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Apstrakt

Dobro je poznato da poslovanje posrednika i zastupnika osiguranja ima dva
dela. Prvi je spoljni i tie se rada sa osiguranicima, odnosno saradnje s drustvom za
osiguranje. Drugi deo je unutrasnji i podrazumeva uredenje odnosa u samom po-
srednickom ili zastupnic¢kom drustvu ili drugom organizacijskom obliku poslovanja.
U ovom ¢lanku predmet istrazivanja je upravo taj drugi deo. Teziste istrazivanja je
stavljeno na nekoliko stavki. Prva je organizacija poslova kao jedno od osnovnih
polazista pocetka rada. Polazedi od znacaja kadrova, analizirali smo pitanja u po-
gledu saradnika, pa potom odrZivosti finansija kao pokazatelja nov¢ane uspesnosti
poslovnog poduhvata. Posebno poglavlje posveéeno je posredniku i zastupniku
kao rukovodiocu. U zaklju¢ku se navodi da uredenje unutradnjih odnosa kod ovih
ucesnika na trziStu osiguranja daje znatan broj moguénosti, uz brojne izazove. Pri
tome se na prvo mesto stavlja neophodnost zadrzavanja posebnosti po kojima ¢e
se najuspesniji zastupnici i posrednici razlikovati i izdvajati.

Kljuéne reci: posredovanje u osiguranju, zastupanje u osiguranju, unutrasnje
uredenje posrednika i zastupnika osiguranja

l. Uvod

Kada se razmatraju otvorena pitanja iz oblasti zastupanja i posredovanja
u osiguranju, obi¢no se u prvom planu nalaze odnos i postupanje posrednika ili
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zastupnika prema strankama. Jasno je da to predstavlja neophodnost, jer biti blizu
osiguranika, uocavati i zadovoljavati njihove potrebe znaci i obezbedivati vlastiti
dohodak.?

Medutim, uz spoljasniji pristup, od neprocenjive vaznosti je takode oblikovanje
unutrasnjih odnosa u samom posrednickom, odnosnom zastupni¢kom poslovnom
poduhvatu kao delu ovog rada ¢ijem se istrazivanju redovno poklanja manje paznje.
Taj poduhvat se, u uslovima koji vaZe u Srbiji, odvija bilo u okviru drustva, bilo u
okviru zastupnika preduzetnika (preduzetnicke radnje).

Sa stanovista unutrasnjeg toka poslova, u ovom radu je obradeno nekoliko
celina: uredenje, to jest ustrojenje poslova, uklju¢eni saradnici, odrzivost novéane
strane poslovanja i osobine, odnosno obeleZja zastupnika i posrednika kao rukovo-
decih ljudi. Nuzno je da sva ta polazista budu dobro povezana i uskladena kako bi
se obezbedilo postojanje jedinstvene celine sa spoljnim nastupom i rad koji e biti
u interesu kako osiguranika tako i osiguravajucih drustava, zastupnika i posrednika.

Il. Problem uspostavljanja organizacije rada kod posrednika
i zastupnika

Da bi se moglo poceti s radom u posredovanju i zastupanju u osiguranju,
jedan od najznacajnijih preduslova je jasno i dosledno uredenje poslovanja.

Razjasnjavanje nadleZnosti, to jest $ta je Cije zaduZenje, jedno je od kljuc-
nih pitanja primerenog ustrojenja poslova. |za izjava tipa ,Mi smo jedan tim, mi se
medusobno pomazemo” Cesto se krije nesto sto bi se moglo iskazati re¢enicom ,Mi
smo jos uvek krajnje neorganizovani, u potpunoj smo zbrci”.

Zbog toga je neophodno uciniti nadleznosti vidljivim, recimo, prikazom
na velikom listu hartije na zidu ili u ra¢unaru. Takvi pregledi bi se mogli praviti za
unutrasnje i za spoljasnje potrebe.

Prikaz za unutrasnje potrebe obuhvata najvaznija podru¢ja - zakazivanje
sastanaka, savetovanje, prodaju, postupak sa Stetama, marketinska pitanja, finansi-
je, ra¢unovodstvo, kadrovska pitanja i drugo. U okviru tih oblasti izric¢ito se navode
zadaci i odgovorni saradnici. Umesto imena i prezimena, ili uz ime i prezime, odli¢no
se uklapa slika nadleznog radnika.

Prikaz za spoljne potrebe treba da obuhvati razlicita stanovista. Na jednoj
strani, to su povodi zbog kojih stranke dolaze kod zastupnika, odnosno posrednika.
Na drugoj strani, to je i njihova teznja da usmere stranke ka nekim vrstama osiguranja
ili ciljnim grupama.

Kada je re¢ o raspodeli radnih zadataka izmedu rukovodioca i saradnika, ona
zavisi od broja stranaka, broja zaposlenih, od ¢injenice koji zadaci i u kom obimu

2 Dieter Farny, Versicherungsbetriebslehre (5., iberarbeitete Auflage), Karlsruhe, 2011,S.511.
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nuzno padaju na prvog ¢oveka. Ipak, treba uvaziti izvesne okolnosti koje pogadaju
svakog zastupnika, odnosno posrednika:?

1. Posrednickom ili zastupnickom poduhvatu je neophodan izvestan, najnizi
promet. Zadatak je, pre svega, prvog ¢oveka da ga obezbedi.

2. Tokove koji se odvijaju u preduzecu valja redovno pretresati, Ciniti $to
boljim, jo3 razvijati. Spoljna sluzba ima odistinski da bude spoljna sluzba
koja vodi savetovanje i prodaju, a unutrasnja sluzba ona koja se stara prvo
o pripremi, a posle o obradi uradenog posla, dajudi celovitu podrsku.

3. Zarast posla je plansko obezbedenje, ukljucenje i dalje obrazovanje vr-
hunske radne snage najmanje toliko znacajno koliko i dogradnja skupa
stranaka novim, unosnim osiguranicima. Poslovni poduhvat ¢e napredovati
samo ako se uvaZze oba gledista.

4. Da bi se mogli privuci najbolji radnici i najbolji osiguranici, potreban je
neki razlog, bolje vise njih, a jos bolje stalno novi razlozi. Preduzece svima
mora biti privla¢no, biti iznad proseka i takve vrline trzisno vrednovati.

6. U svemu valja biti korak ispred ostalih. U tome leZi tajna posrednika i
zastupnika koji stalno prednjace u poredenju sa konkurencijom.

Zakazivanje razgovora je nezaobilazan pripremni deo. Vise razloga govori

da je uputno prebacivanje tog zadatka na kancelarijskog saradnika. Za mnoge za-
stupnike ili posrednike, pogotovo za one koji su poceli sami, velika je izmena kada
ovaj posao obavlja neko drugi. U tom smislu, naredno je odlucujuce:*

¢ ako pomoc¢nik zakazuje razgovor u ime poslovode, i to jo3 po utvrdenim
ciljnim grupama, raste vrednost sastanka s prvim ¢ovekom;

o ukoliko posrednik, odnosno zastupnik zakazuje sastanak za sebe, prose¢na
uspesnost je osetno niza, jer on jednostavno nema vremena da se posveti
tome kao saradnik kome zakazivanje razgovora spada u opis poslai za
sta je placen;

e mnoge stranke prilikom dogovaranja zele znati o ¢emu se ta¢no radi. Od-
govor brzo vodi ka tome da stranka smatra kako sastanak nije ni potreban.
Prebaci li se zakazivanje na pomocnika, on nece znati da odgovori na brojna
stru¢na pitanja, Sto je svakako bolje jer ¢e stranka shvatiti neophodnost
i pun smisao zakazanog sastanka;

e u celini vazi da se u preduzecu koje raste sve viSe zadataka deli. Isto je i s
dogovaranjem sastanaka koje ¢e biti redovno prebacivano na nekog drugog.

O radnom vremenu takode moramo voditi racuna. Ovde je pozeljno da

svako sam sebi postavi izvestan broj pitanja kako bi se doslo do pravog resenja:
1. u kom obimu ¢e se razgovarati u sopstvenim, a u kom u strankinim prostorijama?

3 Karl-Heinz Puschmann, Praxis des Versicherungsmarketings (2., vollstandig Giberarbeitete und erweiterte
Auflage), Karlsruhe, 2003, S. 177.
4 Volker Eickenberg, Marketing fiir Verischerungsvermittler (3. Auflage), Karlsruhe, 2013, S. 239-240.
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2. na koje grupe lica e se posrednik ili zastupnik najvise usredsrediti (pojedinci, male
radnje, preduzeca)? 3. da li se Zeli posredno obracati i prolaznicima pored poslovnih
prostorija? 4. kada se najcesce Cuje telefonom sa strankama, odnosno ciljnim grupama?

