
W I G W A M  eG



KIND OF PROCESS
Business transfer to employees who became 

members of a cooperative, merger of the former 

GmbH into the cooperative (thus dissolution of the 

GmbH)

ALLOCATION
Berlin

PREVIOUS ACTIVITY
Communication services and consulting for 

eco-social purposes

CURRENT ACTIVITY
The same and expands: conception of websites, campaigns 

and platforms as well as classic media and design.

DATE OF CONSTITUTION
22 June 2016

LEGAL FORM

TURNOVER
(Dec. 2019): approx 1,2 Mio € 

CONTACT PERSON
Eugen Friese

https:/wigwam.im
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C O M P A N Y  P R O F I L E

Current Nº of 
employee partners 28Nº of employee partners 

at the constitution N/A

Previous Nº 
of employees 18 Current Nº of 

employees 28Nº of employees 
at the constitution 18



BACKGROUND
The background of the transfer was the employees’ 

desire not only to work as a team and make decisions 

together, but also to share responsibility for the 

company. 

The specific reason for the transfer to the employees 
was that 2 of the 3 owners of the GmbH (limited 

liability company) wanted to change their professional 

orientation and therefore they didn’t want to manage 

the GmbH anymore. In 2015-2016 all employees were 
discussing how to find a solution. In the end 
all employees wanted to become shareholders and 

share the entrepreneurial responsibility. The most 

important issue in the discussions was the design of 

the cooperative’s bylaws and the development of a 

fair and transparent salary model.

“Over time, the legal form of the GmbH inevitably led 

to an imbalance. On one hand, there was self-

organisation of the work and a team that was allowed 

and expected to participate in decision-making. On 

the other hand, there were three managing directors 

One characteristic of the shared working culture is 

that many decisions are made in the team. From the 

selection of projects and clients to the definition of 
the future corporate strategy, to the design of internal 

projects, everyone from the team is involved.

The determine their own working hours 

and places.

As members of the cooperative the employees are 
organised into working groups:
Topics that have a major impact and affect the 
cooperative at its core are discussed in confidence in 
self-organised working groups.

Therefore, a hallmark of the shared work culture is 

that many decisions are made by the team. Topics 

that have a major impact and affect the Wigwam at 
its core are discussed in confidence in self-organized 
working groups. These are the working groups: Team 

Development, Human Resources, External 

Communication, Acquisition, Finance & Controlling 

and Office Management.
The focus of employee participation is on appreciative 

communication and shared personal responsibility. 

Board responsibility rotates regularly so that 

responsibility and work are distributed across the 

entire team. 

who were also owners who bore the liability and, in 

case of doubt, the consequences. In 2015, two of the 

three people on the management team decided to 

take a new path for different reasons. The third person 
was about to take parental leave. Simply filling the 
positions and thus maintaining the grinding was out of 

the question for the team. It was the occasion to look 

for a new form.” (Quote from the website blog).

EMPLOYEE INVOLVEMENT FORMULA
Personal identity of members and staff:
All employees who receive salaries are members of the 

cooperative (currently 28).  Everyone has one vote 

regardless of the amount of cooperative shares.  

Working in self-responsible teams:
The focus of employee participation is on appreciative 

communication and joint self-responsibility.

The employees perform their tasks in flexible teams. 
For example, the teams are newly composed for each
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Responsibility on the Executive Board and 
Supervisory Board alternates:
In a rotating system, employees are also temporary 

members of the cooperative’s board of directors or 

supervisory board. 

Board responsibility in particular changes regularly, 

so that responsibility and work are distributed across 

the entire team. The decoupling of people and roles is 

seen as an important achievement. The supervisory 

board can, of course, inspect all documents of the 

executive board and initiate decisions within the 

team. The board of directors is in charge of the 

management and thus has an overview of the overall 

situation of the cooperative.

The rotation in offices generates enormous 
appreciation on both sides. Members who have served 

on the board of directors or supervisory board know 

the effort involved in this work and the responsibility. 
And members who want to shape the Wigwam 
differently can run for these offices themselves at the 
next election. Seeing the cooperative from different 
perspectives is very enriching for everyone involved. In 

this way, Wigwam eG prevents situations where rigid 
roles become too entangled with people. Leaving an 

• strategic communication consulting

• organisational development

• conception of websites, campaigns and platforms

as well as classic media

• design and technical implementation

• conception, planning, design and implementation of

events as well as their moderation - Implementation

of public relations.”

“Today we are a social project in our own right, formed 

as a cooperative and defining for ourselves where we 
want to go.” (Quote from the website)

The most important actors in this transformation 

process into a cooperative were and are the staff 
members including the 3 shareholders of the GmbH, 

who jointly initiated and shaped the process.

“The legal form of the GmbH inevitably led to an 

imbalance over time. On one hand, there was self-

organisation and a team that was allowed and 

expected to have a say in decision-making. On the 

other hand, there were three managing directors who 

were also shareholders, who bore the liability and, in 

case of doubt, the consequences. In 2015, two of the 

three people on the management team decided to 

take a new path for different reasons. The third person 
was about to take parental leave. Simply filling the 

office does not mean a step down, but rather turning 
to other challenges and roles.

Regular strategy meetings - regular self-reflection:  
The strategy meetings that take place  times 

a year are seen by the members as particularly 

important for the cooperative and team 

empowerment (joint excursions, everyone travels 

together to a different place). During the strategy 
, people plan, cook, argue and listen to each 

other together. The constant question: are we on the 

right track with what we are doing and how we are 

doing it?

DESCRIPTION OF THE PROCESS AND PRINCIPAL 
ACTORS INVOLVED IN THE PROCESS
The statutes express well how internal processes in 

the cooperative are linked to the work of the agency.

