 
rapidly reducing the internal problems of quality and compliance with 
delivery time and reducing production times, all to improve 
competitiveness. 

In order to achieve this, over a thousand hours of meetings in CLT12 were 
spent and launched more than thirty specific actions proposed by the 
teams themselves to achieve the necessary improvements. 

Obviously, more inflow of orders also helped stress the whole structure 
and cut inefficiencies, it achieves in the last quarter of the year a 
production increase of 81.4% over the first eight months of the year. 

 

 

 

                                                       
11 http://es.wikipedia.org/wiki/Flujo_de_caja 
12 The CLT or Customer Line Team are Zubiola production teams. 
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Closure of 2013 and perspective for 2014 

Qualitatively, the transformation has been huge in Zubiola during 2013: 
all the effort, stress and dedication have resulted in a structure of teams 
that work in a very autonomous way, with a strong level of internal 
demand, with continuous flow of information and a very smooth 
communication. 

The atmosphere is completely different compared to a year ago, it has 
recovered motivation and now fights and quarrels, which also exist, are 
due to the desire of putting forward, to make things better, not to blame 
others as the only remedy for frustration and despair. 

Quantitatively, the increase in 2013 was not less and we can represent it 
in three simple indicators: production, result, cash flow.  
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In adition, the 2013 also meant to Zubiola the integration in ner group. 
Which not only means having the opportunity to share information with 
other business organizations, get special prices on joint procurement or 
facilities to go to other countries, but also participate in an overview of 
what it means today developing an economic activity in a human and 
socially responsible manner. 

People from Zubiola participate actively in ner group, in teams for 
coordination, internationalization, joint management, grants, 
commitment to society and financial. 

The result of this participation is, for example, joint trade fairs and 
missions performed this year to key countries for Zubiola. 

The social component of ner group is one of its defining characteristics, 
and people from Zubiola have actively participated in various projects of 
commitment to society, which are also represented: from the collection of 
products for the Food Bank in Gipuzkoa, plugs, medicines, blankets, 
mobile phones, etc., also working on the Lur Denok project of organic 
farming. 

But perhaps what is most valuable is the clear change that has occurred in 
the vast majority of people in Zubiola, about the future of the 
organization. The IH [16], prepared by all teams and submitted and 
approved by the Assembly in December 2014, raises a whole scenario of 
actions and projects with the aim of ending the year with a positive 
income statement and having recovered a significant portion of the 
previous reductions in salary. 

This is now the great challenge and the great illusion why they are 
fighting every day, with great room for improvement ahead, but also with 
part of the job done; more than enough to feel proud. 
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Some reviews of the protagonists 

To complete this vision we have moved a few brief questions to a few 
people of Zubiola and these are their most personal experiences.  

 

 

What’s more different in Zubiola since you are in ner group and 
with the new style of relations? 

 

Iñigo  

I see most people in Zubiola involved in taking forward our business in 
the new project, in NER. Earlier decisions were made in small committee 
and the rest of us obeyed.  

Now we enter into the decision making. The proximity and interaction 
between departments are much higher than before. It’s a different way of 
working, with autonomy and flexibility in the way you work and arrange, 
counting with your co-workers.  

I think the use and organization of working time are better. There are also 
periods when quite a number of complaints are received: from delegates 
and customers, lack of decisions, problems of disorganization and 
deadlines, which have given arguments to our competitors to attack us. 

 

Luci  

We have recovered the illusion that we had lost, and the will to work and 
take forward Zubiola.  

 

Mertxe 

Communication is more fluid between direct and indirect, there is no 
hierarchy that hinders the fluency, being the treatment of equals, each one 
with his responsibility.  
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Krux 

The involvement of the vast majority of people and the rupture (or at least 
decrease) of the differences between direct and indirect workers. I have to 
admit my surprise to see some people involved. I feel that the objectives of 
the company have been assumed steeply, without prioritizing individual 
rights. 

 

Beñat 

The main difference for me is the teamwork, synergies, and the change of 
mind!  

 

Ainhoa 

Zubiola has taken a radical turn, now the information is clear and 
smooth; as people are more participatory and critics.  

 

Joxean 

Internally, the participation of all people in decision-making is an 
important change. With the new style, such participation is practiced and 
supported. The group membership helps us to know the best practices of 
other companies in the group and helps us to open new markets. Since we 
are in NER, we have received many selfless help that has helped us to get 
orders. 

 

Joseba 

It has certainly been the change in mentality. The biggest difference that I 
see today is that Zubiola plays to win. Before we played to not lose, now 
we play to win the game: win customers, gain in quality, gain in 
productivity, gain as people... 
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You personally, what do you think has changed you the most? 

 

Iñigo  

It has completely changed me. From being in the technical department to 
move to another activity related with customers. Neither the delegates 
know what title to introduce me to customers.  

Last week in Portugal I was the “Sales Manager”, this week in Madrid 
have been the “Responsible” of Zubiola. The CST, you explain it to 
customers and they understand it, but are surprised. The big change has 
been the difficulty of reconciling family and work because I spent many 
days out of home. 

 

Luci 

This illusion has made that I decided to return to work full time sooner 
than planned.  

 

Mertxe 

I do not feel I have especially changed; I was surprised to verify that they 
practice what they preach.  

 

Krux 

I have always been identified and involved with Zubiola, but many times 
it has seemed that only a few of us pulled in the same direction, with 
consequent wear and also without getting the results expected. I learned, 
well, I’m still learning, that efforts from a few are worthless if they are not 
attached to the rest of the group.  

I’ve learned that everyone can change, a lot, and that others never 
change, you cannot fight them continuously. I live quieter than two years 
ago, among other things because we are taking steps to get, through the 
versatility, that I am not longer “essential” and because I do not get angry 
about things that cannot be fixed. 

 



 

128  Chapter III. Zubiola: Where there is a will, there is a way… 

Beñat 

Mainly work in teams and think about others. I would highlight the 
commitment to society as the clearest example. 

 

Ainhoa 

The idea that there is a new way of working and understand the 
company. All of us feeling involved in the same project. 

 

Joxean 

Personally, the change has been great; I got out of the loneliness of being 
a manager, to be part of a team. In the previous situation there were 
teams, but in practice it seemed that the responsibility for resolving all 
issues fell on two or three people.  

 

Joseba 

Personally, I have noticed that I am more responsible on a day to day. I 
want to contribute in positive. You feel more fulfilled, although there are 
days when you think “before I lived quieter”. It has certainly been a 
positive change. 

 

 

 

What has been or is currently being the hardest part of the 
change that has occurred in Zubiola? 

 

Iñigo 

The hardest part is to conciliate family and work, due to the change of 
job, also to perform jobs that you do not know. Moreover, also the sense 
of lawlessness in many moments in the day to day operation (customer 
complaints, delegates, problems with deadlines, quality, etc.). In some 
tasks there is lack of definition of the leaders.  
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Luci 

I see nothing especially hard, except the great number of hours that are 
dedicated outside of working day.  

 

Mertxe 

That everyone assumes his position with responsibility, since it is hard to 
move forward when there are people who cannot see that their 
contribution can be key to success.  

 

Krux 

I do not feel that there are harder moments than before ner. It’s hard to 
work without being paid for all the hours that are needed, but we did it 
before. It’s hard not to reach normal advance payments, but we have 
spent years with these reduced, so they are not situations that can be 
identified as the “tough” of the new style of relations.  

 

Beñat 

Now there are no bosses and everyone has to take responsibility.  

 

Joxean 

Sometimes I get the impression that you try to pass the buck to 
teammates, if possible to another team. Hard to understand that no one 
will come to solve the problems, it makes some topics delay.  

 

Joseba 

The hardest part of change is when you notice that the inertia of the past 
is an obstacle for the present and future of Zubiola. You cannot make a 
clean slate. People are the engine for change, for good and for bad, and 
sometimes it is difficult... 
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Right now, how do you see the future of Zubiola? 

 

Iñigo  

Given the uncertainty of the economy, we are working to make it a better 
year than last, overcome poor performance and raise wages closer to 
100% and with extra payments.  

 

Luci 

I see the future with hope and really convinced that Zubiola will succeed.  

 

Mertxe 

It is difficult, but we are now, for the most part, a collective, once again, 
eager and when there is desire, you can achieve great things and I am 
confident that we will.  

 

Krux  

It is much better than a year ago, but we have much to improve in all 
aspects. Anyway, two years ahead, the future looks promising.  

My dream? Getting to create jobs and be able to contribute to society, the 
commitment of NER, without anyone reminding us every month. 

 

Beñat 

Very optimistic and with great enthusiam! 

 

Ainhoa 

I see an optimistic and hopeful future. We still have a long way to go, but 
together we can achieve all the proposed objectives. Ner has given us 
confidence in ourselves.  
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Joxean 

Although we are still in a difficult market situation, I think Zubiola has a 
good future, the measures adopted regarding with the product will 
facilitate get orders.  

Internally it has been shown that people respond and if we exploit the 
group synergy we can achieve the objectives.  

 

Joseba 

The future is in our hands. It has always been, but now we believe. 
Although the future is uncertain, I see it with optimism and enthusiasm. 
For me it is a guarantee that Pablo, Joana and Koldo are with us in this 
journey. 
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Chapter IV 

LANCOR, A NECESSARY CHANGE 
 

 

 

Introduction 

Lancor (Gallarta-Bizkaia), it has been a history about characters, with names of 
unions behind. Started in 2005, when it was initiating the creation of K2K, then, 
only Koldo Saratxaga. From the point of view of management, Lancor was and is 
a successful project since started to change to ner, like others that we show in our 
books. In the first five years it was led by K2K, providing coordination by Jabi 
Salcedo, being Unai Mendikote, who came from K2K, who personally and with 
the advice of the K2K, continues the project. 

However, what we consider a singular experience is the change of SAL to SL 
(limited), and now to Co-op, a cooperative, in order to facilitate generational 
change and ensure the future of all people. There have been years of discussions to 
reach a satisfactory compromise. 

We think it is interesting to reflect this letter that led to the initiation of 
relationships between Lancor and Koldo Saratxaga. Lancor is the oldest member of 
ner group. 

 

Dear Sir: 

07/17/2005 Last day in the El Correo newspaper and the Outlook 
section we saw a story that made us believe it was you someone 
who we’re looking for, and waiting for our company not die. 

We are a limited partnership company with 71 employees, 45 of 
them are owners, along with 42 others who by retirements and 
early retirements are not workers, but they have been; those who 
are not workers are children of workers; early retirees still belong 
to the company for being with the replacement contract; although 
we are not a cooperative, our performance is similar. 

We are a company that due to our technology and influence in the 
market does not need to go out and sell, but the danger is that we 



 

134  Chapter IV. Lancor, a necessary change 

manufacture primarily for four multinationals. Right now we are 
involved in a new ambitious project that would double our 
turnover. 

Precisely because of the age of the partners, both technicians and 
executives are retiring, and we have trouble hiring new staff for 
our operation. 

Eighteen months ago we hired a General Manager who, 
apparently, despite bringing good references, has not been in 
similar companies and with the problems of the corporatist 
operation. 

We would be grateful if you could give us an interview, as and 
when you want, to see if you can provide us solutions or if you 
can contact someone who you think can help us. 

We are looking forward to your reply in one way or another, and 
thank you very much for your time. 

Regards, 

 

 

 

When things go wrong, you have to change them, we must do it if we 
want to change the direction and recover. But sometimes it’s late, and 
even though how many changes we make, the rhythm is lost and the 
solution is highly improbable.  

Changing things when they work is something frightening for many 
people. If everything works out... why change? 

Precisely for not go wrong. 

While living in the present, we must have the ability to look a little 
further, anticipate the future and see where to walk as organization as the 
years go by. Sometimes, when analyzing the likely future, we see that, for 
growth and good performance, it is necessary to make some changes that 
are not necessary at present, and to ensure that the future of the 
organization will be at least as good as the present, even to prevent that 
future no longer exists... and the right moment to begin this adventure is 
precisely when the organization has a good and stable condition. 
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Making these changes is not easy; they may look small from the 
outside, but internally they are large and require a lot of effort, a lot of 
knowledge, hard work, negotiations, meetings, assemblies...  

Lancor was in this situation. It was founded as a limited partnership 
and as the time goes by and the partners were retiring, those places in 
the organization had been occupied by new people, while their place 
as members still belonged to them.  

Many years since the birth of Lancor, most of its members were already 
retired and therefore outside the day-to-day in the organization, to which 
went to work every day just a handful of them, accompanied by all people 
who had gradually been incorporated as mere workers. 

Lancor saw that the situation would become untenable sooner than later 
and a change was needed. Truly, we must recognize that they had 
repeatedly tried on several times, without actually finding the right 
solution because, as they explain, did not know for sure or what it was or 
how to find it and, above all, because over the years, personal 
relationships had suffered and were not at their best, complicating any 
attempt. 

After leaving Irizar, Koldo Saratxaga reached Lancor in 2005. It was the 
first organization that claimed his aid, even before the ner existed as we 
know it today, not just K2K, much less ner group. Koldo began with 
changes in the organization, changes in management, in the way of doing 
and acting, which laid the foundation for later years, to carry out the 
major changes that were pending.  

 

* * * 
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Jabi Salcedo worked closely with them during these early years, and that 
allowed him to know deeply each and every one of the people who 
worked there. As they say, “not only he knew us by name, he knew each 
nickname!, José Luis Aramburu says. Jabi knew what each one would 
accept even before proposing, and that helped us a lot and saved us the 
time to make statements that would not succeed.” 

That personal knowledge was the key piece to close the change later... 

After several years of development, Lancor operated, had clients, work, 
benefits... even included among its workforce for a while (already 
immersed in the global economic crisis) people relocated from other 
organizations of ner group, unequivocal sign of good progress. 

This was the starting point for a necessary change to the future.  

The membership of Lancor to ner group had made K2K had not ever 
gone away, even if the model change was already established, but again 
their presence and knowledge were essential to carry out this 
transformation. 

At that time, within Lancor there were clearly three groups of people with 
different interests.  

On the one hand, retired partners unaware of day to day and the actual 
work in the company, but of course interested in receiving their dividends 
on the specified date.  

On the other hand, active partners interested in the same thing, but also in 
achieving projects, targets and new customers that allow the company to 
maintain assets and achieve benefits. Third, nonmember workers, 
progressively more numerous; mainly interested in keeping their jobs in 
the future, to enter their salary each month. 

The tune was not the same as at first, when all people were equal to the 
company, had the same objectives and were in the same situation.  

The differences were increasingly aggravated and domestic situation 
began to be unsustainable. The administrative Board rested with partners, 
but they do not meet daily, some of them never meet, and their goals are 
no longer common.  

At the beginning, when all members were active, i.e., when all workers 
were partners, people were organized by trade union affinity. The council 
then depended on union elections and it was conformed according to the 
votes obtained by each union. This was useful while the group of workers-
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partners was the majority, but in recent times, with a majority of non-
member workers, the council no longer represented almost anyone... 

