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Abstract
Democracy is when citizens participate actively in important political decision-
making processes and have equal rights to participate. In Norway we have 
something called representative democracy, which means that everyone has the 
opportunity to vote for a party and a representative through the parliamentary 
elections every four years. All are allowed to voice their opinions and disagree if 
something feels wrong. It may seem as a matter of course for those raised in such 
a country, but imagine just 100 years ago, women in Norway did not have this 
right, which is 50% of the population. Despite the fact that much has happened 
these years, one can still discuss whether certain groups and environments are 
still exposed to democratic violations. The area I have looked at is workplace 
democracy.
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DEMOCRACY

GJENSIDIGE

COMMUNICATION

NETWORK STRUCTUR

Intro
The main theme this semester has been democracy. We have learned a lot about 
why democracy is important, how it can be better, and different ways of thinking 
about democracy.

This fall we have focused on workplace democracy. To explore this in context we 
got the opportunity to work with Gjensidige, Norway’s largest insurance company. 
They would move from a traditional hierarchical structure to becoming an organiza-
tion with network structure, where all employees can communicate more effectively 
across departments to break the silos. They knew what they wanted, but lacked a 
tool to realize it.

My project is therefore about creating a successful network structure for Gjensidige 
with a focus on Democracy and Communication.
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Rich Design Space
To get an overview of the complexity, it was literally necessary to 
make everything visible, get it on the wall and make a rich design 
space. In a rich design space you can connect relationships, and 
analyze the information you received. My rich design space 
started at school, where it was possible to discuss with fellow 
students and share information. At the end of the semester I 
moved everything home, to get more space and more focus. To 
me SOD requires a lot of brain work, and it is therefore good to 
isolate in periods, especially at the end.
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1816

1816 (200 Years)

Largest insurancecompany 
in Norway 25%

1 Million users in Norway

Guiness World of record 
(1.6 sec transaction)

Operating income NOK 
25mill

4000 Employees

Gjensidige is a Norwegian insurance company 
offering insurance to individuals and businesses 
in Norway, Sweden, Denmark and the Baltic 
countries. Because of time limits and restricted 
access, I have focued on the departments under 
Private Norway (see organizational chart on the 
right)

GJENSIDIGE was established 200 years ago in 
1816. Since then, they have built up a strong 
brand, and loial customers. Still, they need 
to think ahead and start thinking about the 
future, especially considering that technology 
is changing rapidly and its competitors are 
getting stronger. This is why they invest a lot 
in technology, efficient structure within the 
company and new products. In an organization 
with over 4000 employees, it is often expensive 
to make such efforts, so changes should be 
carefully thought out before implementation. 
That is why system-oriented design can be very 
valuable.
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By illustrating a customer journey, I’ve got a good overview 
of the different touchpoint.

In order to understand Gjensidige, I think it is important to 
understand the customer and how the customer experiences 
and communicates with the organization.
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How GJENSIDIGE meets the customer

It becomes very clear how isolated the departments work in relation to the 
customer by mapping the communications between the departments and the 
customer.

Claims for example, has no direct contact with the customer before the end of 
the customer journey.

Sales have little to do with the customer before and after a sale, but are the 
ones who have the most direct contact with the customer.

Prior to transaction, the customer has met several touch points that can lead 
to dropoffs.
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The Gjensidige experience
We keep our promises

We always provide quality

We make the complicated simple

We ensure that the customer is satisfied

We shall know 
the customer best 

and care the 
most

Gjensidige Value
It is important for GJENSIDIGE that their values within the organization be transfer-
red to the customer. The Mutual Experience contains values that will guide employe-
es to represent GJENSIDIGE in the best possible way. These guidelines will strengt-
hen Gjensidige inward, while providing the ultimate customer experience.

Revenue is most important for the organization, so they could not have these va-
lues if it had a negative impact on the economy. It is clear that Gjensidige sees great 
financial gain by being customer oriented and giving the customer a good experien-
ce.
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Network structure

New solutions
Better communication
More collaboration

Gjensidige in the Future
GJENSIDIGE is comparable to a solid and safe tanker that can withstand bad 
weather, but there are always competitors who can build faster and better ships 
that are also more prepared for the changes in the world. It is therefore impor-
tant for Gjensidge to think ahead. How can Gjensidige become a more dynamic 
organization that manages challenges well?