Kad se govori o radnom vremenu, preporucljivo je da se tokom tri-Cetiri
merodavne nedelje belezZi broj poseta, te ucestalost poziva. Potom se, opet, moze
razmisliti koje osobe se tokom kog dela radnog vremena Zele opsluziti. Ova samo-
analiza, s jedne strane, stavlja na proveru dotadasnji pristup. S druge strane, daje
priliku da se izo3tri poslovna strategija. Znacajno je koliko je i kako u paketu usluga
prodavac, odnosno savetodavac dostupan odredenim vrstama stranaka. | kona¢no:
svaki sat dostupnosti rukovodioca i dostupnosti saradnika kosta.

Ujednacavanje najznacajnijih postupaka je nesto bez ¢ega se moze. Svakako
je izvodljivo srazmerno uspes$no bavljenje zastupanjem, odnosno posredovanjem
u osiguranju bez celovitog uredenja poslovanja. Medutim, onda je potrebno vise
snage. Uz to se valjan prodajni ucinak ostvaruje neredovno, od sluc¢aja do slucaja.

Zato je preporucljivo srediti, standardizovati i automatizovati najvaznije
radne postupke kako bi se, zapravo, odvijali bez preteranog razmisljanja.®

Posto se standardizuje deo postupaka, nikako ne treba stati, vec¢ raditi
upravo suprotno - ujednacavati dalje, to ¢e biti jedna od osnova rasta. Sto se manje
razmislja o zadacima koji se trajno ponavljaju, to ¢e se posao lakse i brze odvijati.
S ujednacavanjem radnih tokova, pocinje uspinjanje na sledecu stepenicu uspeha.
Ovde je uputno znati da je u posrednicko-zastupnickom poslu ipak nemoguce sve
do kraja automatizovati.®

U okviru ustrojenja poslova, povezano sa standardizovanjem, nalazi se
neophodnost opisa radnih zadataka. Zapisivanje ima razne prednosti. Recimo, u tre-
nutku kada se nesto napise, to odmah postaje jasnije; vec sa zapisivanjem zadatka
podsvesno se pokrece u pravcu njegovog ostvarenja; samo usmenim saopstavanjem,
makar ono bilo i ponovljeno, ne mozemo biti stopostotno uvereni da je poruka
stigla onom kome je namenjenai da je ta¢no shvacena; kada se saradnik broj jedan
razboli, njegov posao ¢e preuzeti saradnik broj dva i tako dalje, $to ide lakse kada je
zadatak razumljivo opisan; tek sa opisom obezbedujemo stalno visok kvalitet rada,
nezavisno od ¢injenice ko zadatak preuzima; zapisani zadaci se kasnije, po potrebi,
srazmerno lako mogu preradivati.

U opisivanje poslova se moraju ukljuciti i saradnici. Naravno, ne mozemo
ocekivati da oni imaju jednako razumevanje za besprekorno poslovanje kao $to ga
ima vlasnik, odnosno rukovodilac. Saradnik je odgovoran za redovno odvijanje svoga
delokruga i retko ima u glavi celinu. Na prvom ¢oveku je da proverava, podstice, uka-
zuje na vaznost ispunjenja opisanih radnih zadataka i odaje odgovarajuca priznanja.

> David Gorr,,,Der Versicherungsverkauf ist ein Prozessgeschaft und wenn man sich die einzelnen Prozesse
anschaut, dann ist keiner zu 100 Prozent automatisiert’, Der Vermittler, jun 2021, S. 25-26.

5 Mark Schroder, ,Auch digital lasst sich nicht alles automatisieren”, 2022, https://www.computerworld.ch/
social/business-it/digital-laesst-automatisieren-2731118.html, pristupljeno: 12. 6. 2022.
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l1l. Odnosi sa saradnicima

Bez obzira na sposobnosti i moguc¢nosti rukovodioca, odnosno osnivaca,
posao je gotovo nemoguce voditi sam. Zato je nezaobilazno pitanje izbor saradnika
koji ¢e, dobro uklopljeni u tim, doprineti zajedni¢kom uspehu.

Vreme uposljavanja prvih saradnika. Zastupnicki, odnosno posrednicki
posao ima, u poredenju s preduzecima iz drugih grana, sasvim drugaciji razvoj. To
zavisi od Cinjenice $to osnivac (ili osnivaci) u pocetku preuzima na sebe sve poslove.
Savetovanje, prodaja, upravljanje, odnosi s javnoscu, marketing u celini, podrska
strankama - svi ti zadaci na pocetku, u najve¢em broju slucajeva, padaju na prvog
¢oveka. On se, uz to jos, u nemalom delu radnog dana, bavi referentskim poslovima.
Tako da je na pitanje Kad bi trebalo da uposlim prvog saradnika?” odgovor,Smesta
(ili Sto je pre moguce)”.

Vecina poslovnih poduhvata u drugim delatnostima pocinje s planom. Njime
se ustanovljavaju procesi, kadrovi, izvode razne racunice. Vlasnik preuzima zadatke
s kojima najvise doprinosi stvaranju nove vrednosti. U posredni¢kim i zastupni¢kim
poslovima uobicajeno je uvodenje unutrasnje sluzbe tek kada sve vise zadataka
ostaje neuradeno. Takvim pristupom se juri za potrebama, umesto da se ide korak
unapred i vlastita radna sposobnost primenjuje donosedi najvecu korist.’

Uspesno uvodenje saradnika u posao podrazumeva nekoliko koraka. Prvo
je nuzno utvrditi sadrzaje i prvenstva njihovih zadataka. Sve to onda jednostavno i
razumljivo valja opisati da bi znali $ta se od njih ocekuje.

Kada je novozaposleni stigao, od znacaja su naredne tacke:®

e jo$ jednom ga podrobno obavestiti o preduzecu - strategija, postavljanje

ciljeva, izgradnja preduzeca, radni tokovi, dostizanje odredenog sastava
stranaka, ostale posebnosti;

¢ ukoliko ve¢ ima neko od saradnika, opusteno ga predstaviti — svako od

njih onda kazuje o sebi i svojim zadacima; pridoslica se takode predstavlja,
uklapa se u preduzece sa ostalima, uz izlaganje videnja njegove buduénosti;

e ako je izvodljivo, odreduje mu se savetnik za uvodenje u posao. Sa sa-

vetnikom se pre toga obavezno obavlja razgovor kako bi se obezbedila
njegova potpuna spremnost i motivisanost (mozda ¢e novozaposlenom
upravo rukovodilac biti savetnik);

e razjasniti mu zadatke iz ugla celokupnog preduzeca - klju¢ne obaveze,

ciljeve, njihovo merenje, vaznost osnovnih zadataka;

¢ dati mu da u miru sam prouci opis bitnih obaveza koje su pre toga uredno

sredene i zapisane i prodi jos jednom, skupa s njim, potanko svaku od

7 K.-H. Puschmann, S. 227.
8 Wolfgang Otte, ,Im Profil Dietmar Blasing’, Versicherungswirtschaft, Mérz 2018, S. 88.
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obaveza; konacno, dati novozaposlenom priliku da, pod savetnikovim
nadzorom, poslove uradi i sam;

e unapred dogovoriti vreme za razgovor, na pocetku cesce, kasnije rede.
Razmaci izmedu razgovora docnije postaju sve duZi, pa ¢e verovatno biti
dovoljno i jednom nedeljno;

 posle, recimo, prve Cetiri pa onda osam nedelja napraviti glavne sastanke
na kojima ce se, uz ve¢ postojecu tekucu povratnu spregu, govoriti i o
daljem razvoju saradnika.

Na koncu ovog dela znacajno je istaci da se kod malih posrednika i zastup-
nika sve vrti oko stranaka. Za rastuce i velike posrednike i zastupnike sve se vrti oko
saradnika. Oni su preduslov za i ubuduce zadovoljne kupce.

Predavanje zadataka bez upadanja u zavisnost od saradnika naredno je otvo-
reno pitanje. Onaj ko na pocetku sve radi sam, narednih godina ¢esto ima teskocu
da poverava poslove drugima. Ali poveravanje poslova je neizbeznost. A sa svakim
razvojnim korakom poslovi ¢e se dalje predavati. U tome leZi pravi smisao preduzi-
maca: on drugima stvara zaposlenje umesto da sam sebe zaposljava.

Kako bi se izbegla zavisnost od saradnika, svi zadaci koji se predaju u¢vrscu-
ju se belezenjem. Sluzbenik potom dobija zadatak da sve promene i nova iskustva
koje je radedi stekao isto tako zapise. Time znanja i umenja na raspolaganje dobija
celokupno preduzece, a ne samo doticni saradnik.

Obezbedenje zadovoljstva zaposlenih takode je Cinilac koji se podrazumeva.
Jasno je da ga u velikoj meri opredeljuju uslovi na poslu. Cak i kada su najbolji, trebalo
bi se, recimo, upitati da li radni zadaci odgovaraju snazi i darovitosti saradnika; poznaje
li on dublji smisao posla, a ne samo prosti nacin izvrsavanja; moze li svoje zadatke
samoodgovorno obavljati; da li se poslovoda pobrinuo da se saradnik doobrazuje;
da li mu se u redovnim vremenskim intervalima pruza videnje njegovih dostignuca
i onog $to se od njega dalje ocekuje.