Jabi Salcedo tells how was the situation when K2K started to coordinate 
Lancor:  

“In the celebration of the first meeting appears a representative of 
a fourth union, without representation within the board, unlike 
the other three, but brought together 40% of the support.  

”Given the situation, we asked the board to facilitate the entry of 
that union, because otherwise it was impossible to continue 
working. This created a certain revolution, how are we going to 
facilitate the entry to our enemies? They said... Enemies? If you 
work side by side everyday! It was a struggle... 

”Finally we turned the situation around and got, with much pain, 
that the fourth union also sit at the table. The other three groups 
were convinced that it would be a mistake and that we would 
throw away what has been achieved, but then they did something 
that is the basis of ner, trust, rely on us. 

”They were partly right, for us it was much easier to work with 
the previous council, which we had just formed was much harder, 
but with that change we had gotten all seated at the table and all 
groups represented, thereafter, we started working.” 

 

The first thing K2K did was permeating the organization with the new 
ner way of working, and that was not easy, precisely because of all those 
bands that had been created over the years.  

So, K2K took decisions and the affected side came to ask for an 
explanation if the decision was not to its liking. The fact that the 
management at this time was in the hands of K2K was one of the key 
advantages.  

K2K had full freedom to take any decision (including to abandon the 
project if they want) and complete autonomy, something that members of 
the board do not have, many things depend on their decisions, including 
the ability to stay on it or change to the opposition side, and even their 
salary.  

Therefore, members of the board find necessary to create alliances and 
their decisions are no longer entirely free.  
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“We have a very solid systematic — Jabi-continued — and made 
our position absolutely clear; we were responsible of day to day, 
and that organizational changes are our thing, we need the board, 
but if they have the responsibility of management, we make the 
changes, always trying to not disturb too much, but always 
making the decisions that we considered appropriates.  

”If at any time our guidelines are rejected or the project that we 
have is not supported in any voting, we have no problem to give 
up and leave, because our work and our wages do not depend on 
this particular decision, and therefore we do not have to ally with 
anyone to keep them.” 

 

This was getting gradually with ner soaking inside the organization, 
which was making things less harsh.  

From here we began to address which, as they recognize, was the main 
problem: the fact that the majority of people in the board were retired and 
outside the company, in some cases for many years.  

Consequently their information about what it is happening and how it is 
like to live in the organization, came from third parties, according to their 
own point of view.  

“In 2010 we proposed the need to liberalize the management. We 
knew that the priority was to provide a future for the company 
and the only viable solution we considered was selling the shares.  

”At first we thought about the possibility of a third party; they did 
not want it and, therefore, the solution was to sell the shares of 90 
people to 90 working people.  

”The first problem arises with the particular case of each partner. 
Of all those who would sell their shares, there were about 30 
specific causes; those who were father and son, who was a father 
and two sons, who had an uncle, who had no one, the widow 
who had inherited the shares of her husband, who had only a part 
of the shares...” 

 

Despite the difficulties guessed, they were aware that the solution was this 
sale by the shareholders, so K2K raised the possibility with the council.  



 

ner experiences 2013 139  

This accepted, it seemed a good exit and they acknowledged that at some 
time they had tried to carry it out, at the same time pointed that it would 
be complicated. 

“Our main objective has always been to maintain jobs, and that 
we had been achieving it with great difficulties — tells José Luis 
Aramburu, president throughout the process.  

”In fact, the company became a limited partnership company in 
the nineties, after a crisis that put us with two options; either 
accept the closure or the workers bought it.  

”We decided to buy the company with all the debts it had, and I 
do not know if for better or worse, we opted to create a limited 
partnership. From the beginning we knew this would be 
immediately small and it would need a change, so when Koldo 
and Jabi say that this has taken us three years, I think they are 
wrong. 

”I think the process began precisely in the nineties, with the 
creation of the limited partnership in which we have almost 
always operated as a cooperative.” 

 

Conscious or not of the need for such change since the nineties, as noted 
by José Luis, the reality is that negotiations begin in 2011. 

“That’s what we’ve been doing since 2011 until October 2013, 
meet and talk to reach agreements. Create a work system based on 
a committee that was studying all proposals”, says Jabi. 

 

Here was fundamental the legal team that was responsible for the entire 
process, Trebeki. This was the first time in the Basque Country that was 
conducted a transformation from a limited company to a cooperative 
society.  

The challenge was amazing, the only backgrounds of organizations that 
had changed to cooperative societies were losing money or were about to 
close.  

The shareholder makes a contest and the judge manages, and while is 
managed, workers decide if they are going to do something about what 
they owe them, and they are left with something that is “stricken” but 
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now it was an organization that worked, which had been going and 
growing, having permanent positive results since 2006. 

Moreover, the few examples that they found and which appealed for 
information, were one or two people who sell, and the same number of 
buyers.  

In this case, the number of sellers reached 90 members, and the same 
quantity of buyers, a very high number of people significantly 
complicating the management of sale and transformation. 

The internal procedures would take time, in anticipation of all that time, 
they believed necessary to share with potential partners, non partner 
workers, the future approach that was brewing for the organization.  

“At the end of the year and at a meeting, we propose to workers 
what we wanted to achieve. We told them that we wanted them to 
buy the company, but as there was still time to make the sale, we 
ask them to waive the allocation of a portion of the profits of that 
year, and the total allocation of the following year.  

”This was necessary in order to create the necessary savings that 
they would later need for buying the company. The money would 
be saved with the name of each one, so that no one would lose it 
and so we began to create our piggy bank.” 

 

Jabi recalls that at that time there were some discordant voices, a small 
percentage, but noisy. 

“We had to make an effort to stay calm and stand that noise, 
because although it is not pleasant, the vast majority, while things 
are transparent, clear and have a logical, always uses the common 
sense.  

”We made very clear that we only would communicate the 
proposal, technical and economic feasible, when it was completely 
closed, and then they would have the full freedom to vote for or 
against. 

”But in any case we would allow alternatives, by those who were 
selling or by those who would buy; in such a transparent way 
would be...” 
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They were very satisfied on the way in which all the internal process was 
performed by the committee to achieve the final proposal. 

“Sometimes we took a step forward and in the next negotiation, 
several back, so it was very important that nothing was leaked, 
because what served today, tomorrow no longer serves. If workers 
receive erroneous data it could complicate the progress”, remind 
Noemi Rodríguez and Javier Velasco, lawyers of Trekebi. 

 

Throughout the two years while negotiations lasted, brief meetings were 
held at which the committee exposed the things that were already clear.  

“Currently some workers felt they lacked information, but had to 
be so, we could just tell them the things that were closed in order 
to continue working on the others,” says Noemi. 

“One of the things that took longer was setting the value of the 
organization.  

”When defining a price, we have experience, so we were very 
capable of going dimensioning, especially starting from the 
premise that we would not go to the social market — Jabi says —. 
Here’s a nuance that has been instrumental in the whole process. 
It is the fact that shareholders were not required to sell the 
company to the workers.  

”The law does not contemplate, let alone when the business is 
healthy and has benefit. This put buyers in a clear starting position 
of disadvantage in comparison with sellers. We saw clear from the 
beginning that this could not be a negotiation, but that we had to 
reach an internal figure, and once closed, present it to buyers. 

”The first thing was to convince the current council of trying to 
sell, and from there, seeing how to do it and taking decisions. It 
was difficult; there was no backgrounds, no law that holds the 
change.  

”At first we did not think about a cooperative because it appeared 
complex, and we studied all the complex situations to see if this 
would lead us somewhere and if it was viable. We had to do this 
before making an approach to workers; we needed that 90 people 
sell and 90 people buy, any of them were obliged to do it, even 
having voted for change. It was really complicated...” 
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”On this basis, we started doing some formulations to find out the 
right price for all parties: sellers, buyers and the organization itself. 
After getting it, later, we applied a discount.  

”Even with all that, the price was very reasonable considering that 
we were not going to hit the market and especially looking at the 
economic situation that happened and keeps happening, to 
society.” 

 

Once an initial agreement was reached, it was time to raise the final 
proposal to all active workers in Lancor. Anticipating all possibilities and 
circumstances, Trebeki had spoken with a bank that would give funding 
to those individuals who at the time of the purchase were not ready to 
deal with their figure.  

Thus, at the same time of exposing the approach to workers, explained to 
them how they would perform the change depending on the personal 
situation in which each one was found, while maintaining privacy and 
anonymity.  

To prevent these people who had to borrow, indebt themselves more than 
necessary due to the interest to be paid, it was decided that the new 
cooperative always pay the workers for their money a point above, so 
those interests would not impose an increase in their debt. 

After exposing the entire approach at an assembly, the voting was 
summoned for a few days later, and during that time trends of opinion 
were generated, which seemed that would complicate things.  

Finally, 100% of the partners sold and 100% of the workers bought.  

The process was not easy because each partner and each worker were in a 
different situation and it was necessary to adapt the buying and selling to 
different situations.  

Transformation from Limited to Cooperative Society was signed in 
October 2013. Since then there have been a few months and you can say 
that the result is considered satisfactory by the sellers, and also by the 
buyers. 

It has not had any impact on the financial system of Lancor that 
continues its march in the same way.  
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This does not mean it has been easy, because they recognize that over the 
two years that have lasted the negotiations, there has been much tension.  

Too many times you have been tempted to throw in the towel, because 
both parts thought that all the effort that they were doing would not 
eventually lead them to success. However, they got where they wanted 
and today Lancor is a renewed growing company.  

“I think we have to especially thank Koldo and Jabi, who forced 
all of us to sit around the same table, they also forced us to forget 
the past and look into the future.  

”We did it with hard work and thanks to that, it has been possible 
to achieve this change. I will retire from Lancor next year and I 
am very satisfied with what we have achieved in the last year”, 
José Luis concludes. 

 

 



 

 



 

 

Chapter V 

EXPANSION OF EKIN 
  

  

  

Introduction 

By the time you finish these notes on Ekin, S. Coop. six years of their ordeal have 
elapsed, after a radical change in management head, made by the Governing 
Council, with their long-term effects between supporters and opponents who just 
turned into camps. Then came the decision, in assembly, with 84% approval, to 
adopt the new style of relations (ner) led by K2K. 

In these six years there have been dozens of meetings, and all decisions are taken 
after extensive information and a large majority in the assemblies.  

There is an accepted maxim in the dynamic assembly – it is that when you attend 
a meeting and have the opportunity to campaign and speak freely, you must also 
accept and be consistent with what the majority approves. You can tell that there 
are people in Ekin, becoming fewer, it is true, have not changed their position since 
October 2008, regardless of the evolution in the form and at the bottom of the 
cooperative. If with this continuous drag, Ekin has successfully migrated to their 
current positions, what would have been with that wasted energy coupled to the 
rest? 

In Chapter I of ner Experiences 2011 you can know the realities of the first three 
years of ner adventure and in this chapter VI, the strategic expansion of 
internationalization for the next five years. 

Overall, as SMEs, Ekin is for the Basque Country an excellent example of decision-
making at several of the challenges that continue to have most of its SMEs: a) 
Total innovation in management. b) Grow in size to be more competitive, adding 
to its competition. c) An aggressive internationalization plan supported by the 
people, customers and a clear and original funding. 
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K2K landed in Ekin in October 2008, after the corresponding visits, 
meetings and voting at a meeting in order to decide to start the road to 
organizational change based on a new style of relations (ner). 

Ekin dedicates to the design and manufacture of cutting tools and 
machinery for the use of such tools. Tool making in those years meant 
70% of its total activity. 

The year 2008 was the best of the decade for the companies (projects) in 
the automotive sector. 

At the time of our entry into Ekin activity was high and that October was 
a record month in the entry of orders for tools. The set of production did 
not follow the order entry, but was reflected in a portfolio of more than 
six months of work orders, with its consequent impact on lengthening the 
delivery times to customers. 

A month after our incorporation, November 2008, order intake was 
reduced by 40%, followed in December by another 30% drop, so in 
January we put in an order intake of 18% of the average the previous 
year. This continued almost for a year.  

It is worth recalling that in this situation of extreme difficulty, and 
following the new style of relations (ner), Ekin decided to keep all the 
people who were active in late 2008, partners and temporary personnel. 
This was adopted by the assembly, with a favorable percentage over 83%, 
coupled with a pay cut of 13% and the elimination of mileage call pay of 
San Juan, plus a relocation plan, which was maintained for one year, that 
about 50% of people dedicated to manufacturing (direct people) would go 
to work in other cooperatives of Lagun Aro. 

In a critical situation as explained, we conducted in Ekin, among other 
things, a reflection to analyze and reason about how strong we were 
slamming by the crisis and its causes. 

It was revealed that during the years of continued growth of the economy, 
and of course, the production of cars in the world, Ekin was one of the 
many companies where a strategic analysis was not made, an analysis of 
how and where they had to be for the next ten / fifteen years. Never 
wondered what was going on in the world and how these changes could 
affect them. 

They had chosen to manufacture, virtually as a single-product, the cutting 
tool for the automotive industry and always with the idea of supplying it 
from Zornotza (Basque Country). In their decision, did not take into 
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account that the world is continually evolving and that countries with 
high consumption potential were preparing, and well, to supply their own 
industrial products. 

During the previous twenty years to 2008, single-product demand had 
continued in Ekin. The only thing they had to focus was on investing in 
machinery for a powerful, fast and accurate production, but always in the 
same location in Zornotza. 

This widespread practice, as I say, has not placed most of the companies 
in the best position to counter the crisis, as it can still be felt in 2014, in an 
industrial fabric that continues to suffer the change in the world for the 
last fifteen years. 

From that reflection made in Ekin, a first conclusion was that we were 
too focused on supplying cutting tools for the automotive sector, sector to 
which the crisis hit particularly hard in the world, but especially in Europe 
and North America (markets already developed). Other sectors, such as 
aeronautical or energy, were overtaken the crisis having rather more 
activity. For years, Ekin had contemplated the idea of making cutting 
tools for these markets, even produced sporadically. The economic results 
of this type of brushes were lower than brushes for automotive, since 
machinery in Ekin was not intended for that type of product. In view of 
this, and of the automotive market in the early years of this century grew 
rapidly, without thinking about the future, but focusing on a short-term 
economic results, they decided to focus on the automotive market.  

The second conclusion of reflection was the finding that nearly 50% of 
sales came from the domestic market in Iberian Peninsula, with a high 
influence of the local market, Basque Country. The other 49% was almost 
entirely the European market, where the two main buyer countries were, 
in this order, France and Germany. In both there are ample local 
producers of cutting tools. Prospects for market recovery oriented us to 
appreciate that Western Europe was not going to continue growing at the 
pace with which it had done before, on the one hand, and there were 
more than enough suppliers in that market to divide the current damaged 
demand, on the other hand. 
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Chart II. Vehicle market in the world 
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The third conclusion led us to analyze the experience to date as exporters 
in markets outside Europe; then check that we had made sporadic 
supplies in both Asian and American markets. In these cases, we had 
been contacted by a few companies that we had punctually provided a 
few brushes, but either because of the distance to respond to customer 
service or the fluctuating currency exchange, or the competitive local 
price, was little likely to develop these markets serving them from 
Zornotza. 

