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The growth of the insurance industry 
over centuries has been fuelled by 
meeting societal needs – everyone 
needs insurance – and accelerated 
by factors such as there being no 
real alternative, a lack of regulation 
in some markets, and, occasionally, 
questionable sales practices. 

These accelerators have been curbed in recent 
years by increasingly strict regulation in areas 
such as commission and capital management. 
But the established players continue to reap 
the benefits of history, their in-force books 
and capital reserves built up over generations, 
making it difficult for new entrants to capture 
market share. 

This at least partly explains why the industry 
incumbents still hold significant economic 
sway in an age that favours responsiveness, 
innovation and customer-centricity.

So while for many years the insurance 
industry has relied on its legacy and niche 
expertise to maintain its strength, phenomena 
such as big data, insurtech, blockchain and 
AI all threaten to disrupt the traditional 
insurance business model. At the same time, 
the increased demands from regulators 
and shareholders mean that up-to-date 
management information (MI) needs to be 
readily accessible. 

In order to remain relevant companies need 
to evolve, compete and innovate in their front, 
middle and back offices. The industry needs 
to become much better at using reliable 
data to make strategic decisions. In addition, 
financial models, which have mirrored the 
organic growth of the insurance companies 
they serve, need to be critically re-evaluated 
and streamlined, along with the systems and 
processes within which they operate. 

And all this needs to happen within the 
confines of increasingly complex, uncertain, 
and demanding economic and regulatory 
environments.  
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This is why we developed the Actuarial 
Performance Management (APMTM) 
Framework, MBE’s proprietary methodology 
for transforming actuarial performance. 

The APMTM Framework is a comprehensive, 
structured approach that underpins our 
actuarial transformation projects.

 

 
 
 
 
 

 
 

 

 
 
 
 
 

 
 

Dismantling centuries of ingrained 
practices and building a more sustainable
industry from scratch is not the most 
practical nor necessarily the best way to 
solve the issues faced by the insurance 
industry today. To thrive in the digital age,
insurance companies will need to:

¡  improve their models, systems and
  processes  so that they may become

strategic decision-making tools.

¡  foster a mindset of efficiency  to cut
  costs and remain competitive.

¡  think holistically, linking formerly
  siloed departments and unlocking

synergies across the business.

¡  amplify the impact of the above  by
  embedding a culture of optimisation

and continuous improvement.

While companies make budgets available to 
accommodate new requirements, such as IFRS
17 and Environment, Social and Governance 
(ESG) factors, it makes equal sense to develop
strategies to reduce waste at the same time.

We should not, however, wait for big-budget 
projects to provide the impetus to identify 
inefficiencies but instead should embed a 
culture  of continuous improvement. 
Encouraging all employees to proactively spot
and own  opportunities for improvement every
day – no  matter how small they may seem –
will add  considerable value over time. An 
emphasis on  efficiency is crucial to the future 
success of  what is often considered a bloated 
industry. Releasing capacity for more
value-add  activities, and passing those 
benefits on to  increasingly savvy customers,
will help insurers to become profitable and 
more competitive.
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Using this APMTM Framework, we assessed 
the current actuarial performance of insurers 
in South Africa, the UK and Europe against 
the six enablers in the model to identify 
improvements needed to achieve Actuarial 
Excellence.  
 
As a result of this industry-wide exercise, we 
have identified several trends that are blocking 
or enabling actuarial functions’ paths to 
strategic excellence. This report outlines the 
insights gleaned and provides a benchmark 
of current performance against which future 
improvements may be measured. 

I hope that you find this report useful and 
consider the long, hard look in the industry 
mirror it represents as a first step in achieving 
strategic excellence and helping to prepare the 
industry for the challenges of the future.

Andries Beukes Partner

Foreword continued

People, Roles &
Responsibilities

Strategy

Processes &
Methods

Data Lifecycle

Actuarial
Applications

Performance
Management

Data
Architecture

C o n t i n u o u s  I m p r o v e m e n t

C o n t i n u o u s  I m p r o v e m e n t

The Actuarial Performance Management (APM™) Framework. 
MBE’s unique methodology for transforming actuarial performance.
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Having delivered actuarial transformation 
projects since its inception, MBE has long 
recognised that there are many pitfalls 
that hamper their success, and which have 
contributed to the insurance industry’s 
scepticism of these programmes. 

The most obvious of these pitfalls is teams 
and functions operating in siloes, which is why 
MBE has always encouraged an integrated 
approach, blending actuarial, process and IT 
expertise. And despite the industry’s aversion 
to transformation, a holistic approach to 
strategic thinking is going to become essential 
if organisations wish to remain relevant and 
achieve excellence in the face of countless 
disruptors which are rendering the traditional 
way of doing things obsolete. 

An essential starting point in any transformation 
or improvement project is understanding the 
current state, so that it may be measured and 
analysed, and informing the improvements 
that are required.

 

Executive Summary

People, Roles & 
Responsibilities

6.5/10

Data 
Lifecycle

4.7/10

Processes & 
Methods

3.2/10

Performance 
Management

4.4/10

Actuarial 
Applications

3.8/10

Data 
Architecture

4.0/10

Average score for each enabler across participating insurers 

Benchmarking Performance
In late 2021, MBE set out to assess the 
performance of insurers in South Africa,
the UK and Europe to create an objective 
benchmark of actuarial excellence that enables
insurers to measure their effectiveness against 
their peers and identify areas for improvement.

This benchmarking exercise used MBE’s 
Actuarial Performance Management (APM™)
Assessment, a comprehensive survey that was 
completed by employees within the actuarial 
function of insurers.

The assessment measures performance based 
on the six key enablers of the Framework.