Hege, the manager for Privat Norway told that GJENSIDIGES wants a network 
structure, with better communication and more collaboration, so they can come 
up with new solutions in a more efficient way.
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Inside Gjensidige
To understand how the employees work together and communicate, we organized 
a Workshop. We got the employees to write down their tasks before, during and 
after a customer journey. After this, it was a good discussion. My conclusion from 
the discussion was that they wanted to communicate more across the departments, 
but they did not have a tool for it.  It was therefore easier to relate to the 
traditional hirical structure, despite the fact that they wanted to work in networks. 
As a result, the departments spoke little together and had completely different 
goals.
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Why do leaders have 
different goals? P

Workshop Analyzing
After the workshop I tried to understand what the employees had written 
down on the paper. I did this by writing all the notes on post its, and then I 
sorted them by different categories.

By organizing this, it became evident that those who had the most direct 
contact with the customers had little or no influence within Gjensidige. 
Another interesting finding was that the manager who worked to train and 
recruit employees had different goals than the manager who worked with 
customer engagement. 
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Typical network structure 
in two departments

There were two employees from two 
departments that were visible several places. 
I contacted one of them (Anne) and agreed a 
meeting
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Interview with Anne
One of the reasons why Anne worked a lot across the 
departments was because the former department she worked in 
had been reorganized and then she had moved, so she had a lot 
of good contact from the previous department and brought it to 
the new department.

For her, the biggest limitation was not knowing who she could 
contact. She showed me the intranet which was supposed to 
be a solution, but she admitted that she rarely used it. My 
perception was that the intranet profiles are very impersonal 
and gave little information about the person.

She also said that better communication is only possible if you 
break the silos and start working more in network.
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Network structure
”In the network structure, managers coordinate and control 
relationships with the firm that are both internal and external.” 
(2)

A network structure is a less hierarchical, more decentralized 
and flat than other structures. It can be more flexible and 
possibly opening up more opportunities for innovation, because 
of more freely communication and less silos. 

Communication and coordination is important to achieve a 
successful network structure. It is important with a good flow 
in the communication, but it is at the same time control is 
important, so it doesn’t move in a wrong direction and reduce 
its operational success.
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Network Structure in existing 
Companys. 
To understand how network organizations actually 
works in praxis, I had to read articles online. 
One particularly (3) described some interesting 
experiences:

MANAGER:
The manager should motivate to decision-making 
and look at the employees as independent 
individuals who are good at their job.

The manager should try to build relationships 
between the employees in an easygoing 
environment. (Ex. Cocktail party)

EMPLOYEES:
The Employees should have self-interests that 
strengthen the company. (What is good for the em-
ployee should also be good for GJENSIDIGE)

The Employees should have a low threshold to 
communicate, but not chitchat… 

NETWORK:
It is important with clear values and common goals. 
The entire organization must work together.

The communication should be professional and effi-
cient.

No silos!
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1

2

3 1

2

3

Communication system

Manager

Employees

The Network Heart
This is an example of how I think a network structure 
may work. Communication must go both ways and the 
manager’s job is to guide the employees in the right 
direction.
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Communication

To keep up with the competitors GJENSIDIGE needs a more efficient 
communication system that allows them to communicate in all 
direction in a much faster way than they do today. They need a tool 
that makes it possible to contact the right person directly. 

I have looked at different communication methods and how they 
affects people. Are some forms of communication more democratic 
than others?



27

Different ways to receive 
information

Before I started the conceptualization, I had to get an overview over 
possible ways to receive information. I did not know what I wanted 
with this information, but it put me in a creative mind-set, which I 
needed after much analysis and systematization of data collected.

I started thinking crazy ideas about how satisfaction and pain could 
serve as communication. It seems very strange, but it led me to think 
of touching, personally, out of comfort zone, hands and handwriting 
and so on. This thinking has been useful during the development 
phase of my final concept.
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Existing Communication Tools

A communication tool is not a new invention; people have always 
used different methods to communicate.

