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INTRODUCTION

Your Ambition is Not the Problem.
Your Blueprint Is.

You're leading more than a project. You're orchestrating a fundamental shift in how your organization
works, thinks, and creates value. Your goal is to move from abstract purpose to tangible impact, to build

an organization that is not just productive, but resilient, coherent, and aligned.

You've likely moved past the why. The limitations of traditional, hierarchical structures in a complex world

are obvious. The real, pressing question is how.

% How do you grant autonomy without inviting chaos?
% How do you scale transparency without causing information overload?
¥ How do you evolve your ways of working so they accelerate decisions rather than stalling them in

bureaucracy?

You are not alone in asking these questions. The path to a more agile and empowered way of working is

littered with well-intentioned theories that crumble under real-world operational pressure.

This guide is different. It is not theory. It is a blueprint forged from the practical, lived experiences of
European organizations that have successfully navigated this transformation. We will not talk about
abstract ideals; we will dissect the specific, actionable strategies used by pioneers like the Swiss digital
agency Liip, the German tech-finance group Hypoport, and the Austrian social services provider ORS
Group.

They have already navigated the complexities you face. Their experience provides a proven blueprint
for turning the promise of a better way of working into a measurable, operational reality. This is your

guide to building on their success.

Proven In Practice:

The principles in this guide are derived from the real-world

success of Talkspirit clients. You can read their full stories here:

Liip: The Clarity Blueprint

Hypoport: The Scalability Blueprint

ORS Group: The Transparency Blueprint
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https://en.talkspirit.com/case-studies/liip
https://en.talkspirit.com/case-studies/hypoport
https://en.talkspirit.com/case-studies/ors-group

CHAPTER 1

The Clarity Blueprint — Designing
a System for True Accountability

Learning from Liip, Switzerland

For many pioneering organizations, the greatest challenge is creating genuine clarity. When you move
away from rigid top-down management, you risk introducing ambiguity and confusion. The Swiss digital
agency Liip, with 220 employees, faced this exact problem. They needed to eliminate uncertainty around

who was responsible for what, ensuring that distributed authority led to faster action, not paralysis.

Their journey reveals that success isn't about removing structure; it's about implementing a smarter,

more dynamic structure supported by the right digital foundation.

TACTIC 1
Make Roles, Not Job Titles, the Source of Truth

In a fast-moving organization, a static org chart is obsolete the moment it's created. The first step to
clarity is to build a living, transparent map of “who does what.”

% The How: Liip needed to make work responsibilities explicit, visible, and accessible to everyone at
all times. Instead of relying on vague job titles, they defined specific roles across the organization.
Each role was given a clear purpose, a set of concrete accountabilities, and authority over specific

domains.

% The Impact: This simple act of externalizing and defining roles eliminates guesswork. When a new
project starts, the team doesn't ask, “Who's in charge?” They consult the dynamic role map to see
which roles have accountability. This depersonalizes authority, reduces political friction, and empowers
anyone to take action within their defined scope. In a distributed environment, particularly with the

precise nature of Swiss and German work cultures, this level of explicit clarity is non-negotiable.
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To achieve this, pioneers implement a centralized, dynamic organizational chart. This ensures everyone
can see roles, teams, and accountabilities in real-time. Platforms like Talkspirit have this governance

functionality built-in, directly linking roles to the people fulfilling them.

TACTIC 2

Establish Two Meeting Rhythms: One for Action, One for
Improvement

Empowered teams often fail when their meetings become a confusing mix of urgent operational tasks
and important strategic discussions. Liip's success relied on ruthlessly separating these two rhythms.

The How: They implemented two distinct, regular meeting formats with clear, templated agendas:

% Operational Syncs (Doing the Work): Frequent, fast-paced meetings focused on moving projects
forward. The agenda is triage-based: review key metrics, share project updates, and identify and

remove immediate blockers. The goal is to sync and clear the path for execution.

% Improvement Meetings (Improving the Work): Less frequent meetings focused on evolving the
organizational system itself. This is where teams can address recurring friction, propose changes to
roles, or adapt processes to work more effectively.

The Impact: This separation is liberating. Operational syncs stay focused and efficient, preventing them
from getting derailed by larger structural debates. Improvement meetings provide a dedicated, safe
space to adapt the organization, making it truly agile. This structured approach respects people’s time

—a key value in efficient work cultures—and ensures that the right problems are solved in the right forum.

Pioneering organizations use integrated tools
that offer templates for these distinct meeting
types. This includes features for building
agendas from issues logged by team members
and tracking proposals and decisions, ensuring
the improvement process is transparent and
documented. Talkspirit is designed to facilitate

these exact structured meeting formats.




TACTIC 3

Treat Operational Friction as Fuel for Improvement

In most companies, pointing out a problem is seen as complaining. In a high-performing organization,
it's a vital contribution. The key is to create a simple process for turning points of friction into

opportunities for improvement.

% The How: Liip cultivated a culture where anyone can and should surface issues without fear of
blame. To make this practical, they needed a system for employees to capture these issues as they
arose, without waiting for the next meeting. This provides a clear, low-friction pathway from problem
identification to resolution.

