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An Award Winning 
Digital Workplace
How Liberty Mutual Uses a Digital Assistant to Support 50,000 Employees.

Janine Marchi
Workgrid Software

LM Technology Group
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Liberty Mutual at a glance
3rd largest property and casualty insurer in the U.S.
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The year was
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Minimal 
personalization 
besides 
favorites. 

Static Intranet 
featuring 
company news, 
information, 
policies, 
documents. 
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Shift in Workplace… Cloud, Digitization, Pointed Apps
The technology powering the workplace was undergoing a fundamental shift

Early Intranet

2000s

Digital Workplace

2010s

MOBILE

SOCIAL

CLOUD

ANALYTICS

Mobile

Wearables

Cloud Apps

Data Science

Social Intranet

Messaging

Video Conferencing
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The Complexity of  Workplace

Workplace Experience

Digitizing processes and transactions has led to enormous complexity

MOBILE

SOCIAL

CLOUD

ANALYTICS
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And From this Complexity
We Heard From Employees…

Missing Important Communications

Employees were frequently missing important 
announcements and time-sensitive reminders.

Delayed Approvals

Managers were losing approvals amongst other emails, 
blocking important work or requests from being completed.

Too Many Login Screens

Many systems do not support Single Sign-On, requiring 
employees to manually type their username and password 
over and over.

Too Many Steps

If often took 10-15 clicks for employees to complete simple 
transactions like approving an expense report or 
timesheet.

Time Wasted Context Switching

Employees would lose valuable time jumping from one system to 
another to complete tasks or lookup common information.

Poor Perception of IT / Corporate Departments

With each corporate department buying their own best-in-class 
SaaS and vendor systems, it left a siloed impression of these 
groups.

Ignored Intranet Content and Communications

Information on the company intranet and other communications 
weren’t personalized enough for employees to actually stop and 
read.

Complex Employee Experience

With no system to bring it all together, each vendor or SaaS 
product had a completely different user experience from the other.

Difficulty Finding Information

Employees didn’t have a single tool to ask basic employee 
questions like “what is the time off policy?”, ”what’s on the café 
menu?”, or “how do I report a system outage?”

Cognitive Overload

With too many systems for employees to use, key 
information and tasks were spread across multiple systems 
wasting valuable employee time and increasing frustration.
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Data
and

Information
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“It's not information 
overload. It's filter 
failure.”

Clay Shirky
NYU Professor / Media Consultant



LIBERTY MUTUAL / WORKGRID SOFTWARE12

“This completely changes 
our employees’ daily lives.”

Our Aspiration



LIBERTY MUTUAL / WORKGRID SOFTWARE13

“This completely changes the way 
you think of a digital workplace.”

Our Aspiration
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Our Aspiration

From: 
“a hundred difference places to go” 

To: 
“A central digital hub – but also embedding 
the digital workplace everywhere” 
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VISION: Best in Class Digital Workplace Experience

Deliver employees with a personalized and engaging experience that enables users to easily access 
content, people, and streamline work processes when and where they choose, in order to improve their 
overall productivity by leveraging best in class technology.

Four Core Pillars:

Anytime / 
Anywhere

Engaging & 
Intuitive

Enabling 
Productivity

Achieving 
Operational 
Excellence
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From idea to concept… 
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Software Development Shift

Design Thinking: 

Journey Mapping 
Explore the problem

Lean & Agile: 

Build the right things 
& build things right

Transformation

+

Adapted from: 

Jonny Schneider - Trio of Trouble - Design Thinking, Lean, and Agile

Micro Services 

Build the things 
differently

+
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Using design thinking principles to 
understand users and their pain points
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Building Out Our Digital Personas
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“People call me day and 
night, all the time. That’s 
how I get referrals.”

Sample Roles
• Sales Representative
• Territory Manager
• Claims Resol. Spec.
• Underwriter
• Field Counsel

Road Warrior Roger
Plano, TX | WFH 3x/week, 

rarely in office, lots of driving

About Me

It’s all about sealing the deal – I’ll answer my own phone in the middle of the night if it means 
making a sale! I also work hard to develop and maintain relationships with agents in my region. 

They ask for a lot of policy reference material so I like to get that to them ASAP so they can 

follow up with their own customers.

