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A practical guide

With maturity and fierce competition across the 
insurance landscape, partnerships with massive 
distributors — in bancassurance and beyond (e.g., 
utilities, retail, telecommunications) — have 
emerged as an increasingly popular alternative to 
achieve growth targets. Competition to sign an 
agreement with a relevant partner is intense and 
costly, and once an insurer achieves that milestone, 
failing to capture the expected value emerges as a 
worst nightmare. This Viewpoint provides a practical 
guide to achieving an agile partnership launch that 
will drive credibility from day one and establish the 
foundations for a successful alliance.
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SETTING UP SUCCESSFUL INSURANCE PARTNERSHIPS

partners on the short-term milestones and the 
vision of the alliance during its first year. This 
agreement and alignment should be built around 
five key pillars:

1. Roadmap of distribution channels — which 
channels to develop during the first months 
and definition of specific readiness dates.

2. Value proposition to be developed — which 
products to launch, level of customization, 
and launch dates.

3. Operational features for launch — definition 
of main features of end-to-end operational 
model (e.g., customer onboarding, claims 
and complaints processes, customer 
communications, product approval by both 
insurer and partner, service control, service-level 
agreements [SLAs], and measured KPIs).

4. Working teams and resources devoted 
to alliance setup — the teams needed to 
execute the implementation and the amount 
of resources that each party will dedicate.

5. Governance and coordination model for joint 
work — defining the forums through which 
the short-term vision implementation will be 
coordinated and their main characteristics 
(responsibilities, participants, periodicity).

A  P R AG M AT I C  A P P R OAC H 
I S  N E E D E D  W H I L E 
D E F I N I N G  T H E  K E Y 
P I L L A R S

This alignment exercise is critical, regardless of 
whether the above-mentioned points have been 
previously detailed in the signed partnership 
agreement or the depth to which they have been 
agreed. In the case where these points have been 
included in the agreement, determining the work 
to be done serves as a confirmation that the points 
remain valid.

SETTING THE STAGE

Insurance is a well-established, highly competitive 
market, characterized by a mature business 
model and recurrent, predictable revenues, with 
growth occurring primarily with the addition 
of new customers. As players consolidate their 
positions, however, growing the business becomes 
more and more difficult and costly. As a result, 
insurers increasingly have turned to partnerships 
to achieve growth goals, as they provide a new 
stream of potential customers. Partnerships also 
allow insurers to leverage customer interactions 
to initiate conversations around insurance 
products, enabling insurers to offer the right 
products at the right time (e.g., offering car 
insurance when the customer buys the car), which 
is key for driving better sales conversion ratios. 

Although each deal has its own particularities, 
Arthur D. Little (ADL) has identified four 
fundamental steps to ensure successful 
implementation during the first six to 12 months 
after agreement signoff:

1. Define and align the short-term partnership 
vision.

2. Develop the Alliance Implementation Plan (AIP).

3. Set up joint working teams.

4. Launch the governance model for alliance 
implementation.

Define & align short-term partnership vision

Alliance agreements tend to be at a very high 
level and do not usually include a detailed view 
on fundamental topics regarding partnership 
setup and management, leaving plenty of gray 
areas that can be a source of discrepancies 
and, therefore, negatively impact partnership 
implementation (e.g., misunderstandings 
between partners, reworking, longer partnership 
implementation deadlines).

After signing the partnership agreement, it is 
essential to ensure full alignment between the 
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SETTING UP SUCCESSFUL INSURANCE PARTNERSHIPS

months. It is essential that each milestone/
initiative contains the following items:

 - Owner and applicable working team (out  
of the ones defined during previous stages).

 - Start and end date.

 - Dependencies with other milestones/
initiatives.

It is possible that after drafting the AIP, alliance 
managers will realize that it is necessary to 
adjust the working teams (i.e., create new working 
team(s) or merge any of them). If this is the case, 
they will raise it to relevant stakeholders at 
their organizations to receive approval for the 
allocation of additional FTEs, if needed.

I T  I S  A  B E S T  P R AC T I C E 
T O  R E LY  O N  T H E  L O W E S T 
N U M B E R  O F  W O R K I N G 
T E A M S  P O S S I B L E

Before making the decision to set up a new 
working team, alliance managers must assess 
and be certain that the additional working team 
is essential for successful implementation (i.e., 
assigned goals cannot be effectively achieved 
by one of the already-agreed working teams 
at the short-term partnership vision definition 
stage). It is a best practice to rely on the lowest 
number of working teams possible, since it will 
significantly simplify program coordination.