% The Impact: This creates a continuous feedback loop for organizational improvement. It empowers
everyone, not just managers, to act as a sensor for what needs to change. By channeling this
“operational friction” productively, the organization becomes truly responsive and builds a collective
ownership of its success.

Proven In Practice: This blueprint is drawn from the verified success of Liip. Explore how they unified
their communication in the full story here.

Leading platforms for self-management
provide a dedicated system for employees
to log issues or “tensions” as they arise.
These logged items can then be pulled
directly into the agenda of the next
improvement meeting, ensuring nothing is
lost and creating a seamless workflow from

issue-sensing to resolution.
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L//P

DIGITAL PROGRESS

COUNTRY: SWITZERLAND
COMPANY SIZE: 220

INDUSTRY: TECHNOLOGY,
INFORMATION AND INTERNET
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CHAPTER 2

The Scalability-Blueprint =

Maintaining Coherence as
You Grow

Learning from Hypoport, Germany

The gquestion of scale is what keeps many leaders up at night. “This agile approach might work for a
single team or a business unit, but can it work across a complex network of businesses?” The German
tech-finance group Hypoport provides a powerful answer. They successfully deployed a unified platform
across nine of their self-organized subsidiaries, proving it's possible to foster coherence within a large,
multi-entity enterprise.

Their journey shows that scalability is not about imposing more control from the top, but about building

a robust digital network that enables communication and alignment to flow organically.

TACTIC 1

Build a Unified Digital Hub, Not a Deeper Hierarchy

As organizations grow, the default temptation is to add layers of management to maintain control.
Hypoport chose a different path for nine of its subsidiaries, focusing on connecting them into a single,
coherent ecosystem.

% The How: The foundation of their approach was a unified digital environment. They implemented
a single platform to serve as the central “gathering place” across these nine distinct subsidiaries. This
was not just a chat tool; it was a space for company-wide announcements, cross-

subsidiary project teams, and shared knowledge.

% The lmpact: A unified platform breaks down the natural silos that form between business units.
It fosters a shared identity (“We are all Hypoport”) while allowing each subsidiary the autonomy to
manage its own operations. For a German company, where efficiency and structure are highly valued,
creating this “single source of truth” across multiple entities prevented the immense drag and
duplication of effort caused by fragmented communication.
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To achieve this, organizations implement an all-in-one platform that
combines a company-wide news feed, a comprehensive member
directory, and spaces for cross-functional groups. This ensures that every
employee has a central, reliable place to find information and connect

with colleagues. Talkspirit provides this unified digital workplace.

TACTIC 2
Empower Cross-Functional Communities of Practice

In a large, multi-entity and decentralized organization, how do you ensure best practices are shared?

How does a software developer in one subsidiary learn from a developer in another?

% The How: Hypoport encourages the formation of groups that cut across the formal structure. These
are communities formed around a shared role, skill, or interest (e.g., “Agile Coaching,” “Frontend
Development”). These groups need their own digital space to communicate, share documents, and

organize events.

% The Impact: These communities become the connective tissue of the organization. They are the
primary mechanism for knowledge transfer, peer support, and innovation. This bottom-up approach
to learning and development is far more agile and relevant than top-down training programs. It

fosters a sense of belonging and professional mastery across the entire group.

Enabling these communities requires a
platform that allows any employee to easily
create a public or private group, complete with
its own chat, file library, tasks, and calendar.
This empowers organic collaboration and
ensures that valuable knowledge is captured
and shared across the entire network, not just

within individual teams.
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TACTIC 3

Make Information Discoverable by Default

In a large network, you cannot “push” all information to everyone; it would be overwhelming. The key is

to make information pullable—easy to find when needed.

¥ The How: The guiding principle is “transparent by default, private when necessary.” This approach
relies on a culture and a toolset where project discussions, documents, and decisions are open and
searchable across the nine subsidiaries. This reduces the need for endless status meetings, as anyone

|II

can “pull” the latest update on a project they are interested in.

¥ The Impact: This radically improves efficiency and trust. It empowers individuals to be autonomous
because they can access the information they need to make good decisions without having to ask
for permission. It reduces bottlenecks and fosters a culture of accountability, as work is done in the

open.

Proven In Practice: This blueprint is drawn from the verified success of the Hypoport. Explore how

they unified their communication in the full story here.

A core feature of a scalable collaborative
platform is a powerful, unified search that
can index conversations, files, tasks, and
pages. Combined with a well-organized
structure of groups and libraries, it allows
employees to self-serve information,

dramatically increasing organizational

agility.
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€> HYPOPORT

COUNTRY: GERMANY

COMPANY SIZE: 2000

INDUSTRY: FINANCIAL SERVICES

s

With Talkspirit, roles, processes, projects and objectives are
all documented in one place. That means people not only
“ understand what they’re doing, but also why they're doing
. it—and how it contributes to the bigger picture. This shared
alignment, combined with the operational clarity that Holacracy
! provides, allows us to move from purpose to impact and truly

| strive toward self-organization.