Uvazavanjem gornjih stanovista postavlja se dobar temelj za zadovoljstvo
zaposlenih. Medutim, imajmo na umu da uvek postoje spoljne okolnosti koje su
izvan modi bilo kog pojedinca. Stoga neprekidno valja biti oprezan.

Stalno podsticanje.Vazno je ne razumeti pogresno temu podstaknutosti. Prvi
¢ovek ne mora bez prekida biti podstrekivac svojih saradnika. Barem ne neposredno
svakog dana nekom novom radnjom, novim zahtevom, novom merom.

Mnogo je znacajnije razviti podsti¢uci okvir preduzeda i obelezja zajednice
u radu. Pozeljno je sagraditi osnovu za uposljavanje i motivisanje saradnika tako
S$to e raditi ono u ¢emu je najjaci, Sto Ce biti cenjeni i njegovi mali, pocetni uspesi,
$to ¢e imati povoljne izglede da postane jos znacajniji u preduzedu, sto ¢e mu biti
ukazano puno poverenje i sli¢no.’

° David Gorr, Michael Stanczyk, ,Der Vermittlerjob ist ein sensationeller Beruf’, Versicherungswirtschaft,
Oktober 2020, S. 24.
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Zaposljavanje supruzZnika. Ovo je izuzetno zanimljivo pitanje. Polaziste je da se
ne uposljava niko ko ne moze biti otpusten. Potom valja voditi racuna jos o slede¢em:™
1. Da li je ona (ili on) uopste prikladna (prikladan)? Odluc¢ujuca je polazna
tacka: koje zadatke preuzima rukovodilac i u kojim delovima mu je potrebna
podrska? Prilikom odgovora na postavljeno pitanje, uputno je ponasati
se kao prilikom primanja bilo kog drugog radnika.

2. Da li ¢e u budu¢nosti biti dva Sefa? Narocito kada nastanu razli¢ita mi-

Sljenja u stalnoj smesi izmedu poslovnih zahteva i porodi¢nih Zelja, svim
ostalim zaposlenima mora biti jasno ko je glavni.

3. Da li je moguce ocigledno razgraniciti porodi¢no od poslovnog? Tu je

potreban jasan dogovor. Velika je opasnost da se moguce razlike u mi-
Sljenjima brzo prenesu u kucu. Brzo, i gotovo neprimetno, sluzba moze
unistiti druzbu.

4. Dali se supruznik poistovecuje s delatnoscu, sa poslom, sa zadacima? Da

li je odusevljen oblas¢u u kojoj vec radi druga strana i sve$c¢u o korisnosti
koju dobijaju kupci polisa? Da li ¢e se bra¢ni drug dobro osecati u novim
poslovimaili ¢e hteti,tek malo da pripomogne’, bez razmisljanja o punom
sopstvenom doprinosu?

Brojni zastupnici i posrednici teze da daju posao supruzniku samo kako bi
ustedeli novac, odnosno da bi izbegli uposljavanje nekog spolja. Zbog toga neretko
trpe preduzetnost i stru¢nost. Ima, u svakom slucaju, i suprotnih primera: postoje
mnogi odli¢ni porodi¢ni posrednicko-zastupnicki poduhvati. Dakle, ¢ak i ako se ucini
stopostotan pravi izbor bra¢nog druga, tako ne mora uvek biti i u poslovnom smislu.

IV. Odrzivost finansija

Kao $to je istaknuto, na prvo mesto se uvek stavljaju stranke i ponuda pravih
reSenja za zadovoljenje njihovih potreba. Ali ceo posao se radi da bi se istovremeno
i zaradilo, uz zadovoljenje interesa svih uklju¢enih strana.

Najnizi isplativi obim prometa. Zastupnik, odnosno posrednik koji pokrije
jedino troskove preduzeda, licne potrebe iz preduzetnicke plate, naravno, sve to uz
poreske obaveze, kao poslovni uc¢inak na kraju ostvaruje takozvanu pozitivnu nulu.
Drugim re¢ima, nakon izmirenja celokupnih poslovnih i privatnih izdataka, ne ostaje
sredstava za Sirenje poslovanja i razvoj.

Medutim, ,isplatiti se” moze, ili, bolje reci, treba da znaci kako po placanju
svih troskova ostaje pozamasan dobitak iz koga se uvecava imovina preduze(a,

10 Stefanie Huthig, ,Desillusioniert, aber nicht weniger kampfbereit’, https.//www.versicherungsmagazin.de/
rubriken/branche/desillusioniert-aber-nicht-weniger-kampfbereit-3063141.html?utm_medium=email&utm_
campaign=2021-12-02&utm_source=vmmnl, pristupljeno: 2. 6. 2022.
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odnosno li¢na imovina.' Veli¢ina dobitka se moze iskazati u izvesnom postotku od
prometa, mese¢nom iznosu u dinarima ili na neki tre¢i nacin.

Pazljivo treba isplanirati koji se troskovi moraju, a koji mogu pokriti. Na
uspesnom posredniku ili zastupniku osiguranja je da razmislja ne samo kako da
izmiri osnovne izdatke, njegov poslovni poduhvat treba da donese vedi prinos. Tek
tada se isplati preduzimacki trud.

Visina troskova. Ukupan iznos poslovnih izdataka prevashodno opredeljuju
sledeca stanovista: obim skupa osiguranja, odnosno osiguranika; podela posla po
granama osiguranja; obim radnog vremena koje vlasnik posla ulaZe u svoje predu-
zece; spremnost na ulaganja i rast; opsta visina troskova u kraju u kome se dela. Kad
je re¢ samo o marketinskim troskovima, smatra se da oni ne bi trebalo da premasuju
10 odsto godisnjeg prometa.'?

Svi troskovi koji prate zastupnicki, odnosno posrednicki posao, mogu se
iskazati kao postotak ukupnih prihoda. Prema iskustvima iz visokorazvijenih zapad-
noevropskih drzava, taj pokazatelj se krece u rasponu izmedu 40 odsto i 70 odsto,
zavisedi od visine primanja. Za posrednike i zastupnike s godisnjih do 50.000 evra
prihoda preporucljiva priblizna vrednost u¢eica troskova je 40 posto, za one koji
sti¢u do 150.000 evra udeo bi bio 50 posto, do 250.000 evra 55 posto, a preko toga se
postepeno povecava ka 60 posto. Za drustva sa ukupnim godisnjim prihodima od, na
primer, 1.000.000 evra, ¢esto je neophodno da izdaci ¢ine i 65 do 70 odsto prihoda.™

Moguce je da ¢e se navedeni novcani iznosi nekome uciniti nestvarnim.
Svako sam odlucuje da nacini neki trosak. Kvalitet negovanja odnosa sa strankama,
stru¢nost, ucestalost susreta sa strankama, unutrasnji tokovi poslova, davanja i
dometi posrednika i zastupnika i jo§ dosta drugog — sve se odrazava u troskovima.

Povezanost stalnih troskova sa stalnim prihodima. 1zvesni, to jest ocekivani
stalni poslovni izdaci ne treba da budu povezani sa stalnim provizijskim primanjima,
nego sa predvidenim razvojem i poslovnim planom. Posmatrati samo trajne prilive
istovremeno znaci suzdrzano se ponasati.

Iskustva uspesdnih kazuju da mnogi od prodajno i prinosno najjacih po-
srednika i zastupnika osiguranja nikada ne bi toliko uznapredovali da su se tokom
Sirenja poslovanja ogranicavali na takav nacin. Upravo je suprotno: postoje delovi
preduzetnickog razvitka u kojima se od vlasnika trazi vec¢a spremnost na ulaganja.
Kada dode do toga, teSkoce vec¢inom imaju oni koji vise ne veruju u vlastiti razvojni
obrazac ili ga i nemaju.

' Matthias Beenken, So machen Vermittlerbetriebe Gewinn, https.//www.versicherungsmagazin.de/ru-
briken/branche/so-machen-vermittlerbetriebe-gewinn-3177660.html, 18. 5. 2022.

2 Nebojsa Zarkovi¢, ,Marketing posredovanja i zastupanja u osiguranju’, Tokovi osiguranja, 2, 2020, str.
30-31.

13 Steffen Ritter, Ritters 10x10 fiir Finanzdienstleister und Versicherungsvermittler (2. Auflage), Wiesbaden,
2012, S. 49.
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Ponekad se javljaju mogucnosti za pribavljanje dodatnih nov¢anih sredstava,
odnosno podsticaja — od vlasti, medunarodnih ili nevladinih ustanova i udruzenja,
odnosno od novog poslovnog ortaka. Takvu priliku, u nacelu, ne treba propustiti. Na
nju, razumljivo, valja odgovoriti jasnim namerama i razradenim planom.