Some communication goes from a 
manager or a particular person, to 
the crowd.

From the crowd to a particular 
person, program or “place” (ex: 
Although people can communicate 
both ways on Facebook, all 
information is gathered in one 
place..)

Communication can goes both 
directions. 

Sometimes you only want to 
communicate with yourself.

In the illustration to the right is it examples of existing 
communication channels, they are organized according to the 
direction of communication.
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Position Map
In this position map I have looked at existing 
communication tools, they are organized by 
how fun or formal they are and how fast or 
slowly they can send/ receive information.

Based on my findings, the final concept 
should provide fast communication with some 
formal attitude.
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A New Communication Tool for 
Gjensidige?

Based on my research, I belive GJENSIDIGE needs 
a communication tool that is efficient, professional, 
includes everyone, and goes all directions, but at the 
same time controlled by a manager or group. Such 
tools require that GJENSIDIGE is open to a more 
democratic system that allows everyone to influence the 
development of the organization. The manager’s role 
will be to use this tool to listen and understand their 
employees to find the best solutions for the future.
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Other input during the semester that 
has been relevant to my project:

Demoracy files

Participatory DESIGN By Kristin

3.Horizon by Peter Johns

Workshop with HIOA



33

Democracy files

Two of the articles I read from democracy files were very relevant 
to my project. The article ” The Problem With Participatory 
Democracy Is the Participants” by EITAN D. HERSH(4) was about 
how participation in social media can reduce more important 
participation in an election. Today, people are more engaged, but 
only on the surface. Is it boring or demanding people do not want 
to participate, even if it is important and crucial.

My first thought after reading the article was how could ”cheap 
engagement” be transformed into something more powerful? 
How can GJENSIDIGE become more democratic by using simple 
ways to engage the employees?

The other article ”Catalyzing Empathic, Engaged Citizens” By 
ROBERTSON WORK(5) is about how to engage people to look 
for opportunities so we can end up with a more sustainable and 
human world. To do that, a new type of leadership is necessary. 
This type of leadership must be integral, facilitative and creative.

This is also very relevant to my GJENSIDIGE project. Can other 
professionals with other qualities replace a traditional boss? What 
if all the employees are the ones who manage the organization?
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Participatory Design

Kristin Støren Wigum taught us about participatory design and how it could give 
more value to the design process. We tested participatory design at GJENSIDIGE by 
arranging a workshop for the employees.

My experience was that most people appreciated it and would like to do it again. 
They shared their experiences and opinions, and in return they got an overview of 
the situation. By including the employees in the design process they may perhaps be 
more willing to take part in a future change.
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3. Horizon

In one of Monday’s lectures, Peter Jones from Toronto spoke about the three horizons. The first horizon is 
about the near future, the second is what happens the next 10-15 years, and the third horizon is far into the 
future. We placed democracy into the three horizons, and discovered many new possible directions. Perhaps 
robots are the solution to achieve a more democratic world?

This task was very useful in relation to my project. It made me realize that the world we know today will look 
completely different in fifteen years. It is important to think ahead on time. How will GJENSIDIGE look in the 
future?
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Workshop With HIOA

We had a workshop with HIOA students where we worked on 
each other’s projects in groups. This was a very interesting process 
where I learned a lot about how it is to participate in other people’s 
projects. I used the workshop to get ideas for different concepts, 
but my experience is that it is difficult for others to get into such a 
complex project in a very short time. As a result, most ideas were 
not relevant. The most useful was just to discuss my project with 
the others while we mapped. It gave me new thoughts and ideas 
that I probably would not get without these discussions.
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Design Journeyz.....
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Final Result: VIRUAL DEMOCRACY

This concept is about inviting all employees to 
participate in GJENSIDIGE development. This is 
only possible through a better communication 
system that allows sharing ideas, thoughts and 
opinions across departments and levels. This is now 
being solved with a virtual workshop that everyone 
can attend. I call this workshop Virtual Democracy 
because it makes it possible for everyone to make 
a change inside GJENSIDIGE. 