Based on the assessment responses from
200 team members in 20 insurers and in-
depth interviews with senior representatives 
from all participating companies, we were
able to provide participating insurers with a 
comprehensive diagnostic of their actuarial 
performance across six strategic enablers,
and identify key themes which we believe are
representative of the industry as a whole.
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 ¡ People, Roles and Responsibilities is 
the enabler in which most respondents 
believe their company performs well. 
With a score of 6.5 out of 10, People, Roles 
and Responsibilities scored the highest 
overall across the sample. What is missing 
though is a structured and systematic 
approach to training to accelerate the 
development of strategic capabilities. 

 ¡ Processes and Methods is the area in 
which respondents expressed the least 
confidence in their performance. 
Processes and Methods scored the lowest 
with an average of 3.2 out of 10. Subsequent 
conversations revealed that most often 
processes do not inform system designs, 
but are rather an afterthought, and only 

considered when new system developments 
are implemented.

 ¡ Perceptions of Performance Management 
differed widely. 
The scores for Performance Management 
have the widest spread, ranging from 
1.3 to 8.8 out of 10. From the survey it 
was conclusive that the management 
of operational performance is hugely 
overlooked by actuarial leaders. Companies 
taking a very narrow view (focusing on 
performance management of individual 
team members) tend to score higher 
compared to companies who considered 
the performance management of all 
actuarial processes. 

Key themes

 

 

 

Expertise in process improvement and IT – 
skills that do not traditionally form part of 
formal actuarial training – will be essential 
in developing and executing a successful 
actuarial performance strategy. 

MBE has successfully delivered actuarial 
transformation projects to varied clients 
over several years and would welcome the 
opportunity to discuss this challenge with you.

Actionable learnings

Executive Summary continued

The insights from the assessment rendered 
several clear, actionable learnings, including:

¡  Any actuarial performance strategy needs
  to be accompanied by a clear roadmap.

¡  Individuals’ KPIs should be aligned with
  the strategic objectives of the company or
  department.

¡  Processes, systems and models should
  be baselined, and any improvements
  objectively measured to ensure effective
  management.
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MBE Consulting helps insurers to 
increase their actuarial performance 
by delivering innovative, measurable 
and sustainable efficiencies. 

As a trusted partner to insurers 
across the industry, we have unique 
insights into the effectiveness of 
different teams across a range of 
insurers, and the factors which 
contribute to their success.

How MBE’s APMTM facilitates a 
holistic and successful strategy
Since its inception, MBE has blended 
actuarial, systems and process expertise. 
Many years and countless transformation 
projects later, we have distilled what makes 
transformation projects and actuarial strategy 
implementations successful and what dooms 
them to failure. 

From this experience and understanding, 
we created the Actuarial Performance 
Management (APM™) Framework. 

Roadmap to Actuarial Excellence 

People, Roles and 
Responsibilities:  

the organisation of people 
and the development of the 
required skills to effectively 

develop and maintain 
actuarial models, and to 

produce and manage risk 
data and actuarial results.

Actuarial Applications: 
the software components 

that support the modelling 
of results, data management 

and model development 
activities.

Performance Management: 
measures that monitor and 
control the performance of 
processes (with the help of 

performance metrics) and the 
risk of actuarial models.

Data Lifecycle: 
the data sources, data 

consumers and business 
uses, and the operational 

data activities including data 
governance.

Data Architecture: 
the conceptual data model 
for all data in the actuarial 
value stream. It describes 

how the data flows between 
applications as well as its 
storage, management and 

maintenance.

Processes and Methods: 
the techniques, procedures 
and standards required to 
produce and manage risk 
data and actuarial results 

accurately and consistently.

The APMTM is a structured approach that underpins our actuarial transformation projects.  
It assesses and helps companies to improve their actuarial performance across six enablers: 
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Successful actuarial teams can achieve a satisfactory level for each of the six enablers, playing to 
their strengths while improving areas that might have been neglected traditionally. Each enabler 
consists of underlying success factors that provide more specific insights into the practical tasks and 
requirements that actuarial team members face in their roles. The APMTM Assessment informs actuarial 
leaders of their team’s current performance in relation to each enabler and its success factors and 
identifies the required improvements to achieve actuarial excellence through:

The APMTM Benchmarking 
Exercise
In late 2021/early 2022 MBE assessed the 
performance of insurers in the South African, 
UK and European markets to create an 
objective measure of actuarial excellence 
– a benchmark to enable insurers to measure 
their performance relative to their peers 
and identify areas for improvement. This 
benchmarked snapshot would also serve as 
a baseline against which to compare current 
performance and measure future progress.

This exercise, known as the Actuarial 
Performance Management (APMTM) 
Assessment, was a comprehensive survey 
completed by employees within the actuarial 
function of participating insurers. Participants 
were asked to rate their organisation against 
each of the various success factors, to create a 
score for each enabler. 

Insights derived from survey responses 
allowed MBE to provide these insurers with a 
comprehensive diagnostic of their actuarial 
performance, at an individual level and relative 
to their peers. 

In this report, we explore the enablers and 
their key success factors in detail with the 
benefit of insights gained from the responses 
of 200 individuals. Overall, the results reflect 
what we see in practice. 

This means delivering in shorter timescales, producing better quality results and/or data, at a lower cost 
and being resilient to market and demographic shocks as well as other social and economic factors. 

Roadmap continued

Time Quality Cost Operational 
resilience

Insurers often focus on 
actuarial financial output 
and struggle to optimise 
holistically across the six 
enablers.



9

How does actuarial performance 
strategy create excellence?
 
The key to optimising performance is 
a well-defined actuarial performance 
strategy. Following analysis of a number of 
strategies, we have identified three essential 
characteristics of a successful strategy:

Holistic

In medicine, a holistic approach considers the 
whole person; their mental, emotional, social 
and spiritual wellbeing as well as their physical 
health needs. In this way, obscure symptoms 
may be explained, the root cause found, and 
optimal health and wellness achieved. 