Articles of association - object:
“The object of the cooperative is to communicate for 

ecological, social change and for socially effective 
projects. This purpose consists not only in dealing with 

partners and customers, but also and especially in the 

internal processes, manners and social standards of 

the cooperative. These services consist of: 
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positions and thus maintaining the grinding was out of 

the question for the team. It was the occasion to look 

for a new form.” (Quote from the website blog).

The important and time-consuming steps were:

1. the drafting of the cooperative’s articles of

association in 2015 and 2016 and

2. the joint development of a fair and transparent

salary model in several rounds and steps.

(“development of the desired salary model”).

On 22.06.2016 the cooperative Wigwam eG was 
founded, on 11.08.2016 the merger agreement with 

Wigwam GmbH was signed and the GmbH was thus 
dissolved.

MECHANISMS USED TO IMPLEMENT THE PROCESS
Essential mechanisms for success are:

• Process and development orientation

• Consistent participation orientation

• For the Team empowerment:

- Optimized interaction for productive joint task
accomplishment

- Pooling of strengths and resources

- Regular reflections and workshops
• Good time management
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PRINCIPAL BARRIERS
There was a lot of work to be done on all the 

democratic processes in a relatively short time. 

Between March and August 2016, everything had to be 

conceived and agreed upon: develop the articles of 
association, write the business plan, find the 
appropriate auditing association, hold the foundation 

meeting, pass the foundation audit and finally 
purchase the limited liability company. And all this in 

addition to the ongoing projects, the core of the work.  
The joint development of a fair and transparent salary 

model for the cooperative also took a lot of time and 

stamina.

FACTORS OF SUCCESS

1. Unanimous will of the employees to maintain the

democratic working culture and to develop it

further in the appropriate organisational form of

cooperative, with the support of the shareholders

of the GmbH.

“Giving the group a form when it needs it,
distributing responsibilities when it makes
sense: our internal working groups are answers
to the question of how an entire team can

become effective in its own structural change. 
They are strenuous, often reignite. In this way, 
the members (at the same time the employees) 
keep moving and create creative solutions for 
individual realisations.”
https://wigwam.im/genossenschaft/

2. All members bear equal responsibility for success

and work without hierarchies. The appointments to

the Executive Board and Supervisory Board rotate

regularly.

Quote: “We are all bosses!”

3. The regular self-reflection of the working teams,
the working groups of the cooperative as well as all

members (regularly every 4-6 weeks and quarterly

in the strategy meetings).

4. The democratic processes:  the staff inside give
positive signals about the time invested:

“The time invested in the democratic structures
within Wigwam eG has so far been very
worthwhile, “paid off” in both senses.”
(Quote from website blog)

MAIN BENEFITS FOR THE COMPANY, EMPLOYEES 
AND ENVIRONMENT/SOCIETY
With this triangle1, the members of Wigwam eG 
express the fit of their project work in flexible teams, 
the self-responsible division of labour and their self-

organisation with the cooperative structures: 
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1 Das passt wunderbar zusammen: That fits together wonderfully. 
Agentur: Agency. Below: daily Stand-Up (method),  Projectwork, Flexible Teams and much more.
Genossenschaft:  Cooperative. Below: Board, Supervisory Board, General Assembly
Selbstorganisation: Self-organization. Below:  Circle structures, Regular strategy days, 
Self-determined working hours and places, and much more. 

%20https://wigwam.im/genossenschaft/%20


space for self-reflection and further development 
processes of local civil society actors and citizens’ 
associations.

5. The motivation, causes, occasion and process of

the deliberate transformation of wigwam GmbH 
into a cooperative are presented transparently and 
comprehensively on the website of Wigwam eG 
and can motivate other companies to jointly opt for 
the cooperative legal form.

TRANSFERABILITY 

1. The model is transferable for staff members who
are very self-organised and who value and live

communal self-responsibility.

2. The lively democratic structures at “eye level”,

the clear understanding of the role of each staff
member and responsible person in the committees.

3. Transferable are also successful methods of

excellent process management with constant

change and a clear mission statement as well as the

assurance of continuity and stability.

4. Another important experience for other companies

is the joint development of the salary model for all

employees.

VIDEO, DOCUMENTARIES, INFORMATION ON THE 
CASE STUDY
http:/wigwam.im

https://www.instagram.com/wigwam_im/

https://www.facebook.com/wigwam.im

https://twitter.com/wigwam_im  

Published photos: https://www.flickr.com/
photos/103458426@N07/

Statutes of the Wigwam eG
Minutes of the event: Presentation by era Stein 

(Advisory Board) and Eugen Frie  (Executive Board) 

at the JAM Cooperatives & Cooperative Governance 

conference in Berlin on 6 October 2020

Register announcements Wigwam GmbH and 
Wigwam eG   

The case study was prepared by Hans-Gerd 

Nottenbohm and Sonia Menzel (innova eG).
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optimally combine their professional development

with their private and family needs - with

the above-mentioned instruments of team

empowerment.

The company grows and stabilizes qualitatively
and quantitatively (successive inclusion of new

innovative business areas, more employees

and more turnover, satisfied and self-confident
employees); the lived democratic processes and

structures are an important learning field for the
work with and for the  of Wigwam eG.
Many client organisations for which Wigwam eG is
active benefit directly and indirectly from dealing

with collective self-responsibility and the

democratic forms in the cooperative.

For the immediate environment (various NGOs in

this district in Berlin), Wigwam eG provides a large

1 The employees (who are also the owners) can

Visible benefits are:

http:/wigwam.im%20
https://www.instagram.com/wigwam_im/%20
https://www.facebook.com/wigwam.im%20
https://twitter.com/wigwam_im%20%20%20
https://www.flickr.com/photos/103458426@N07/%20
https://www.flickr.com/photos/103458426@N07/%20
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