My Experience/Goals
• I want to quickly and easily locate info for my agents and send it to them

• In the systems I use it’s really important that I can tell immediately what is an FYI vs. what I 
have to take action on—and by when

• I need to get notifications about new leads as soon as possible

• If news is important, I expect that I’ll hear from my manager at the weekly huddle
• I need to stay organized across 3 different devices

• Mobile experiences are sometimes 

inconsistent with the web version so I have to 

keep track of what’s different
• So much content on myLiberty; it’s hard to 

find info I’m looking for
• Search can be hit-or-miss

• I hate feeling like I am wasting time

Pain Points

Tech Devices
• Laptop
• Surface Pro Tablet
• BYOD iPhone (w/ 

hotspot)

EDW Tools & Me

• I rarely casually visit myLiberty; I usually 

am there looking for info for agents

• My team has a myConnections page w/ 

regional updates/alerts

Delight Me (Opportunities)

Connections/Relationships
• Agents / Customers

• Manager

• Colleagues

• More accurate search results

• I’d like to categorize myFavorites
• Help me stay organized whether I’m in 

the office, at work, in my car, at home, 

or somewhere in between (car 

dealership, credit union, etc.)
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Function Use Case Business Value
To Dos As a manager, I want to easily approve and disapprove items from various 

applications, in one place so that I can improve my effectiveness & streamline 
workflow for my team.

* HR-Gateway     * Remedy     * iExpense     * Time Mgmt     * MCDC (Cornerstone)  * 
BuySMART

• Mgr Time Savings
• Mgr Efficiencies
• Reduced elapsed process time

FYI Notifications
As an employee, I want to see notifications when my request has been taken action 
on (approved / denied / commented)

* HR-Gateway     * Remedy     * iExpense     * Time Mgmt     * MCDC (Cornerstone)  * 
BuySMART

• Mgr & EE Efficiencies
• Employee Engagement
• Reduced e-mail
• Timely notifications
• Reduced cycle time

Alerts As a Manager, I want to be alerted when an approval is pending escalation to my 
Manager.  As a HR manager, I want to be able to target and quickly send office alerts 
to inform and protect LMI employees

*  HR-Gateway         * iExpense *  Office Closure      * Subscribe to alerts for other offices

• Mgr Efficiencies
• Employee safety & security
• Reduced e-mail

Profile & Personal
As an employee, I want to see my remaining FTO days and holidays for my  location 
to better plan my upcoming time-off.

* Personalized FTO Card
* Year-End notification for potential loss of FTO
* Holiday listing and FYI notification week prior to holiday

• Employee Efficiencies
• Employee Engagement
• Reduced e-mail

News As a PI or CI communications manager, I want to send targeted content based on 
demographics to better inform my departments and business unit

* PI Newsweaver * Exact Target

• Employee Engagement
• Improved Awareness

My Work
As a PI or CI sales person, I want to view my performance against targets so I know 
how I am doing.

* PI Salesforce dashboard display Dept/Personal targets

• Employee Engagement
• Improved Awareness

MVP Release 1 Scope
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Scope 1 Estimates
Feature / 
Function

Benefits Calculation Notes Annualized Value

To Dos Time savings since:

Approvals can be actioned directly from the 
Digital Workspace Card

20 seconds per transaction and 30 seconds 
per login

• 4 core approval systems 
• 900,000 approvals & 600,000 

logins
• 20 sec trx speed improvement
• 30 sec login improvement
• 5,000 managers
• $67.50 Avg Mgr rate

$ 800,000

Time savings since:

Key Actions Items are consolidated into ONE 
list and outside of email. 

5 minutes per week per manager

• 4 core approval systems 
• Reduced e-mail & no searching
• One-Stop location
• Assume 5 min per week time 

savings
• 5,000 managers
• $67.50 Avg Mgr rate

$ 1,350,000 

FYI Notifications
Time savings since:

Key Notifications are consolidated into ONE 
list and outside of email. 