After this reflection, we proceeded to study the foreign markets, 
previously clearly defining criteria for decision making. These criteria 
were: market size in car production, growth prospects in the coming 
years, presence in the country of our competition with implementation 
and finally, according to our experiences, difficulties of the country 
(cultural, political and economic). 

The result directed us to study two countries. We create for each one a 
team to conduct visits during one year, for the purpose of contacting all 
important potential customers and collect the necessary information to 
determine our chances. 

The countries selected were India and Mexico, with a large production of 
cars and clear growth despite the shadow of the economic and financial 
crisis. 

During that year, the two teams repeatedly visited these countries, 
presented our products and services, made quotations, collected the 
response from customers regarding the price, quality, service, etc. 

In Mexico, while large worldwide companies and their component 
suppliers were already installed in the market for automotive 
manufacturers, we saw that there was no international supplier of cutting 
tools with production plant or service in the country. Purchases of these 
tools were made to producers of the United States, by geographic 
proximity and parity in the currency peso / dollar. But there was a clear 
sense of cultural distance, lack of understanding. We began to increase 
our sales, but always limited to be the alternative supplier, which will 
maintain to 5 or 10%, to not be in the hands of a single vendor. Due to 
the distance, in any case we could aspire to be considered as the main 
supplier. During the visits, we were exchanging ideas and opinions to 
improve our chances of growth; these clearly passed through two options: 
settle a customer service center (sharp and regenerate tools) or start 
producing in the country. 
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India’s case was different at that time, 2009 and 2010. Beginning to be 
installed major international vehicle manufacturers, and there were 
rapidly developing domestic producers, following the country’s economic 
growth. As manufacturers of cutting tools, there were several local 
suppliers, two of them of a significant size, between 300 and 500 people, 
and half a dozen of little ones. Those two had established agreements on 
technical and commercial collaboration, even with change in 
shareholding, with two major international suppliers (MHI and Nachi), 
both Japanese. The other tool suppliers were of a small size and with 
limited technical knowledge and production.  

Domestic customers have a local reference of prices, which, due to the 
low cost of labor, was virtually impossible to compete supplying from 
Europe. 

International customers of the first wave were mainly oriental (Japanese) 
who used to buy from suppliers in their country. In some cases they could 
be buyers, but always in the case of a local supplier, with production plant 
in the country. 

Finally, international customers of the second wave, westerners, show 
their interest in a provider that supply them known in Europe, but also 
require the service and price referenced to the conditions of the country. 
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Mexico 

Once the information is collected and shared with all, discussed in the 
Steering Team and it is proposed the implantation in Mexico with a 
Service Center (sharp and regenerate). 

During the analysis phase, a constant in talks with Koldo was: who were 
going to be those destined to the project in Mexico. The first thing we had 
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to do was to look for persons inside of Ekin who were in position to 
engage for stays of one to two years in Mexico, since the success of the 
project would depend largely on the ability to transmit both technical 
expertise and production from Zornotza to Mexico. 

We must start from the basis that people who work in manufacturing 
often guide the future of the organization, and with greater emphasis if 
this is a cooperative, to productive investments in the plants themselves, 
to have better machines. They are very critical with the need to 
complicate their lives implanting in other countries, so it is widely 
required to share information regarding the present and future status of 
the markets, growth, competition, weaknesses, etc. 

Once reviewed and approved by the Steering Team, were agreed to 
present it at the next meeting, with the idea of asking for volunteers to 
begin the implementation of a service center in Mexico. We needed direct 
production people to implement it and teach the manufacturing process to 
technicians recruited in Mexico. 

At that time, the opinion of the Steering Team was that the project would 
not go forward because it would not show any volunteer. Moreover, 
when we were not going to explain the economic conditions of the 
‘adventure’. I should clarify that few people in Ekin were aware of the 
effect that would have in the future the decision they were about to take.  

In December 2010 we made the corresponding assembly at the end of the 
year and presented the proposal to settle in Mexico with a service center, 
explaining the information that we had collected to date.  

We clearly reflected our conviction that we would not move ahead with 
the idea if we did not have volunteers to do it in situ, and the support of 
the assembly. I have to say that while I presented it, I could see the 
surprised faces, and in some, the half smile thinking that would not 
submit anyone. 

Once the Assembly was finished and with the approval of the project in 
Mexico pending of volunteers, a person approached me, manufacturing 
technician, and said, “Jabi, I do not know if I am good enough, but seeing 
the future project you offer us, if you consider that I am worth, I’m in”. 

That was the click that lit the fuse. Once I explained in the following 
meetings that we already had a volunteer, appeared more; with two 
people we had enough to start the project. 
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Initially we chose these two people, each one with a specific preparation 
for the two types of services. We made a couple of trips with them so they 
could see the country (not known), city (Querétaro) and central services 
(still without machines) so before embarking knew where they were 
going. 

  

Localization 

Once solved the points discussed above: market selection, preliminary 
contacts with potential customers, people who would lead the project in 
Mexico and support of the organization expressed in an assembly, the 
next step was to define the location of our plant in the country. It should 
combine the proximity to major customers with the assurance and 
satisfaction of needs to which we are accustomed in Europe, and other 
factors such as ease of connection for travel, school for the children, 
security... 

To do this, we visited the areas where our customers were. Once three 
areas were defined where they were concentrated, we valued the aspect of 
security, and we excluded one. Subsequently, we analyze the facility for 
continuous travel of people who would support this new project in 
Mexico and decided on Queretaro, a city in the province of Guanajuato, 
with a population of over one million inhabitants and a quality of life 
similar to our own standards. 

Once chosen the location, we set to work to decide in which of the 
industrial parks of the city we would install. After numerous visits we 
opted for the Santiago Micro Park within the Benito Juarez Industrial 
Park. For this first stage, our purpose was to boot with 2,000 m2 rented 
for five years and renewable, with a view to subsequently establish in 
facilities that were our property. 

 

People 

The next thing was to find Mexicans to work in Ekin Mexico. At this 
stage we hired the services of a recruitment firm, from the beginning, 
although they were very efficient, they conveyed us the difficulty of 
finding people with the attitudes that our style required.  
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At this point it is noted that those who went from the matrix to Mexico 
were two technicians in manufacturing, denominated in the prevailing 
language as “direct labor”. Both at the same time they were going to 
teach and lead the teams, would perform the same work as others. There 
would be no indirect person to oversee them and / or watch them and yes 
they all would be responsible. That is, it would be transferred to the new 
American location the ner way of working, where there are no middle 
managers and everyone works with customer-oriented objectives set by 
the team. 

Our intention was to select first three workers, bring them to the Basque 
Country for a training period, for several months and then they would be 
the ones who could transmit knowledge to new employees. 

Another goal was to find people committed to a project for the future and 
they would develop a pride of ownership. For this reason and to avoid 
rotations, our proposal was that once studied the wages of manufacturing 
technicians of similar level in the area, Ekin Mexico would give the 
chance to get paid up to 50% higher. 20% directly on the monthly and the 
rest in the profit sharing of the project; in a defined in advance and 
automatic percentage, if the objectives agreed among all were reached. 

The recruitment company told us that in Mexico people rotated a lot and 
that they usually move to other countries for formation, when they come 
back try get wage improvements based on this new knowledge. 

The reality was that we continue with our scheme, we selected four 
individuals, we brought them for a period of nearly five months, they saw 
what it was the Ekin project and what was our level of commitment to 
them. The result has been that at this moment we have over twenty 
people and only one has left the project, after claiming a higher salary and 
Ekin did not accept. Several months later, this person asked Ekin for 
incorporation without success. 

  

Start-up 

One of the great myths of the new projects, both here and abroad, is 
called “business plan”. That is, make some economic calculations, put 
them on paper and define the actions to be performed to achieve it. Most 
of the time, these plans have been made for some firms, based on 
completely subjective criteria and quite likely to suffer deviations that 
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generate tensions and frustrations. Its north is that you have to meet 
deadlines and need to see economic results in the short term. 

In our case, the reflection was focused on that we had a good product that 
met the needs of the Mexican market, and also, our willingness to work as 
a project to produce that product in situ, according to the service 
requirements of our customers. 

We repeated a maxim expressed by Koldo in a previous project, “Ekin is 
going to Mexico for the next 100 years; make the decisions with that 
perspective and with the ner criteria to be efficient”. 

 

 

 

 

Gráfico III. Desarrollo de las ventas en México: 
Evolución de entrada de pedidos en el mercado mexicano 
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India 

While developing the commissioning of the service center in Mexico, we 
also went along with a clear idea that the growth of a project (company) 
has to be solid, that is to say: the proposals of internationalization at any 
ner project have to contemplate that the investment required could be 
covered with two-thirds of the cash flow generated from the matrix. So if 
for any reason the internationalization project does not go ahead, the risks 
will not jeopardize the overall project, thus, what it is invested is lost. 

With this very clear concept in 2011, and the activity already underway in 
Mexico, the plan in India was to advance the search for a potential local 
partner. 

Here there is in the foreground the importance of the obvious cultural 
differences between countries. But there is also very developed analysis, in 
order to put a skeleton to such differences; therefore, we try that almost all 
people who have to live in other countries, conduct a course in 
Management of Cultural Differences, which certainly prepares us to 
interpret and manage those differences. 

In the case of India, it was clear to us that we have vast cultural 
differences, prompting us to reflect that our learning process would be 
shortened if we had a local partner. 

Therefore, Ekin people were visiting most local manufacturers and seeing 
their potential interest. One of them immediately showed interest in 
moving forward on a possible collaboration. 

This manufacturer, Saluja, located in Gurgaon, in Haryana state, city of 
development close to New Delhi, is a company with over thirty years of 
history specialized in the supply of brushes to local customers. Its degree 
of knowledge in production was similar to Ekin thirty years ago, clearly 
improved with good support. In 2011 it was being run by the second 
generation of Saluja family, by Sudhir, a young owner with the kind of 
attitude that exists today in India: desire to grow and social relevance, 
attitude of great distance from other people in the company, etc. 
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In 2011 we decided to try the formula of outsourcing and going by 
tracking quality. In this period we had the goal that different people of 
Ekin could visit Saluja to get to know their people, capabilities and 
facilities. 

In that year of collaboration, we arrived at a degree of relationship 
between the two companies that led to the proposal to form a joint 
venture. 

At this point, reappeared the need of a person or persons of Ekin who 
were willing to lead the project in India. Without them, the project would 
have no chance of progress. Among those who had visited Saluja, a 
volunteer appeared, which allowed us to move forward. 

It is worth noting that Ekin had already contacted this company before 
K2K joined the project in 2008. However, they had not been able to 
implement a collaboration project because of the distrust of Ekin people, 
who thought that a project in India would mean the loss of jobs in 
Zornotza. With us this situation was not reproduced as the India project 
was approved by the assembly. We also approved in this assembly the 
internationalization team, formed with people who volunteered for stays 
of several months in the outside plants to launch new machines and train 
in their use to local people. 

After opening the possibility of a joint venture, we proceeded to the 
relevant negotiations after placing a value on Saluja. To avoid surprises 
from the legal point of view, derivation of debts, tax contingencies, etc., it 
was decided to create a new society, Ekin Saluja India Pvt Limited, and 
pass people, customers and machinery to this new society. 

During the year of outsourcing we spend much time dedicated to the 
owner of Saluja, so he could understand how we work: ethics, 
transparency, trust, sharing the harvest, freedom, responsibility, etc. In 
the first period of relations, the owner showed a high enthusiasm for our 
style of management, but he changed dramatically as we begin to manage 
the new society on our own, as majority shareholders, as planned.  
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We make the informational meeting. 

 

In April 2012, we launched Ekin Saluja India, with about one hundred 
people and fifty clients, under the coordination of Rubén, who moved to 
India. From Zornotza (Basque Country) were sent CNC machines that 
would improve the quality and productivity. 

One of the first things we wanted to make, as in any ner project; was the 
wage equilibrium, where we found some big differences between those 
who earned less, labor and those who earned more, indirect workers. 
Then we conducted a rise in salary for the lowest levels to try to reduce 
this difference. This involved us some trouble with people with very high 
incomes, in addition to serious tensions with our partner. 

In addition we implemented, the ner style: everyone working in teams 
and conducting weekly meetings for compromise. 

During this first year we had countless surprises related to the behavior of 
some of the people at the highest level. To give an example, we can 
explain that in the first months when we decided to rehabilitate the halls 
and offices, and for this we turn to the usual providers of Saluja, we were 
unable to close the deal because they were waiting to go through the 
purchasing manager, which usually increased the price on the last 
negotiation and thus they obtained an extra for their coffers. 
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Another example was the lifelong salesman that while selling the product 
of Saluja, the brush, when it was about the sharpening service, sold the 
one of a competitor, who obviously compensated him for that. 

During the past twelve months, when training to apply our managing, we 
constantly run into the previous owner, at that time, our minority partner. 

To end this continuous wear, we decided to buy his part and stay as sole 
shareholders, which we got at the end of the first year. 

Since then and during the year 2013, we have devoted our efforts to have 
a production center similar in quality to the European standard and 
develop sales in the Indian market. Today, we can say that there are some 
types of brushes that have no difference in their quality to the brushes 
made in Zornotza.  

 

 

 

Brazil 

During 2013, in summer, a new opportunity in Brazil came up. As we 
mentioned at the beginning of this story, in 2009 we decided to study the 
different markets and bet on Mexico and India. The reason is that Brazil 
already had two frontline suppliers of cutting tools, with many years of 
history in a protected market by a tariff of up to 35% if the product can be 
manufactured in the country.  

Still, in 2011 we started to visit Brazil, with the idea of contacting 
customers who were buying us in the rest of the world. The first thing we 
did was introducing ourselves to the two competitors and explain what 
we wanted to do, besides inviting them to visit us whenever they want.  

This approach allowed us to know them and their facilities, and to them 
to visit us. 

In the summer of 2013 we were contacted by workers of one of these two 
companies, they asked for an interview to see if we could help them 
because of their difficult situation. 

For our part we answer that we should be contacted by the property and 
by them at once, if they were really interested. A few weeks later the 
leadership called us on behalf of the property to invite us to meet them.  
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In that same summer, a team led by Oscar (CST America) went to 
understand the situation. They found that a company of fifty years of 
history was about to close for the mismanagement of the past five years, 
based on financial and urban speculation. This had resulted in the loss of 
two hundred jobs so far and the closure loomed would send another 
hundred people into unemployment. 

Once all the information was gathered, the team returned to Ekin to 
analyze the possibilities and raise it at a meeting. This case presented a 
unique opportunity which forced us to seek a different solution. The 
investment required for this project far exceeded the two-thirds of the cash 
flow that Ekin was generating and that it had already committed to 
projects in India and Mexico. 