Based on our experience, the following six 
workstreams are sufficient to successfully 
implement a partnership (see Figure 1):

1. Proposition

2. Distribution

3. Operations

4. IT & data

5. Marketing & communications

6. Legal & compliance

The success and credibility of the partnership 
are at stake during these first months, so it is 
important that set milestones are achieved within 
agreed timelines. A pragmatic approach is needed 
while defining the key pillars, balancing ambition 
and feasibility of implementation.

To ensure such a balance, main stakeholders and 
alliance sponsors (including C-level executives 
from both the insurer and the partner) must be 
actively involved in discussions and decision 
making. It is also essential to name a person at 
each organization to be an alliance manager 
who will be responsible for the alliance’s success 
— ensuring the partnership reaches its financial 
performance targets, driving prioritization of the 
alliance at the alliance manager’s organization, 
managing the relationship with the partner, and 
so on — including on-time implementation of 
the defined short-term partnership vision.

Alliance managers also must be involved in 
conversations around definitions to ensure that 
their perspective regarding goals and timelines 
is captured, thus signing off on the vision agreed 
by other relevant stakeholders and alliance 
sponsors, and committing to implement it within 
set time frames.

Additionally, although the defined plan is specific 
to an alliance, alliance managers must guarantee 
that it is synchronized with the involved parties’ 
overall strategic vision (e.g., IT development 
plans, customer targeting preferences, target 
financial KPIs evolution). For this purpose, alliance 
managers need to be continuously in touch with 
key stakeholders at their organizations.

Develop Alliance Implementation Plan

After reaching an alignment on the short-term 
partnership vision, the parties must develop the 
plan — the Alliance Implementation Plan (AIP) — 
to build it. Program managers from the insurer 
and the partner will be responsible for detailing 
and aligning around a first high-level version of 
this plan, which will include main milestones/
initiatives to be reached within the coming 

V I E W P O I N T A R T H U R  D .  L I T T L E

3



SETTING UP SUCCESSFUL INSURANCE PARTNERSHIPS

Figure 1. Working teams’ structure, purpose, and tips to guarantee successful partnership implementation

A proper AIP should cover the high-level main 
milestones/initiatives, leaving no doubt to teams 
about the goals that need to be reached but also 
allowing working teams to decide and detail 
needed tasks/epics and subtasks/stories to reach 
those goals. At the end of the day, working teams’ 
leads will be held responsible to execute that plan 
on time, so they need to be comfortable with it. 

Alliance managers review program progress only 
at the milestone/initiative level and make their 
progress-level status presentations to main 
stakeholders at this level. It is the working teams, 
as described in the next section, that keep track 
of task and subtask levels so they are always sure 
their teams are on track for meeting milestones/
initiatives’ agreed deadlines (see Figure 2). In 
the case of an expected or potential deviation 
to a deadline, teams must bring the issue to the 
attention of an alliance manager so together 
they can assess potential solutions and minimize 
impact on implementation performance (e.g., 
deadlines, costs, quality/capabilities developed).

Set up joint working teams

Once the AIP is fully aligned, it is time to set 
up the working teams to execute it. These 
teams must represent both insurer and partner, 
involving members from both companies to 
ensure alignment between the two parties. 

Nevertheless, since each deal has its own 
particularities, this structure should be taken only 
as a reference. Partners must carry out a specific 
assessment to define which working teams 
are needed to develop the agreed short-term 
partnership vision.

Following AIP alignment between alliance 
managers, the plan must be shared with working 
teams’ leads to refine (if necessary) and validate 
it. It is a good practice to allow teams to have at 
least a couple of days to review the shared plan 
and then hold a meeting to answer any questions 
that might arise, amend the AIP if necessary, and 
reach final alignment around the plan.

Based on our experience, a typical mistake is to 
transfer the AIP development exercise directly 
to the teams (i.e., not drafting an initial high-level 
plan that they then validate). This usually results 
in significantly longer time frames to build it and 
reach an alignment among involved parties.

Another mistake we have observed is when 
alliance managers put too much detail into 
the AIP and fail to give working teams sufficient 
autonomy. This can also end in long discussions 
and the failure of working teams to internalize 
the AIP as their own, thus lowering the level of 
engagement, commitment, and alignment with 
set milestones and deadlines.