1 minutes per week per employee

• Reduced e-mail & no searching
• One-Stop location
• Assume 1 min per week time 

savings
• $33.33 Avg EE rate 
• 10,000 Employees

$    500,000

News and 
Business Metrics Time savings since:

Key Business Metrics (and News) are available in 
a dedicated Channel

5 minutes per week per manager

• 4 core approval systems 
• Reduced e-mail & no searching
• One-Stop location
• Assume 5 min per week time 

savings
• 5,000 managers
• $67.50 Avg Mgr rate

$ 1,350,000
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Digital Workplace Organizational Model

• There is a need to create a team that becomes the glue that 
binds the separate parts of the employee digital experience 
together, it’s own entity 

• A team with a broadened view to develop and facilitate a 
vision of all workplace technology that presents a unified 
whole to the end user

• For the team to really have the mandate to effect significant 
change, it should ideally sit in an independent 
function….independent of Communications, Marketing, or 
HR

Integrated digital workplace programs with an 
overarching vision & strategy have started to 
emerge as a route to delivering a cohesive employee 
experience and increased business value

Digital Workplace 
Manager

System 
Analysis

IT
Customer 

Focus

Product 
Owner / 

Business 
Analysis

Chief 
Product 
Owner

User 
Experience 
/ Analytics

Platforms & 
Technology 

Build / 
Support

Digital Workplace Organizational Model

Stakeholders/Steering Committee 

CORP PICI GS INT
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Liberty Mutual Insurance IT Enterprise Technology Services29

Web Services Team User Profile

Web Front-End TeamMobile Front-End

Platform / Security

Business Analysts

User Experience / Visual Design

Our Team:  A Unified, Global, Agile Development Team

TDP Mobile 

Approvals

Team

Digital Workspace 

Platform & Web Team



LIBERTY MUTUAL / WORKGRID SOFTWARE30



LIBERTY MUTUAL / WORKGRID SOFTWARE31

Forward-Looking Concepts
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Creating Systems of Engagement

WS WS

WS WS

WS WS

TODAY

WS WS

WS WS

Systems of Record

EMPLOYEE DIGITAL WORKSPACE

TOMORROW

Systems of Engagement

Systems of Record
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Micro SERVICES

Liberty

Gateway

WS

WS

WS

EMPLOYEE

FRONTEND
(web)

adf

From Systems of Record to Systems of Engagement
Conceptually events fired within systems of record and processed by our service tier

Remedy

Provide one place to go to view and manage 
work and information
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Experience Layers Manage Complexity

Digital Experience Layer

So employees don’t have to…
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Prototypes- Initial Concept
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About Me – Personal Information
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Team Information
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Team Information and Tasks
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Personal Tasks
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What’s New
Aggregated Activity Stream and Notifications
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Pilot 

• 2015 – First pilot to managers was launched. 
Mobile application for approvals. 

• 2015 – Digital Assistant launched to 
beta group of employees as a 
toolbar on the Liberty Intranet
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Launched video with prototype 
and kicked off pilot group 
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Lindsay

Business Analyst 

“Love it! Makes it so easy to see 
everything I need to know :)”



Deborah

Med Specialist

“I just want to say I love this!!!! 
I can't wait to see how it grows!”



Jordan

Business Analyst

“This is fantastic... one of the 
most useful new liberty tools I've 
seen in a long time!”



Gayle

Sr. Training Specialist

“This is ALL kinds of awesome. 
Thank you!” 
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Ideation session overview

We are answering the question: How can we make employee’s digital lives 
more “joyful” through “cards” in myHub?

We will work in teams.

Techniques: 

- “The Wishing Game” – Icebreaker and brainstorming session. Teams brainstorm as many crazy 
“wishes” as they can to answer the question above. Example “I wish we could have myHub tell me 
what my schedule tomorrow looks like and recommend ways to make my day more effective.”

- From wishes to ideas – Teams will group wishes, then narrow them down to the top 5 ideas.

- Rapid prototyping - Teams will use templates to sketch out what their cards will look like and what 
the cards will do.

- Storyboarding – Teams will storyboard a day in the life of an employee and show 
how the card will interact in an employees “digital” life.

S E S S I O N :  m y H u b c a r d s  d e v e l o p m e n t

IT Innovation
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Ideation- What’s in your Card?
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Time Line… 

Starting in late 2013, Liberty Mutual began work on 
what would become a digital assistant for the 
enterprise.

Early 2016, Liberty Mutual’s Digital Assistant released 
to all employees… 

In 2015, we released the digital assistant, starting a 

pilot to managers and later a pilot to employees…

2016

In 2014, we iterated through prototypes of the tool and 
evolved the digital assistant based on employee 
feedback. 

2016- today… On going development, new 
functionality & systems added
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Desktop Notifier App
Intranet Toolbar Mobile Application

Management 

Meeting

NEW
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Smart Notifications

Unlike email, they expire (no need to 
manage / delete them). 