The same approach is needed for actuarial 
functions. We need to consider the business 
as a whole, the end-to-end steps of providing 
a service to the customer, no matter how 
mundane they appear, to identify opportunities 
to reduce waste and increase innovation. 

The word “innovation” conjures glamorous 
images of digital advances but for actuaries, 
there is more to innovation than fancy new 
models and flashy databases. Alignment and 
structure of your human capital, superior 
methods for doing your work and distinctive 
interactions you foster with other areas of the 
business are all areas that require innovation. If 
there is not a solid basis of delivery skills and 
execution it will be difficult to achieve success.

Actuarial excellence means more than just 
precise reporting. It’s about minimising the 
effort required to produce superior actuarial 
output, reducing the load on individuals’ 
shoulders, while simultaneously increasing 
their output and freeing up their time for more 
value-adding activities. 

These may feel like trade-offs, but they don’t 
have to be. With the basic building blocks 
in place for a holistic actuarial performance 
strategy, supported by technology (not driven 
by it), the actuarial machine can operate at its 
full potential.

Measurable

It is widely accepted that strategic objectives 
must be measurable. That which is not 
measured cannot be managed, which, in turn, 
makes it impossible to improve. 

Here, measurement relates to outcomes, 
rather than activities. Measuring activities will 
indicate when a strategic implementation is 
complete. Measuring outcomes demonstrates 
whether it was completed successfully and 
delivered the business value expected. 

Measuring outcomes can secure buy-in from 
teams, by demonstrating how their lives will 
be made easier, and leaders, by showing 
the board how value will be created. It is 
fundamental to securing budget for further 
improvement, to winning hearts and minds, 
and bringing people on the journey with you.

Continuous

Excellence and innovation happen when 
teams relentlessly push the boundaries of 
continuous improvement. There is always a 
way to do things better and innovation is an 
inevitable by-product of this sort of culture. 
With a strategy in place, and a system of 
measurement, a culture of continuously 
improving the indicators being measured is 
what makes an actuarial team excellent.

The key message is that it is not necessary to 
wait for a big project with a sizable budget 
to start making improvements. While such 
initiatives may provide the kickstart many 
teams need, the day-to-day awareness of 
inefficiencies and how to reduce them can be 
much more powerful in the long term.

What does this mean for actuarial teams in a 
practical sense? Which functional areas need 
to be delineated, measured and improved?

MBE’s APMTM  Framework addresses these 
questions by focusing on the six key areas 
that drive actuarial performance and provides 
a relevant and credible way to measure and 
improve them.

In the next section of this report, we look at the 
headline results of the benchmarking exercise 
before taking a deep dive into the detail. 

1

2

3

Roadmap continued
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Highs and Lows

APMTM Assessment Key Findings
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Processes and Methods are 
often neglected 
Processes and Methods came out lowest in 
the self-assessments with an average score of 
three out of ten. 

Subsequent conversations revealed that this 
enabler is more of an afterthought in the 
actuarial strategy – something which is only 
configured post-systems design. This should 
not be the case in a high-performing actuarial 
function: processes and methods should 
inform systems design. 

This negligence almost certainly explains 
the low score for Processes and Methods 
and explains why they are often seen as a 
hindrance rather than as an enabler as they 
should be. Most respondents indicated that 
their processes and methods are overly 
complex and a key source of expense leakage.

People, Roles & Responsibilities 
scored well, however skills 
development lacks a structured 
approach
The People, Roles and Responsibilities enabler 
scored the highest overall across the sample 
(6.5 out of ten). It seems that people generally 
feel empowered to drive improvements and 
that their roles are well defined. 

What is missing, however, is a structured 
and systematic approach to training and 
accelerating the development of strategic 
capabilities. It is the capabilities of individuals 
that enable actuarial functions to develop, 
manage and leverage actuarial potential at 
an individual, team and organisational level, 
helping to embed an actuarial performance-
driven culture and growth mindset.

Figure 1: The mean and distribution of responses into quartiles.
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Furthermore, as much as employees are 
there to create value for the business, 
employers need to offer value to the actuarial 
staff. Comprehensive and stimulating skills 
development plans will be a key differentiator 
in attracting the best talent, and insurers 
need to present a compelling proposition 
to compete with other organisations and 
professions.

Baseline operations to allow 
performance management
Performance Management has the widest 
range of scores (1.3 – 8.8) of all the enablers. 

In subsequent interviews with participants, 
we discovered that some companies took a 
very narrow view in answering these questions 
by focusing on the performance of individual 

team members. Others considered the 
performance of all actuarial processes and 
generally scored lower.

In these interviews, it became apparent 
that few companies measure and monitor 
the performance of their wider operations, 
something that is essential to embed a 
mindset of continuous improvement. To do 
so, it is crucial for insurers to baseline their 
existing operations. While this is neither 
complex nor expensive, it is often uncharted 
territory and most insurers may need 
assistance as they lack the necessary expertise.
 
In contrast, insurers felt confident in 
understanding the risks in their actuarial 
models. However, there are few frameworks in 
place to methodically manage these risks in a 
standardised and objective way. 

APMTM Assessment Key Findings
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1Respondents could select from Strongly Disagree to Strongly Agree. Where respondents Strongly Disagree 
or Disagree, it is an indication that the success factor has a negative impact or detraction on the performance 
of the actuarial teams. Strongly Agree is generally viewed as having a positive impact or enabling the 
performance of the team. Agree is considered to have a neutral or no impact on the team’s performance. 

