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Introduction
The use of data is at the heart of each
Insurance firm. For a very long time,
insurers have for example been using data
in underwriting. More recently, technology
developments, like more computing power
and readily available predictive algorithms,
allowed to build more sophisticated Data
Analytics solutions, like: improving the
customer experience by better customer
segmentation and targeted offers,
enhancing risk assessment in underwriting,
reducing the cost of claims and identifying
new sources of sustainable growth.
Over the last years most insurers have
invested in Data Analytics solutions
and understand that investing in Data
Analytics is key to survive in a fast changing
environment. However, a recent study
among 68 EMEA Insurance companies
showed that 90% of interviewed EMEA
insurance firms struggles to see a positive
business case on data analytics solutions.
Insurance companies are facing multiple
challenges that prevent them for reaching
the potential of Data Analytics solutions:
1. Data Analytics experts are scattered
across the organization; each unit or
function has their own expertise and
activities are not optimally coordinated
2. There is a gap between Data Analytics
expertise and business sense
3. Data Analytics solutions are not
implemented into business processes,
therefore using the solution is too
cumbersome and people stop using it
4. The value of Data Analytics solutions
is not defined or not measured
structurally, therefore it is unclear if the
investment and maintenance is justified
5. There is no company-wide vision and
strategy for Data Analytics, therefore
direction and drive for initiatives
is missing

6. New technology developments like Big
Data and AI give even more potential
of using Data Analytics. Insurers feel
that they have to jump in to not get
behind of competition or behind of
InsurTech startups, but forget that in
order to profit from these technologies
they will need a solid Data Analytics
capability first
This blog series is set up to answer on the
challenges described above. This first blog
aims to explain the process and options for
the design of the Data Analytics operating
model. Secondly, the process for selecting
the most valuable use cases will be
discussed.
Our next blogs will give real world
examples by explaining how Data Analytics
has delivered value to our clients. After
describing these use cases, the difference
between Data Analytics, Big Data and
Artificial Intelligence will be explained, as
well as the added business value. This blog
series will end with a concrete roadmap
to become an Insight Driven Insurer and
the role of a Data Analytics manager in an
Insurance firm.
Our framework and approach: the
insight driven insurer
Within Deloitte we have developed
the Insight Driven Organization (IDO)
framework that helps insurers develop and
organize their Data Analytics capabilities
along five pillars: Strategy, People, Process,
Data and Technology.
Insight Driven Insurers see Data
Analytics as a core capability across their
organisation to provide insights from data
to support the decision making process;
to tackle their most complex business
problems; and to address the growing
market competition. In addition, through
asking the right questions and applying
advanced analytical techniques, decision
making processes can be made more
efficient and effective, letting people focus
on making decisions and acting on them,
rather than collecting and analysing data.
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Each pillar consists of multiple components
that are required for an optimal Data
Analytics capability. On purpose, the first
theme is Strategy because the data and
technology part cannot be developed
successfully if the Data Analytics strategy

is not aligned with the company strategy,
or when there is no definition of how Data
Analytics value will be measured. For
an overview of all components, see the
image below.

IDO Transformation

Deliverables

Creating an analytics Strategy
What does becoming an Insight Driven
Organisation mean to our business?
Deploying the right People
Have we got the right people, in the right
place, at the right time, ready to perform the
right actions?
Embedding an insights Process
Have we designed an end to end process in
which we can accurately identify, correctly
prioritise and satisfactorily control they
delivery of actionable insights to our
business?
Enabling IDO through Technology
Have we constructed an integrated
technology infrastructure and architecture
which scales to support our long term vision
of becoming an IDO?
Respecting Data as an asset
Have we created a clear line of sight from
business decisions to data sources, with
data management delivered to support and
inform this process?

The approach for becoming an Insight
Driven Insurer is built on two parallel
workstreams that allow for building the
Data Analytics capability for the long
term while directly demonstrating the
added value: design and implementation
of the Data Analytics capability (1) and
developing Data Analytics solutions (2). In
the first workstream all the components
within the five themes are designed and
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implemented. In the second workstream
direct value is defined and delivered
by developing and implementing Data
Analytics solutions, using the approach
designed in the first workstream. The next
paragraphs will go into some details of
these two workstreams.
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The picture below shows the phases of this approach.
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Example projects for Insurance:
• Achieve more accurate pricing to improve customer retention and satisfaction
• Market within a segment to the best risk and optimize CLV
• Enhance segmentation of in-force policies to stimulate next best action
• Segment prospects based on their likelihood to convert and generate revenue
• Eliminate time-consuming and physically invasive tests for certain applicants
• Reduce risk caused by fraud/Develop real–time notification of fraud potential
• Identify those most at risk of lapsing and those most qualified and pro-actively serve
to keep
• Automated claim handling with image recognition