Snizavanje troskova. Vecito pitanje na koje se smesta odgovara protivpita-
njem: zasto obarati troskove? Zasto ne povecavati prihode? U neku ruku, savrseno
je jasno da svakom zastupniku i posredniku nije izvodljivo da odmah i pre svega
redovno ostvaruje dodatnih nekoliko stotina evra (za nase uslove) ili nekoliko hi-
ljada, odnosno desetina hiljada evra (za inostrane uslove). Za tako nesto neretko
ne odgovara poslovna strategija. Previse vremena se ulaze u pogresan rad koji ne
donosi vrednost. PreviSe vremena se ulaze u pogre$ne veze sa strankama. Previse
vremena se mozda ulaze u pogresne saradnike.

Mogla bi se dati preporuka kojom se, zapravo, i ne kazuje nesto novo: stalno
treba brinuti o obe strane nov¢anog poslovanja. Voditi racuna o visokim prilivima
i odgovaraju¢im odlivima, uz ograni¢avanje izdataka koji nisu klju¢ni. Tu nikada ne
treba smetnuti s uma dostignuti kvalitet usluge.™

Pokri¢e obimnijih ulaganja. Ona u posredni¢kom ili zastupni¢kom poslu znaju
biti izuzetno razli¢ita. Na primer, u marketing (jednokratno ili trajno), u saradnike
(verovatno trajno), u stalnu imovinu poput motornih vozila, kancelarijske opreme,
racunarskih i drugih tehnickih uredaja.

Prvo pitanje iz oblasti finansiranja neretko glasi:,Da li da platim sve odjed-
nom?” Naravno, ovde se nadovezuje i ,Mogu li to uciniti bez zaduzivanja?” Svako
ko moze ne treba uvek tako i da uradi. U pogledu gotovinskog pla¢anja odjednom
treba uvaziti tri stanovista:

® na prvom mestu, naravno, moramo imati dovoljno sredstava da bismo

krenuli u takvo ulaganje;

e potom, prema nasim propisima, ulaganje povecava dobitak pa se, sa-

mim tim, povecava i poreska osnovica, odnosno poreski teret. To jeste
besmisleno, ali je naprosto tako, sto svaki zastupnik, odnosno posrednik
osiguranja u Srbiji mora imati u vidu;

e i trece, neophodno je odrzavati trajnu plateznost, preduzetnik nikada ne

sme ostati bez novca.

Ako zaklju¢imo da plac¢anje u celini odjednom ne dolazi u obzir, postavlja se
pitanje nacina finansiranja, kao $to su, recimo, uzimanje bankarskog zajma, odnosno
iznajmljivanje automobila ili opreme. Ocigledno se ne podrazumeva da uspesan
preduzimac uvek i sve placa gotovinom kako bi se time ponosio.

Nagradivanje saradnika iz spoljne sluZzbe. Zahtev za poviSicama narocito po-
gada preduzeca koja rastu. Kako su stranke o kojima treba voditi racuna tu, i kako je
spoljni saradnik neophodan, dolazi se u neugodan poloZaj, u stvarnu nedoumicu. Sta

4 K.-H. Puschmann, S. 283-284.
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¢initi? Odgovoru se moze pri¢i s druge strane. Saradnik je deo preduzeca. On je ¢ak
veoma vazan deo preduzeca koje se, povrh toga, siri. On se stara da se sa strankama
postupa onako kako Zeli rukovodilac. Time znacajno doprinosi sposobnosti drustva
ili preduzetnicke radnje, on je takoredi njihov oglasni napis.

Jednako kako se strankama obezbeduju jasno utvrdena davanja i usluge,
tako se pruzaju i radnicima. Tu se ne misli prvenstveno na novac koji ¢e dobiti u
vidu zarade, nego i na raznovrsne zadatke koje ne preuzimaju oni, nego prvi ¢ovek.
To znaci da saradnik odmah od pocetka zati¢e okruzenje u kome se prijatno oseca,
preduzece koje neprekidno napreduje. Na taj nacin se uspesan rukovodilac izdvaja
iz mase i postaje prepoznatljiv kao ime koje saradnicima iz spoljne sluzbe nudi paket
davanja od visestruke koristi.

Pracenje raznih pokazatelja. Nije lako odgovoriti koji su pokazatelji posredi,
zato $to njihov odabir zavisi od veli¢ine i vrste posla. Iznosimo primere koji ¢e kod
mnogih zastupnika i posrednika osiguranja do¢i u obzir: broj odrzanih sastanaka
po jedinici vremena, udeo sklopljenih poslova u poredenju s brojem obavljenih
razgovora, broj polisa po stranci, u¢es¢e pojedinih ciljnih grupa ili pojedinih vrsta
osiguranja, broj stranaka po saradniku u prodaji, u¢estalost susreta sa strankama
koje donose najvise prihoda i pruzaju najbolje razvojne moguénosti, prihod po
stranci, troSkovi po stranci.

Naravno, prac¢enje navedenih i drugih pokazatelja ima smisla tek kada se
utvrde ciljne vrednosti. Polazno pitanje je, dakle, kako ta¢no posao treba da se odvija
i ka kojim se rezultatima tezi. Tek onda se krece dalje.

V. Posrednik i zastupnik kao rukovodilac

Mnogi su uvereni da imaju sve preduslove za dobrog i uspesnog rukovodioca.
Ali dobro znamo da to ¢esto nije ta¢no. Na zastupnicima i posrednicima osiguranja, kao
uostalom i na drugim rukovodiocima, jeste da vode svoje zaposlene, da im postavljaju
ciljeve, te da obezbeduju materijalna i novc¢ana sredstva radi ispunjenja tih ciljeva.
Koje su odrednice uspednih poslovoda u posredovanju i zastupanju u osiguranju?

Dobra organizovanost uprkos nizu obaveza. Mozda je ovo jedno od najozbilj-
nijih otvorenih pitanja. Pred posrednikom, odnosno zastupnikom stoje mnogobrojni,
mali i veliki poslovi. Svi su na neki nacin znacajni i svi moraju biti zavr3eni. A uspeh
se samo i jedino meri krajnjim prodajno-savetodavnim uc¢inkom.'

Ukoliko se kod rukovodioca javi osecaj nezadovoljstva zbog lose organizo-
vanosti, najznacajnije se ve¢ desilo u trenutku spoznaje vlastite manjkavosti. Sada
se radi o tome da se pronade put za otklanjanje nedostataka. Kada taj put poc¢ne

> Carola Schroeder, Lust am Machtverlust? Wie Versicherungsentscheider Fehler in Sachen Fiihrung ver-
meiden, https://versicherungswirtschaft-heute.de/maerkte-und-vertrieb/2021-05-28/lust-am-machtverlust-
wie-versicherungsentscheider-fehler-in-sachen-fuehrung-vermeiden/, pristupljeno: 28. 5. 2021.

@) TOKOVI OSIGURANLA 4/2022| 49



Z. Vojinovié: Uredenje unutrasnjih odnosa u posrednickom i zastupnickom
poslovnom poduhvatu

da uti¢e na ponasanje, znaci da je konac¢no prihvaceno ispravljanje nedostataka.
Samo onaj ko pribavi vrline koje mu nedostaju polozice preduzimacki ispit u svojoj
delatnosti. Sto doslednije, 3to svesnije to prihvati i savlada, utoliko ¢e poslovni po-
duhvat biti plodonosniji.

NeZeljeno produZavanje radnog dana. Posao se razvija, broj kupaca je na-
rastao. Sve vise stranaka bi htelo da se upravo prvi ¢ovek stara o njima i to je lepo
razvojno dostignuce.

Medutim, s druge strane, rastuci broj osiguranika traZi stalnu negu, zahteva
podriku kada dode do Stete, odgovore na razna pitanja. Sve to, korak po korak, pro-
duzava radno vreme i povecava rukovodioceve obaveze. Da bi resio brojna otvorena
pitanja, on ¢e mozda unajmiti jednog ili vise saradnika. Ali oni ne donose samo ras-
terecenje, njih treba i voditi. | to produzava radno vreme. Razvitak isto prouzrokuje
povecanje obima upravnih poslova, o zakonskim obavezama da se i ne govori. To
jos dodatno produzava poslovodino radno vreme.'®

Sta preduzeti? Prvo, pribeleziti najmanje jedanput godiinje, $to je moguce
potpunije, zadatke zastupnicko-posrednickog pogona. Odmah potom razmotriti ko
trenutno izvriava te duznosti. Posle toga dolazi najvaznije: svake godine iznova raz-
misliti koje se obaveze mogu preneti drugima. U preduzetni¢kom svetu u razvijenim
zemljama smatra se najredovnijim da se zadaci predaju saradnicima. Godina u kojoj se
s punom odgovorno3¢u ne preda nijedan zadatak jeste godina zaoStravanja nedaca.

