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Since the COVID-19 pandemic, insurers have 
faced a variety of challenges, including changing 
customer needs, digital and big data-based sales 
approaches, and more stringent regulatory 
 requirements. New open insurance models and 
digital transformation within and around the 
 insurance industry are changing market dynamics 
and confronting incumbents with disruptive 
change. Emerging InsurTech companies are chal-
lenging traditional business models by offering 
customers personalized, fast, and secure solu-
tions. Collaboration is becoming a critical 
 competitive factor in addressing this complexity 
and turbulence, as well as the exponentially 
 increasing pace of change in insurance success 
and sales.
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Open insurance concepts

Recent developments have led to a grow-
ing discrepancy between performance 
requirements and the performance of or-
ganizations. When traditional business 
models and/or organizational structures 
no longer meet the needs of the market 
and stakeholders, exploring alternative 
paths becomes necessary. To remain rel-
evant, organizations are advised to pro-
actively shape their evolution. In this con-
text, it becomes essential to embrace new 
success factors summarized by the 4Cs: 
collaboration, communication, creativi-
ty, and critical thinking (Wagner, 2020). 
The demand for new types of knowl-
edge work underscores the importance 
of collaboration and a sharing economy 
mindset, both internally and externally 
(Minder et al., 2022). Collaborative work 
is the future of Work 4.0 (Wagner, 2020).

Open insurance concepts offer a prom-
ising foundation for improving collab-
oration between insurers and partners 
and overcoming the outlined challenges. 
Although sometimes labeled as new hype 
or buzzwords (Standaert & Muylle, 2022), 
the provision and shared use of data and 
services under these concepts boost effi-
ciency and innovation (Knupfer, 2023). 
The basic requirement for such digital 
ecosystems is a trusted collaboration be-
tween insurers and stakeholders, such 
as technology experts from business and 
academia, start-ups, suppliers, investors, 
etc. Encouraging this collaboration is 
vital, as organizations that work more 
collaboratively tend to show superior 
performance metrics.

Networks and their management

Intensive collaboration between organ-
izations across various operational and 
strategic dimensions, which was consid-
ered a fundamental organizational in-
novation in the 1990s, has now become 
a matter of course (Künzel et al., 2019). It 

enables efficiency and effectiveness, trust 
and power, knowledge and learning, as 
well as cooperation and competition, fa-
cilitating the coordination of work across 
organizational boundaries. At the same 
time, the organization of corporate net-
works and virtual enterprises imposes 
considerable, and in some cases new, de-
mands on management and leadership 
(Sydow, 2001). In particular, the economic 
and legal independence of the partners 
necessitates a careful balance between 
autonomy and heteronomy, as well as 
between cooperation and competition 
(Ivancic, 2011).

Since interorganizational cooperation is 
characterized by common goals, coor-
dinated voluntary cooperation, and the 
autonomy of the participating organiza-
tions, the relational level of interaction 
becomes central in addition to the factu-
al one. No interacting organization can 
formally justify its claim to leadership 
and decision-making authority, high-
lighting the importance of relationship 
management or partnership management 
(Figure 1) and coordination. At its core is 
the coordination of process interdepend-

encies, the ongoing balancing of different 
interests, and the stabilization of trust-
based network relationships. Achieving 
this requires common goals, clear rules, 
and a culture of trust within the net-
work ( Ivancic, 2011), all underpinned by 
a collaborative philosophy (Künzel et 
al., 2019).

Intra- and inter-company collaboration

Based on the intensity of interaction 
and the level of integration (Figure 2), 
information, communication, coordina-
tion, cooperation, and collaboration can 
be differentiated as forms of interaction 
(Baumgarten et al., 2022).

Collaboration is the most advanced lev-
el of interaction. It is no longer possible 
to divide and delimit individual sub-
tasks, and work is organized collectively 
( Ivancic, 2023), which is accompanied by 
a high intensity of interplay, co-creation, 
and collective intelligence (Mihardjo 
et al., 2020). In the current context, suc-
cessful collaboration, both internally 
and externally, is increasingly crucial, 
relying more on networks and collabora-
tive capabilities than on company size or 
resources (Robra-Brissantz, 2020). Within 

Fig. 1: Network management
Source: Wohlgemuth (2002)
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open insurance models, this often entails 
implementing coopetition strategies, un-
derstood as cooperation between com-
petitors or simultaneous cooperation 
and competition between two or more 
organizations or even entire ecosystems 
(Klimas & Radomska, 2022).

Both intra- and inter-organizational col-
laborations go through various stages 
of development that roughly follow the 
steps of team formation. In the orienta-
tion phase, attempts are made to under-
stand other members, set expectations, 
and develop a common framework. This 
is followed by the conflict or confron-
tation phase, where members negotiate 
roles and interests. Overcoming this stage 
leads to a unity phase, enabling produc-
tive, collaborative work. The subsequent 
consensus, cooperation, or compromise 
phase, deepening during the integra-
tion and growth phase, paves the way 
for extraordinary achievements. This 
evolution is accompanied by a number 
of challenges, both within and between 
companies, which need to be addressed 
comprehensively.