Data Analytics operating model
One very concrete part of the design
of a Data Analytics capability is the
operational form of the Data Analytics
team. Considerations should be made
for centralization versus having a more
dispersed ‘business-side’ team. There
is no ‘one size fits all’ with this, the best
operating model depends on factors like
organizational size, range of products, Data
Analytics maturity, existing Data Analytics
network and existing Data Analytics
ecosystem. Also, other factors like existing
shared service models and existing IT
system landscape should be considered.
Therefore, to get at an optimal operating
model, multiple interviews and workshops
are required with both Technology and
Business stakeholders. However, the
first step is to know what Data Analytics
components are already in place and which
previous initiatives have already been
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completed. A current state assessment
focusing on existing Data Analytics
strategy, people, process, data and
technology will give that required starting
point. For example, (potential) ‘customers’
of Data Analytics within the company are
interviewed, these are people that have
previously worked or would like to work
with Data Analytics solutions. These people
can give very valuable feedback on what
went well and what didn’t in the past and
what their requirements are.
At the same time, the vision and ambition
for Data Analytics should be defined.
The vision is based on the company
strategy and is detailed in one or more
workshops with business and technology
stakeholders. A Data Analytics vision
gives direction and drive to Data Analytics
initiatives. Example of a Data Analytics
Vision: “… to build an analytics capability
that allows us to improve customer service
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Finding synergy with existing enterprise programmes should also be
considered, for example:
• Existing business transformation programmes
• Current operating models (e.g. shared services)
• IT investments and upgrades
• Digital strategy and transformation initiatives

Key
Analyst

Insight Central Function

whilst reducing cost-to-serve, by treating
data as an asset and continually improving
the ability to generate insight …”.
The overview of the current state and a
vision for Data Analytics makes up the
required input for making a decision on
the level of centralization. Still, the ultimate
choice can depend on preference and the
result of multiple discussions between
Business and Technology stakeholders.
Facilitating these discussions and
coming to agreements is done in various
workshop exercises.
Next step is to design the ‘operating
model construct’, which gives more details
on the operating model. An ‘operating
model construct’ refers to the design of
the people and the services of the team
and a guide on the collaboration model.
Let’s start with the services. Based on the
vision and current state assessment, a
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Insight Ecosystem

Insight Consumer

catalogue can be created of the services
and products that should be delivered by
the team. Examples of services: developing
dashboards, developing predictive models,
setting up a KPI framework. At the same
time, the team might need functions
like stakeholder management, business
development, project selection board,
etcetera. The complete list will result in a
Data Analytics service catalogue.
Then people. A Data Analytics team
should have both business expertise as
technology expertise. Business expertise
refers to people that know the business
language and processes and are able to
implement data analytics solutions into a
business process and manage projects.
Technical expertise refers to both IT system
knowledge as well as Data Analytics skills.
The resulting mix of required skills is
referred to as a purple skillset, which can
exist within one person or within a team.

Factory

Centralised
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Testing & Validation
Defining, developing, and
implementing quality assusrance
practices and procedures for technical
solutions and validating hypotheses.

Technology Alignment
Understanding how technology
can be leverage to solve business
problems.

SQL querying
Querying and manipulating data
to facilitate the solving of more
complex problems.

Macro-Perspective
Understanding of the company’s
business strategy, current business
issues and priorities and current
industry trends.

Data Modelling
Structuring data to enable the
analysis of information, both internal
and external to the business.

Business knowledge
Understanding of business
measurement of key performance
indicators and business frameworks.

Data Analytics
Valuating data using analytical and
logical reasoning for the discovery
of insight, e.g. predictive modelling

Business Commentary
Articulation of insight to explain
current and forecasted trends, their
impact and opportunities for the
business.

Reporting Software
Understanding of the underlying
theory and application of key
reporting software.

Soft Skills
Communication and interpersonal
skills are necessary to articulate
insight gained from analysis.

As mentioned earlier, not all people need
to sit in a central team. A collaboration
model defines how all Data Analytics roles
will work together, which role is responsible
for which component and if roles will be
placed centrally or decentrally. Putting it
all together creates an operating model
construct which acts as a blueprint for
the detailed design of the Data Analytics
capability. Parts of the detailed design
are for example a design of the ‘repetitive
process for delivering Data Analytics
solutions’, an organization design, a RACI, a
charging model, etcetera.
The value of Data Analytics solutions
The second workstream starts with
defining a list of use cases together with
Business stakeholders. Deloitte always
brings in examples of use cases that have
been developed at other Insurance firms.
All use cases are then rated on expected
value and investment. In order to do this,
the meaning of value and the connection

Business acumen

Business & Communication

Storytelling

Data analysis

Technical skills

Technical & Analytical

to Company strategy has to be known. For
example, one company may want to focus
on increased revenue, while another finds
customer satisfaction more important.
More on defining and monitoring the value
will be discussed in one of our next blogs
on the business case for Data Analytics.
Next, the most valuable cases are
selected that can be developed in a given
timeframe. Maintaining a formal selection
process where business stakeholders have
influence on in one way or another, is very
important to keep Business stakeholders
involved. While selecting use cases for the
second workstream, this selection process
is also formalized so that it can be used
(and further improved) for selecting new
Data Analytics projects afterwards.
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Deep Dive

To give an example of a use case that was
developed for one of our clients: the client
wanted to assess the effectiveness of given
loadings to life insurance policy holders by
analyzing claim behavior. The results from
the analysis showed for example that the
increased premiums were not justified by
an increase in claims for loaded policies
and that claim incidence for exclusions was
still higher than standard. The client was
able to use the result to improve loadings
and with that set more competitive pricing
and make the acceptance process easier.
The results of the Data Analytics use
cases are monetized into a business case.
This business case justifies the further
development and implementation of the
Data Analytics capability.
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Conclusion and follow up
This article is the first in a series of blogs
on Data Analytics in the Dutch Insurance
market. In this article the need for a Data
Analytics organization was explained as
well as a framework and approach to set up
a Data Analytics organization. Finally, the
need for defining and monitoring the value
of Data Analytics projects was explained
and a formal project selection procedure
linked to the value.
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