 

 

When a company invests in their actuarial
operations, it can expect to move along the 
curve to achieve a higher APMTM index. This is 
a powerful way to measure the increase in the 
performance of the organisation and gauge 
the success of transforming the performance 
of their actuarial teams.

Figure 3 shows a summary of the APMTM Index 
across all participants. The index values range 
from 15.8% to -35.4%, with an average value of 
-12.8%. The upper and lower quartiles are -1.6% 
and -25.1% respectively. 

APMTM Enablers Deep Dive 
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Figure 2: APMTM Index as a function of the total enabler score 

In addition to the enabler scores, an APMTM 

index for each company is calculated. The 
APMTM  index can range from -100% to 100%
and is a standardised performance metric,
calibrated to industry performance data.
It measures the overall performance of an 
organisation and is a function of the total 
enabler score - see  Figure  2.

The APMTM  Assessment consists of 33 
questions asking respondents to assess 
whether each specific success factor has a 
positive or negative impact on performance1.

The assessment for each of the success 
factors is then aggregated into a single
score out of ten for each of the enablers. 

80%60%40%20%0%-20%-40%-60%-80%%
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Deep Dive continued 

20%
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APM Index for all participants

 

What follows is a detailed analysis of the 
APMTM Assessment results by enabler. For each 
one, we give its overall score, how excellence 
is defined (“What excellence looks like”), the 
scores across the respective success factors, 
and our interpretation of the results, informed 
by MBE’s experience of transformation 
projects and in-depth discussions conducted 
with each participating insurer.

This average low score should not come as a
surprise from an industry that has developed
organically over centuries. Nor should it 
prompt us to dismantle ingrained practices 
and try to rebuild everything from scratch.
However, to thrive in the digital era we
should foster a mindset of efficiency and 
think holistically, embedding a culture of 
optimisation and continuous improvement;
something the APMTM  Framework is designed
to do.

-35.4%

15.8%

-12.8%

Figure 3: Summary of APMTM  index values



People, Roles & 
Responsibilities

Only 13% of respondents reported that they 
had a structured and systematic approach 
which successfully enabled the development 
of strategic skills within their team.

People, Roles &
Responsibilities

Strategy

Processes &
Methods

Data Lifecycle

Actuarial
Applications

Performance
Management

Data
Architecture

6.5/10

What excellence looks like
To achieve actuarial excellence, leading life insurers 
develop, manage, and leverage their employees’ 
actuarial potential at an individual, team, and 
organisational level. They maintain an actuarial 
performance-driven culture and a growth mindset.
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About the enabler 
The People, Roles and Responsibilities enabler 
defines the organisation of people and the 
skills needed to develop and maintain actuarial 
models effectively and to produce and manage 
risk data and actuarial results. 

The enabler focuses on the skills development 
that allows actuarial functions to develop, 
manage and leverage actuarial potential 
at an individual, team and organisational 
level, and helps to embed a robust actuarial 
performance-driven culture and growth 
mindset. 

Team training plans are hit 
and miss and we don’t join 

up individual needs across the 
teams. We start them off well as 
new graduates but for the more 
experienced team members we 
don’t then plan their development.

Actuary, Head of Reserving

Insights
Discussions with insurers revealed that finding 
talent in a very competitive job market is a 
common challenge. 

Specifically, people who have IT or process 
expertise, as well as a strong understanding 
of the actuarial back-office dynamics, are 
highly prized.

Finding talent in a very 
competitive job market is a 
common challenge.

Employers who attract this kind of talent 
are forward-thinking organisations who 
see a comprehensive and effective people 
development plan as a powerful and necessary 
tool to overcome the resourcing challenge.

People, Roles & Responsibilities

People, Roles and 
Responsibilities was 
the highest scoring 
enabler.6.5

Analysis
A large proportion of the respondents agree 
that colleagues across the organisation value 
the data and results produced by actuarial 
teams. They also agree that roles within 
insurance firms are clearly defined and that 
staff understand what is expected of them and 
how they fit in and contribute towards their 
department and business goals. 

Only 8.5% of respondents strongly agree that 
they are empowered to drive improvements 
within their working environment. In 
interviews, many said they felt empowered 
but failed to successfully implement these 
initiatives due to a lack of financial and human 
resources. 

A traditional apathy towards the development 
of non-core actuarial skills was reflected 
in the APMTM Assessment, where less than 
13% of participants believed that there was 
a structured and systematic approach that 
successfully enabled the development of 
strategic skills within their team.

Too often skills development in actuarial 
teams is simply focused on passing exams, 
rather than considering the wider skills and 
knowledge valuable to the organisation 
and, indeed, important to individuals and 
their career development. Effective skills 
development contributes to improved staff 
morale and creates a culture where people 
feel respected, cared for and valued by their 
colleagues and managers.
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The company fosters a structured and 
systematic approach to the development 
of strategic skills.

The value of risk and actuarial data are 
understood to be a shared asset by the entire 
organisation.

Roles and responsibilities are well defined, 
within a clear organisation structure.

Teams are empowered to drive improvements 
within their working environment.

Adding Value

Defined Roles

Skills

Empowered

%

Adding Value

Empowered

Defined Roles

Skills

Detract Neutral Enable

Tip
Focus on maintaining an up-to-date, 
comprehensive skills matrix that identifies the 
skills and capabilities required to boost the 
performance of the team and the individual 
team members. This allows managers to 
allocate staff to tasks that match individuals’ 
skills and capabilities.

Key Message
The desire for a career progression framework 
and training and development plans for 
individuals came across strongly in some of 
the participants’ comments. 

Staff reported feeling motivated to work 
towards a longer-term career development 
strategy that is aligned with their 
organisation’s ambitions.

People, Roles & Responsibilities

Success Factors

What Excellence Looks Like

100%80%60%40%20%0%



Performance 
Management 

Only 9% of actuaries strongly 
agree that their processes are 
appropriately baselined. 

