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Yogi Berra, American Athlete 
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The process of identifying the desired future differed depending on the situation and culture of the 

organizations. 

 

 Nyala: To define the vision of its desired future for their microinsurance business, Nyala 

compiled a strategy document outlining a five-year strategic plan. The “Five Year 

Microinsurance Strategy Plan” was presented to the Board in the early stages of the project. 

Aside from describing Nyala’s desired position in the Ethiopian microinsurance market in five 

years’ time, the document also includes detail on the additional lines of business to introduce in 

the future, staff and resource needs, and key challenges and opportunities in the market. 

 

 AXA Mansard: Based on a strategic venture between AXA and Mansard, a 2020 vision was 

developed. The vision described the desired future of AXA Mansard as a major microinsurance 

provider in Nigeria by 2020, reaching 3.5 million customers with a focus on health 

microinsurance and alternative distribution channels.  

 

 Britam: Britam has been providing microinsurance for 10 years and has reached more than 

0.5 million lives through various health microinsurance products. Its desired future is to achieve 

a “Britam Microinsurance 2.0” that includes diversification of products beyond health, more 

digital distribution (through its own channels and partnerships) and multiplying its outreach by 

ten to reach 5 million customers by 2020.  

 

 Equity Insurance Agency: For EIA, the change needed was to align the agency with the 

broader strategy for all the entities that are part of Equity, namely digitization. The desired 

future for EIA was to digitize operations, and offer new products through digital platforms, such 

as mobile providers and online portals. 
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Tip 1:  Segment the market 

Client personas can be a powerful tool to help staff empathize with the target market. Britam, for 

example, conducted a market segmentation study to understand the different consumer segments 

within the target market. The results revealed that segments differed in their preferences for digital 

services and access points. Based on this information, Britam decided to focus on two segments: 

millennials and peri-urban customers. Furthermore, Britam recognised that targeting customer 

segments required a different product and distribution approach, using a mix of sales and support 

staff. It therefore decided to create product development committees for each customer segment, 

instead of for individual products. This new approach is more client-centric, encouraging staff to 

think from the client’s perspective, rather than as a product supplier. 

 

Tip 2: Build in-house expertise 

It is strongly recommended that a cross-functional team from within the organization participates in 

the market research process. In this way, multiple members of staff learn about the realities faced 

by low-income clients. AXA Mansard built the capacities of its staff through an ILO market research 

training and formed an in-house research team that was able to undertake small-scale research 

projects that had previously been outsourced.  

 

Tip 3: Use a participatory approach involving partners 

Nyala met with a range of potential distribution channels (mainly MFIs) and carried out market 

research together with them. Nyala designed the product in an open and iterative process with 

inputs from the MFI distribution partner. This proved particularly powerful at the branch level, and 

gained Nyala an impressive level of support from the MFI branch staff. Such a participatory product 

design process can be powerful but may not be suitable for all partners. Some MFIs were 

accustomed to a more traditional approach and expected a ready-made product. Nyala has worked 

with the MFI most open to a participatory approach to design a suitable product. It then plans to 

circle back to other partners with a ready-made product that can be adapted to suit the needs of 

their clients. 
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John Kotter in Leading Change (2012, p. 4) 
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Britam’s Microinsurance business unit processes a large number of medical claims. In 2016, a total 

of 79,000 claims were processed by the unit. Processing such a high volume of claims results in 

many challenges, including managing expectations around slower claims processing times, data 

management issues, and an excessive burden for operational staff. To address these challenges, 

Britam decided to improve its claims process, including automation, where possible. 

 

A claims process review was the first step. Its objective was to identify pain points by mapping the 

claims process and analysing the work stream of operational staff.  Process mapping identified all 

the steps involved and measured the time taken to complete each of them.  

 

Figure 6. Medical claim processing time breakdown at Britam 

 
 

Britam found that data capture and document transfer were the most time-consuming steps (see 

Figure 6). The time taken for data capture was addressed by allocating more staff and reducing the 

number of data fields. The findings were used to convince senior management to invest in a 

technology solution to enable digital capture and transfer of claims from Britam’s partner hospitals, 

impacting two steps in the existing process that together make up 62 percent of total processing 

time.  

 

After automating part of the process, the initial results were positive, showing significant reductions 

in claims processing times. However, over time, the processing time started to increase again due 

to staff constraints (see Figure 7). Given that data capture was the bottleneck, additional staff 

members were appointed to address this challenge. Making best use of existing resources is one 

important way to improve processes. 

 

Figure 7. Increases in processing time 
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 Buy-in from operational staff can 

be secured through positive 
communication about change and 
creating value for the staff via skill-
development activities.   
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 Words matter. Pay attention to 

how staff react to the term “change”.  
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SUNU accepted that there was a considerable distance between the company and the customers 

it wanted to serve. Customers often did not know about insurance, and those who did generally did 

not trust insurers. However, analysis of one particular segment (in this case smallholder farmers) 

highlighted that many organizations were already in regular contact with these customers, 

sometimes with an established trust relationship. These included community-based organizations, 

microfinance institutions, mobile network operators, corner stores, input providers, cooperatives, 

and agribusiness companies. The challenge was to identify a suitable partner to distribute 

insurance.  