However, it was a unique opportunity because it allowed immediately 
incorporating a customer based in a market with a significant tariff barrier 
and a hundred people with high knowledge to produce the product with 
the required quality. With this project, Ekin would stand as an important 
participant in the world of manufacturing cutting tools. From this 
perspective, it was decided to seek an investor partner interested in joining 
us in this development. Around the same time, Ampo Cooperative 
Society approved in the assembly to diversify their investments, after a 
year of very good results and following the idea, as ner project, seeing its 
situation for ten / fifteen years. To do this, they would dedicate a 
seventeen percent of its result to investments outside activity. So there 
was the opportunity for an investor partner for Ekin and the fact that both 
two projects were ner, facilitated the speed, clarity and transparency with 
which they agreed. As a result, it was established that the international 
activity of Ekin outside Europe would be conducted in a joint venture 
AMPO Ekin by ner, SL., with an apportionment of seventy percent for 
Ekin and thirty percent for AMPO. This agreement gave us the 
opportunity to offer a proposal to the Brazilian company. 

After submitting to the Steering Team and the Governing Council of 
Ampo and subsequent communication of both of their agreement with 
the proposal, we performed the corresponding meeting in Ekin. Initially, 
and to ensure stability for this type of project, we made the reflection that 
in Ekin would have to change the bylaws to pass from an election of the 
Governing Council every two years to four years. This is necessary 
because if the Council is renewed every two years, usually every year is 
fifty percent done, so that all years are election years. In contrast, other 
cooperatives where the Council is renewed every four years, and 
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consequently change half of the directors every two years, apart from not 
having elections every year, a situation that can strain relationships, 
people of the Governing Board may be gaining more experience in 
exercising their position. 

We conducted a first meeting in July in which it was agreed: 

•  Undertake international projects of Mexico, India and Brazil 
with a theoretical investment between the already completed 
and the expected to perform over the next three years to fifteen 
million. 

•  Doing this project associated with an investor partner, in this 
case, Ampo, S.Coop. 

•  Changing the bylaws to be a cooperative more stable with the 
election of the governing council for four years. 

 

In this assembly-held without a formal notice, very normal in ner style 
where ever you need to make a decision, a meeting is convened, and 
explained and voted; all the points were adopted and remained in 
convening a formal assembly and ratify it. 

Following this agreement, the team of Ekin managed to advance the 
project of Brazil traveled to the country and negotiated the terms of the 
possible agreement, that it would be ratified at a meeting. 

In Brazil the first thing we did was to have a one to one meeting with all 
employees, to know them and find out their ideas and goals, etc. As it is 
so often in these cases, apart from the concern about losing their 
livelihoods, there was a deep sadness because a company with product 
knowledge, customer history, etc. it would disappear for mismanagement 
of the property and a few managers.  

At the end of every meeting, it came to an agreement that could be 
ratified at the formal assembly of Ekin. To understand, this agreement 
allowed Ekin to have a presence in the Brazilian market with a share of 
forty-five percent. For reference, this volume is greater than that 
corresponding to 100% of the market in the Iberian Peninsula, as Brazil is 
among the eight largest countries in the world in automobile 
manufacturing. 

Back from Brazil, we proceeded to the formal assembly, and the surprise 
was that the first two items were approved by majority and the third, 
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although it was approved with majority did not have the two-thirds 
necessary, fixed in the statutes for the change. 

This led to a halt in the internationalization project, as the new Council 
elected in that assembly made a proposal to the Coordinating Team of 
such magnitude as that Ekin would be two projects. One, the one that had 
been presented in the ner style, with internationalization plan and it was 
widely majority, and another one with the prevailing model of 
management, without internationalization and clearly minority. 

The coordinating team, together with the Council, met everyone, both 
members and employees, so that everyone could decide in which project 
wanted to be. The result of these interviews was that only six of one 
hundred and seventy partners opted for the project with management of 
the prevailing model, without internationalization and without ner. Of the 
employed persons, one hundred percent chose the ner project. After this, 
the negotiating team returned to Brazil and at a meeting of Brazilian 
workers ratified the partnership. 

At the time of this note, we have been over half a year in 2014 and the 
summary is that Ekin has manufacturing plants for brushes in four 
countries, their current sales and production have increased 2.8 in average 
of the accomplishments in the best years of economic growth, and can 
take an objective to exceed 3.5 within two years. 

Jabier Salcedo 

Coordinator Ekin, S.Coop. 
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Figure IV. Number of People in Ekin 

 

 

 Chart V. Current Market of Ekin 
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Figure VI. Ekin Market to 2017 



 

 

 

 

  

 



 

 

Chapter VI 

SYNERGIES OF INTERNATIONALIZATION 
 

 

Introduction 

In ner group we are stubborn with good ideas, and we get together to travel together 
and achieve synergies, both have to do with the interest of establishing new 
relations in other countries, continues to be one of the activities that the 
internationalization team promotes steadily. 

We believe it is of interest to include the simple experiences that can be read 
hereafter, by way of example of what many SMEs can make in team and 
individually, sometimes, and according to which countries; is very complex.  

When these lines are written, in May 2014, a group of seven organizations are in 
Mexico, making their third trip, some of them in common. Two of them, 
WALTER PACK and PANELFISA, are closing their location agreements and in 
2015 they will be producing in Mexico with EKIN, which is now in its third year 
there. 

From the first Fair in Havana together, topics of great interest have come out at 
this time for ZUBIOLA and KONDIA.  

Hannover Fair has enabled to lower costs, giving an image of strength and meet 
new potential customers and suppliers. 

Another country it has been visited in group is India, where they are already active 
AMPO, WALTER PACK and EKIN. 

The combined image transmitted as ner group is a relevant fact. 
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International Fair of Havana (FIHAV) 2013: Together 
in Cuba (Satur Ormazabal) 

In the meetings that regularly did the ner group coordinators, commented 
on the need to help and share the knowledge that each project has in its 
foreign markets. Ner group exports to over 60 countries, among which 
has production facilities in Mexico, India and Brazil; with all this, 
sometimes daily prevents us from seeing the network of relationships, and 
therefore opportunities, which often are not used. In this context, and 
with other similar proposals for different markets, Panelfisa proposed 
joint participation at the International Fair of Havana to the projects 
which were interested. 

Panelfisa, through its subsidiary Torpanel, has a branch in Havana for 18 
years now, with three local people, Ricardo, Tony and Tania, coordinated 
by Jesus Basterra, a Panelfisa person who decided in 2008 to move to live 
in Cuba, and in addition to addressing the Cuban market, the Latin 
American. After many ups and downs, from 2007 we had managed to 
stabilize the business in Cuba, and since then we have had very good 
results thanks to the enthusiasm, determination and perseverance of Jesus 
Basterra, and with the support and confidence that brought him Panelfisa 
people. We offer fasteners virtually to all priority sectors of the Cuban 
market, with an image of seriousness and professionalism achieved thanks 
to the proximity to customers, service and technical ability demonstrated 
throughout the years. 

With this background, and after discussion with Jesus, we decided to 
make the proposal within the ner group coordinators team. The Cuban 
market is a tough market that has its own rules and where funding is an 
essential element to consider. We understood that the knowledge of the 
Cuban market that Panelfisa has, could be shared with other projects and 
business opportunities could arise. In fact, thanks to the collaboration 
with Panelfisa in Cuba, KONDIA had gotten a major order for machine 
tools in 2013. Also, we thought that the presence of ner group would 
benefit and strengthen our image to our customers. 

Finally, these were the projects and people who decided to attend the fair 
in Cuba: 
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•  KONDIA - Joseba Konde 

•  GASHOR - Iñaki Zabala 

•  ZUBIOLA - Iñigo Etxezarreta 

•  ELECTRO WORKSHOPS EBI - Jorge Osorio 

•  PANELFISA / TORPANEL - Satur Ormazabal / Jesus 
Basterra 

•  Furthermore we took samples of VIJUAN and information 
about ROYDE. 

 

The experiences of this type have a dual purpose. On the one hand, 
approaching a market known for one of the projects and leverage existing 
relationships to identify opportunities in a much shorter time and more 
efficiently than if they were alone. On the other hand, and not least, the 
experience of traveling together and strengthen the relationship between 
people of ner group projects and in this case, between the customer 
satisfaction teams (CST) of each project. 

Taking advantage of the presence of Jesus in Tolosa, we made a first 
meeting in July 2013 to coordinate among all the organization of the 
stand, material transport, travel, stay and possible visits to potential 
customers. Jesus would be responsible for communicating to customers 
our presence at the show and try to agree with them meetings in the fair. 

The FIHAV 2013 held in Havana from 4 to 9 November and we 
participated in the basque pavilion, along with a dozen of other basque 
companies. 

From day one you could feel the enthusiasm, desire, good relationship 
and good atmosphere between everyone. This week in FIHAV allowed us 
to know each other much better, and what each project offers much more 
in depth. We also shared the situation of organizational change in which 
we were engaged and had allowed, among other experiences, that both 
Iñigo and Jorge were living the joining to a CST. There were many hours 
together, but they passed without noticing. 

Quite rightly, knowing the country and taking into account the traffic of 
Havana, Jesus suggested that Joseba, Inaki, Iñigo and Jorge had a car 
with a Cuban driver who would take care of move them around Havana 
and was going to be their guide for everything. The person chosen by 
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Jesus was called Roberto and being a taxi driver, was engaged to assist 
and transport foreigners in Cuba. 

The crush was instant and Joseba, Jorge, Iñigo and Inaki will hardly 
forget Roberto. When they came to the show every morning, each of 
them brought a smile from ear to ear as Roberto told them cuban jokes 
along the way so that, according to him, began to work happy and with 
illusion. He was attentive to all their needs and, of course, the basques 
had a very close relationship with him. 

This relationship with Roberto and through multiple anecdotes, enabled 
the four to know the Cuban idiosyncrasy, the difficulties in day to day, 
turns and expressions used, and the importance of joy and humor in work 
and life. An accelerated “cubaneo” workshop, essential to interact and do 
business in Cuba. 

Also, they had the opportunity to meet the Basque expatriate community 
and share with them, around a good table to taste good roast “little pig” 
and a “sip” of rum, the challenges and opportunities presented by the 
Cuban market. Among them, they found Basques with many years of 
experience in Cuba and some intermediaries of their products, and so 
they could negotiate otherwise. 

In the course of this week-long event, meetings were held with Cuban 
enterprises of the most important sectors of the economy of the island, 
related with the projects of ner group: 

•  Railway 

•  Nickel 

•  Sawmills 

•  Military Industry 

•  Tourism 

•  Steel and auxiliary industry 

 

It also made contact with customers of products that were sold through 
intermediaries. Zubiola found the good name of their products in Cuba; 
KONDIA met with clients and knew their projects for 2014; EBI products 
with respect to energy efficiency had much acceptance; and in the case of 
GASHOR we had difficulties getting the right contacts. 
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With the invaluable help of Jesus, they could interpret the meaning of 
many of the meetings and explain the financial schemes and the way in 
which they had to prepare and submit bids and budgets. 

During the week following the fair, November 12, 2013, Iñaki Zabala of 
GASHOR wrote an e-mail which read: 

“Once again, Jesus, thank you for everything you have done these 
past days and the final shot with the transport issue, because as 
you know, I was very wary of the famous Villegas. I think the 
feeling that I brought with me, to be fully supported and clothed 
in a difficult and new country for us, is shared by the whole group, 
and no more than words of thanks to both you, Satur and to all 
your comrades, and of course to our beloved Roberto.” 

 

These words could summarize the result of what Panelfisa intended when 
proposed to participate in the Fair of Havana (FIHAV 2013) to other 
projects of ner group: those who go to Cuba for the first time feel 
supported and clothed. 

The first step has been taken and as we say in ner group, the seed is 
planted. From now on, depending on what each project decides, develop 
and with the help of Jesus Basterra from Cuba, hopefully sowing takes its 
outcome.  

Considering how positive and enriching it has been this experience, we 
hope to repeat in the Havana Fair 2014 with the projects that are 
interested and we believe that some will reach concrete results during 
2014. Jesus and Roberto await them with open arms. 
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EMO 2013 Hannover. Ekin, Kondia, Zubiola (Iñaki 
Galletebeitia) 

Every two years, held in Hannover (Germany) the EMO fair, “the world 
of metalworking”, one of the most important trades of machine tools 
worldwide, if not the most important. In September 2013 a new edition 
corresponded. 

After the successive years of the crisis that, from 2008-2009, has bitten 
many companies in the sector to which this important EMO is addressed, 
there are three projects that are part of ner group that they considered 
important to be present and participate: EKIN, KONDIA and 
ZUBIOLA.  

EKIN is a manufacturer of machines and tools for broaching and cold 
rolling, used mainly in the automotive world, but also in the aviation and 
in power generation. KONDIA is manufacturer of machining centers and 
special machines. ZUBIOLA is manufacturer of cutting tools for 
machining wood, non-ferrous materials and composites. 

EKIN and KONDIA had made the request for a stand in the fair, applied 
more than a year in advance, and registration in the fair was accepted in 
November 2012. ZUBIOLA, affected by the decline in construction sales 
during the crisis, have not thought about taking part by the high cost of it, 
because it is a fair of high cost in Europe, with many costs: the stand 
rental, the decoration, logistics and personnel. 

Some of the people of Customer Satisfaction Teams (or sales team) of the 
various projects of ner group meet regularly in a group named NER 
Internationalization, which all contribute, in addition to their ideas, 
knowledge and energy, which is another way to exploit synergies to grow 
in foreign markets.  

In late 2012, in one of those meetings when they were preparing the 
agenda and work plan for the year 2013, one of the ideas raised is to 
jointly participate in trade shows, in those which normally one or more of 
ner projects usually go. Thus, any of the projects that individually would 
not arise could be encouraged to participate. Here’s how the possibilities 
of participating in several countries arise: Cuba and Germany 
(Hannover).  

With this idea in mind, EKIN and KONDIA considered the possibility to 
ask the organizers of the EMO, the VDW, the powerful German 
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association of machine tool manufacturers, try to allocate two adjacent 
stands or two very close. To do this, Luis of Kondia and Iñaki of EKIN 
contacted separately with the AFM-amt, Spanish association of machine 
tool manufacturers, to guide us and help us with the necessary steps. 
AFM-amt is located in San Sebastian, and it is an organization that also 
represents all basque companies of the sector, has more influence with the 
VDW, although they suggest that initially is very complex, since EKIN 
for its products ought to be in the Hall 11, and KONDIA, for its, in Hall 
5.  

We believe in our idea, with determination to insist that a solution could 
be found with the VDW. In February 2013, thanks to the individual 
efforts of EKIN and KONDIA with the VDW, and with the help of 
AFM-amt, the VDW tells us that the only way that our stands could be 
together is to accept that we change both at Hall 26, which is not the 
specific pavilion of each of our products, but it’s a pavilion where they 
have moved for various reasons, including lack of space, some other 
companies in the same sector as ours. We checked, and seeing some of 
our competitors also were there, and that would be the only way to be 
together, we accepted that we both change to the pavilion 26. 