People, Roles &
Responsibilities

Strategy

Processes &
Methods

Data Lifecycle

Actuarial
Applications

Performance
Management

Data
Architecture

4.4/10

What excellence looks like
To achieve actuarial excellence, leading life insurers 
measure, monitor and report the risks associated 
with their models and the performance of their risk 
management and actuarial processes.
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About the enabler 
The Performance Management enabler is 
essential to all business processes, with 
actuarial and finance back offices being no 
exception. Performance metrics are key to any 
performance management framework and 
necessary to embed a mindset of continuous 
improvement. Performance Management 
defines the measures that insurers use to 
monitor and manage the performance of all 
the actuarial processes. In addition, it defines 
how to identify, monitor and manage risks 
within actuarial models. 

Ranging from 1.3 to 8.8, this enabler has the 
widest spread of scores, with an average score 
of 4.4. In subsequent interviews, it became 
apparent that some companies took a very 
narrow view of Performance Management, 
answering the questions with reference to the 
performance management of individual team 
members. Others considered the enabler in 
a much broader sense with reference to the 
performance management of all actuarial 
processes. The latter generally scored lower. 

Performance Management 
helps set expectations 

for the team to ensure that 
milestones, tasks and performance 
are measured objectively and 
transparently. This drives the right 
behaviour and greatly improves 
team efficiency and productivity.

Vibeke Fennell, Partner MBE Consulting 

Insights
Whether formal or informal, performance 
metrics act as an early warning system for 
potential problems and help to optimise 
the interactions between all the other 
APMTM  enablers, which in turn maximise the 
performance of the actuarial teams.

An effective performance 
management framework is 
not complex or expensive to 
implement. 

Performance Management 

Analysis
Over the last decade, the importance of 
actuarial and capital models in strategic 
decision-making for insurance companies 
has increased considerably. As a result, the 
governance and control of these models have 
become more important and it is no surprise 
that the effective management of model risk 
attained the highest score for this enabler in our 
survey.

Despite this high score, a large proportion of 
insurers admitted in conversations that their 
model risk control framework is immature and/
or not fully embedded in their organisations.
 
From experience, we know that 80% of the 
inefficiency resides with data preparations 
and the aggregation, analysis and reporting of 
numbers. In the qualitative feedback interviews, 
it was conclusive that the management of 
operational performance in this area is hugely 
overlooked by actuarial leaders. 

Only 9% of participants strongly believe their 
processes are appropriately baselined, while just 
5% of participants claim to have an awareness 
of the overall performance of their processes, a 
clear indication that it is not being monitored. 

There is a disjointed 
approach to the 
different aspects 
of Performance 
Management. 

4.4

Actuarial teams that strive for excellence 
actively manage their processes using visual 
management dashboards with daily huddles 
for each team. In a remote working world, 
such measures have become even more 
important to ensure teams stay in touch 
regularly and that digital tools are used to 
communicate as effectively as possible.
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Track, report and manage all performance 
metrics. 

Record risks, issues and improvement 
opportunities during the reporting process.

Baseline the performance of all operations 
through a set of clearly defined metrics.

Assess, mitigate and document the model risk 
regularly and (if necessary) on an ad-hoc basis. 

Improvement

Baseline

Monitoring

Model Risk

 Model Risk

 Improvement

 Baseline

 Monitoring

Detract Neutral Enable

Tip
Implement Quality, Cost and Delivery 
metrics to understand how your operation 
is performing.

Key Message
Based on MBE’s experience, all transformation 
projects have actuarial models at the top 
of their agenda, even though far greater 
efficiencies may be gained from other parts of 
the process. 

To achieve actuarial excellence, actuarial 
leaders should actively manage their business 
processes using well-defined performance 
metrics. In addition, a simple and effective 
model risk control framework must be 
embedded in the organisation.

Performance Management 

Success Factors

What Excellence Looks Like
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Data  
Architecture

Only 10% of participants strongly agree that 
data is organised in a way to enable and 
optimise actuarial analysis. 
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Performance
Management

Data
Architecture

4.0/10

What excellence looks like
To achieve actuarial excellence, leading life insurers 
have a data architecture that enables efficient and 
granular analysis across teams to meet current 
business objectives and support the strategic vision. 
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About the enabler 
The Data Architecture enabler focuses on 
the conceptual data model for risk data 
and actuarial results (including exposure/
policyholder data, assumptions and 
synthesised data). It describes how this data 
flows between applications as well as the 
storage, management and maintenance of 
this data. Not only was this one of the lowest 
scoring enablers (with a score of four), it 
also had the second largest range in scores, 
indicating the vastly differing levels of maturity 
in the architectural design of data solutions 
between different companies. 

Downstream processes are not 
well understood beyond the core 

critical processes… The movement of 
datasets can be better automated as 
a future enhancement. Data quality 
received from other departments is 
mixed: those that were heavily involved 
in the finance transformation project 
provide the best data quality, those 
that weren’t, understandably provide 
poorer data quality...

Actuarial Manager

Insights
Actuaries understand better than most the 
adage “garbage in, garbage out”. High quality, 
consistent and clean data is essential for 
producing excellent output. This requires 
a meticulously planned and well-designed 
data architecture that enables data to be 
scrutinised at the most appropriate level of 
granularity to accelerate actuarial performance 
and remove congestion. 

Data should also be easy 
to navigate and accessible 
across the whole organisation. 
Making this happen requires 
a high degree of IT and data 
expertise.

Data Architecture

This low score indicates 
differing levels of maturity 
in the architectural design 
of data solutions between 
companies.

