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Introduction
A strategic review of the mutual
company’s operations highlighted
opportunities for improvement in
terms of productivity and efficiency;
the levels of these were found to be
directly affecting profitability and the
organisation’s ability to deliver the
long‑term goals of a mutual company.
ActiveOps was chosen as the
company’s partner in overcoming the
shortfall in productivity and efficiency,
and in creating a culture and structure
for continuous improvement.
Benefits gained:
• Costs across the business cut by
an average of 28%, without any
redundancies
• Increased control over workloads
• Improved levels of customer service
• A less stressful environment
• More opportunities for staff training
• Less overtime required

A UK mutual insurance company reduces back office
operations costs by an average of 28% without redundancies
A mutual company is owned by its customers rather than any shareholders. As such, it
does not pay out shareholder dividends. Instead, it is driven exclusively by a commitment
to offer low charges and provide a personalised service to its customers; this ensures that
customers benefit from the mutuality of the business.
However, a mutual company still needs profit in order to maintain a healthy business.
This places exacting demands on this type of organisation, as it means it must continually
balance and manage the apparent conflict between operational costs, quality of service,
and investment.
One of the UK’s leading mutual insurance companies conducted a strategic review
of its operations. The review (which included competitive benchmarking) indicated
strong performance in a number of areas of the business. However, it also highlighted
opportunities for improvement in terms of productivity and efficiency, the levels of
which were found to be directly affecting profitability (particularly in the ‘Life Services’
area of the business) and the organisation’s ability to deliver the long-term goals of a
mutual company.

In any organisation, efficient operations are required in order to maintain a strong
competitive position, meet the changing needs of customers, and achieve both of these
at the optimum cost. The mutual company quickly recognised that a more professional
approach to service operations management was required in order to reduce costs,
improve customer services, strengthen their competitive position, and increase profits.
A proposal to outsource the entire Life Services area of the business was rejected. Instead,
some challenging targets were put in place that aimed to improve performance and
customer service while substantially reducing costs. These targets included overcoming
the existing shortfall in productivity and efficiency, and creating a culture and structure for
continuous improvement to support the long-term development of the business.

Life Services’ area of a
leading UK‑based insurance
company.

The mutual company evaluated a number of potential business partners who could have
helped them to achieve these targets. However, the willingness and enthusiasm of clients
of ActiveOps to talk about the benefits delivered by Workware, AOM and the innovative.
The innovative approach of ActiveOps to digital operations management convinced the
company’s senior management team that ActiveOps was the right partner for them.
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In at the deep end
The implementation of Workware started in the Life Services
area of the company just before the end of the tax year - the
busiest time of the year for the organisation. The aim of the
Workware implementation was to deliver significant savings
in cost to the company as soon as possible. Implementing
Workware just before the period that typically required the
most staff and time ensured that the benefits could be gained
quickly.
Both the company’s management team and the team from
ActiveOps were confident that Workware and the new AOM
working practices would be in place and delivering benefits by
the time of peak demand.
To ensure that the benefits would be sustained in the long
term, the company altered the management structure within
Life Services and created new job roles whose primary focus
was operations management. The Chief Manager for Life
Services noted that, prior to Workware, there had been “almost
as many job titles as people”. There had also been more
staff in managerial roles than in clerical roles. Following the
implementation, the redefinition of job roles that occurred in
collaboration with ActiveOps (as well as the introduction of
the new ‘team leader’ role) created a more balanced ratio of
managerial to clerical roles within Life Services.