In a forthcoming meeting of NER Internationalization we communicated 
to the team that had been accepted our request in EMO, and EKIN and 
KONDIA stands will be together, even we considered the opportunity to 
participate with one stand as a sum of the two hired separately by EKIN 
and KONDIA, where we would place visible logos of ner group, together 
with those of EKIN and KONDIA.  

Thus we saw that we were able to demonstrate and prove the idea of 
being ner, to make internationally known the “another way of doing”, the 
made by ner. And it is at this meeting when ZUBIOLA also saw a good 
opportunity for them, which is simply to be able to exhibit their new 
products with a display placed in that stand of EKIN and KONDIA. Of 
course, we accepted.  

This feeling of being one, do as one, is already internalized in people who 
are part of ner group, and the generosity with which ideas between 
everyone on the team of Internationalization are shared, and it shows us 
again and again. 

Thus, we began with reviewing proposals for individual stands that 
decorators had made us, we requested quotes for a single combined stand 
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with logos of KONDIA, EKIN and ner group and also including the 
ZUBIOLA exhibitor. 

This task involved Elena and Luis of KONDIA, Carmelo, Iker and Iñaki 
of EKIN, and Juan Mari of ZUBIOLA. After bring everyone’s ideas, as 
each project has its expertise in fairs, they agreed a stand for ner group 
and the three projects.  

The common spirit was to have a stand to give the vision of ner group, a 
joint stand with three projects and people sharing space, ideas, hopes and 
works of assembly and disassembly the stand. Iker of EKIN generously 
assumes the task of coordinate throughout the difficult logistics involved 
in organizing a fair, channeling the relations between the three projects, 
with carriers, decorators, VDW and AFM-amt. The work was titanic and 
all that we went to the fair we found that the result was as expected. 
Thank you, Iker.  

During the days of the fair it was also constant sharing tasks in the stand 
depending on how busy everyone was, forgetting totally if we were from 
EKIN, KONDIA or ZUBIOLA, working and sharing continuously, as if 
we were a single project. Attending customers or potential customers, 
coffee or food for them, collect, assemble or disassemble, all as a team.  

The effort of each one paid off, since the three projects came back with 
rewarding feelings of how we worked, for the results of the contacts 
made, that with subsequent dedication will pay off in the form of much 
needed orders, and, above all, for the whole team, working as one, as ner, 
with a unique vision.  

We brought the impression that the market is alive, despite the crisis, with 
fears, yes, but we all remember the strength and energy of three projects 
joining forces as a single project; this is proving more to those who see us, 
or want to see us, so we can grow, both personally and in our respective 
businesses. And this can only be achieved with head held high in this 
difficult market, as happened in this fair. That’s the strength of our ner 
projects.  

During the six days of the fair, we were present 24 people of ner group (4 
of ZUBIOLA, 6 of KONDIA and 14 of EKIN). And every one could feel 
all the force that gives us working as ner, that we are many and we travel 
the world better together than individually.  
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So we can only hope for a future of success and international growth. 
Time, we are sure, will prove us right, as it is giving us so far in our 
environment.  

Moreover, this way of working, this own style, is creating links between 
all the people who share their time and experiences, motivating us in a 
very special way, which can only be understood by living it, as it was the 
case for people who shared our ner being in this past and successful EMO 
fair 2013 in Hannover. We live from professional successes, but we have 
no doubt that the human and personal successes, this interaction between 
people who also develop and exercise in ner, are what more feeling of 
success give us, and we have no doubt that this motivates us more for 
those professional successes.  
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Chapter VII 

OUR COMMITMENT TO SOCIETY 
 

 

 

Commitment to society 

Commitment to Society Team in ner group has the mission of unifying 
organizations and individuals that grow open to the world and share a 
new style of relations. Organizations and people responsible and efficient 
by and for the society, innovative, generating and sharing, and for this 
reason, cooperative and supportive.  

In short, organizations and individuals who want to be active subjects to 
achieve a better, Just and Sustainable Human Development.  

Its vision is to develop business and social projects with people who share 
a new style of relationships, people with values, that put the knowledge 
above the capital, and respect nature, and believe in the efficiency and 
generosity that enable the development of a more inclusive and balanced 
new society. 

In the new style of relations (ner), generosity toward people, environment 
and society in general is part of our organizational life, and associated 
projects have shared in 2013 a minimum of 2.5% of their profits and 
1.12% of the time of their people, which means that 903 people have 
worked with 42,445 hours of working time (we are a long way, but getting 
closer to 2% commitment) for the realization of ideas and social 
initiatives. Through these actions, we promote, develop, communicate 
and implant the mission and vision of the Commitment to Society Team 
of ner group, in addition the reality of society to which we belong, and in 
which we are integrated, is part of the ner business culture. 

These ideas and initiatives — social nature projects — are approved by 
the Commitment to Society Team, in which are represented all Projects 
and Organizations. 

2013 was an important year for the production of ideas and projects. We 
have adopted and implemented 32 ideas and projects in addition to those 
approved in previous years, is a total of 60 ideas and social projects 
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approved by the Commitment to Society Team of ner group in three 
years. 

In addition, we conducted three campaigns: collecting plastic caps 
destined for Garmitxa Association, created for three children from 
Vizcaya (Garikoitz, Mikel and Aimar) suffering from a disease classified 
as rare; collecting and providing food to needy persons; and collecting 
blankets and warm clothes destined for the Baobat Association of African 
immigrants. Along with that, we continued another year with the blood 
donation campaign that began in 2011 and is still performed with great 
success in any of the associated projects. 

We have also convened two other ner tree days, one in the Ibarruri 
neighborhood in Muxika (Bizkaia), in the biosphere reserve of Urdaibai, 
and another in the Ereñozu neighborhood of Hernani, with the aim of 
working in the environmental restoration in our immediate environment. 
Considering both days, 265 people have attended and have planted a total 
of 900 native trees; added to the previous year, 1,200 native trees were 
planted in two years: oak, beech, birch, hawthorn, hazel, wild pear, 
maple, etc. 

In all these activities, both ideas and social campaigns and projects such 
as the two ner tree days, a total of 903 people have participated this year 
as volunteers. 

All ideas have a positive impact on areas related to human rights, culture, 
education, health, children, elderly, environment, new relationships, just 
and sustainable human development, etc.., All social character. 

Here, we present a table with 32 social ideas and projects approved in 
2013 and the number of volunteers for each of these ideas and projects, 
without counting the ner group volunteers that participated in campaigns. 
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IDEA TITLE ner group 
volunteers 

1/2013 Battered women: from victims to agents 
and protagonists 

1 

2/2013 Training and professional development of 
without resources immigrant forced to 
return to his home country (Ghana) 

7 

3/2013 Education-Training of agents for social 
change in developing countries: sharing 
knowledge for social change 

32 

4/2013 Sahara. Improve emergency service and 
facilitate the mobility of employees of a 
gynecological clinic 

4 

5/2013 Promoting ethical values from schools 18 

6/2013 Prevention of school failure and 
development of the socialization process of 
children at risk of social exclusion 

3 

7/2013 Meeting space for daily activities: Sunu 
Buga Buga project Gambia 

3 

8/2013 Project for the social and professional 
integration of people at risk of social 
exclusion: SUSTRAIBARRI project. 
Investing in people and nature 

3 

9/2013 Cohabitation among young ambassadors of 
the Sahara and ner group. Evaluation of 
compliance with current criteria 

11 

10/2013 Training program for the support of 
standardization of indigenous languages 

2 
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11/2013 Provide hospital medical equipment and 
medicine to Senegal 

3 

12/2013 Accompaniment elderly people living in 
solitude 

4 

13/2013 Making animals available to children with 
autism and Asperger syndrome, to improve 
their ability to relate 

8 

14/2013 Pioneer diversification program of 
curriculum and reintegration of youth at 
risk of school failure in the academic 
dynamics 

7 

15/2013 Ttiklik Project: TV cooking sessions aimed 
at infant feeding 

3 

16/2013 Free tutoring in Kalimpong (India) 10 

17/2013 Water Filters for 20 schools in Kalimpong 
(India) 

10 

18/2013 Computers for primary schools in 
Kalimpong (India) 

10 

19/2013 Library in Kalimpong (India) 10 

20/2013 Medical camp in Kalimpong (India) 10 

21/2013 Recycling. Fair Trade (Uruguay) 2 

22/2013 Organic farming and rural development in 
Peru and Bolivia 

4 

23/2013 Sickle Cell Anemia. Preventing and 
delivery of hospital supplies to the 
Association Nationale des Drepanocytaires 
Cameroun 

7 
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24/2013 Udaleku 2014 Summer Camp for young 
ambassadors of Sahara 

15 

25/2013 Mobility Alert: shoe factory for lepers in 
Bombay (India) 

5 

26/2013 Encourage and support the process of 
adopting children within ner group 

3 

27/2013 Mano Viva Project 6 

28/2013 IRIS BRAZIL 2016: Accessible High 
Performance Sport 

10 

29/2013 Center for personal and family training for 
the attention of women at risk of social 
exclusion, in perinatal period 

2 

30/2013 Ecological and Sustainable Agribusiness 
Project (Uruguay) 

2 

31/2013 Educational talks on mortgage loans with 
roof and floor clauses 

4 

32/2013 Help on refusal and pre-emptive facing the 
assignment of receivables from entities to 
investment funds 

2 

 

Hereafter, we present graphically these 32 social ideas adopted in 2013 
and offer a brief overview of each. 
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Ideas 1/2013 to 11/2013 

 

  

 

 

1. Battered women: from victims to agents and protagonists 

This idea came as a continuation of the 2012 “Rural areas as a source 
of health”, in collaboration with the team of professionals of Osanatur. 
Within the new intervention team with another group of women 
victims of gender-based violence, it was planted the involvement of 
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women beneficiaries of the previous program who were carriers, 
besides experience of domestic violence, a high degree of personal 
empowerment emerged from the previous program. 

The main target was to create a new framework for action and 
intervention as an efficient response for some victims of this social 
scourge (domestic violence and abuse), in which women themselves 
move from being victims to agents and protagonists in assistance, aid 
and evolution to a more just and equal society. 

It is important to overcome the belief that these women, or specific 
group of women, cannot escape from their situation (often installed on 
themselves) and are an expense for the society, and in return, rooting 
the proposal in the belief that they are wealth and power. To this end, 
attention must focus on that they can recognize their own ability and 
activate it to service themselves and the empowerment of women in 
the world, therefore, at the service of society. 

The implementation of this project in the Basque Country, in the 
Pagorriaga country house specifically, make us national and 
international reference, since within it; agriculture, rural areas and 
social policy come together, under the premise of using the resources 
in a sustainable way and respect for the natural environment. 

The obtained result has been very satisfactory and as a sample, this 
phrase taken from the letter of thanks sent by one of the female 
participants in the program in 2013: 

“I had the good fortune to participate in this program held in 
Pagorriaga dedicated to “us “and I would like, through this letter, 
to state that there is a before and after this experience. I dare to 
say that I have been reborn and I’m another person.” 
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2. Training and professional development of without resources 
immigrant forced to return to his home country (Ghana) 

In this idea participate 7 volunteers of ner group and it is scheduled to end 
in 2014. It raises the basic professional locksmith formation for an 
immigrant without resources, who must return home for family reasons 
and lack of opportunities here, in order that there he can develop 
locksmith profession independently. 

The main goal is to help him in his personal and professional 
development, to be self-sufficient, and try to enrich his environment by 
adding more people to his business as it grows. 

 

 

3. Education-Training of agents for social change in developing 
countries: sharing knowledge for social change 

International Cooperation Projects funded through NGOs in the Basque 
Country usually run in developing countries through local organizations. 
The staff of these institutions, despite their good technical preparation, 
has serious educational and training deficiencies in basic issues of 
strategic planning and organization, and often lack of experience in 
teamwork.  

Organizational structures are usually very upright and rigid, and 
communication between the different areas, scarce, limiting the 
effectiveness and efficiency of their work and complicates the 
management of projects of international cooperation that are made from 
the Basque Country. 

The absence of alternative models in those countries makes the changes 
very complicated.  

When ner group had knowledge of this gap, we adopt an idea that 13 
people from South America, local counterparts of Zabalketa NGO, come 
to Euskadi to participate in an intensive program of education and 
training of two weeks.  

The aim was to provide them a boost by showing the reality of change 
and that is possible to establish a new style of relations between people. 
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This program was developed in November 2013, and those participants 
from Bolivia, Peru and Colombia, in addition to knowing the origin and 
philosophy of ner group and the reasons for the shift towards ner, had the 
opportunity to participate in the Financial Team meeting, in the meeting 
of objectives of the LANCOR Steering Team, in the PANELFISA 
commitment Team meeting and in the WALTER PACK Customer 
Satisfaction Team Meeting, besides visiting the Lur Denok orchard in 
Astigarraga. 

It was explained to them the process of implementing the new style of 
relations (ner) in an organization and the activity of the Commitment to 
Society team in ner group. 

The meetings were complemented with theoretical sessions on 
organization, leadership, team work and interpersonal relationships.  

Also, the Zabalketa staff gave them theoretical and practical training 
related to the contents and procedures of the Basque international 
cooperation policies, human rights and environmental sustainability. 

“Educate and train transformational leaders will help to increase 
the effectiveness and efficiency of international cooperation 
projects, and consequently, the social impact of such projects 
among the local population.” 

 

 

  

4 Sahara. Improve emergency service and facilitate the mobility 
of employees of a gynecological clinic 

This initiative, conducted in collaboration with the Menditik Desertura 
association, with the aim of improving the quality of life of the 
inhabitants of a region of the Sahara, was to complete and improve a 
gynecological clinic located in the daira (district) of the wilaya Maghbes 
(village) of Smara. 
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5. Promoting ethical values from schools 

Through the implementation of this project which is being developed 
during the 2013-2014 school year, the aim is to promote ethical values in 
schools.  

To this end, in collaboration with Baketik were organized and they are 
doing 60 theater sessions of 4 hours, in 35 schools in the Basque Country, 
which involved 30 to 50 children in each, aged 8 and 13.  

These theatrical performances enable to analyze and react to reality, and 
address different issues, such as the prevention of school violence, respect 
in relationships, equality before the differences, solidarity... 

 

 

 

6. Prevention of school failure and development of the 
socialization process of children at risk of social exclusion 

At present when the economic crisis is affecting the most disadvantaged 
layers of society and in its incidence is being particularly strong in the 
field of childhood and youth, it is more necessary than ever to support the 
development of a socio-educational project that seeks to overcome the 
reality of school failure and push basic socialization processes in children 
and young people between 6 and 17 years, living with families at risk of 
social exclusion.  

The project is carried out in Sestao (Bizkaia), began in September 2013 
and is scheduled for completion in June 2014, at the end of the school 
year classes. 

The ner group volunteers actively collaborate with this socio-educational 
project helping children to do their homework, while reinforcing their 
motivation and try to acquire basic learning tools, as well as invigorating 
gambling activities, workshops and development of social skills, with 
which it seeks to enhance and improve the personal, social, familiar and 
emotional abilities of these children.  