Svaki povereni posao trebalo bi da bude jezgrovito opisan, uz ujednacene po-
stupke. Neophodno je da rukovodilac postavi ciljeve saradnicima tacno i obavezujuce. Uz
to, valja nepristrasno razmotriti osposobljenost radnika za prenete zadatke. Na taj nacin
¢e,nemati vremena" postati reci stranaka, a ne reci posrednika i zastupnika osiguranja.'”

Izbegavanje gresaka u prenosenju poslova. Brojna istrazivanja su dokazala
kako su spremnost (,hocu”) i sposobnost (,mogu”) za predavanje zadataka odlucu-
juci za rast. Pa ipak, poveravanje, kod mnogih na pocetku, kod nekih stalno, ne ide
kako bi valjalo. Tu treba otvoreno promisliti o razli¢itim stanovistima, kako bi se uslo
u trag mogudim propustima.

Prenosenje poslova je preporucljivo uciti, veZbati, buduci da je ono odluc¢u-
juce sredstvo za dalji rast. Ve¢ samo saznanje da u njemu leZi vazan preduslov daljeg
razvoja poslovnog poduhvata izdvaja odredenog rukovodioca na trzistu. Na njemu
je da potom iskoristi tu prednost.

Pohvale i pokude. Posto priznanja istaknutog rada jacaju ucinak saradnika,
dok zamerke, opet, predocavaju nezadovoljstvo, valjalo bi svesno primenjivati i
jedno i drugo. Samo tako ¢e dobar rukovodilac biti u stanju da prenese ocekivanja
povodom zadataka koje treba ispuniti.

'6 V. Eickenberg, S. 48.
7 N. Zarkovi, str. 32.
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Postoje preporuke za ponasanje po ovim pitanjima: a) najaviti i hvale i pri-
govore, pri ¢emu bi se najbolji put opisno iskazao ,hvaliti ni previse ni premalo”, ma
koliko to mozda neodredeno zvucalo, b) u polaznom razgovoru sa zaposlenim treba
izre¢i pohvalu njegovom dotadasnjem zauzimanju, a potom navesti, nedvosmisleno
i utemeljeno, koji se poslovi jo$ uvek ne odvijaju prvorazredno (uz ponudenu podr-
sku), v) zamerati samo sa stru¢nog stanovista, g) razmisliti da li saradnik ima priliku
da pruzi ono najbolje i dali je on uopste osoba za taj posao, d) razvijati sposobnosti
saradnika. Poslovi ¢e najbolje teci kada svako ¢ini ono $to najvise odgovara njegovoj
snazi i darovitosti.'®

Biti glavni a ne istrositi se. To se moze ostvariti s nekoliko vidova ponasanja.
Na primer, ako se uvode promene, moramo ih se postojano drzati, s tim $to nikada
ne treba pokusavati da se istovremeno mnogo promeni; u promene ukljuditi sarad-
nike i s njima zajednicki razraditi sledeci razvojni korak; oduseviti tim za predstojece
zajednicke izglede. Kada je potrebno, rukovodilac ¢e i saradnicima pruziti uvid u
privredne neophodnosti da se nesto obavi, kao sto e se zanimati zasto kod saradnika
ne ide sve glatko i otkloniti uzroke.

Dobar rukovodilac u zastupanju i posredovanju u osiguranju treba da bude
izvoran, da bude onakav kakav zaista jeste. Pri tome treba da neprekidno ima na
umu kako je njegova delotvornost kao prvog ¢oveka zbir razlicitih sastojaka iz proslih
iskustava, danasnjih dozivljavanja i pretpostavljene buducnosti. Zato se od njega
ocekuje da radi na sebi, da iskoristi, kao i ve¢ina veoma uspesnih ljudi, mogu¢nosti
daljeg obucavanja i da ga neko drugi savetuje. Navedeno nije znak slabosti, to je
znak volje za razvojem - s razvitkom njegove li¢nosti razvijace se i preduzece.

Odbrana licnog Zivota. Obelezje zastupnickih ili posrednickih poslova koji
se odli¢no Sire ogromna je pripravnost vlasnika za rad, daleko iznad redovne mere.
Sto se vise iskustava stic¢e, otvara se vise poslovnih moguénosti. Najznacajnije je $to
se osiguranicima postaje ugledan i priznat sagovornik. Na rukovodiocu je da isto-
vremeno uredi drustvo, odnosno radnju, da rukovodi zaposlenima, da dobro vlada
novcanim brojkama, da jos vise razvija sopstvena stru¢na znanja. Premda tu i tamo
prenosi drugima poslove (a mnoge je vec i ranije predao), ipak jos previse ostaje
na njemu.

Radno vreme se uvecava iz godine u godinu. | uvek kada se pomisli da tako
vide ne ide — ipak ¢e i¢i. Uz viSe truda, oCekuje se da rastu i prihodi. S druge strane,
licni Zivot prerasta u zakazivanje susreta s porodicom, prijateljima, poznanicima, koji
e se odrzati ukoliko ne iskrsne nesto vaznije iz poslovnog sveta.”

Polako dolazi dan kada ¢e zastupnik, odnosno posrednik postati zabri-
nut, kada ce postati nezadovoljan. Ako ne postane on, postace njegova porodica.

'8 V. Eickenberg, S. 221.
' Cordula Nussbaum, ,Die Uhr tickt”, Versicherungswirtschaft, Juni 2018, S. 43.
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Izrabljivanje sebe i svoga zdravlja se ne primecuje ili uspesno potiskuje u podsvest.
Ravnoteza izmedu licnog i poslovnog se gubi.

Zato trebaisplanirati radno i licno vreme i to obelodaniti. Time se nova pre-
raspodela vremena ¢ini obavezuju¢om. Jedno od pitanja je i dostupnost za poslovne
svrhe, koja bi morala biti ograni¢ena. Ukoliko se ubacuje vise licnog Zivota, neko ce se
mozda upitati gde je tu uopste preduzetnicko zalaganje. Valjalo biimati na umu da
je preduslov za odrzivi uspeh, kako u vrhunskom sportu, tako i u poslovhom svetu,
prelazak iz faze rada i uspeha u fazu oporavka, i obrnuto.

VI. Zakljuc¢ak

Razvitak posredni¢kog, odnosno zastupnic¢kog poslovanja nudi veliki broj
izgleda, ali takode sadrzi mnoge izazove. Odlu¢ujuci za uspeh i rast jesu preduzetnicki
stav i razmisljanje. Bez takvog stava i razmisljanja nije izvodljivo iznutra i postojano
pospesivati zastupnicko-posrednicki rad i pokazati sve kvalitete uspesnog rukovo-
dioca. lako se za osiguranje neretko smatra da je okostala delatnost, preduzimacko
stanoviste se ovde, u sustini, ogleda u saznanju da razvoju unutradnjih odnosa u
poslovnom poduhvatu nema kraja.

Unutrasnje okolnosti, kao i spoljni ¢inioci koji ih opredeljuju, trajno se
menjaju. Postojeci saradnici u posredovanju ili zastupanju ¢e odlaziti, novi e ih
zamenjivati. Mogucnosti savremene tehnike, koje su danas nepojmljive, postace
potpuno uobicajene i njihov uticaj na uredenje unutrasnjih odnosa bice sve vedi.
Desavace se takve promene u skupu stranaka koje ¢e isto tako traZiti drugacije oblike
ustrojenja poslovanja. Delom neizvesna ukupna privredna kretanja opredeljivace
novcani poloZaj zastupnika i posrednika. U celini gledano, nastajace razvojni tokovi
koji se danas jednostavno ne mogu planirati, niti se o njima moze razmisljati.

Stoga je znacajno da posrednici i zastupnici osiguranja $to pripremljeniji
ocekuju buduénost. Brojni izazovi koji prate njihov rad sa stanovista unutrasnjeg
uredenja bice savladani jedino ukoliko postoji spremnost da posluju stru¢no. Svaki
savladan zadatak koji se resi danas bice ulaznica za novu, visu ravan posla koja dolazi
sutra. Prilagodavanje promenama ¢e neprekidno biti neophodno i zato valja stalno
biti pripravan, pri ¢emu je najvaznije zadrzati vlastitu osobnost i ostati svoj, ostati
izvoran i poseban.
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Abstract

It is known that business activities of insurance brokers and representatives
consist of two parts. The first part is external and concerns communication with insured
persons, that is, cooperation with an insurance company. The second part is internal and
involves regulation of relations in brokerage or representation itself or another orga-
nization. The subject of this paper is precisely the second part. Focus of the research is
on several items. The first is the organization of work as one of the basic starting points.
Starting from the importance of personnel, we analysed issues regarding employees,
and then the sustainability of finances as an indicator of the financial success of a bu-
siness venture. A special chapter is dedicated to the broker and the representative as
the manager. Conclusion states that the regulation of internal relations among these
insurance market participants provides a significant number of opportunities, along
with numerous challenges. Priority is the necessity of maintaining specific features by
which the most successful brokers and representatives will differ and stand out.
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l. Introduction

When considering open issues in insurance brokerage and representation,
the relationship and behaviour between brokers or representatives and customers
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is usually priority. It is clear that this is a necessity, since being close to the insured,
observing and satisfying their needs also means securing one’s own income.?

