Developing a Successful Product
Southeast Actuaries Conference
Fall Meeting
November 19, 2010

Donna Schlegel
Director
Deloitte Consulting LLP

Andy Ferris
Senior Manager
Deloitte Consulting LLP

Speed to market is generally not a predictor of product success

Average Effort vs. Average Speed to Market
by Categories of Success
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So what tools contribute to product success?
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Tools contributing to product success
 Research & Development
 Business Case
 Process Flow
 Project Plan
 Post-Project Team Survey
 Post-Launch Scorecard
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Research & Development
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R&D is essential to a constant flow of ideas
Lessons learned from successful companies
 Perform primary and secondary research on distribution
 Even for companies that use third-party distribution perform primary and
secondary research on the customer
 Have a disciplined approach to tracking competitors’ products, capabilities,
and plans
 Have a rigorous process for scoring and prioritizing ideas
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Elements of successful R&D

Understanding the Customer

Driven by Product Strategy






 Active Engagement of Executive
Leadership on New Product
Development Committee
 Periodic Portfolio Assessments and
Product Strategy Updates

Focus groups
Prototypes
Consumer Market Research
Blogs

Ongoing
R&D

Understanding Distribution

Monitoring Competitors








Producer Councils
Producer Conferences
Primary/Secondary Research
Blogs




Monitoring competing products offered
by other Insurance Carriers
Monitoring Adjacent Markets
Producing competitive reports by
product line and distribution channel

Key R&D Activities

Idea
Collection



R&D collects a large set of potentially
viable ideas from all sources including
those mentioned above
Involves active solicitation of thoughts
from Product Manager and internal
distribution

Idea
Evaluation



R&D leads the initial
investigation of potential for
each idea
The R&D team develops an
estimated range for scorecard
value

Idea
Selection



R&D recommends that a
particular idea move to the
initial design and pricing phase.
Key deliverables include a high
level business case and
estimated range for the
scorecard value
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Business Case

Build an effective business case
1. External Market Analysis
Market Structure

 Conduct a Market Opportunity Assessment

Competitive Environment

 Develop competitor profiles

Environmental Scan

 Identify and analyze emerging issues

Customer Needs Analysis

 Conduct a customer needs assessment

Distribution Channel Analysis

 Suitability, cost-benefit and risk by distribution channel

2. Internal Analysis
Strategic Focus

 Assess fit with business strategies

Desirability Analysis

 Assess risk characteristics

Product Features

 Summarize features

Distribution Requirements

 Describe channel selections

Capability Requirements

 Summarize capabilities and needed investments
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Build an effective business case
3. Strategic Risk Assessment
Fit in Product Portfolio

 Conduct a Market Opportunity Assessment

4. Economic Model
Profitability

 Determine revenue and expenses

5. Implementation Strategy
Approach

 Outline implementation needs and postimplementation monitoring
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Build an effective business case
Lessons learned from successful companies
 Have a clearly articulated, broadly understood and accepted product strategy
 Have the discipline to make sure that an idea fits the strategy
 Demonstrate a disciplined examination of ideas, with active involvement of executive
leadership with a clearly defined process
 Involve the distribution channel
 Leverage the insights provided by all key stakeholders, including operations and
systems, during the development of the business case
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Process Flow

Process Flow
Lessons learned from successful companies
 Have a well documented, repeatable process that includes all those involved in the
total end-to-end process
 Introduce products on a regular cycle as opposed to on an ad-hoc basis
 Build and sustain producer commitment to the new product, from research through
launch
 Focus on establishing a reputation with producers for delivering quality, error free
products on time rather than a focus on speed to market
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Integrate and collaborate across functions
Policyholder
Services

Legal and Compliance

Underwriting

Go
No Go

Go

R&D around
markets,
customers and
distributors

No Go

Select ideas
for further
development

Launch
and
manage
product
life cycle

Information
Technology

Go
No Go

Go
No Go

Financial
Reporting
Product
design and
pricing

Implement
& integrate with
core functions/
pre-launch

Implementation
planning

Go
No Go

Go
No Go

Sales and
Distribution

New Business
Administration

Actuarial
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Invite the right parties to the table at the beginning
Bringing a product to market is a multi-functional endeavor. How can products go
to market today without understanding…

Strategic Fit
Competition

Service Model
Executive

Customer
Needs

Marketing

Operations

R&D

IT

Cost and
Timeline for IT

Multi-functional
Team
Distributor
Needs

Finance

Sales
Legal

Actuarial

Risk

Financial
Model

Underwriting
State and
SEC Filings

Product
Design

Risk
Management
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Establish key decision points from beginning to end
Establish key decision points as the fact base develops