Ensure employee has seen the 
notification before it archives.
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Unlike email, they expire (no need to 
manage / delete them). 

Ensure employee has seen the 
notification before it archives.

Elevates company and team information 
outside of email.

To Know & To Do
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To Do

Aggregate tasks and approvals from 
across your systems

Highlight company or team tasks or 
due dates

Manage your personal or individual 
tasks alongside team or company 
tasks

Integrate with 3rd party task systems
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Microapps

Persistent micro-apps that highlight 
important information from your work, 
employee systems, and more. 

Changes and edits in the 
apps sync back to the 
source system.

Reduce the need for 
employees to log into many 
systems.
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Microapps – Viewing Time Off
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Microapps – Editing HR Information
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Microapps

Persistent micro-apps that highlight 
important information from your work, 
employee systems, and more. 

Changes and edits in the 
apps sync back to the 
source system.

Reduce the need for 
employees to log into many 
systems.
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Tailored Options 

Settings enabled employees to choose 
which apps they wanted present within 
the digital assistant. 
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Chatbot

Chatbot added in 2017 to allow 
employees to obtain answers to 
common questions and complete 
tasks

Integrates with 3rd party business 
software and custom company 
applications
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Communications & Surveys

Survey Tool
Capture information from 
employees, take quick pulse 
surveys, and more. 

health & Wellness

Pulse Survey

Health & Wellness

Publisher Tool
Send tailored communications 
to groups. 
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Benefits
Workgrid at Liberty Mutual

Simplified Consumer-Like Employee Experience

Less systems to deal with. Less logins. 
Less steps to complete tasks and access 
key information, employees loved it – a 
system employees actually enjoy using.

40% Internal Comms Increase

40% increase in internal communications click-through 
rates, employees no longer miss important 
communications. 

70% Fewer Clicks

70% fewer clicks to obtain key employee 
information, allowing employees to be more 
productive.

90% Adoption Rate

90% adoption by managers, seeing 80% of 
transactions being approved in Workgrid 
instead of the actual source systems.

Millions in Savings Each Year

Saving hours and hours of employee and 
manager time, and reducing costs at internal 
help desk.

Reduced Impact of System Migrations

News apps are built on this platform, removing 
employee impact of switching to new systems 
behind the scenes.
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Use Case Calculation Annualized Value

Approval Time Savings
Significant time savings 
per transaction to action 
approval (login & clicks)

(754,962 approvals) * (45 secs 
saved per approval)

Over 9,000 
Hours Saved

Approvals $$ Savings
Reduce time managers 
spend on approvals

(566,221 minutes saved) *
(avg. employee 
rate per minute)

$639,829

Notifications $$ Savings
Move notifications outside 
of email and time spent 
searching 

(5 min per week) * (50,000 
employees) * (avg rate 
per minute)

$6,720,000

Overview
With smart notifications, Liberty Mutual consolidated approvals and notifications into one view 
outside of email. Approvals and notifications can be directly actioned from the digital workplace vs. 
the native system of record, removing the productivity burdens of context switching between 
applications.

90% adoption by managers 

performing approvals in digital 
assistant vs native system.

Millions of dollars’ worth of 
reclaimed productivity.

5 minutes saved on average per 

week per employee

70% Reduction in number of clicks 

required for employees to obtain key 
information 
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Overview
Liberty Mutual Insurance implemented a chatbot to drive efficiencies across its IT help desk 
and improve employee satisfaction levels. The chatbot was piloted to all mobile users for the 
following use cases: unlock phone, register/unregister devices, and sync calendar. After just 
two months, Liberty realized significant benefits and large ROI projections. 

Objective Prior Chatbot 
(2 months)

Reduce Average 
Handling Time (AHT)

15 Minutes 2 Minutes

Reduce Average Speed 
of Answer (ASA)

142 Seconds 0 Seconds

Convert 5% of mobile 
help desk call volume to 
chatbot

0 18%

Increase Satisfaction 
(eNPS)

9 10

Business Value

93% Expense reduction per help 

desk transaction 

10% Increase in employee satisfaction
*Annualized savings/capacity calculated at a 50% adoption rate based on average mobile 
calls per year and average salary data. 

2 FTE Capacity savings annualize*

$222,250 Projected annualized savings* 
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@janineymarchi

janineymarchi

Janine Marchi

Email: 
Janine.marchi@LibertyMutual.com