4.0
Analysis

Even though data architecture is a 
fundamental contributor to enhancing the 
quality of actuarial analyses, only 4% of 
actuaries believe that the data flows freely 
throughout the organisation. 

Furthermore, only 10% of the participants 
reported that their data architecture facilitates 
flexibility and supports efficient drill-down 
analyses. These actuarial application and data 
architecture limitations inevitably lead to 
bottlenecks throughout the actuarial function 
where data must be aggregated and attributed 
at different levels. These bottlenecks make 
historical checks and modifications difficult. 

Only 15% of participants strongly agreed that 
their work is accelerated through self-service 
access to trusted data and results. This is a 
consequence of limited investment by insurers 
in enhancing their data architecture and the 
tools available to actuaries to access data in 
useful formats. 

It is also apparent that sub-optimal data 
architecture has a knock-on effect on the other 
APMTM enablers. In particular, the Processes 
and Methods enabler is affected, since it 
is difficult to create efficient standardised 
processes and documentation when the data 
architecture cannot support flexible, rapid and 
intuitive analysis.
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Data models and data flows, as used in the risk 
management and actuarial processes, are well-
documented.

Data is well organised, up-to-date, cleansed 
and validated, with a common understanding 
of data definitions across the organisation.

Data flows used in both risk management and 
actuarial applications are optimised. 

Data consumers can access the data through 
self service interfaces and tools that enable 
them to accelerate their work.

Organised

Data Flow

Documentation

Self-service

 Self-service

 Organised

 Data Flow

 Documentation

Detract Neutral Enable

Tip
When redesigning data architecture,  
invest time and resources into ensuring that 
IT, data and actuarial skills are able to work 
in harmony. 

Data Architecture

Success Factors

What Excellence Looks Like

Key Message
Data is an expensive problem, and although 
there have been significant investments in this 
area over the past ten years, they have not 
been adequate to solve the issue. The solutions
devised by insurers are not mature enough to 
maximise the business value of the data, and 
hence the problem still exists. Insurers need to 
realise that data and its associated architecture
is not a one-off problem but rather a moving 
target that requires continuous investment.

Also, there is still a big divide between IT and 
actuarial teams i.e. IT teams don’t understand 
the flexibility and configurability required
by actuaries, while actuaries still lack the IT 
knowledge required to design data architecture.

0% 20% 40% 60% 80% 100%



Actuarial 
Applications

Only 6% of actuaries strongly agree that 
their current actuarial systems enable their 
processes and minimise workarounds. 
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Data
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3.8/10

What excellence looks like
To achieve actuarial excellence, leading life insurers 
provide, integrate and maintain the necessary systems 
to model timely and accurate actuarial data and results, 
and efficiently distribute the data and results to users 
across the organisation.
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About the enabler 
The Actuarial Applications enabler includes all 
the software components, databases and end 
user computing (EUC) tools in an end-to-end 
business process. 

Actuarial applications are a key area where 
inefficiency, exacerbated by poor performance 
in other enablers, inhibits the ability of teams 
to perform at their best. 

A number of workarounds 
are present in our actuarial 

applications, which take the form 
of manual adjustments. These 
manual adjustments are usually 
created in response to issues in 
our data system.

Senior Actuarial Analyst

Insights
While actuaries may consider their calculation 
platforms to be well established – often 
matured over many years – other crucial 
components such as distributed computing, 
data management, analytics, and orchestration 
or automation have lagged behind. These 
components enable actuarial performance 
when they are integrated to streamline 
data and process flow, minimising manual 
interventions as far as possible.

The implementation and integration of new 
components is time-consuming and requires 
significant upfront investment. It is typically 
exacerbated by a communication divide 
between Actuarial and IT functions: actuaries, 
who do not generally receive formal IT 
training, tend to take model, database and 
systems matters into their own hands – to the 
chagrin of the IT department.

Actuarial Applications

Actuarial Applications 
are hindered by  
inefficiencies within 
the other enablers. 3.8

Analysis
Only 6% of actuaries strongly agreed that 
their current actuarial systems enable their 
processes and minimise workarounds. A 
common issue observed across the market is 
that insurers try to use transformation projects 
to add and integrate missing components into 
end-to-end processes. 

An increasingly competitive market and the 
exponential rise of insurtech disrupting the 
cost models of insurers have accelerated the 
importance of integrating and automating 
components across the end-to-end process. 

It is therefore concerning that 
less than 5% of participants 
said their actuarial applications 
are sufficiently integrated to 
enable a very high standard of 
actuarial performance. 

A crucial part of the scope must be to 
streamline and standardise processes prior 
to integration and automation. Only 10% of 
participants strongly agreed that the same 
applications and a standardised configuration 
of applications are used across teams. The 
feedback interviews following the Assessment 
pointed to standardisation being even more 
limited at an organisational level. 
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The integrations and automations between 
applications should be optimised and 
standardised.

The use and implementation of actuarial 
applications should be standardised across 
different teams.

Applications should enable more efficient 
risk management and actuarial reporting 
processes.

A well-documented development cycle 
should support all model and system changes, 
considering the impact on all applications in 
the end-to-end solution, and aim to minimise 
the disruption to business as usual.

Standardisation

Enablement

Integration

Change Governance

Change Governance

Standardisation

Enablement

Integration

Detract Neutral Enable

Tip
For every review cycle, codify, automate, and 
document any checks performed. 

Key Message
Given that many insurers grapple with legacy 
systems, careful consideration of the scope of 
systems implementations and integrations is 
required to strike the right balance between 
initial costs and the varied outcomes of having 
integrated and automated actuarial systems. 
In addition, insurers who support these efforts 
with effective documentation are more able 
to ensure that the standardisation, integration 
and automation of applications remain resilient 
in the face of model and system changes in the 
actuarial function.