Ner group volunteers have also participated in the stays that the group has 
organized on weekends. 
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The valuation that we have made on the development of this idea is very 
positive. 

Both ner group volunteers and the Hazbide Association are highly 
satisfied with the experience and mutual collaboration. 

From Hazbide emphasize that voluntary people of our group have been 
integrated perfectly, and the relationship that children have engaged with 
them shows that have been established very positive relationships between 
both parties. 

 

 

 

7. Meeting space for daily activities: Sunu Buga Buga project 
(Gambia) 

The project involved volunteering in the Buga Buga Sunu Project in 
Gambia, a space for meeting and development in the community of 
Bijilo, where located, and where attended in the morning children of the 
same who are not in school.  

This space is kept open to all boys and girls, in school or not, and their 
families during evenings and weekends. 

Currently, Buga Buga Sunu project works with around 165 children and 
their families.  

The project involving our volunteers and volunteers was to assist in the 
education and training of these children, to give them self-knowledge and 
the tools to stop searching constantly for a white person as the only way 
to get out of the condition of poverty in which they live. 

Health problems due to the difficulty of access to hospitals and doctors 
also received consideration by the Association Sunu Buga Buga, which 
seeks to compensate providing first aid, performing cures, collaborating 
on hospital transfers and assisting in the purchase of medicines.  
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8. Project for the social and professional integration of people at 
risk of social exclusion: SUSTRAIBARRI project. Investing in 
people and nature 

The idea intended that after a period of training, eight people of different 
ages, sex and origin, resident in the Alto Deba (Gipuzkoa) and currently 
in or at risk of social exclusion, acquire a level of personal development, 
knowledge and tools that allow them to reintegrate into society and 
become active participants. 

These people, after their training period ended, are developing practices in 
different projects. 

 

 

 

9. Cohabitation among young ambassadors of the Sahara and 
ner group. Evaluation of compliance with current criteria 

The Udalekua Bakeleku project hosted summer camps in the Basque 
Country in the summer of 2013, between 20 and 25 Saharawi children 
from 6 to 12 years.  

The idea that we proposed and we started from ner group was the 
organization of two trips for both children and adults, with the aim of 
merging two different cultures and we could know each other playing and 
learning. 

Basque children were the sons and daughters of the people working on 
projects associated with ner group. 

The trips were on 15 and 29 July, as we predicted. The first was a guided 
visit to Basondo, in order to know the animals collected there and where 
monitors transmitted us the insistent message that we should treat 
animals with respect.  

All living beings we feel and we have to respect each other. Then we 
headed to the beach where we spent a pleasant afternoon playing both in 
the sand and in the water. 

Relations between Saharawi children and ner group were stronger as the 
day progressed and became stronger in the next day.  
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In this new trip, the Eureka science museum in San Sebastián, we took a 
guided tour where we learned about the different scientific experiences 
that are shown there. 

The monitors showed us the reflection in our life of physics, chemistry 
and science in general. We also took advantage of this visit to see the film 
in the planetarium: “The origin of the Universe”. Then we spent a 
pleasant afternoon on the beach in Orio. 

In these trips we paid special attention to food, since in the two months 
that the Saharawi children used to be here, we care about their diet to 
strengthen their defenses and they can cope better, the rest of the year, 
with the harsh conditions in the desert.  

 

 

 

10. Training program for the support of standardization of 
indigenous languages 

The project, planned to be developed in 2014, emerges from the idea that 
the past decades have been very important for the recovery of Basque 
language.  

In recent years, they are carrying out many projects for the 
standardization of the language and, consequently, are accumulating a lot 
of experience around the recovery of minority languages.  

These experiences in the Basque Country can be very helpful to other 
language communities who are in similar situations.  

Therefore, this idea goes to indigenous communities in South America 
who have problems around the linguistic and cultural transmission, and 
aims to provide training and resources for the recovery of both. 

 

 

 



 

192  Chapter VII. Our commitment to society 

11. Provide hospital medical equipment and medicine to Senegal 

In the Department of Oussouye, the Kassa Santé association organizes 
caravans with doctors who devote their holidays to give medical attention 
to people living in remote villages from the capital, where the hospitals 
are located.  

The work performed by these caravans is very important, since there are 
people for whom this is the only health care service received. 

The nearest hospital to these villages is 50 km away and has large 
shortages in equipment, so the Urokal Etamolal Association (Save our 
land), created by people from Senegal living in the Basque Country, 
among which is a person of ner group, has proceeded to collect here 
hospital beds, tables, etc. 

Also, some ner group projects brought drugs to send them to Senegal this 
summer and for this idea people of our voluntary organizations 
negotiated with various international logistics companies to assist the 
sending of this hospital medical equipment and medicines to Senegal. 
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Ideas No 12/2013 to 21/2013 

 

 

 

 

12. Accompaniment elderly people living in solitude 

The project began to develop in 2013 in The Mercy Residence of Bilbao, 
in collaboration with the Argibe association, and consists in the 
involvement of ner group volunteers to accompany other people living in 
nursing homes and in situation of solitude, with special preference for the 
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most disadvantaged elderly, to contribute to active aging and with quality 
of life. 

This initiative seeks to encourage the person to person relationship, in the 
context of a comprehensive development, warmth and positive sense, as 
well as perseverance and commitment for aid effectiveness.  

 

 

 

13. Making animals available to children with autism and 
Asperger syndrome, to improve their ability to relate 

This initiative was developed in Otzaurte (Gipuzkoa), during the month 
of October, and was to enhance the capacity of relationship of 11 children 
with autism from the Gautena association of Gipuzkoa, by providing 
them ponies and horses owned by a person of ner group. 

You cannot imagine the noise of children, the laughter and the fun. Some 
were afraid of animals; others did not dare to approach them, but with the 
participation of ner group volunteers soon fears disappeared and everyone 
finished petting the horses and feeding them bread. 

The ner group volunteers who participated in this idea, told us through 
Juanje Anduaga, Commitment to Society Team Coordinator of ner 
group, their gratitude for having made possible the realization of such. 

“We had a great time and seeing their need, our hearts were 
touched. Eleven children and their caregivers thanking us in 
unison. At the same time, caregivers told us that they did not 
expect to have so much fun. When children leave, some laughed, 
others cried, and we had the conviction and satisfaction that we 
had made something beautiful.” 
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14. Pioneer diversification program of curriculum and 
reintegration of youth at risk of school failure in the academic 
dynamics 

There is a great variety of causes that lead some students between 16 and 
18 years old to an academic situation of exclusion, such as non-
personalized and adapted schooling, and low enrollment, the estimated 
undervaluation both personally and to the school environment, and/or 
unfavorable social and family context to studies.  

In addition, students enrolled in diversification programs have, in general, 
these two common characteristics: 

•  Have major difficulties in achieving the title of ESO 
(Compulsory Secondary Education) with the curriculum design 
of a regular course and applying an outdated educational model. 

•  Present lack of motivation for learning, academic interests and 
just have preferred more practical than theoretical approaches to 
education. 

 

Therefore, they are students generally with great difficulties to finish 
compulsory schooling and have all tickets to be part of this ever growing 
group of students with academic failure. School failure, in an increasingly 
competitive, more individualistic, more focused in the quick profit, is 
unequivocally a foreclosure situation, due to lack of qualification required 
to enter the labor market. 

It is in this context that the idea of diversifying the curriculum is born, 
contextualize the reality of these heterogeneous students and thus offer an 
alternative to re-enter into the education system and, consequently, 
achieve not only complete the stage of compulsory education, but also see 
the future from a more optimistic perspective, from which aspire to a job 
based on their abilities and desires. 

This pioneering project is underway in Jakintza Ikastola (school), 
Ordizia, and ner group voluntary people are developing their contribution 
during the 2013-2014 school year, sharing a new style of relations that 
promotes the achievement of team objectives and facilitates; coexistence, 
empathy, initiative and problem solving with others. 
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15. Ttiklik Project: TV cooking sessions aimed at infant feeding 

The idea has been to support a television program promoting healthy and 
balanced diet among children, recorded on the set of the Ttiklik 
association and broadcasted on Goierri Telebista, named Tripa-Zorri. 

In each broadcast, the chef Iker Markinez, Restaurante Kuko Ormaiztegi, 
has cooked different dishes. In addition, a space has been devoted to tips 
by Idoia Noian, Technician in the Delikatuz Food Center, and those 
relating to organic farming, taught by Lur Denok people. 

 

 

 

16. 17. 18. 19. 20. Five Ideas in the region of Kalimpong (India) 

There are four projects associated with ner group having activity in India: 
Ekin, TREBEKI, WALTER PACK and AMPO, and two of them, 
TREBEKI and Ekin, aware of the needs in such a depressed region as 
Kalimpong, decided to present these five ideas to develop them in 2014, 
with the participation of 10 Indian people, part of the Ekin INDIA 
voluntary organization, they will have the help of the people moved to 
that country. 

16 -. Free Tutoring. 

17 -. Water Filters for 20 schools. 

18 -. Computers for primary schools. 

19 -. Library. 

20 -. Medical camp. 

 

These five ideas, although all are developed in the same region, are 
independent of each other. Represent the first experience within the group 
of project of Commitment to Society conducted by persons belonging to 
one of the ner group organizations abroad, native to the country. 
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21. Recycling Fair Trade (Uruguay) 

The idea that we have planned for 2014 is to work in Uruguay with a 
group of classifiers (people who remove and sort the trash to sell), who 
are currently outside of the recycling business, to help them to set up a 
plant, which follows the new style of relationship, where manufacture 
Flake (PET post-consumed, washed and chipped).  

Thus, these classifiers would stop selling junk and would sell a product 
with high added value through Fair Trade. 
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Ideas No 22/2013 to 32/2013 

 

 

 

 

22. Organic farming and rural development in Peru and Bolivia 

This idea that we will run in June 2014 is to design and implement an 
intensive program of rural development for technicians in Peru and 
Bolivia, local counterparts of Zabalketa NGO. Involves training in the 
Basque Country in organic farming and in the design and promotion of 
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other activities related to rural areas that have been successful here, such 
as rural tourism and crops with designations of origin... 

These technicians subsequently will transmit to people from the rural 
communities of their country the knowledge acquired during their stay in 
the Basque Country. 

The program, approved in 2013 and we’ve already started working, 
includes transfer of technicians with experience in agricultural 
cooperation, selected to participate in an intensive two-week education-
training plan, distributed as follows: 

•  Theoretical and practical training given by Lur Denok people 
for everything concerning the contents and methods of organic 
farming, both in levels of production and marketing.  

•  Search and facilitation of contacts, by volunteers of ner group 
that enable participants in the program receive additional 
theoretical training on all matters related to the organization of 
complementary initiatives for rural development: rural tourism, 
establishment of appellations of origin, etc. 

•  Develop an action plan for the implementation of a pilot rural 
development program in Peru and Bolivia, incorporating the 
learning obtained by those technicians during their stay in 
Euskadi. 

 

 

 

23. Sickle Cell Anemia. Preventing and delivery of hospital 
supplies to the Association Nationale des Drepanocytaires 
Cameroun 

The project involved working with the Association Nationale des 
Drepanocytaires (AND) Douala (Cameroon), for the prevention of sickle 
cell anemia. 

Sickle cell disease, another name for sickle cell anemia is a disease that: 

•  It has especially presence in areas where malaria is endemic and 
affects millions of people of all ages. It is an undeniable public 
health problem. 
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•  There is no cure, is hereditary and is often misdiagnosed. 

•  Symptoms caused by the disease are treated; in rich countries, 
patients being treated have a good quality of life, while in poor 
countries the opposite. 

•  One of the objectives of this project in collaboration with the 
Association Nationale des Drepanocytaires (AND) Douala 
(Cameroon) is to advertise the disease in villages and 
neighborhoods. 

•  When it affects children, they have a high chance of having a 
stroke before age 21.With a previous diagnosis and subsequent 
treatment, the risk of stroke disappears. This is the reason why 
we have bought and sent to Cameroon an intracranial Doppler 
device. 

•  There are other ways to fight the disease. One is to ask the 
father and mother tested for hemoglobin electrophoresis. With 
the information obtained, parents may decide on their sexuality 
and reproduction. 

  

In late 2013 we collected, stored and shipped to Cameroon hospital 
equipment, obsolete here, which the Galdakao-Usansolo General 
Hospital gave us. 

In addition, we bought and shipped a Doppler machine, so doctors in 
Cameroon who treat sickle cell anemia can prevent and avoid strokes. 

All actions and tasks of logistics and transport have been carried out by 
the ner group volunteers. 

 

 

 

24. Udaleku 2014 Summer Camp for young ambassadors of 
Sahara 

Thanks to the Oporrak Bakean program (Holidays in Peace), every year 
thousands of Saharawi children based in refugee camps, leave the hard to 
survive desert to spend two months out from their surroundings. 
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Bakeleku Udalekua Project (Summer Camp) was conceived in 2011. 
First, to highlight the importance of host families in summer, and 
secondly, that they might leave the Saharawi refugee camps as many 
children as possible, with the aim of improving their quality of life (food, 
health care, etc.). 

In turn, these children through this exchange are close to the Basque 
culture and we can see more of theirs. 

Since 2012, ner group has been working with this project through the 
implementation of different ideas, of the Commitment to Society Team. 

The idea, upon adoption by the Commitment to Company Team in the 
last quarter of 2013, in 2014, the Bakeleku Udalekua Project, with the 
help of ner group, aims to give a major qualitative leap, welcoming 
between 40 and 45 Sahrawi children (the figure doubles the previous year) 
from 6 to 12 years old. 

Ner group Voluntary people have already started working on developing 
this idea, and this summer is intended to carry out a great number of 
activities, including: field trips, workshops, courses, sporting and cultural 
activities (music, dance...), etc. 

In many of these activities, the participation of ner group young 
ambassadors, sons and daughters of people associated with ner group, 
will be essential. 

 

 

 

25. Mobility Alert: shoe factory for lepers in Bombay (India) 

The main idea of this project, born from the long collaboration between 
the NGOs Anesvad and ALERT INDIA, under a leprosy control project 
(LEAP: Leprosy Elimination Action Program), is to turn the footwear 
production unit, currently dependent on external financing, in a self-
sustaining social enterprise with the support of volunteers from 
organizations of ner group in India. 

This idea is inspired by the concept of Inclusive Business at the Base of 
the Pyramid (BOP).  
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The markets at the base of the pyramid are those formed by the collective 
that brings together 4,000 million people on the planet, who survives on 
less than four dollars a day. 

The shoe production unit currently employs people affected by leprosy 
(no active patients) and their relatives, as a way to promote reintegration 
of this especially vulnerable group, by their origin generally impoverished 
contexts, therefore, with low purchasing power, and by their former 
condition of leprosy patients and / or relatives of former patients.  

By providing these communities with resources, knowledge and skills, it 
helps that they themselves are generating their own wealth. Thus they 
increase their employment and job opportunities for social reintegration, 
and the vicious cycle of poverty that affects them is broken. 