However, with the external approach, internal relations in brokerage and
representation business are valuable as a part of this paper, which is regularly given
less attention. According to applicable conditions in Serbia, this takes place either
within a company or within a representation company (entrepreneurial activities).

Regarding internal business operations, this paper deals with several
units —organization of business operations, involved employees, sustainability of
finances and characteristics, i. e. features of representatives and brokers as mana-
gers. It is necessary that all these starting points are well connected and organised
to ensure existence of a single entity with external operations and work that will
be in the interest of both the insureds and insurance companies, representatives
and brokers.

Il. Problem of Establishing Work Organization for Brokers
and Representatives

In order to start working in insurance brokerage and representation, one
of the most important prerequisites is a clear and consistent business organisation.

Clear responsibilities is one of the key issues of appropriate organization
of business operations. Statements like "We are a team, we help each other” often
hide something that could be expressed by "We are still totally disorganized, we
are completely confused”.

Therefore, it is necessary to make responsibilities visible, for example, by
displaying them on a large sheet of paper on the wall or in a computer. That could
be made for both internal and external purposes.

Announcement for internal needs includes the most important areas -
appointment scheduling, consulting, sales, claims processing, marketing, finance,
accounting, HR and the like. Within those areas, tasks and responsible employees
are explicitly stated. Instead of the first name and surname, or in addition to the first
name and surname, a picture of a responsible employee fits perfectly.

Announcement for external needs should include different points of view.
On one hand, these are reasons why customers come to representatives and/or
brokers. On the other hand, it is their tendency to direct customers towards certain
types of insurance or target groups.

Regarding distribution of work tasks between managers and associates, it
depends on the number of customers, the number of employees, and the fact which

2 Dieter Farny, Versicherungsbetriebslehre (5., iberarbeitete Auflage), Karlsruhe, 2011,S.511.
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tasks and to what extent are necessarily assigned to the first manager. However, certain
circumstances affecting every representative or broker should be taken into account:?

1

2.

5

. A brokerage or representation requires a certain, lowest turnover. The

task for the first manager is to ensure it.

Business activities in the company should be regularly reviewed, improved,
and further developed. The external service should be an actual external
service in charge of consulting and sales, and the internal service should
first take care of preparation and then the processing of work, providing
a comprehensive support.

.Planned engagement, involvement and further education of the top

workforce is at least as important as adding new, profitable insureds for the
growth of business. Business will thrive only if both views are respected.

.In order to attract the best workers and the best insureds, it is necessary

for a company to be attractive, be above average, and such virtues must
be valued on the market.

.To be one step ahead of others in everything is a secret of brokers and

representatives who are continuously ahead of their competitors.

Scheduling the interview is a mandatory part of the preparation. Several
reasons indicate it is advisable to transfer this task to an office employee. For many
representatives or brokers, especially those who started on their own, it is a huge
change to have someone else do this task. In this sense, the following is crucial:*

if an employee schedules a meeting on behalf of a manager, and accor-
ding to established target groups, the value of the meeting with the first
manager increases;

if a representative or a broker schedules a meeting for himself, the average
success rate is significantly lower, because he simply does not have time
to devote himself to it as an employee whose job description includes
scheduling a meeting;

many customers want to know exactly what is involved when negotiating.
The answer quickly leads to a customer believing that the meeting is not
even necessary. If the meeting is transferred to an employee, he will not
be able to answer numerous professional questions, which is certainly
better because a customer will understand the necessity and full meaning
of a scheduled meeting;

in general, in a growing company, more and more tasks are delegated. The
same applies with scheduling meetings that will be regularly transferred
to someone else.

3 Karl-Heinz Puschmann, Praxis des Versicherungsmarketings (2., vollstandig Giberarbeitete und erweiterte
Auflage), Karlsruhe, 2003, S. 177.
4 Volker Eickenberg, Marketing fiir Verischerungsvermittler (3. Auflage), Karlsruhe, 2013, S. 239-240.
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We also have to take care of working hours. It is desirable for everyone to ask
themselves a certain number of questions in order to reach the right solution - 1.
How will a discussion look in their own premises compared to customer’s premises? 2.
Which groups of persons will a broker or a representative focus on (individuals, small
enterprises, companies)? 3. Do you want to address indirectly customers passing by
business premises? 4. When do you most often call customers, that is, target groups?

Regarding working hours, it is recommended to record the number of
visits and the frequency of calls during three or four relevant weeks. Then, you
can reconsider when you want to service customers during working hours. This
self-analysis, on one hand, tests the previous approach. On the other hand, it gives
an opportunity to improve the business strategy. It is important how much and how
in the package of services a salesperson, that is, a consultant, is available to certain
types of customers. Finally, every hour of manager’s and an employee’s availability
costs money.

Standardization of the most important procedures cannot be ignored. It is
certainly feasible to be relatively successful in insurance representation and/or broke-
rage without a comprehensive organisation of business operations. However, more
workforce is required. In addition, valid sales performance is achieved irregularly,
on a case-by-case basis.

Therefore, it is recommended to organise, standardise and automate the most
important work procedures so that they actually take place without excessive thinking.®

Since parts of procedures are being standardised, one should not stop, but
do the exact opposite — continue to standardize, which will be one of the foundations
of growth. The less you think about continuously repeating tasks, the easier and faster
the work will be carried out. Standardisation of workflows will lead to the ascent to
the next level of success. It is good to know that it is still impossible to automate
completely brokerage and representation business operations.®

Itis necessary to describe work tasks when organising and standardising jobs.
Writing down has various advantages. When you write something, it immediately
becomes clearer. By writing a task, you subconsciously move in the direction of its
realization. If it is communicated verbally, even if it was repeated, we cannot be 100%
sure that the message reached the person to whom it was intended and that it was
correctly understood. When the first employee falls ill, his tasks will be taken over by
the second employee, and so on, which is easier when the task is clearly described.
By writing a task, we ensure a continuously high quality of work, regardless of the
fact who takes over a task. Written tasks can be re-written easily later, if necessary.

5 David Gorr,,,Der Versicherungsverkauf ist ein Prozessgeschaft und wenn man sich die einzelnen Prozesse
anschaut, dann ist keiner zu 100 Prozent automatisiert’, Der Vermittler, jun 2021, S. 25-26.

5 Mark Schroder, ,Auch digital lasst sich nicht alles automatisieren’, 2022, https.//www.computerworld.ch/
social/business-it/digital-laesst-automatisieren-2731118.html, pristupljeno: 12. 6. 2022.
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Employees must also be included in job descriptions. Of course, we cannot
expect them to have the same understanding of smooth business operations as
the owner or the manager. An employee is responsible for regular performance
of his tasks and rarely has the whole picture. It is up to the first manager to check,
encourage, point out the importance of fulfilling described work tasks and give
appropriate recognition.

lll. Relations with Employees

Regardless of capabilities and opportunities of a manager and/or a founder,
it is almost impossible to run the business alone. Therefore, selection of employees
in a team will contribute to the joint success.

Engagement of first managers. Insurance brokerage and representation,
compared to companies from other sectors, have a completely different develop-
ment. It depends on the fact that a founder (or founders) initially take on all the work.
Consulting, sales, management, public relations, marketing, customer support - all
these tasks at the beginning, in most cases, are responsibility of the first manager.
In addition, he deals with administration for a considerable part of a working day.
Therefore, the answer to the question "When should | hire the first manager?”is
"Immediately (or as soon as possible)”.

Most business ventures in other sectors start with a plan. The plan establishes
processes, personnel, includes various calculations. The owner takes tasks with which
he contributes the most to creation of new value. In brokerage and representation, it
is common to introduce an internal service only when more and more tasks remain
uncompleted. With such an approach, you chase after needs, instead of taking a step
forward and using your work ability to bring the greatest benefit.”

Successful introduction of employees in business involves several steps. First, it
is necessary to determine the contents and priorities of their tasks. All that should be
described simply and understandably so that they know what is expected of them.

When a new employee arrives, the following is important:®

e once again inform him in detail about the company - strategy, setting

goals, building a company, workflows, reaching certain group of custo-
mers, other specific details;

o if there is already an employee, introduce them in a relaxed manner - each

of them then talks about themselves and their tasks. A new employee
also introduces himself, fits in a company, expresses his vision of future;

7 K.-H. Puschmann, S. 227.
8 Wolfgang Otte, ,Im Profil Dietmar Blasing", Versicherungswirtschaft, Méarz 2018, S. 88.
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o if possible, assign him a consultant. A consultant must be interviewed
beforehand to ensure his complete readiness and motivation (perhaps
the manager will be a consultant for new employees);

e explain to him tasks with regard the entire company - key obligations,
goals, their measurement, importance of basic tasks;

o let him study description of important obligations, which were arranged
and written down beforehand, and go through each of obligations one
more time together with him; finally, give a new employee an opportunity
to do the work himself, under the supervision of a consultant;

e schedule an appointment in advance, frequently at the beginning, less
later. Intervals between appointments later become longer, so once a
week will probably be enough;

o after, say, the first four and then eight weeks, schedule main meetings
where, in addition to existing current feedback, further development of
employees will be discussed.