Source: Arthur D. Little

Source: Arthur D. Little

Figure 1. Working teams’ structure, purpose, and tips to 
guarantee successful partnership implementation

Purpose Main challenges Tips

Legal & 
compliance

Operations

Proposition

Marketing & 
communications

IT & data

Distribution

Develop value proposition for alliance 
launch campaigns

Set up distribution channels (e.g., outbound/
inbound telesales, digital) for launch 
campaigns & monitor their performance

Set up processes for running end-to-end 
insurance business (e.g., onboarding, 
customer servicing, claims mgmt., 
renewal/retention)

Support other workstreams (e.g., distribution, 
operations) in defining & setting up insurance 
business foundations

Ensure customer communications align 
with partners’ communication policies 
& work toward highest possible level of 
personalization

Needed contracts signoff (between 
partners/third parties) & legal vehicles 
set up, if needed

• Reach alignment on products’ characteristics
• Provide differential products while meeting 

set launch deadlines

• Agree on telesales agencies selection & reach 
favorable economic agreement with telesales 
agencies while meeting set launch dates

• Align on digital vision (e.g., private/public Web)

• Reach alignment on process characteristics, 
SLAs & KPIs to be measured with no 
significant deviation from current ones

• Align with other workstreams to set up 
capabilities needed to support defined 
short-term alliance vision

• Develop unique communications guideline 
for the alliance

• Apply defined guidelines to all customer 
touchpoints & documentation

• Fit regulator(s) timelines into AIP

• Approve launch-version products, strongly 
based on existing products & refine them 
after launch, taking advantage of insights 
from commercial performance

• Use, if possible, telesales agencies already 
working for any partners (prices already 
negotiated, no need of due diligence process 
at least at one partner, connections already 
set up, etc.)

• Agree to launch under a model with 
minimal adjustments & evolve to alliance’s 
specific target operating model post-
launch

• Integration of members of IT & data working 
teams in relevant initial (i.e., 2-3 first sessions) 
working team sessions (e.g., distribution, 
operations) 

• Clearly define which kind of personalization 
can be achieved for launch (e.g., co-branding, 
typography, color palette) & leave further 
personalization for post-launch

• Prioritize alignment & development of 
documentation that needs to be presented 
to regulators (e.g., agency agreement, 
entity approval)
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SETTING UP SUCCESSFUL INSURANCE PARTNERSHIPS

regularly join these review meetings (instead 
joining only when there is a critical issue), they 
will remain apprised of working teams’ progress 
by the updates provided from the internal weekly 
meeting by the working teams’ leads. 

Additionally, particularly in cases where 
workstream members are not fully allocated to 
the alliance, it is a best practice to establish a 
project management office (PMO) team whose 
goal is to facilitate decision making and boost 
required deliverables development. Having this 
PMO team in place significantly increases the 
chances of implementation success. 

Launch program governance

Once parties have fully aligned the program 
plan and established working teams, it is time 
to launch the program governance to coordinate 
execution. Based on our experience, it is ideal to 
establish two levels of governance (see Figure 3): 

1. Strategic level — comprised of sessions in 
which the main stakeholders and alliance 
sponsors from the parties are involved for 
decision making on critical issues for the 
alliance. 

2. Tactical level — including people responsible 
for day-to-day alliance management, these 
sessions are focused on making decisions 
impacting the alliance in the short term.

The teams should comprise:

 - Two team leads (one each from insurer 
and partner) — responsible for meeting 
set milestones within agreed deadlines.

 - Team members — fully dedicated to the 
program to guarantee superior performance 
(for example, it is better to have a team of two 
dedicated full-time members than a team of 
four part-time members).

Working teams’ cross-company nature allows the 
alliance to distance itself from the client-supplier 
working model, establishing strong partnerships 
and collaboration dynamics that will result in 
greater agility in implementation and alliance 
management. Similarly, the collaboration will 
allow companies to better know and understand 
each other, enabling higher transparency and 
making it easier to reach alignment.

Working teams must work autonomously, with 
alliance managers intervening only in the case of 
a roadblock, dependency with other workstreams, 
or if an issue needs to be escalated to key 
program stakeholders to be solved.

To further enable this autonomous working 
dynamic, working teams’ leads will organize 
and lead, at a minimum, a weekly progress review 
session, including a draft of the meeting minutes. 
Since it is inefficient for alliance managers to 

Figure 2. Example of AIP structure and definition of responsibilities

Source: Arthur D. Little
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Figure 2. Example of AIP structure and definition of 
responsibilities

Tasks/epics

1.1 Task/epic

1.2 Task/epic

2.1 Task/epic

2.2 Task/epic

3.1 Task/epic

3.2 Task/epic

4.1 Task/epic

4.2 Task/epic

Subtasks/stories
1.1.1 Subtask/story
1.1.2 Subtask/story
1.2.1 Subtask/story
1.2.2 Subtask/story

2.1.1 Subtask/story
2.1.2 Subtask/story
2.2.1 Subtask/story
2.2.2 Subtask/story

3.1.1 Subtask/story
3.1.2 Subtask/story
3.2.1 Subtask/story
3.2.2 Subtask/story

4.1.1 Subtask/story
4.1.2 Subtask/story
4.2.1 Subtask/story
4.2.2 Subtask/story

1. Product definition

2. Product approval at insurer

3. Product approval at partner

4. Development of sales 
training materials

Milestones/initiatives

Defined by program managers (plus refinement 
according to working teams’ feedback) Defined by working teams 
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A typical week during the implementation of the 
alliance would look like that shown in Figure 4. 
We strongly encourage the following schedule:

1. Working teams’ meetings are scheduled by 
their leads at their best convenience. The only 
rules they need to follow are:

 - They are held on a weekly basis between 
Monday and Wednesday.

