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New Business Model 

Insurance companies fully understand the importance of customer relationships. The 

products, services, channels, systems, and experienced people all exist to attract and 

retain desired customers. Despite this obvious fact and many years of efforts aimed at 

creating customer-focused operations, many insurers are still fundamentally policy-

centric or product-centric. Being a customer-centric organization involves more than an 

emphasis program, a company-wide campaign, or even a system. It requires a business 

model that has been designed with the customer at its core.    

A customer-centric organization understands customer needs, provides products that 

meet or exceed those needs, and proactively addresses new customer needs as they 

emerge. It aligns each customer’s level of risk to the right price, and continually monitors 

the health of the customer relationship. A customer-centric business model gives 

everyone that touches the customer the intelligence to maximize every interaction with 

the customer.    

Customer-Centricity versus Traditional CRM 

Focusing on the customer is not a new concept in the insurance industry. Insurers have 

tried many different initiatives, programs, systems, and solutions over the last two 

decades to improve customer relationship management (CRM) – with varying degrees of 

success. Most insurers have made progress in this arena, even though many CRM system 

implementations were overhyped and did not fully deliver as promised. This only 

emphasizes the compelling need for continual improvement. The competition is not 

standing still.  

True customer-centricity moves beyond CRM. Instead of laying a “customer” veneer over 

a policy-centric or product-centric organization, the advanced customer-centric insurer 

starts every conversation and builds every process around the customer. By contrast, 

with a policy or product-centric insurer, the support that agents/brokers, call centers, and 

customer service representatives receive for customer interactions is still based on a view 

of the individual policy/product involved in the transaction – not the full view of the 

relationship the company has with the particular customer. Only a few insurers have 

implemented common cross-enterprise, customer-oriented solutions that support all 

channels and deliver improvements in how marketing, sales, and service personnel are 

able to interact with customers. Even insurers with “single view” systems are rarely able 

to provide the full breadth of necessary information and insights about an individual 

customer, in a timely manner, to those who are communicating with customers every 

day.  

Business Drivers and Investment Priorities 

In the insurance industry today, improvements in operational efficiencies and reduced 

costs are usually the drivers behind nearly all investments in technology-based solutions. 

Most insurance organizations even demand that every IT investment meet return-on-

investment thresholds. IT solutions that deliver the capabilities needed to become a 

customer-centric insurer must be evaluated and viewed differently. Small changes in key 

ratios or performance indicators can yield large increases in revenue and profitability. A 

one-half percentage point increase in retention ratios can result in millions or tens of 
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millions of dollars in increased profit. An increase in the average number of products per 

customer (measured in tenths of points such as an increase from 1.6 to 1.8) can 

significantly increase revenue and will typically yield more profit than new customer 

growth because there is limited acquisition expense compared to that of acquiring new 

customers.  

Recent SMA research, covering both property and casualty1 and life and annuities2 

insurance, highlights the growing trend in increased IT investments aimed at creating 

customer-centric organizations, with the highest increases in IT spending occurring in 

marketing, product development, and distribution. Insurers are implementing new 

solutions to gain a better understanding of their customers and to deliver information 

and insights to agents, brokers, and other front line representatives that enable them to 

more ably meet each individual customer’s needs. 

 

  

                                                      
1
 Property & Casualty Ecosystem Series, Catching the Wave: Insurer’s IT Buying Behavior, January 2010, 

Strategy Meets Action, Boston, MA. 
2
 Life & Annuities Ecosystem Series, Riding the Wave: Insurer Technology Spending, Drivers, and Approaches, 

November 2010, Strategy Meets Action, Boston, MA.   
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Business Capabilities 

Insurers that want to transform to customer-centric organizations and capitalize on the 

full potential of the relationships they have with their customers need a specific set of 

business capabilities. Many insurers are choosing to transform their organizations from a 

policy or product-centric environment to a customer-centric environment over a period of 

time. The competitive differentiator is how fast and how comprehensively that 

transformation occurs. To better understand the transition that insurers must make, it is 

helpful to first look at the characteristics of the current policy/product-centric 

environment.   

Current Policy-Centric or Product-Centric Environment 

Over the years, insurers have set up organizations, processes, and systems based on 

lines of business and specific products that have resulted in operational silos, each silo 

often managing and using independent data. The personal lines organization is separate 

from commercial lines. Even personal lines automobile operations are typically separate 

from personal lines homeowners. The group life business is separate from individual life. 

Annuities are managed using different processes and systems than those used for term 

or whole life policies. There are valid reasons for all this autonomy. The products are 

very different. The people skills, processes, and technology solutions needed to manage 

each of them are different. Customer service representatives, call centers, agents, and 

even the customer must deal with an environment of disparate systems, information that 

is spread across the entire enterprise, and a hodge-podge of application and web 

interfaces (Figure 1). Unfortunately, the customer often sees a complex, confusing, and 

frustrating picture.  