Success factors for collaborative 
insurance

Promising starting points for enhanc-
ing collaboration can be identified at the 
level of individual employees, teams, 
corporate culture, and network culture. 
This approach necessitates a separate 
consideration of individual, social, and 
cultural circumstances despite their 
close interrelation and integrated effects 
( Ivancic, 2023). At the employee and 
manager levels, teamwork skills become 
central, with the greatest qualitative leap 
in the individual competence structure 
also occurring at the collaborative level 
( Wagner, 2020). Individual insurance bro-
kers and salespeople must be made aware 
of the importance of open insurance and 
the need for internal and cross-company 
collaboration. Effective teamwork within 

or across company boundaries requires 
functional familiarity as a result of the 
balance between relationship and task 
orientation, fostered by regular contact 
and exchange (Rieckmann, 2005).

Corporate culture permeates the entire 
organization and is the sum of collective 
and self-evident assumptions learned 
over time. It ensures the viability of the 
organization and lays the foundation for 
the necessary openness to change and 
renewal (Gieldanowski, 2020). Although 
culture cannot be directly regulated, it 
can be indirectly cultivated by influenc-
ing the dualism of structure and behavior 
through context- and human resource 
management (Ivancic & Huber, 2018). In 
this way, individual selfishness can be 
counteracted, and team performance can 
be enhanced. These efforts are supported 
by cultivating an internal and external 
network culture. Beyond addressing ego-
tistical tendencies at the corporate level, 
building close ties and trust among in-
teraction partners and trust is essential 
(Robra-Brissantz, 2020).

Internal and external network culture

Participation alone is insufficient; instead, 
inclusion and transparency must be pri-
oritized (Rosenberg Hansen et al., 2022). 
Creating a network culture requires in-
tegrating it into the individual corpo-
rate cultures of collaborating partners, 
acknowledging and addressing cultural 
differences, and resolving significant dis-
crepancies and contradictions (Künzel 
et al., 2019). This integration demands 
systemic connectivity and the develop-
ment of network citizenship behavior on 
the part of all employees and managers. 
Network citizenship behavior should be 
understood as an adaptation or exten-
sion of the concepts of organizational 
or brand citizenship behavior, which re-
fers to employee behavior that is aligned 
with the organization or brand (Ivancic & 
 Camozzi, 2016). Only here is the collab-
orative ecosystem at issue. Network citi-
zenship behavior is based on helpfulness 
(positive attitude, friendliness, support, 
empathy, assumption of responsibility 
for tasks outside one’s own area of re-
sponsibility, etc., also with regard to co-
operation agendas), network awareness 
(adherence to network-related behav-
ioral guidelines as long as they do not 
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fundamentally contradict the interests 
of the company), network initiative (spe-
cial commitment to collaboration-related 
activities, etc.), sportsmanship (no com-
plaints about collaboration-related tasks, 
loyalty, etc.), network mission (taking on 
an internal network mentor role, external 
recommendations, etc.), self-development 
(continuous learning of network-related 
knowledge, further development of skills 
and abilities for collaborative action, etc.), 
and network development (contributing 
to the further development of the compa-
ny network by providing feedback and 
innovative ideas, etc.) (Ivancic, 2011 and 
sources cited therein). Clear rules for the 
purposeful integration of cooperation 
and competition in the sense of insur-
ance-focused coopetition are crucial for 
the true vitalization of network culture 
and the insurance and sales success that 
builds on it.

Regular interaction between participants 
in the collaborative ecosystem is essen-
tial. This not only helps to strengthen 
the necessary culture of trust but also 

promotes shared learning, innovation, 
and progress. Furthermore, engaging in 
exchange groups (ERFA) with profes-
sionals from similar fields but different 
industry backgrounds is conducive to 
strengthening one’s own sales. This is 
why, for example, an ERFA around B2B 
sales excellence was recently initiated at 
OST – Eastern Switzerland University of 
Applied Sciences.

Cultivation and ambidexterity

Cultivation or cultural change represents 
one of the most challenging areas in or-
ganizational transformation, and there-
fore, the triad of change levers – fear, pow-
er, and purpose – should be at the center 

of attention. Accordingly, both within 
and across organizations, security must 
be conveyed and empowerment promot-
ed (fear dimension), the interests of pro-
moters and opponents must be managed 
(power dimension), those affected must 
be turned into participants, and the aim 
of collaboration must be sharpened (pur-
pose dimension) and communicated in a 
comprehensible way (Ivancic, 2022). How-
ever, taking overly radical steps in collab-
oration in the context of open insurance 
is not advised. Rather, an ambidextrous 
approach is favored, allowing different 
directions to be taken simultaneously, 
i.e., the realization of new strategic pro-
jects (exploration) while at the same time 
harnessing existing core competencies 
as an advantage in the existing business 
(exploitation) (Back et al., 2022). While it 
may seem trivial to recommend the use 
of both advantages, delicately delineat-
ing boundaries to foster long-term trust 
within a network culture—and thereby 
facilitating innovative approaches in in-
surance brokering and sales—is far from 
trivial. Nevertheless, we are called upon 
to embrace this opportunity because «[…] 
collaboration can create conditions […] to 
develop changemaker attributes […] to be 
a force of change in the world» (Whewell 
et al., 2022).
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Fig. 2: Forms of interaction
Source: Hofer et al. (2007) as cited in Baumgartner et al. (2022)
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