Actuarial Applications

Success Factors

What Excellence Looks Like
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Data  
Lifecycle

Nearly 40% of respondents reported that 
their actuarial data is not well controlled 
at source and that they are therefore not 
confident that it is complete and accurate.
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4.7/10

What excellence looks like
To achieve actuarial excellence, leading life insurers 
have a well-defined data lifecycle that minimises data 
risks and maximises the use of trusted data (including 
synthesised data).
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About the enabler 
The Data Lifecycle enabler describes the data  
sources, data consumers, business uses,  
and the operational data activities, from  
data-capturing, synthesis and modelling  
to the archiving of actuarial data and results. 
When successfully implemented, this enabler 
improves the ability to locate and source data 
in the organisation, making data assets more 
usable and allowing actuaries to add greater 
value by enriching their analysis.

Data governance is one of the key operational 
activities within the data lifecyle. It provides a 
platform to meet the demands of regulators 
and adds to the actuarial risk and control 
measures. 

This enabler scored a conservative 4.7, with the 
spread of results leaning towards participants 
expressing dissatisfaction with the impact of 
data quality on their performance.

There have been several 
instances where the data 

provided has not been accurate 
and the resulting issues only being 
picked up when the results were 
looking just slightly out.

Actuarial Analyst

Insights
While many companies are only aiming for 
compliance, actuarial performance continues 
to be hampered by data quality that is below 
standard.

Poor data quality also negatively impacts 
other enablers. It results in more manual 
interventions, making it harder to standardise 
and more onerous to document processes. 
This also increases the need for data skills and 
capabilities as well as workable toolsets and 
dashboards to be made available.

Data Lifecycle

Participants stated 
poor data quality 
consistently has 
an impact on their 
performance. 

4.7

Analysis
Solvency II and SAM regulations have put 
the data lifecycle under the spotlight. As 
a result, many organisations now include 
training on data governance in their actuarial 
development programmes. Yet results from the 
survey suggest that only 15% of respondents 
agreed to having a strong knowledge of their 
data lifecycle and the associated governance. 
Even fewer participants (10%) strongly agree 
that they can influence the quality of the data. 

In a digital economy, the 
quality of data plays an ever-
increasing role in the success 
of a company. 

Digital connectivity of entire value networks, 
data errors and misuse are having more 
significant effects than they did in the age of 
isolated information technology applications2. 
With nearly 40% of respondents indicating 
that confidence in data quality is suppressing 
optimum performance, it is clear that this is an 
area that requires significant development and 
thought leadership. 
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Data control operations are executed across 
data sources and throughout the data lifecycle.

Each stage of the data lifecycle is clearly 
defined and documented. 

Data quality assessment is a collaborative 
effort across the organisation.

The methodology for assessing data quality is 
clear and easily executed. 

Lifecycle Knowledge

Influence Quality

Quality Confidence

Assessments

 Lifecycle Knowledge

  Assessments

 Influence Quality

 Quality Confidence

Detract Neutral Enable

Tip
Data should always be controlled at source. 
The nature of the controls should consider the 
use of the data across the organisation. 

Key Message
Regulatory changes over the last decade 
have incorporated a strong focus on the data 
lifecycle and data governance. The stipulations 
of IFRS 17 and IFRS 9 demand more robust and 
effective data management and improved data 
quality. The challenge for the industry in the 
next decade is to turn their current frameworks, 
generally viewed as tick-box exercises, into 
value-add activities.

Data Lifecycle

Success Factors

What Excellence Looks Like
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Processes  
and Methods

Only 13% of respondents to 
the APMTM Assessment believe 
their process designs are highly 
effective at mitigating risk. 
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What excellence looks like
To achieve actuarial excellence, insurers must have 
well-designed processes that deliver consistent 
and reliable data and results, produced to the 
appropriate quality standards, and on time to meet 
business objectives. 
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Processes and Methods

About the enabler 
The Processes and Methods enabler defines 
all the techniques, procedures and standards 
required to produce risk data, actuarial results 
and analysis. With a score of 3.2, this is the 
lowest scoring enabler. 

Many of our historical 
processes do not have a 

succinct flow – data sources, input 
data and spreadsheet structure – 
resulting in a lot of time lost when 
trying to update...

Actuarial Analyst

Insights
The perceived complexity of actuarial analysis 
has long been the scapegoat of ill-designed 
processes. In recent years, actuaries have been 
under intense pressure to deliver timely and 
innovative business services and, as a result, 
the cognitive bias of accuracy over efficiency 
is slowly changing. 

A common misconception amongst actuarial 
teams is that the introduction of formalised 
processes and methods simply adds more 
work to a role. This is only true when processes 
are poorly designed. In contrast, a process 
that is carefully engineered can transform 
complex and challenging workstreams into 
simple, standard routines, allowing actuaries to 
optimise their business value through timely, 
efficient and accurate analysis.

Process engineering is as much a science as 
it is an art; a skill to be learned and applied in 
a methodical and structured way. Over many 
generations, however, actuaries with little or 
no formal training in process design allowed 
their processes to develop organically. This has 
resulted in the processes of today having very 
little standardisation across teams and being 
overly complex, often with excessive controls 
to compensate for poor design.

Analysis
It is not surprising that only 1% of participating 
actuaries believe that their processes are 
standardised to the extent that it enhances 
the actuarial performance. Not only is this 
potentially the most significant source of 
expense leakage, but it also detracts from the 
ability to optimise some of the other success 
factors, such as process documentation and 
the signposting of methodologies. 

Based on client 
discussions it was no 
surprise that Processes 
and Methods was the 
lowest scoring enabler. 

3.2

 

  

Our survey results revealed a 
staggering 50% of respondents 
felt that process documents
are non-existent or out-of-date.