 

 

 

26. Encourage and support the process of adopting children 
within ner group 

This idea arises in order to encourage and support the process of adopting 
children within ner group. It is intended for people of ner group that have 
this desire, but because of the difficulty and cost of the process do not 
encourage or cannot carry it out. 

These families will have the support of ner group volunteers as follows: 

•  Experience and knowledge of other families within ner group 
that previously adopted. 

•  Legal advice from people within ner group whose knowledge 
can help to analyze and respond to the legal requirements of 
adoption. 

•  Financial assistance provided from the Commitment to Society 
Team. 
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27. Mano Viva Project 

It is an educational activity that we are doing in collaboration with the 
CIT (Centre of Initiatives of Tolosa), non-profit organization, and is that 
elderly people and children in hospital, by his hand turned into a puppet, 
play, communicate, and can work hand motor skills. 

It is about the learning of a supportive service designed to be performed 
by teenagers from five different schools, who previously were instructed 
in the making of this intergenerational activity. 

Ner group people, after receiving previous training also participate in the 
formation and the subsequent monitoring of the idea. 

 

 

 

28. IRIS BRAZIL 2016: Accessible High Performance Sport 

The objective of this project is that competition athletes from Gipuzkoa 
and those considered as promises in adapted sports, not receiving any 
institutional aid, may have a competitive itinerary for high level and have 
the professional support necessary for comprehensive preparation and 
improving their sports performance, with a view to the 2016 Paralympics 
in Brazil. 

To achieve this goal, we have adopted a collaborative project between ner 
group and Hegalak Zabalik Foundation, ner group voluntary people are 
helping these athletes with disabilities, specialties of Olympic shooting 
and cycling, to undertake a comprehensive training program in their place 
of regular training and occasionally in Hegalak Sports Center in San 
Sebastián. 

Sometimes, the impossibility to attend training regularly, and relying on 
third parties, makes that many of these athletes, despite having very good 
results, have to leave the high-level sport. 

To perform well their voluntary action, before starting the 
accompaniment of the athlete, the group of volunteers attended a training 
course taught by the Hegalak Zabalik Foundation and the Federation of 
Adapted Sports of Gipuzkoa. 
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29. Center for personal and family training for the attention of 
women at risk of social exclusion, in perinatal period 

The idea is to collaborate with the Osatu Foundation, which cares for 
women who make a single-parent household at risk of social exclusion 
due to lack of accommodation after giving birth.  

Since the beginning of its activity in 2008, foundation professionals noted 
an added problem to the lack of accommodation for these women, which 
is usually escaping from a situation of domestic violence, family 
abandonment by their couples, illiteracy, illegal immigration, lack of 
personal and social skills, lack of social and family networks, economic 
difficulties, lack of training, etc. All this in such a vulnerable time such as 
pregnancy or postpartum.  

Osatu, with the support of ner group volunteers, has launched a Center 
for Personal and Family Training where they have created different 
groups of socio-educational work aimed at the acquisition of personal and 
social skills, improve self-esteem and empowerment, recognition of 
situations of violence, basic academic instruction, health, nutrition and 
child health, mother-child relationship, children education, etc. 

Again, ner group voluntary people, prior to the implementation of the 
project, have received the necessary training that has enabled them to 
integrate into the Osatu team, foundation responsible for managing the 
Personal and Family Training Center created. 

 

 

 

30. Ecological and Sustainable Agribusiness Project (Uruguay) 

The idea, to be developed in 2014, consists of two people from Uruguay, 
who are working in an agribusiness project, whose core values are soil 
conservation, the use of non-GM varieties and a fully ecological 
production, similar to Lur Denok, come two weeks to the Basque 
Country to share with us their project and to see in situ the philosophy of 
the new style of relations (Ner) and its application in associated projects 
and / or related to ner, as Lur Denok, Fondaki or sip-ner.  
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Moreover, since they claim to produce their own energy, fuel, fruit and all 
their consumptions and food, we will make visits to other projects with 
which we maintain contact as Goiener, to share experiences, applying the 
practice and training in the subjects which they are not fluent. 

This is a new project that is to share the know-how so that others may 
simply repeat or replicate.  

“Open source” is the expression that is known as freely developed and 
distributed software.  

This type of organization shares knowledge freely and aims to generate 
environmental value and social value, in addition to economic value, 
distributed as fairly as possible. The aim of these organizations can never 
be economic; money must always be a consequence. 

 

 

 

31. Educational talks on mortgage loans with clauses ceiling and 
floor 

The idea came as a result of the recent judgments of the Supreme Court 
regarding the annulment, by abusive, of floor clauses of variable rate 
mortgages. 

It is about that, the ner group volunteers with knowledge of the subject 
give briefings in ner projects aimed at all those who are part of 
organizations, and / or their families or others especially related ner, who 
are interested to get from these talks the necessary information to 
maintain later a first contact with their financial institution, in order to 
improve conditions for their specific mortgage situation. 
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32. Help on refusal and pre-emptive facing the assignment of 
receivables from entities to investment funds 

This initiative arises from the situation in the country, it is encouraging 
that the number of foreign direct investments to double, through 
investment funds, especially with the purchase of portfolios of real estate 
assets and portfolios of loans to banks, a discount up to 70% in the first 
and up to 97% in the latter. 

The bank sells regrouped the “bad” loans, 3% for example; and these 
funds try to collect at 100%, plus interest and costs. 

Since the new owner announced that it is to the debtor, this has 9 days to 
acquire the debt at the same price as the investment fund acquired (plus 
interest and costs, if applicable). Usually, the hard part is to know the 
price and dispose of it in such a short time, and also people often have no 
legal advice on this course analogous to the right of first refusal. 

The idea is that we have approved the aid, by skilled ner group 
volunteers, with the advice and support and the procedure to extinguish 
the credit before the 9 days, and the temporary financing to these people 
until they can regularize and redirect the situation. With this initiative we 
try to keep these “vultures” funds to take advantage of the plight of these 
people in a very opportunistic way and to make huge profits. 



 

 

Chapter VIII 

NER GROUP IN THE MEDIA 
  

  

  

Share the new style of relations with and from the media to society is one 
of our goals from the beginning. It is the illusion of sharing this ner with 
the hope that more and more people walk with us. 

Without much hope, a few days after starting the year, the Lur Denok 
project is in the news because of the Astigarraga orchard, the first of those 
projects, which is strengthened and provides images as the EiTB cameras 
are showing. The headline of the story says, “Lur Denok is launching its 
first organic garden in Astigarraga / Ner Group taldearen lehenengo 
Baratze ekologikoa Martxan da, Astigarragan”13. 

In early March, Ampo communicates the close of the financial period in a 
meeting with journalists. The news elaborated by the Europa Press 
agency, and was later reproduced in numerous media, dedicated a third 
part to the social commitment of Ampo, materialized by participating in 
the various ideas running from ner group projects and local entities. 
“During 2013, the staff of this cooperative has committed to spend up to 2 
percent of its time on activities related to ner,” says this article which is 
entitled “AMPO closed 2012 with 35% growth and launches an 
investment plan of 20 million over the next three years”14. This annual 
report is an opportunity to share the organizational assumptions of the 

                                                       
13 http://www.eitb.com/es/videos/detalle/1217816/video-lur-denok-pone-
marcha-huerta-ecologica-astigarraga/ y 
http://www.eitb.com/eu/bideoak/osoa/1217924/bideo-ner-group-taldearen-
lehenengo-baratze-ekologikoa-astigarragan/ 
14 http://www.europapress.es/euskadi/noticia-ampo-cierra-2012-crecimiento-35-
pone-marcha-plan-inversiones-20-millones-proximos-tres-anos-
20130304184544.html 
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new style of relations, in an interview with the Ampo project coordinator, 
entitled “In the Basque Country the talent of the workers is wasted”15. 

 

 

 

 

From the adult world to the childhood and in the same line of sustainable 
development, ner group celebrated with pupils the Tree Day in 
conjunction with Eskola Txikiak16, in Ereñotzu: “Eskola txikien Basoa 
Ereñotzun kokatuko da. Bihar goizean elkartuko dira Ner group taldeko 
lagunekin 600 Zuhaitz bat landatzek”17, are the headlines in the Diario 
Vasco Paper.  

 

                                                       
15 http://www.diariovasco.com/v/20130312/economia/euskadi-desaprovecha-
talento-trabajadores-20130311.html 
16 http://www.diariovasco.com/v/20130322/alto-urola/eskola-txikien-basoa-
erenotzun-20130322.html 
17 http://www.eskolatxikiak.org/berrien_informazioa.html#landatzen_ere 
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«ner group, an alternative of development»: press 
conference May 22 

The 22 May 2013, a press conference was held at the Amara Plaza Hotel 
in Donostia, to introduce ner group as an development alternative, with a 
clear concern for society and whose main objective is to achieve a Just 
and Sustainable Human Development.  

At this meeting attended journalists from various media, both print media 
and radio news. El Diario Vasco, Gara, Berria, Noticias de Gipuzkoa, EFE, 
Europa Press, El País, Corporate Strategy, Cadena SER and Business XXI 
were there. 

That day were presented the 2012 results, the evolution experienced by 
organizations operating in ner in their first two years, forecasts for 2013 
and other interesting topics appeared such as internal solidarity, 
knowledge sharing, social engagement, etc. 

The data presented were shocking for positives.  

A good example of this is the 50% growth in turnover in organizations 
that are committed to the change to the new style of relations (ner) and 
after the second year of operation, an increase of about 1,000% in the 
results.  

Along with Koldo Saratxaga and Jabi Salcedo, president of ner group, 
attended several coordinators and representatives from Partner Projects of 
ner group. 

“Zero layoffs in ner group companies since 2010» —year 0 of the group: is 
the final word found in the media once shared these results and forecasts.  

For the headline of a report in Five Days paper18, where the data are 
combined with the keys that have made them possible:  

“The ner group project is based on a “new style of relations” 
between workers and management. First, everyone in the 
organization deserves equal respect. Secondly, we must respond 
to the client and it is only worth in business efficient processes that 
avoid waste. The ner group promoters move ‘their clear concern 
for society’, in the sense of consolidating a new model of 

                                                       
18 http://static.deia.com/docs/2013/06/03/cincodiasbien_24914.pdf 
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professional relationships, that promotes employment and people 
participation, by the lack of response to the crisis from the 
traditional organizations, more hierarchical and often burdened 
by internal conflicts.” 

 

 

 



 

ner experiences 2013 211  

In early September the Gashor Project shares in Business Strategy paper its 
expansion plan, with the results that obtains and the relation that they 
keep with the fact that the project is part of ner group: 

“Gashor has moved from exporting 15% of its production to 45% 
today and expects at the end of this year exceed 50%. The change 
has been possible, largely, due to the inclusion of the company in 
ner Group, which has allowed combine synergies, market and 
obtaining different financial facilities. Also, as a result of applying 
the work philosophy of the group; acting in teams, has achieved 
an improvement in productivity of 40%. Another innovation that 
has introduced this new relationship has been that in order to 
meet the market demand, has grown from three people in the sales 
department to seven current, and has recently added another 
one.”19 

 

 

 

«Ner group closes the first half of the year with a 10% 
increase in turnover compared to 2012»: sending a 
press release on September 13, 2013 

On 13 September 2013, ner group sent a press release to various media in 
order to publicize data from the first half of the year. Given the economic 
and social situation of the moment, presented how organizations in the 
new style of relations remained on a positive trend in all economic 
variables. During the first half of the year, the group achieved a 16% 
increase in exports and an increase in the results of 420%. Consequently, 

                                                       
19 Estrategia Empresarial, n.º 453, 1-15 de septiembre de 2013. Citado por la 
publicación en ICEX: «Gashor centra los esfuerzos de su plan de expansión en 
países latinoamericanos» http://www.icex.es/icex/es/navegacion-principal/que-
es-icex/red-de-oficinas/oficinas-espana/navegacion-
principal/noticias/4701472.html?idComunidad=4  
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it could read headlines such as “Ner Group closed the first semester with 
an increase in turnover of 10%”20.  

What economic and labor approaches are behind these results? How are 
explained in an environment of deep crisis?: “What is in crisis is the way 
that companies manage today” is the headline in the interview with 
Koldo Saratxaga, in El País21, in which the promoter of the group states 
that management is very similar in all.  

“Now, we in ner group work quite differently. I’ve been 25 years 
doing and saying, with a new style of relations. And 21 years of 
success with dozens and dozens of organizations. Downside is 
that I have to say it, because I’m the one who leads. We have five 
years of crisis and we have not dismissed anyone. And we grow 
and assemble factories abroad.” 

 

The new style of relations, no layoffs, no gain at the expense of lowering 
wages, simplifying and shortening wage gap to four or five levels, is 
detailed by Koldo in the Gara paper, in another later interview: “This 
country would be amazing if we would had focused well what we 
want”22.  

Several days later, in late October, the media reflected a seen and not seen 
bet on Euskadi cycling team, at risk of disappearing, by ner group. In just 
four days the future plans break down due to the breach of the agreement. 
Many pages are published, first welcoming, later surprise and sorrow… 
For this chapter, we take a representative headline of each of these two 
moments “Ner Group will coordinate the Euskadi Foundation”23, greets 

                                                       
20 En El Diario Vasco http://www.diariovasco.com/20130913/economia/group-
cierra-primer-semestre-201309132001.html y en Finanzas 
http://www.finanzas.com/noticias/economia/20130913/group-cierra-primer-
semestre-2474881.html 
21http://ccaa.elpais.com/ccaa/2013/10/19/paisvasco/1382192924_982869.html 
22 http://www.naiz.eus/eu/actualidad/noticia/20131020/este-pais-seria-una-
bomba-si-hubieramos-focalizado-bien-lo-que-queremos 
23 http://www.europapress.es/euskadi/noticia-asociacion-empresarial-ner-group-
garantiza-continuidad-proyecto-ciclista-fundacion-euskadi-20131024213933.html 
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Europa Press agency, and “Ner group renounces the project of getting a 
cycling team in the Basque Country”, is the headline of EFE24. 

But October did not go without leaving an interview with Xabier 
Berasategi, president of TTT Goiko, in the broadcast Without going any 
further25, de EiTB. “TTT Goiko is within ner group, which promotes a 
different style of relations between people. Especially is participatory, the 
project belongs to everyone and there are no sides”, describes Xabier. 

“Zubiola goes international with NER and analyzes investments in 
Azkoitia”26 report in Business XXI paper, in which the cooperative unveils 
its plans for the biennium 2014-2015 and, as other projects did, do not 
forget to indicate the role that it has in this, its membership of ner group: 

“To enhance the internationalization policy, Zubiola is 
conducting intensive actions in the Mexican market, which 
provides commercial attacking with own means and the support 
of NER Group, in which it has been integrated this year and it 
will add them synergies and logistical capacity.”  