 

SUNU started by conducting a simple distributor assessment using evaluation questions such as: 

 

 What is their objective or strategy? 

 What is their value proposition? 

 How do they operate? 

 How do they interact with their customers? 

 What are the profiles of their customers? 

 What challenges do they face? 

 Could we help addressing some of these challenges? 

 

Based on the answers, SUNU presented its approach, based around providing both economic and 

social value to all stakeholders, to potential distributors. Instead of approaching distributors with a 

ready-made product targeting a wide or non-specific audience, SUNU now approaches distributors 

without a set product, but rather as a strategic partner wanting to design and test prototypes 

together. 

 

This was the first time these partners had been approached in this way by an insurance company, 

and the approach proved powerful. The distributor assessments were vital to this approach, 

allowing SUNU to understand distributors’ challenges and potential synergies before approaching 

them. The assessment also made market research easier and led to a stronger and more 

constructive relationship with partners. 

 

What matters is for both partners to see their relationship in terms of co-creating value, rather than 

simply as a distribution process. Monitoring customer satisfaction is therefore crucial. 
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The change management process starts with identifying the desired future and includes analysis of 

available information, for example through SWOT and gap analyses. At this point, it usually 

becomes clear that a project team will be needed to implement the change. It is very important to 

find the right people for the job and to make sure their roles clear. In the ILO change management 

projects, such as those with AXA and Britam, an organogram chart was useful to clarify roles.  

 

With the help of the ILO, Britam started by drafting an organogram based on the existing structure 

of its microinsurance unit. This was subsequently used as a guide to assign responsibilities for the 

change management work. This revised organogram was later adopted by Britam’s human 

resources department to formally define the microinsurance department’s structure.  

 

With innovation projects, “chicken-and-egg” situations are common. The organization wants to see 

results before investing in human and other resources, but it is difficult to achieve results without 

additional resources. A typical approach is to borrow resources from existing functions to test new 

processes or products, and then invest in those that prove successful. In such situations, it can be 

confusing for members of staff who are playing multiple roles within the organization (e.g. an 

actuary who has been asked to support the microinsurance business, but is already at near-full 

capacity with non-microinsurance work). A project organogram therefore helps clarify roles and 

highlight potential clashes. If a company-wide organogram already exists, this can be updated with 

the new roles and responsibilities. It is important that this is done at the start of the change 

management process and endorsed by senior management. 
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ILO: How do you conciliate your manager role on some projects with your sponsor role on 

others? 

Gildas Nzouba (GN): Projects are rarely seen individually by the sponsor, but rather as a project 

portfolio, each project of the portfolio contributing to reaching a part of the strategic vision. Within 

this portfolio, projects have different levels of priority and criticality. Some projects are correlated. 

Some are managed by people who are slower than others. Managing projects as a portfolio is key 

to reach the vision. Right from the start the sponsor knows which projects are likely to slip, and 

therefore applies different levels of pressure accordingly. Quality, Cost, and Delivery cursors might 

come into play and be influenced by the sponsors for this purpose. 

 

ILO: What are the risks at the project level? 

GN: The contribution from other projects might be partially known or unknown by the individual 

project managers. For the stakeholders, this portfolio logic takes shape with time, when each 

project starts delivering results, and bringing tangibility. It requires a lot of groundwork, at times 

associated with deliberate vagueness in the sponsor’s guidance, leading to progressive goal 

clarity. The sponsor role is to make sure this portfolio logic moves forward, while enabling the 

emergence of synergies, in order to achieve the strategy. 

 

ILO: How do you maintain momentum? 

GN: In this environment, the communication strategy of the sponsor is key, and can make the 

difference between a sponsor perceived as pulling projects out of his hat, and a sponsor able to 

reinforce his legitimacy and his ability to lead people through change, by reframing each new 

project as an inherent part of the strategy, and supporting it along the way, not just at its inception. 

The project sponsor must be able to incrementally demonstrate that they are a knowledgeable 

individual, determined to reach a clear goal, and convince more and more people to follow their 

lead. 
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There are many ways to tackle the risks connected to a new project. Once all relevant risks have 

been identified, a good starting point is to compile a risk register. The register, at its simplest, is a 

table listing all the risks, with columns for the probability, impact, significance, risk score, mitigation 

strategy, owner/person in charge, contingency plan, time limits and other notes for each risk. 

Thinking through possible scenarios can help make sure nothing is missing from this table.  

 

Organizations should consider the following risk management techniques: use customer 

satisfaction surveys to gauge whether the product and/or service is being well received; review the 

terms and conditions and monitor performance of products; and put in place controls for sales 

channels and ensure adequate salesforce training. 

 

An effective way to ensure good corporate governance is to create a governance policy document 

that is adopted by the company’s board of directors and implemented at all levels of the business. 

When a business transformation project is introduced, care should be taken to review the 

governance policy to make sure that the project is in line with that policy and that any new risks are 

taken into account. 
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