At the end of this part, it is important to stress that with small brokers and
representatives, everything revolves around customers. For growing and large brokers
and representatives, everything revolves around employees. They are a prerequisite
for future satisfied customers.

Handing over tasks without becoming dependent on employees is another open
issue. If you do everything by yourself in the beginning you will often have difficulty
entrusting work to others in future. However, entrusting jobs is inevitable. In additi-
on, each development step leads to handing over tasks. This is the true meaning of
an entrepreneur: he creates employment for others instead of employing himself.

In order to avoid dependence on employees, all delegated tasks are recorded.
An employee is given a task to write down all changes and new experience he gained
while working. Thus, knowledge and skills are available to the entire company, not
just the concerned employee.

Ensuring employees’ satisfaction is also a factor that is understood. Obviously,
it is largely determined by work conditions. Even when they are the best, you should
consider whether tasks correspond to strengths and talents of employees. Does he
know a deeper meaning of work and not just a simple performance of tasks? Can
he perform his tasks independently? Did the manager make sure that an employee
received further education? Is an employee regularly provided with an overview of
his achievements and what is expected of him in future?

By respecting the points above, a good foundation is set for employees’
satisfaction. However, let us keep in mind that there are always external circumstan-
ces beyond the control of any individual. Therefore, you should always be careful.

Continuous encouragement. It is important not to misunderstand encoura-
gement. The first manager does not have to encourage his employees continuously.
At least not immediately every day with a new action, a new request, a new measure.
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It is more important to develop an encouraging framework of a company
and features of a community at work. It is desirable to build a basis for hiring and
motivating employees so that they will do their best, that their small, initial successes
will be appreciated, that they will have favourable prospects to become even more
important in a company, that they will be shown full trust and the like.?

Employment of a spouse. This is an interesting issue. The starting point is
that no one is employed who cannot be fired. Then the following should be taken
into account:™

1.1s she/he even suitable? The starting point is crucial: which tasks does
the manager undertake and in which areas does he need support? When
answering the question, it is suggested to behave as when hiring any
other employee.

2. Will there be two bosses in future? Especially when differences of opinion
arise in a continuous mix between business requests and family wishes,
it must be clear to all other employees who is in charge.

3. Is it possible to divide clearly family from business? That requires a clear
agreement. There is a great danger that possible differences of opinion
are quickly transferred to the house. Quickly, and almost unnoticeably,
the service can destroy a family.

4. Does the spouse identify with business activities, with the work, with
the tasks? Is he/she enthusiastic about the area in which the other party
is already working and the awareness of benefits that the policy buyers
get? Will the spouse feel good about new jobs or will he/she want to help
just a little, without thinking about full contribution?

Many representatives and brokers tend to give the job to the spouse only
in order to save money, i.e. to avoid hiring someone from the outside. Therefore,
entrepreneurship and professionalism often suffer. In any case, there are contrary
examples — there are many excellent family brokerage and representation companies.
Therefore, even if one hundred percent makes the right choice of a spouse, it does
not always have to be the same in a business sense.

IV. Financial Sustainability

As it was pointed out, customers and right solutions for their needs are
priority. However, everything is done in order to achieve profit at the same time,
while satisfying interests of all involved parties.

° David Gorr, Michael Stanczyk, ,Der Vermittlerjob ist ein sensationeller Beruf*, Versicherungswirtschaft,
Oktober 2020, S. 24.

10 Stefanie Huthig, ,Desillusioniert, aber nicht weniger kampfbereit’, https.//www.versicherungsmagazin.de/
rubriken/branche/desillusioniert-aber-nicht-weniger-kampfbereit-3063141.html?utm_medium=email&utm_
campaign=2021-12-02&utm_source=vmmnl, pristupljeno: 2. 6. 2022.
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The lowest profitable turnover. A broker or a representative who covers only
costs of a company, personal needs from the entrepreneur’s salary, of course, all this
along with tax obligations, in the end realises the so-called positive zero. In other
words, after settling all business and private expenses, there are no funds left for
business expansion and development.

However, it is worth it since it should mean that after paying all expenses,
a substantial profit remains from which a company’s assets, i. e. personal assets are
increased.” Profit can be expressed as a certain percentage of turnover, a monthly
amount in dinars or in some other way.

It is necessary to carefully plan which expenses must and which can be
covered. It is up to a successful insurance broker or representative to think not only
how to settle basic expenses, but how his business venture should achieve a higher
income. Only then does the entrepreneurial effort pay off.

Expenses. Total amount of business expenses is primarily determined by the
following points of view — the scope of insurance package, i. e. insureds; division of
work by insurance types; working hours a business owner invests in his company;
readiness for investment and growth; general level of costs in the area of business
operations. Regarding marketing costs alone, it is considered that they should not
exceed 10 percent of the annual turnover.

All costs associated with brokerage and representation can be expressed
as a percentage of total revenues. According to experience from highly developed
Western European countries, that indicator ranges between 40% and 70%, depen-
ding on the income level. For brokers and representatives with annual income up
to 50,000 euros, the recommended approximate cost share value is 40%; for those
who earn up to 150,000 euros, the share would be 50%, up to 250,000 euros 55%,
and beyond that, it gradually increases to 60%. For companies with total annual
revenues of, for example, 1,000,000 euros, it is often necessary that expenses make
up 65% to 70% of revenues.

Itis possible that the stated amounts will seem unreal to someone. Everyo-
ne decides to make an expense. Quality of maintaining relations with customers,
professionalism, frequency of meetings with customers, internal business flows,
benefits and scope of brokers and representatives and much more - everything is
reflected in costs.

Connection between fixed costs and fixed revenues. Certain, that is, expected
constant business expenses should not be connected to constant commission income,

' Matthias Beenken, So machen Vermittlerbetriebe Gewinn, https://www.versicherungsmagazin.de/
rubriken/branche/so-machen-vermittlerbetriebe-gewinn-3177660.html, 18. 5. 2022.

12 Nebojsa Zarkovi¢, ,Marketing posredovanja i zastupanja u osiguranju’, Tokovi osiguranja, 2, 2020, str. 30-31.
13 Steffen Ritter, Ritters 10x10 fiir Finanzdienstleister und Versicherungsvermittler (2. Auflage), Wiesbaden,
2012, S. 49.
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but to expected development and business plan. To observe only continuous inflows
at the same time means to behave with control.

Experience of successful people indicate that many of the strongest insuran-
ce brokers and representatives in terms of sales and profitability would never have
advanced so much if they had limited themselves in such a way during the expan-
sion of their business. It is exactly the opposite - there are parts of entrepreneurial
development where the owner must be more willing to invest. In those situations,
those who no longer believe in their own development pattern or do not have it at
all mostly have difficulties.

Sometimes opportunities to obtain additional funds, i. e. incentives — from
the authorities, international or non-governmental institutions and associations, a
new business partner arise. In principle, such an opportunity should not be missed.
Understandably, it should be taken with clear intentions and an elaborate plan.

Cost reduction. The eternal question that is immediately answered with a
counter-question — why to cut costs? Why not to increase revenue? In a way, it is per-
fectly clear that it is not possible for every representative and broker to immediately
and above all regularly earn an additional few hundred euros (under our conditions)
or several thousand or tens of thousands of euros (under foreign conditions). A busi-
ness strategy is often not suitable. You invest too much time on wrong activities that
do not bring progress. You invest too much time on wrong customer relationships.
Perhaps, you invest too much time in wrong employees.

One could give arecommendation that, in fact, does not introduce anything
new - one should continuously take care of both sides of financial activities. Take
care of high inflows and corresponding outflows, while limiting non-core expenses.
You should never lose sight of achieved quality of service.™

Coverage of larger investments. They can be rather different in brokerage or
representation. For example, in marketing (one-time or permanently), in employees
(probably permanently), in fixed assets such as motor vehicles, office equipment,
computer and other technical devices.

The first question in financing is often: "Should | pay for everything at once?”
Of course, this is followed by "Can | do it without going into debt?” Anyone who can
should not always do so. With regard to cash payment, three points should be taken
into account at once:

e in the first place, of course, we must ensure sufficient funds for such an

investment;

e then, according to our regulations, the investment increases the profit

and, therefore, the tax base, i. e. the tax burden. It is pointless, but every
insurance broker and representative in Serbia must keep that in mind;

4 K.-H. Puschmann, S. 283-284.
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o third, it is necessary to maintain continuous solvency, so an entrepreneur

must never run out of money.