Figure 1. Current Insurer Policy-Centric or Product-Centric Environment 
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Desired Customer-Centric Environment 

A significantly improved environment for the customer and one that better suits the 

needs of the agents/brokers, call center, and customer service representatives, is shown 

in figure 2. In this customer-centric environment, a holistic, single view of the customer 

provides relevant information and insight to agents, customer service representatives, 

and call centers via all of the various types of possible interactions (voice, web, mobile, 

person to person) that occur. This holistic, customer-centric environment is significantly 

better suited to serve the customer directly – when, where, and how the customer 

chooses. 

Figure 2. Desired Insurer Customer-Centric Environment 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

 

Customer-centric insurance organizations are able to deliver a single view of the 

customer that can be used productively to add value to all of the business capabilities 

throughout the entire insurance value chain. This comprehensive view of the customer  

provides a complete profile as well as useful insights from analysis of the customer data 

and related information, and has many benefits including enriched, more satisfying 

customer interactions, improved segmentation, more leads, and more effective marketing 

campaigns. 

To create a customer-centric business model, insurers need to be able to leverage a wide 

range of information, seamlessly connect and collaborate across all channels, and 

integrate across the enterprise (every part of the value chain) – all in an insurance 

specific context. A single customer view requires that four types of information be 

consolidated and made available in a way that is easy to access and view: 

 Personal Information – individual demographics such as age, address, income level, 

and family relationships. 

 Policy Information – transaction oriented data such as relevant details on insured 

persons, insured objects, product details (coverages, deductibles, etc.), and claims.  
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 Relationship Information – historical and derived data representing every aspect of 

the relationship a specific customer has with the insurance company (individual or 

business). This will typically include information on current products owned, product 

history, household relationships, lifetime value and/or customer value scores, and 

information on vocation, hobbies, and other information that might be useful in 

building relationships. 

 Behavioral Information – expressed and derived information about customer needs 

and wants, customer satisfaction scores and triggers, key life events, and anticipated 

customer behavior patterns including probable responses or actions (e.g. defection).  

In the desired customer-centric environment, all customer information is distilled into 

customer profiles and preferences. The agent/broker, customer service representative, or 

call center representative that is interacting with a customer is able to get an instant 

snapshot of who the customer is, what that specific customer’s value is to the insurer, 

and how their needs can be met. 
 
 
 
 

  



 

 

The Customer-Centric Insurer 

 

© 2010 SMA All Rights Reserved   www.strategymeetsaction.com 

SMA Perspective 

 Page 8 

 

Technology Capabilities 

A Modern Architecture for Customer-Centricity 

A new set of technical capabilities are required to deliver the business capabilities for 

enhancing customer relationships – business capabilities that will enable insurers to 

capitalize on changing customer behaviors and to stay even with or ahead of their 

competition. These new or next generation customer relationship capabilities are 

dependent on a combination of software and tools that create a customer-centric 

framework enabling a business model customer centricity. 

Anchored by a modern application architecture, the customer-centric technology 

framework facilitates a single customer view. As shown in figure 3, a set of software, 

tools, models, and services are positioned between the user interface layer and the 

applications and data. Rather than physically gathering and creating a single store 

containing duplicate, redundant data and information, this technology framework creates 

an illusion that all of the data is together. This framework functions in an open platform, 

allowing for scale and adaptability, as insurers respond to an ever-changing environment. 

The framework is flexible enough to accommodate the evolution of technology, including 

developments such as cloud computing and Software-as-a-Service (new ways to deliver 

IT applications and services), mobility advances (new devices and tools for electronic 

communication), and social media (new communication patterns and channels).   

Figure 3. Customer-Centric Technology Framework 
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Key Components of a Technology Framework 

A customer-centric technology framework consists of five key components: 

 Business Models that provide the ability to establish entity relationships for the 

data using a rules-based engine. The relationship information is provided in business 

terms and supports a rules-driven approach.  

 Presentation Layers that provide the ability to create, design, and present 

customer insights, screens, and reports; and connect to any or all channels or user 

interfaces. 

 Integration Services that leverage web services and/or messaging. These services 

provide the ability to integrate easily with user interfaces, data sources, and 

applications across any platform. 

 Data Persistence Applications that make certain that data properties are 

preserved while data is being accessed and after the process is complete. 

 Data Aggregation Tools that gather data in real time from any source (data files, 

messages, databases) using any technology (phone conversations, email, text 

messages).   

The first step for insurers is completing an assessment of  their position today – where 

and how their current suite of products fits relative to a customer-centric technology 

framework. The next step is to outline what the future architecture for their organization 

should be. SMA’s recent research study, 3CM: Customer Communications and Content 

Management in Insurance, reveals that there are over 140 companies in North America 

providing solutions to support the business and technology capability requirements of the 

customer-centric insurance organizations. This SMA research also shows that many 

insurers are investing in building customer-centric business models and buying a 

complete suite of software and tools.   
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NexJ Systems 

Company Overview 

 

NexJ is a privately held software and services company based in Toronto, Ontario, 

Canada. Founded in 2003, the company has grown rapidly, with over 200 employees 

supporting customers across North America. NexJ is an innovative provider of people-

centered solutions for enterprise CRM, tailored for financial services, insurance, and 

healthcare. 