In addition,  58%  felt that methodology 
documents are not easily accessible or
signposted in their process notes.

In contrast, teams that have invested in 
standardised processes find it much easier to 
integrate actuarial applications and automate 
labour-intensive tasks and manual workloads,
which in turn results in a reduction in 
operational costs.

A well-designed process, coupled with an 
effective control framework, instils confidence 
in the quality of the data and results produced.
Only  13%  of participating actuaries strongly 
agree that their current process design and the
associated control framework mitigates their
operational risk.
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Processes should be standardised across different 
business units with no duplications of tasks at an 
organisation, business unit or individual task level. 

Processes should be documented, with the 
documentation being relevant and enabling the 
efficient execution of tasks. 

Document and signpost the techniques and 
methods used in the process that are not 
obvious to the user.

Design processes to minimise operational 
risk and mitigate residual risk with effective 
controls. 

Documentation

Signpost Methodology

Standardisation

Effective Design

 E�ective Design

 Documentation

 Signpost Methdology

 Standardisation

Detract Neutral Enable

Tip
Use in-app references and media such 
as videos and pictures to increase the 
effectiveness of your process documentation.

Key Message
As an industry, insurers invest a lot of  
resources in system design, yet we still  
allow our processes to grow organically.  
For most companies, process design is more 
of an afterthought, something that is only 
‘configured’ post-system design. As with any 
high-performing industry, this should not be the 
case. Processes should inform systems design 
– not the other way around. Effective design 
and well-understood methods enable a level 
of standardisation across all actuarial teams, 
which, in turn, forces a routine. 

This routine, along with specific performance 
metrics, drives sustainability, predictability, and 
high-level actuarial performance.

Processes and Methods

Success Factors

What Excellence Looks Like
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A goal without a plan is just  
a wish
Cliches gain traction for a reason, and Antoine 
de Saint-Exupery was right about this one: 
a goal without a plan is just a wish. A plan 
makes goals measurable, which is one of the 
key features of a good actuarial performance 
strategy. The first step towards excellence 
and embedding a culture of strategic thinking 
and continuous improvement is to start 
the conversation around strategy. These 
conversations should always be accompanied 
by the development of a plan. A statement of 
strategic goals, with an associated roadmap, 
should be developed and disseminated within 
the organisation as quickly as possible.

KPIs must be driven by strategy
All employees have a role to play in achieving 
an organisation’s strategic performance 
objectives. From experience, transformation 
projects are more likely to succeed when 
individuals’ Key Performance Indicators 
(KPIs) are aligned with the company’s or 
department’s performance strategy. When 
these elements are not aligned, strategic 
objectives are neglected because individuals 
focus on the KPIs they have agreed with their 
manager and will be rated on during any 
performance appraisal. 

Therefore any transformation measures should 
be translatable to KPIs at all levels of the 
organisation.

Get the experts in
Actuaries are generally not trained in process 
design or IT, and this is evident in the organic 
way in which systems and processes have 
developed over the years. In the insurance 
industry, processes and methods should inform 
systems design rather than the other way 
around. To design efficient and sustainable 
processes and IT systems, actuaries should 
either be trained to do so or consult with 
process and IT experts, who also have a strong 
understanding of insurance fundamentals 
and can lay solid foundations for any 
transformation project.

Make things measurable
A key takeaway from the APMTM Assessment 
– and any transformation project in which we 
have been involved – is that measurement is 
key to ensure that improvements are effective 
and sustainable. This applies to improvements 
for all enablers. 

As a first step, organisations should baseline 
their existing processes, systems and 
skills development matrices. Once those 
benchmarks are in place, measures taken 
to improve, formalise and streamline across 
the business can be periodically assessed to 
determine their effectiveness. 

Not only does this provide clarity on progress 
against the strategic roadmap, it also enables 
teams to be agile and tweak measures that are 
not working as expected.

The enthusiasm with which the APMTM Assessment survey was met and the notable increase in 
transformation projects in the market are indicative of the global recognition that the insurance 
industry is at a crossroads: adapt or have one’s relevance challenged.

The factors which gave the industry the clout it has today may not be relevant or desirable for much 
longer, and insurers need to proactively redefine the strategies for their actuarial functions to give 
themselves a chance of achieving excellence in a digital and socially conscious world.

This task, justifiably, seems daunting and will demand sizable investment of money, time and 
brainpower, but tools like MBE’s APMTM Framework break it down into practical, defined components, 
which may be analysed individually and holistically to inform immediate and longer-term actions.

The APMTM Assessment provided insights that we believe are representative of the industry as a whole, 
and we have distilled the results into the following lessons for leaders:

Lessons for Leaders
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MBE Consulting is an actuarial consultancy 
with a focus on transforming actuarial 
performance in the life insurance sector.

With offices in the UK and South Africa and 
a global presence, we have become trusted 
advisors to small, medium and large insurance 
and reinsurance firms in the UK, Europe, South 
Africa, the Middle East, Australia and Asia.

Our unique approach blends actuarial 
expertise, lean process development and 
extensive knowledge of relevant actuarial 
technology to offer holistic and sustainable 
solutions to our clients.

How the APMTM will benefit you 
1. Boost the potential of your actuarial 

performance.

2. Deliver clear improvements to data 
accuracy, compliance and levels of risk.

3. Improve operational excellence through 
released capacity, reduced costs and 
streamlined processes. 

4. Provide enhanced risk management 
capabilities. 

5. Increase competitiveness whilst ensuring 
regulatory compliance.

Start transforming actuarial performance within  your organisation 

About MBE Consulting
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Global Actuarial Services Ltd
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MBE Consulting (South Africa)
Muller Beukes Edvardsen 
South Africa (Pty) Ltd
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To start your journey 
to actuarial excellence, 
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