 

In these first days of November develops one project of the Commitment 
to Society team, in collaboration with Zabalketa NGO: “NGOs from 
Peru, Bolivia and Colombia participate in the First Meeting People, 
Business and Development Cooperation” titled Europa Press27, and “Fifteen 

                                                       
24 http://www.efe.com/efe/noticias/espana/destacada/ner-group-renuncia-
proyecto-sacar-equipo-ciclista-euskadi/1/2/2163765 
25 http://www.youtube.com/watch?v=Pg0ZlAxpMvM 
26 Empresa XXI, 1 de noviembre de 2013. Citado por la reproducción del artículo 
en ERKIDE (Federación de Cooperativas de Trabajo Asociado, Enseñanza y 
Crédito de Euskadi / Euskadiko Lan Elkarteen, Irakaskuntza eta Kreditu 
Kooperatiben Federazioa) 
http://www.erkide.coop/erkide/noticias/noticia.php?id=es&Nnoticia=1383648
003&desde=10&Tbuscar_es= 
27 http://www.eldiario.es/norte/euskadi/Colombia-Encuentro-Personas-
Cooperacion-Desarrollo_0_193181237.html 
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social workers in Colombia, Bolivia and Peru visit Euskadi”28 and “Getxo 
greets participants in the Zabalketa meeting”29 in Deia.  

 

 

 

“Neiker-Tecnalia and ner group collaborate in the development of several 
agro-sustainable schools in Uganda”30, Neiker press release about this 
project of social commitment that is realized with the financial 
participation of the group and time commitment of one worker. 

“In 2013, the participation of ner group allowed to complete the 
cycle in Maranatha Primary School and establish orchards and 

                                                       
28 http://www.deia.com/2013/11/08/sociedad/euskadi/manos-unidas-por-y-
para-el-desarrollo 
29 http://www.deia.com/2013/11/09/bizkaia/getxo-recibe-a-los-participantes-
en-el-encuentro-de-zabalketa 
30http://www.patata2008.com/muestracontenido.asp?idcontenido=3979&conten
t=6&nodo1=130&nodo2=156&nodo3=0 
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poultry farms in two new orphanages: Kisimba- Muslim Primary 
School and Kiyindi SDA Primary School. Ner group has not only 
financially supported the project but also freed temporarily, from 
their regular duties in Ekin S. Coop, the voluntary Mikel 
Santamarta, so he could move to Uganda during the months of 
August and September to support the project in site!” 

 

Ekin celebrates a big anniversary in the end of 2013 and shares its story in 
the El País paper, defining it in one word: “Half a century of cooper”31. 
With ner since 2008, speaks of its present with this new style of relations 
and the future, facing it feeling as a solid project with a strong 
internationalization plan in Mexico, India and Brazil. 

In the same local geography, but something beyond, the eight months of 
the new style of relations in the City Council of Oñate are reported in 
Goiena paper “Harreman Style Berriarekin saiakera egin du Oñatiko 
Uddalaka”32.  

As good end of November, comes the news of a new book published by 
K2K: “Koldo Saratxaga presents a book that summarizes the experiences 
of Ner Group”33.  

The second edition of the meeting “made by ner”, when took place the 
presentation of that book also leaves interviews and reports on aspects of 
the new style of relations: “A model based on people multiplies tenfold 
the profits of several businesses”34. “The crisis is making visible that we 
need to change the business management models”35. “Decisions are made 
by capital, but both knowledge and production depend on individuals”36. 

                                                       
31http://ccaa.elpais.com/ccaa/2013/11/24/paisvasco/1385317385_299022.html 
32 http://goiena.eus/oinati/1386609445634 
33 http://www.noticiasdegipuzkoa.com/2013/11/29/economia/koldo-saratxaga-
presenta-un-libro-que-resume-las-experiencias-de-ner-group 
34 http://www.eldiario.es/norte/euskadi/bizkaia/personas-multiplica-beneficios-
empresas-vascas_0_202980113.html 
35 http://www.diariovasco.com/v/20131204/economia/crisis-esta-haciendo-
visible-20131204.html 
36 http://www.eldiario.es/norte/euskadi/decisiones-conocimiento-produccion-
dependen-personas_0_206829735.html 
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The year in media for ner group ends with its presence in the Guide to 
Innovation in the Basque Country37, in a chapter devoted to social 
enterprises. We highlight this quote to finish, for our part, this chapter: 

“Ner group says that are people ‘that provide value to 
organizations and perform the innovation, with teamwork and 
directing all their actions to meet all customers needs, in a clear 
loyalty strategy, always acting under the keys of service, quality, 
cost, safety and health, environment and innovation and 
creativity.’ [...] 

”This new formula seems to work well, and the results support 
this: in the first half of 2013, ner group achieved a 10% increase in 
its turnover compared to 2012 (it has billed 146 million euros 
between January and June); an increase of 16% in exports and an 
increase in the results of 420%. [...] 

”Ner group currently exports 71% of its production to markets on 
five continents. Key to this has been the utilization of synergies 
between the organizations belonging to this association, which 
has helped very positively on the landing in new countries.” 

 

 

 

                                                       
37 Guía de la innovación en el País Vasco, Bilbao, Estrategia Empresarial, 2013. Con 
la colaboración del Gobierno Vasco, Innobasque y SPRI. Edición en papel: 
http://www.estrategia.net/estrategia/Default.aspx?alias=www.estrategia.net/est
rategia/guias. Edición en pdf: 
http://www.innobasque.com/home.aspx?tabid=1058&idElementoBiblioteca=20
9. 



 

ner experiences 2013 217  



 

 



 

 

Chapter IX 

NER EGUNA – NER DAY 
 

 

 

Ner eguna (ner day) is another expression of our social activity and it is a 
good opportunity to meet people from different organizations and share, 
together with our families, the New Style of Relationships in a festive and 
relaxed atmosphere. 

After the success in the previous two years, we decided to celebrate the 
third edition on 21 September 2013 in Bilbao and to that end we were 
preparing the meeting, but difficulties beyond our control, which arose a 
few days before the celebration, forced us to relocate at the last minute 
and to celebrate in Zamudio (Bizkaia). 

Thanks to the flexibility, effort and dedication of the organizing team and 
the excellent willingness of the Zamudio City Council, which offered us 
in a few hours a large space where to place all the necessary 
infrastructure, we can conclude that once again the day was a success. 

The goal we set out when in ner group we established this annual day of 
fraternization, it has more than been fulfilled.  

The meeting, attended by 400 people, was held on a sunny day, great 
atmosphere and was full of activities for all ages: photographic rally, 
gymkhana with the participation of people and attending families, masks, 
balloons and inflatable castle for kids, fraternization food, Basque folk 
songs accompanied by trikitrixa and discofesta with DJ.  

The day ended with the screening of some of the photographs presented 
to the photographic rally and the awarding of three baskets of Lur Denok 
to three of the participants in the rally whose photographs were projected. 

The best summary to assess the success of the day was made by those 
who representing different groups of participants responded to our 
questions.  

Specifically, we asked a group of people belonging to GASHOR, newly 
associated project joined to ner group which came for the first time to the 
ner day, another group of PANELFISA, associated project of ner group 
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which has gone to all the editions of ner day held until today, and the 
organizing team represented by Laura Garcia and Marta Egido of 
WALTER PACK, Susana Ortega of EBI, Fito Gonzalez of LANCOR, 
Mikel Garitaonandia of Ekin and Juanje Anduaga of ner group.  

In addition to these, we gathered the opinion of Igotz Lopez, mayor of 
Zamudio, who attended the meeting as a guest. 

These are their opinions. 

 

 

 

GASHOR  

They attend for the first time to the ner day. 

 

How was your first experience in the ner day? 

Very good, besides being the first time that we attended, some of us, we 
have participated in the organization of the meeting.  

This day is allowing us to relate to people from other projects of ner and 
put a face to the people who compose them. 

We had a great time organizing the meeting and ner day is proceeding 
very pleasant and familiar. 

  

What do you think that ner group organizes this event every year? Do 
you consider it helpful in reinforcing the new style of relations? 

We consider it necessary. We report our style to the rest of the world and 
sometimes it seems that the hardest part is doing it within the 
organization.  

The ner day let us do it outside the workplace, in a festive day and 
facilitates bringing people together and the associated projects. 
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Will you repeat it in 2014? 

Whenever we can we will be, and if possible, more people than this year. 

  

 

  

PANELFISA  

They have attended all editions of ner day. 

  

How are you doing in the ner day 2013? 

Very well, 8 out of 10. 

  

You have participated in all editions of ner day held so far, how do you 
value this meeting focused on ner group and the new style of relations? 

It is quite fine. It is useful to meet people and also to make a good party.  

Some of us cannot quite see how the games in the morning are shared by 
adults and children, but for children are very well these activities and 
games we did with people of URTXINTXA in the morning and enjoyed a 
lot.  

All, adults and children, we are also having a great time with evening 
activities. 

  

Will you repeat it in 2014? 

Of course. 
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Organizing Team of ner day 

They are Fito Gonzalez of LANCOR, Mikel Garitaonandia of EKIN, 
Marta Egido and Laura Garcia of WALTER PACK, Juanje Anduaga of 
ner group, and Susana Ortega of EBI.  

Some repeat in the organizing team and others are new. 

 

How has it been your experience in the organizing team of ner day 2013? 

The experience has been positive. Organizing an event like the ner day 
involves performing several meetings of the organizing team, composed 
of members of all projects associated with ner group, sharing a common 
goal, the success of the celebration. 

All people are different and have different experiences and points of view. 
These meetings have allowed us to share, escape from the monotony and 
meet new perspectives.  

Thereof, have generated new friendships and even, in some cases, as 
result of the relationship emerged, have come to share useful solutions for 
application in our daily activities.  

We’ve all lived the experience in a rewarding way and the organizational 
dynamic, with three active teams: infrastructure, activities and food, 
proceeded normally until a few days before the date scheduled. 

When we were reported about the impossibility of holding the ner day in 
the location originally planned and were forced, in a very short time, to 
change the location, moving to Zamudio.  

It was not easy, but finally everything went well and the new location 
became the ideal place for attendees to enjoy the day. 

We consider a pleasure to work with people who are involved to ensure 
that things go perfectly. It was a major effort by all, but it was worth it. 

 

In your opinion, has the result met the goal set by the team? 

Certainly. Finally, result of the dedication of the organizing team and 
other contributors, everything was perfectly organized and went as we 
had planned.  
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So expectations were met. When people who are part of the organizing 
team are voluntary, they are involved to the fullest and the result is always 
satisfactory. We want to mention the excellent atmosphere created on the 
day of the celebration and the willingness of all the attending people to 
work if needed. 

 

How was that day? 

Great, working on what was needed, arranging tables, peeling tomatoes 
from Lur Denok to prepare salads, serving in the bar, etc. But enjoying 
every moment before and after the meal, relationships, joy of seeing 
familiar people and people from other projects that we did not know until 
today, all together, sharing the day with the same goal, enjoy to the 
maximum possible. 

Thus, a beautiful and cheerful day, even the sun wanted to accompany us, 
and that it has been a nice experience for both veterans of the organizing 
team and for the new people of this team, which also came for first time 
to the ner day. If nothing prevents, we’ll be there next year. 

 

 

 

Igotz Lopez, mayor of Zamudio 

We have also sought the opinion of Igotz Lopez, mayor of Zamudio, who 
attended the ner day, as a guest with his family.  

Who better than Igotz, mayor of an industrial town, home to the 
Zamudio Technology Park, to give us the perspective of a person who 
does not work in ner group, but participated in the event with us. 

 

What do you think about this activity of ner group, which once a year 
they gather people from the organizations and their families for a day of 
brotherhood and relationship, in a festive atmosphere? 

It sounds like a great opportunity to deepen in the team spirit of ner 
group, not only professionally, but especially on the human side, showing 
the great family that these people who came to Zamudio are. 
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This year you have participated with your family. How have you been? 

We enjoyed a great day in a relaxed and bonding atmosphere, from oldest 
to youngest. We also had the opportunity to meet people committed to a 
business that it has a social side, something unusual. 

 

 

 

In summary… 

After hearing the opinions of this sample of participants in the ner day 
2013, all positive, we can conclude with satisfaction that the ner day has 
been a success. It also encourages us to repeat and organize with illusion 
the ner day 2014. 

Thank you very much to all.  

Until next year! 
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Chapter X 

HERE WE ARE PEOPLE OF NER GROUP 
 

 

 

We want you to see us, the protagonists of the experiences narrated in this 
book, so in this chapter we share some family photos that we have. Most 
were taken in assembly, our meeting; other images correspond to different 
occasions: any given day in the project, other day in which we met 
outside work, etc. 

We are: Ampo, Arreche, Ebi, Ekin, Estudio K, Gashor, Goiko, Grip-on, 
Icaza, K2K, Kondia, Lancor, Lejarreta, Logos, Panelfisa, Royde, Sarein, 
Trebeki, Urtxintxa, WalterPack and Zubiola. 
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Ampo 

AMPO, S. Coop. http://www.ampo.com 
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Arreche 

Talleres Arreche, S. A. http://www.arreche.es 
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Ebi 

EBI Talleres Electrotécnicos, S. A. http://www.ebielec.com/ 
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Ekin 

EKIN, S. Coop. http://www.ekin.es 
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Estudio K 

Estudio K, S. Coop. L. http://estudiok.es/ 
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Gashor 

Equipos de Panificación, S. Coop. http://www.gashor.com/  
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Goiko 

TTT Goiko, S. A. http://www.grupottt.com/ 
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Grip-on 

Grip-on Tools, S.A. http://gripon.es/ 
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Icaza 

Icaza Oficinas Integrales, S.A. http://icaza.es/ 
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K2K 

K2K emocionando, S. L. http://www.k2kemocionando.com/ 
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Kondia 

Kondia, M. E. Taldea S. L. http://www.kondia.com 
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Lancor 

Lancor 2000, S. Coop. http://www.lancor.es 
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Lejarreta 

Lejarreta Seguridad, S. L. http://www.lejarreta.com/ 
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Logos 

Logos, S. Coop. Cooking & Living http://www.logoscoop.com 
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Panelfisa 

Panel Fijaciones, S. Coop. http://www.panelfisa.es 
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Royde 

Royde, S. Coop. http://www.royde.com/ 
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Sarein 

Sarein Sistemas, S. L. http://www.sarein.com/ 
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Trebeki 

Trebeki Combining Efforts, S. L. http://www.trebeki.org/ 
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Urtxintxa 

Asociación Urtxintxa Atsedenaldiko Hezitzaileen Eskola 
http://www.urtxintxa.org/ 
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Walter Pack 

Walter Pack, S. L. http://www.walterpack.com/ 
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Zubiola 

Zubiola, S. Coop. http://www.zubiola.es 



 

 

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 thrilling, 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 García, Feelings, Thoughts and Realities of Koldo Saratxaga, 
and the titles of experiences that they are already a saga: ner experiences 
2011. Another business reality told by its protagonists, ner experiences 2012. 
Another business reality told by its protagonists and this one from 2013. 

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 our books have: 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 thrilling 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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