Bjoérn Schneider

o Holacracy and Agile Coach

THE SELF-MANAGEMENT BLUEPRINT | 5



CHAPTER 3

The Transparency

Blueprint — Driving
Culture of Trust

Learning from ORS Group, Austria

Not every organization is a tech startup born with an agile mindset. Many, like the ORS Group, come
from more traditional sectors and face the challenge of breaking down deeply ingrained silos and
hierarchical communication patterns. Their success demonstrates that transparency is a powerful

catalyst for cultural transformation, regardless of industry.

Their journey was about moving from fragmented, top-down communication to a unified, open dialogue
that builds trust and a shared sense of purpose.

TACTIC 1

Unify and Replace Fragmented Communication Channels

The first step in breaking down silos is to get everyone into the same digital room. ORS Group was
struggling with a classic problem: information was scattered across emails, personal chats, and paper

postings, leaving many employees feeling disconnected and uninformed.

% The How: They made a deliberate choice to centralize all internal communication onto a single
platform. This platform became the official, single source of truth for everything from major company
announcements to daily team conversations. This required strong leadership commitment to model
the new behavior and abandon old channels.

% The Impact: This creates immediate clarity and inclusion. Suddenly, everyone has equal access
to information. It eliminates the “he said, she said” confusion and ensures critical messages are
received by everyone. In a culture like Austria’s, which values order and clarity, this move from chaotic

communication to a structured dialogue was fundamental to building trust.
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Organizations achieve this by adopting an all-in-one communication platform and making a clear
commitment to it. Features like a central news feed for official announcements, integrated chat for

team discussions, and a mobile app to reach every employee are essential to creating a truly unified

communication ecosystem, as offered by Talkspirit.

TACTIC 2
Make Leadership Communication a Two-Way Street

Transparency is not just about broadcasting information from the top down. It's about creating channels

for feedback, questions, and conversations to flow upwards and sideways.

% The How: ORS Group used their new platform to make leadership more accessible and communication
more interactive. Instead of just sending an email that disappears into an inbox, leaders could
post an announcement where employees could comment, ask questions, or react directly on the post.

This simple change transforms communication from a monologue into a dialogue.

¥ The Ilmpact: This flattens the perceived hierarchy and builds psychological safety. When employees
see that their questions are seen and answered in the open, it fosters a culture of trust and engagement.

It makes everyone feel like a valued part of the conversation, not just a passive recipient of information.

Modern communication platforms enable this through features like comments and likes on news feed
posts, polls to quickly gauge sentiment, and the ability to host live Q&A sessions or webinars, all within

the same integrated environment.
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TACTIC 3

Celebrate and Share
Success Stories Openly

A key part of cultural transformation is creating
new narratives about “how we do things here.”
One of the most effective ways to do this is to
make successes—big and small—highly visible
across the organization.

Proven In Practice: This blueprint is drawn
from the verified success of the ORS Group.

Explore how they unified their communication

in the full story here.

% The How: ORS Group could leverage a
central news feed or dedicated groups
to share stories of team successes,
project milestones, and individuals who
exemplify the desired new culture. This
is not about corporate propaganda; it is

about authentic, peer-to-peer recognition.

% The Impact: Publicly celebrating success
reinforces the values you want to promote.
It creates positive social proof and inspires
others to follow suit. It shifts the focus
from problems and failures to progress and
momentum, which is essential for sustaining

a long-term transformation effort.

A vibrant internal communication
platform becomes the “storytelling
engine” of the organization. By
making it easy for anyone to publish
a post with photos, videos, and @
mentions to recognize colleagues,
companies can build a rich, living

archive of their culture in action.
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ors

group

COUNTRY: AUSTRIA

COMPANY SIZE: 280

INDUSTRY: AUDIOVISUAL MEDIA
PRODUCTION AND DISTRIBUTION

ORS Group

Talkspirit has been key in clarifying roles, responsibilities, and
cross-team collaboration within our hierarchical organization.
[..] Moreover, it has transformed how we conduct meetings.
Before, meetings were not as efficient as expected. Now,

meetings are more structured, roles are clearly assigned, and

decision-making is more efficient.

Markus Mantsch

Head of Business Process and Compliance
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O 1 Clarity: Making roles, responsibilities,
and processes explicit and dynamic.

CONCLUSION: O 2 Scalability: Building a unified digital
network that allows communication

YO U r B I U ep ri nt and culture to thrive as you grow.

for Sovereign —
G rowth O 3 Transparency: Creating a single

source of truth that fosters trust,

dialogue, and inclusion.
The journeys of Liip, Hypoport, and

ORS Group prove that a successful

organizational transformation is not
a matter of chance. It is a matter of Book Your Tailored Demo Today!
design. It is built on three pillars.

These are not just abstract concepts. They are practical, achievable outcomes when supported by the
right operational blueprint and the right digital foundation. By adopting these proven tactics, you can
de-risk your own transformation and build an organization that is not only more agile and efficient but
also more coherent and meaningful.

You have the purpose. You have the ambition. Now you have the blueprint. The next step is to see how

the right operating system can be tailored to your unique context. Ready to move from blueprint to
reality? Schedule a tailored demo with a specialist.
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