 - They do not overlap with each other.

 - Alliance managers are invited to all of  
them (thus the need for no overlap).

2. The internal coordination meeting is held on 
Thursday morning. It is led internally by the 
alliance manager, and working teams’ leads 
present their progress from the week, together 
with next steps and potential roadblocks/
dependencies.

3. On Thursday afternoon, the joint alliance 
management meeting is held. Alliance 
managers from both the insurer and the 
partner lead this meeting and it is aimed 

at decision making on short-term roadblocks  
and issues raised by working teams’ leads 
(using a list of topics to be discussed that is 
aligned beforehand by alliance managers).

4. Although not as critical as the meetings 
described above, it is good to schedule the 
steering committee meeting at the end of 
the week to avoid overlap with other sessions. 
Scheduling will depend on C-level executives’ 
agendas.

The focus will shift from tactical to strategic as 
the implementation progresses (and will require 
a lower frequency of meetings at the tactical 
level), switching to business-as-usual stage after 
the implementation.

After short-term vision implementation, the focus 
will be on launching remaining products and 
channels, running the business, and evolving toward 
higher levels of integration between partners 
(e.g., value proposals, ad hoc processes and SLAs, 
personalized communications, development of 
joint data models).

Figure 3. Program governance structure 

Source: Arthur D. Little
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Figure 3. Program governance structure 

Session Cadence Main attributions

Bi-monthly

Weekly

Weekly

Strategic

Tactical Weekly

Participants

Steering 
committee

• Strategic alignment, overall monitoring & decision 
making on critical issues

• Highest governing body of the alliance, with full 
powers to amend or cancel any resolutions of the 
operations committee and the working teams

Insurer + partner

Joint alliance 
management 

meeting

• Overall program status review & weekly monitoring
• Decision on short-term critical topics & roadblocks
• Timeline alignment, scope change mgmt., project 

issue mgmt.
• Decision on escalation topics to steering committee

Insurer + partner

Internal 
coordination 

meeting

• Internal update on what has been done in the last 
week/what is planned for the upcoming week/
roadblocks/discussion of tasks/improvements in 
the area of delivery, prioritization & issue assignment

Internal

Joint 
workstream 

meetings

• Cross-functional & cross-organizational meetings 
• Workstream coordination & alignment of members 

between all involved organizations
• Share level of progress, manage short-term 

dependencies & coordinate next steps

Insurer + partner

Figure 4. Program governance schedule example
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Figure 4. Program governance schedule example

Monday Tuesday Wednesday Thursday Friday

Proposition 
working team 

session

Legal & compliance 
working team 

session

Distribution 
working team 

session

Operations 
working team 

session

IT & data working 
team session

Marketing & 
communications 

working team 
session

Internal 
coordination 

meeting

Joint alliance 
management 

meeting

Steering 
committee
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Alliances between insurers and massive distributors have 

become a hot topic, and proper implementation is key to capture 

expected value. As we have explored in this Viewpoint, some key 

points to consider to ensure successful implementation include:

1  Ensure full alignment between the partners on the short-

term milestones and the vision of the alliance during its 

first six to 12 months.

2  Take a pragmatic approach to defining short-term 

milestones, balancing ambition and feasibility of 

implementation.

3  Name an alliance manager at each organization who 

will be responsible for alliance success, including on-time 

implementation of the defined short-term partnership 

vision.

4  Implement alliance via cross-company working teams from 

the outset, enabling strong partnership and collaboration 

dynamics.

5  Establish or coordinate strategic and tactical levels of 

governance for alliance implementation, including both 

internal and joint meetings. 

 TA K E  A  P R AG M AT I C  A P P R OAC H  T O  
D E F I N I N G  S H O R T-T E R M  M I L E S T O N E S

CONCLUSION 

E N S U R I N G  A L L I A N C E  S U C C E S S
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Arthur D. Little has been at the forefront of innovation since 
1886. We are an acknowledged thought leader in linking 
strategy, innovation and transformation in technology-
intensive and converging industries. We navigate our clients 
through changing business ecosystems to uncover new growth 
opportunities. We enable our clients to build innovation 
capabilities and transform their organizations.

Our consultants have strong practical industry experience 
combined with excellent knowledge of key trends and dynamics. 
ADL is present in the most important business centers around the 
world. We are proud to serve most of the Fortune 1000 companies, in 
addition to other leading firms and public sector organizations.

For further information, please visit www.adlittle.com.
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