NexJ senior executives have a rich heritage in customer relationship solutions, which has 

enabled the company to rapidly build advanced solutions for specific customer segments. 

NexJ’s next generation technology delivers massive performance at scale within a tightly 

integrated solution, a combination especially appealing to large financial services firms. 

Clients include major banks, Wall Street firms, and insurance companies.  

Breadth of Functionality 

NexJ Contact combines best-of-breed CRM functionality and industry best practices in an 

enterprise solution built on a flexible platform specifically designed for tight integration, 

massive scalability, and easy customization. 

The NexJ solution integrates information from transaction systems, relationship profiles, 

customer interactions, and relevant news feeds, to provide a unified 360-degree view of 

the customer. Insurers can access policy, customer, and account information at the 

source, enabling ease of implementation and ongoing changes. This information is 

organized and can be presented to the desktop of the agent/broker, customer service 

representative, or call center representative, as well as directly to a customer via a 

secure portal or web session (Figure 4).  

Figure 4. Next Generation CRM for Insurance 
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The following exceptionally rich business capabilities are delivered via the NexJ Contact 

solution. 

 Relationship and household modeling – NexJ Contact models and enables 

agents to navigate through lead, prospect, and customer relationships across 

households, organizations, and spheres of influence. 

 Lead, opportunity, and campaign management – NexJ Contact enables the 

creation, management, and tracking of opportunities and campaigns to manage the 

sales process, and provides all the information required to “work a lead.” 

 Integrated information delivery – With NexJ Contact, organizations can integrate 

a broad set of customer related applications. NexJ can present those applications and 

any integrated customer information in the context that is appropriate for the user. 

Searches across client profiles, policies, billing, claims, and assets are possible. The 

resulting information is consolidated to form a unified view and can include 

relationship and household insights.  

 Multi-channel model – NexJ Contact delivers information and applications to any 

relevant channel, including the agent/broker or customer service desktop, self-

service customer portals, or to the mobile devices of employees or customers.  

 Flexible implementation options – NexJ’s model driven engineering results in a 

solution that is adaptable and flexible – both at the time of initial implementation and 

later when changes are required. The data definition and design is flexible, giving the 

customer the choice of where to store data and what processes to invoke. A separate 

data repository is not required which does away with the need for ongoing data 

replication. Customers are able to leverage existing databases and systems. 

Automated scheduling and notification of important follow-ups related to critical 

customer touch points are managed via automated workflows.  

NexJ Contact aligns well to the new set of business and technology capabilities that 

insurance organizations need to compete effectively, particularly in its ability to 

aggregate information, integrate with existing applications and data stores, deliver 

actionable information and insights to agents/CSRs/call center reps, and support the 

complex and evolving technology environment in today’s world. The solution suite 

delivers the next generation of CRM technology. It is packaged in a flexible framework 

that offers customers immediate rewards and a viable path for growth.   
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Strategy Meets Action Commentary  

The CRM solutions marketplace includes many vendors of all sizes – ranging from 

comprehensive, cross-industry, enterprise-wide solutions to specific point solutions for 

one industry segment or one capability area. NexJ Contact is a powerful option for 

insurance companies. The modern design of the architecture, the breadth and the 

people-centered orientation of the NexJ solution, the flexibility NexJ offers regarding 

implementation, the proven scalability, and the insurance-specific experience of NexJ all 

contribute to an offering that insurers should be considering.   

Many of the CRM systems in the market today take an approach that aggregates 

information from existing company data sources and then presents a unified view of the 

customer on the screen. NexJ goes well beyond these base capabilities and delivers the 

integrated information needed to make intelligent, proactive interactions possible. The 

delivery of these actionable insights derived from customer profile information, customer 

interaction history, business transactions related to the customer, relevant news, and 

world and life events that are pertinent, are all used in combination to create an 

intelligent service model.   

A notable strength of NexJ Contact is its ability to easily and rapidly implement ongoing 

changes. Many CRM solutions require the implementation of a separate data repository – 

one that must be continually synchronized with existing systems via replication 

mechanisms. NexJ Contact works with existing systems. This greatly simplifies the initial 

implementation and the ongoing maintenance.  

 

  

 

 

 

 

About Strategy Meets Action 

Exclusively serving the insurance industry, Strategy Meets Action (SMA) blends unbiased 

research findings with expertise and experience to deliver business and technology 

insights, research, and advice to insurers and IT solution providers. By leveraging best 

practices from both the management consulting and research advisory disciplines, SMA’s 

services are actionable, business-driven, and research-based – where strategy meets 

action – enabling companies to achieve business success. 

This SMA Perspective is a summary of SMA’s ongoing research on customer relationships 

in insurance. NexJ has purchased distribution rights for summary results of selected 

research and opinion. 

Additional information on SMA can be found at www.strategymeetsaction.com. 
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