By collecting more ideas and thoughts in a short 
period of time, GJENSIDIGE will become a more 
dynamic organization that is better equipped for 
surprising challenges both externally and internally.

The workshop is divided into to parts. The first part 
is a ”kick of” where some employees are invited to 
attend. This is to build relationships between the 
employees and to get the workshop started, since 
it is always hard to be the first to write or draw 
something. If they manage to engage the other 
employees outside, they will get benefits later.

The second part is the virtual workshop. This secti-
on is optional. The goal is to make the workshop so 
interesting that the employees want to participate.
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The Concept in details

The designer and the manager discuss 
the contents of next week’s workshop.

What do the manager want out of the 
workshop? 

The designer makes an open plan for 
the workshop. 

How should the brief in the ”kick of” be 
like?

How to engage people?
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The designer sends out invitation for the 
workshop. This invitation explains the 
brief, why it is important, and what the 
participants can get out of it. 

The workshop opens up the opportunity 
to become part of an innovation team 
later.

The employees that are invited to the 
”kick of” receive the invitation. 

This invitation should be personal.

The invitation is all about making the 
employees more comfortable before the 
workshop.
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KICK OF DAY
All the employees are meeting in a 
special meeting room. The designer will 
try to engage the employees and teach 
them what participatory design is. He 
explains the brief and builds up a good 
environment for creative thinking

The employees get time to write down 
whats on their mind on a big screen 
in the room. Somtimes they have to 
solve a problem other times they have 
to describe a scenario... The brife is 
complitlye diffrent each time. 

Everything they are writing or drawing 
will goes live in the HUB. 
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All the employees in GJENSIDIGE 
can watch the workshop, and even 
participate if they want to. They can 
also get notifications if they want to 
follow a case. 

To engage the employees outside the 
“kick of”, the brief must be inspiring, 
fun, or provocative. It is important that 
the employees want to participate.

After the ”Kick of” the virtual Workshop 
will continue as long as the designer 
finds it interesting. It can goes for two 
days or two weeks it depends on the 
participants. 
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After the workshop, the designer 
will translate all the information into 
something more readable. By finding 
interesting relations and other findings, 
the designer can make a more visual 
description on GJENSIDIGES situation. 

The final document will be available to 
all employees.
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The employees can use the document to 
be more aware of the situation, this can 
help them to make decisions on their 
own.
 

The designer explains the content and 
gives his opinion to the manager.
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INNOVATION  TEAM 

The manager needs to take a decision:
Delete, Save, Act.

The employees may have expectations 
of what the manager is going to do, 
and the manager will do what is best 
for GJENSIDIGE. A good solution could 
therefore be an innovation team that 
look into the situation. 

The kickoff participants get the 
opportunity to join the innovation 
team if they want to. The rest of 
the innovation team consists of 
professionals at the topic.
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Changes that strengthen the or-
ganization will be made.

What the employees think about 
the changes will be visible next 
workshop. If the same issues 
appear repeatedly, may it be time 
for a more radical change?
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How and why engaging the 
employees? 

By motivating employees to make choices and come up with ideas 
creates a more democratic environment. Everyone can participate in 
the beginning of the development process and affect their workplace, 
which is a way to achieve workplace democracy. 

How to engage people depends on their ambition, wants and needs, 
interests and so on... 

Some people really want a change in their daily tasks.
Other wants more responsibility.
Interesting or provoking discussions can engage.
Competition: ex. Most active workshop. 
See results! 

It is impossible to predict how committed people will be in a 
workshop, so it’s important to be able to adjust the content according 
to how the participants respond.
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The managers role

To achieve a more democratic workplace, you need an empathic 
leader who trust the employees and listen to them. 

If the manager facilitate for a more open communication, and use this 
communication as a benefit instead of an insult, will the manager have 
the possibility to make the organization less fragile for new challenges 
in the future? With more open communication it is also possible to 
build a more creative environment, and the manager can use this to 
create a more innovative organization.

Gjensidige backstage

Challenges from outside

Before Now
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Vizualisation of communication levels
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Examples of existing programs and products 
that fit the concept
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