If we conclude that payment of total amount at once is out of the question,
the question arises of the way of financing, such as bank loans, i. e. renting a car or
equipment. Obviously, it is not understood that a successful entrepreneur always
pays for everything in cash in order to be proud of it.

Remuneration of external employees. Request for pay raises particularly
affects growing companies. You are in an awkward position, in a real dilemma since
you must take care of customers, and you need an external employee. What to do?
You need a different approach. An employee is part of a company. An employee is
even an important part of a company which, on top of that, is expanding. An em-
ployee makes sure that customers are treated the way the manager wants. Thus, an
employee significantly contributes to the ability of a company or enterprise — he/
she is, so to speak, their advertisement.

Just as customers are given clearly defined benefits and services, they are
also given to employees. This is not primarily about the money they will receive in
the form of earnings, but also about various tasks that are not undertaken by them,
but by the first manager. This means that from the beginning an employee finds
an environment where he/she feels comfortable, a company that is constantly pro-
gressing. In this way, a successful manager stands out from the crowd and becomes
recognizable as a name that offers external employees more than just a remuneration.

Monitoring various indicators. It is not easy to classify indicators since their
selection depends on the scope and type of business. Here are some examples that
many insurance brokers and representatives will consider - the number of meetings
held per time unit; the share of deals concluded compared to the number of conduc-
ted conversations; the number of policies per customer; the share of certain target
groups or certain insurance types; the number of customers per sales employee;
frequency of meetings with customers that bring the most revenues and provide
the best development opportunities; revenues per customer; costs per customer.

Of course, monitoring the above stated and other indicators makes sense
only when the target values are established. The initial question is, therefore, how
exactly the work should be carried out and what results are aimed for. Only then,
you can move on.

V. Broker and Representative as a Manager

Many are convinced that they have all prerequisites to be a good and a
successful manager. However, we know very well that this is often not true. Insu-
rance representatives and brokers, as well as other managers, should lead their
employees, set goals, and provide material and financial resources in order to fulfil
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those goals. What are determinants of successful managers in insurance brokerage
and representation?

Good organization despite obligations. Perhaps this is one of the most serious
open issues. Brokers and representatives face numerous, small and large tasks. They
are all significant in some way and all must be completed. Success is only measured
by the final sales and advisory performance."

If a manager is dissatisfied about poor organization, the most significant
thing has already happened when he/she realised his/her own shortcomings. Now
he/she should find a way to eliminate shortcomings. When that begins to influence
behaviour, it means that the correction of shortcomings has been finally accepted.
Only the one who acquires the missing virtues will pass the entrepreneurial exam
in his business activity. The more consistently, the more consciously he accepts and
overcomes it, the more fruitful the business venture will be.

Unwanted extension of a working day. Business is growing and the number
of customers has grown. Increasing number of customers would like the manager
to take care of them, and that is a nice achievement.

However, increasing number of insureds are looking for continuous care,
support in the event of a loss, and answers to various questions. All this, gradually,
extends working hours and increases manager’s responsibilities. To solve numerous
open issues, he may hire one or more employees. However, they do not bring only
relief, they also need to be guided. That extends working hours. Development also
causes an increase in the volume of administration, not to mention legal obligations.
This further extends the manager’s working hours.'

What to do? First, record at least once a year, as completely as possible, the
tasks of brokers and representatives. Then, consider who is currently in charge of
those duties. After that the most important thing — every year to reconsider respon-
sibilities to transfer to others. In the entrepreneurial world in developed countries,
it is common to delegate tasks to employees. A year when no task is delegated is a
year of intensifying problems.

Every delegated task should be concise with standard procedures. It is
necessary for the manager to set goals for employees precisely and mandatory. In
addition, it is necessary to consider impartially the competence of employees for
delegated tasks. In this way, customers and not brokers and representatives will say
“I do not have time.""”

> Carola Schroeder, Lust am Machtverlust? Wie Versicherungsentscheider Fehler in Sachen Fiihrung ver-
meiden, https://versicherungswirtschaft-heute.de/maerkte-und-vertrieb/2021-05-28/lust-am-machtverlust-
wie-versicherungsentscheider-fehler-in-sachen-fuehrung-vermeiden/, pristupljeno: 28. 5. 2021.

'6 V. Eickenberg, S. 48.

7 N. Zarkovi, str. 32.
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Avoiding mistakes when delegating tasks. Numerous researches have proven
that willingness (I will) and ability (I can) to delegate tasks are decisive for growth.
Yet, at the beginning, delegation is not easy. It is necessary to think openly about
different points of view in order to trace possible omissions.

It is recommended that one should learn and practice delegation of tasks,
since it is a crucial tool for further growth. Just knowing that it is an important pre-
requisite for further development of a business venture makes a certain manager
stand out on the market. It is up to him to take advantage of that.

Praise and criticism. Since recognition of outstanding work strengthens the
performance of employees, while complaints present dissatisfaction, one should
consciously apply both. Only in this way will a good manager be able to convey
expectations regarding tasks to be completed.

There are recommendations for conduct regarding these issues — a) announce
both praise and criticism, whereby the best way would be descriptively expressed as
"praise neither too much nor too little’, no matter how vague it may sound; b) in the
initial conversation with an employee, you should praise his previous engagement
and then state, unequivocally and well-founded, which tasks are still not carried out
as planned (with support); ) criticise only from a professional point of view; d) think
about whether an employee has the opportunity to give his/her best and whether
he/she in general is a person for that job; e) develop skills of employees. Business
will thrive when everyone is doing what best suits his/her strengths and talents.™

To be in charge and not wear yourself out. Several types of conduct can be
successful. For example, if we introduce changes we must adhere to them strictly,
never trying to change too much at once; involve employees in changes and work
with them on the next development step; express upcoming joint prospects at the
delight of a team. If necessary, the manager will also inform employees about the
economic requirements to get something done, as he will be interested in why
everything is not going smoothly with employees and remove the causes.

A good manager in insurance representation and brokerage should be
authentic. At the same time, he should continuously bear in mind that his effective-
ness as the first man is a sum of different ingredients from past, present and future.
Therefore, he is expected to work on himself, to use, like most successful people,
opportunities for further training and to be advised by someone else. The above
stated is not a sign of weakness, it is a sign of the will to develop — with development
of his personality, the company will also develop.

Defence of personal life. A feature of representation or brokerage activities
that spread very well is a great goodwill of the owner to work far beyond the regular
activities. The more experience you gain, the more business opportunities open up.

'8 V. Eickenberg, S. 221.
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The most important thing is that the insureds view you as a reputable and recog-
nized person. It is up to the manager to organize the company, i. e. the enterprise,
to manage employees, to manage financial figures, to develop further his/her own
professional knowledge. Although he/she occasionally transfers tasks to others
(and he delegated many of them before), he is still responsible for too many tasks.

Working hours are increasing every year. Whenever you think that it will not
work like that anymore - it goes on. With more effort, income is expected to grow.
On the other hand, personal life turns into scheduling meetings with family, friends,
acquaintances, which will take place unless some more important business turns up.'”

The day when the representative and/or broker will become worried and
dissatisfied is slowly coming. If not him, then his/her family. Exploitation of oneself
and one’s health is not noticed or is successfully pushed into the subconscious.
Balance between personal and business life is lost.

Therefore, you should plan your working and personal time and disclose it.
This makes the new redistribution of time binding. One of the issues is availability for
business purposes, which should be limited. If you involve personal life more, someone
may wonder where entrepreneurial commitment is. It should be born in mind that a
prerequisite for sustainable success, both in top sports and in the business world, is the
transition from the phase of work and success to the phase of recovery, and vice versa.

VI. Conclusion

Development of representation and brokerage business offers a large number
of prospects as well as many challenges. Entrepreneurial attitude and thinking are
crucial for success and growth. Without such an attitude and thinking, it is not possible
to continuously and internally promote representation and brokerage activities and
present all qualities of a successful manager. Although insurance is often considered
rigid, the entrepreneur’s point of view here is essentially reflected in the knowledge
that there is no end to development of internal relations in a business enterprise.

Internal circumstances, as well as external factors, are continuously chan-
ging. Existing employees in brokerage or representation will leave and new ones
will replace them. Possibilities of modern technology, which are unimaginable
today, will become completely common and their influence on internal relations
will increase. Changes will affect customers that will also look for different forms of
business organization. Partly uncertain overall economic trends will determine the
financial position of representatives and brokers. In general, development trends
will emerge that simply cannot be planned or thought about today.

Therefore, it is important that insurance brokers and representatives are
ready for future. Numerous challenges in their work from the point of view of interior

' Cordula Nussbaum, ,Die Uhr tickt”, Versicherungswirtschaft, Juni 2018, S. 43.
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organisation will be overcome only if there is a willingness to work professionally.
Every task solved today will be a ticket to a new, higher level of work that comes
tomorrow. Adapting to changes will be continuously necessary and therefore you
should always be prepared, where the most important thing is to keep your own
personality, remain authentic and special.
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