“Speed to Market”

Develop an idea and
conduct a market
assessment

Moves forward with primary focus on
speed rather than quality (profit) as the
key driver of the process

Too often results in
unsuccessful uptake or
costly errors

“Speed to Profit”

$$$
Multi-functional team
develops comprehensive
business case

Moves forward with a consistent and
repeatable process and establishes
critical go/no go points
based on relevant criteria

Higher probability of
success while still
efficient in execution
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Project Plan
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Project Plan
Lessons learned from successful companies
 For each task put the accountable party (name names)
 Include dependencies
 Build in time for the actuarial models, which will depend upon new to industry
(innovative), new to company, revision
 Include deliverables for each phase
 Have a disciplined approach during implementation
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Project Plan
ILLUSTRATIVE
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Post-Project Team Survey

Post-Project Team Survey
Lessons learned from successful companies
 Perform a Post-Project Team Survey
 The survey should focus on the process as much as the Product Manager
 Meet to discuss the survey results and discuss lessons learned
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Post-Project Team Survey
The Product Development Team would like to gather your feedback on how effectively we have met your needs and to help us
understand how effective these projects were as we move into the next initiative.
Please complete the survey by emailing or sending it interoffice to Jane Doe by month dd, yyyy. Your survey and comments will remain
anonymous; please be open and honest. Thank you!

The project manager communicated expectations of the team as a whole and for individual team

2

The project manager was knowledgeable about the subject matter and the business.

3

The project manager offered support and encouragement to team members.

4

The project manager fostered an open environment for discussion. (ideas welcomed and acknowledged, equality within the group,
equal floor time).

5

Updated documentation (meeting agendas/minutes, project plan, process flows) was provided in a timely manner for all team
members.

6

The project manager contributed to the success in meeting milestone dates and the overall launch date.

Consistently

Often

Occasionally

Rarely

Project Manager Assessment

1

Seldom

Team Name _______________________________________

Occasionally

Often

Consistently

Often

Consistently

The goals of individuals supported the goals of the team.

Occasionally

Team members were actively committed to achieving our goals.

3

Seldom

Team members exhibited a common understanding of our goals.

2

Seldom

1

Rarely

Team Performance

Rarely

Additional comments on project manager:
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Post-Project Team Survey (cont.)
Team Performance

4

Roles in this team were clearly defined and understood.

5

People with different roles worked collaboratively.

6

If there is a conflict in regard to roles, it was discussed and resolved.

7

Team meetings were highly-productive.

8

In meetings, we followed the agenda and managed our time well.

9

Discussions in meetings supported our objectives and stayed on track.

10

When I had something to contribute, team members really listened to me.

11

There was an appropriate balance of participation in team discussions.

12

We used active listening (paraphrasing/summarizing) to increase communication effectiveness.

13

We were effective at making decisions.

14

We involved the right people when making decisions.

15

When striving for consensus, differences of opinion were encouraged and explored.

16

We used a structural approach to solving problems.

17

When conflicts arose, all opinions were heard and given consideration.

18

Conflicts were task related rather than interpersonal.

19

Conflicts were resolved in ways that benefited the team versus 1 or 2 individuals.

20

Team members followed through on individual tasks.

21

There was an air of energy and excitement in our team.

22

Team members were genuinely supportive of each other.

Please provide details for either recognizing an individual team member(s) or offering constructive feedback.
How might the Project Development group improve the experience to meet future goals and improve the experience?
Any additional comments about any item not specifically addressed? On the process?
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Post-Launch Scorecard

Post-Launch Scorecard
Lessons learned from successful companies
 Actively manage the lifecycle of a product
 Tie metrics back to original Business Plan

Metrics Scorecard
Financial
 Sales
 Earnings
 Mix of business…

Assumption Validation
 Age, size and funding
distributions
 Underwriting mix
 Fund allocations
 Persistency, mortality…

Operational
 Unit costs
 Error rates
 System efficiency…

Customer/Producer
 Satisfaction
 Ease of sales process
 Behaviors in line with expectations…
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Monitor throughout the product lifecycle
Success in execution requires careful monitoring of the product post-launch

Monitor the product
Make a profit



What is the appropriate frequency for touch points?



Who should be involved in the monitoring process?



Which metrics are critical for measuring financial success?



Which metrics are critical for measuring competitive success?



What are the triggers for action?



What is the feedback from producers?



Was the launch campaign appropriate?
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