Prior to adopting Workware, the company had experienced a
number of organisational changes as part of a business‑wide
efficiency programme. ActiveOps worked closely with the
company’s local management team and quickly dispelled any
apprehension that the service delivery teams had about the
introduction of further organisational changes. Staff at all levels
of the operation quickly recognised the positive effect on their
workplace. Training was followed by active support on the front
line of the operation. The Manager of Operations Information
for Life Services described the implementation process: “It didn’t
feel like we had consultants in. The group from ActiveOps were
rapidly accepted into the teams at ground level, mentoring
them through the new practices.”
It was not all plain sailing though, as the new approach
demanded that the organisations move outside of traditional
staffing levels and comfort zones. The Chief Manager for
Life Services recalled that “for the first few weekly planning
meetings, I had a succession of managers all telling me they
were short of resource.” However, he continued describing
how “using Workware, we were able to look at the effects of
sharing resource across teams—this, combined with some
careful prioritisation, meant we were able to cope with our peak
workload much better than we had in previous years.”

Using Workware, we were able to
look at the effects of sharing resource
across teams - this, combined with
some careful prioritisation, meant
we were able to cope with our peak
workload much better than we had in
previous years.
Chief Manager, Life Services
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Visibility and control
The benefits of the new working practices introduced by
ActiveOps rapidly became apparent. All levels of the organisation
now had visibility of workloads and capacity, and the effect of
both of these on key metrics. Active management of work plans
and forecasts ensured that the right number of people were
available to complete the work, resulting in the delivery of the
required service levels. In addition, everyone could see the need
to manage variances between the planned and actual outcomes,
and for flexibility in the movement of staff between teams.
ActiveOps worked with the Life Services management team to
create a sense of ownership within the company, and this led to
both improved levels of service and more satisfied employees.
A member of the management team described the new
working practices: “Workware encourages communication and
transparency, which help to break down boundaries and enable
us to take early and decisive action to deal with variances in the
business.”
As part of the implementation, new working practices were
defined for each role in Life Services, from supervisors and team
leaders through to team members. The introduction of these
practices had a significant positive effect on the staff in each role.
For team leaders and supervisors, regular ‘Loading’ and ‘Variance’
meetings became the established way of managing the delivery
of service. For team leaders getting to grips with their new roles,
Workware and AOM gave them an operations management
framework that they could use to manage the capacity of their
teams. As a result of the improved capacity management, team

members experienced reduced levels of stress during the periods
of peak demand, and were able to clearly see the amount of extra
time they had available for a variety of alternative deployments or
training opportunities during the troughs in demand.
The new level of control gained by the business through AOM
not only led to a happier work environment but also new degrees
of freedom for management staff. A wider choice of options for
how to manage the business was now available. For example,
with capacity being released as productivity improved, Life
Services could choose between improving quality and service
further, and reducing costs.
At the end of the busy period, better levels of service were
achieved, there was less reliance on overtime, and the
atmosphere was generally calmer. In the quiet period that
followed, the management team were able to invest in
cross‑training team members in the skills used in other teams.
This increased the flexibility of staff and made it more feasible
to move staff between teams in the future. As a result of the
increased capacity, flexibility and control, plans for new business
initiatives were started ahead of schedule.
The Chief Manager for Life Services summarised the effect of
AOM on the business: “There is a new air of confidence at each
level within the business now that we have visibility and control
over operations. Being active rather than reactive means we can
focus on staying ahead of the game, which should pay dividends
in the long run.”
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The art of the possible: short-term
efficiency gains strengthen the
business for long-term success
Control, wide strategic choice, and skilled, motivated employees
are key factors in establishing an operation’s long‑term success,
but they also need to be supported in the short term by
tangible efficiency improvements. The Chief Manager for Life
Services summed up the efficiency improvements gained
through the implementation: “Workware and AOM has enabled
us to cut costs across the business by an average to date of
28%, without any redundancies and while maintaining, or in
some areas increasing, levels of service.”
The company’s vision statement includes the following key
objectives: to deliver superior value for money by running the
business as effectively and efficiently as possible, and to develop
staff skills. They believe that in Workware and AOM they have
found a digital operations management approach that helps
them to meet both of these objectives, without compromise.

Commenting on the impact of Workware on the business, the
Chief Manager for Life Services said: “Hitting our challenging
efficiency targets, let alone achieving them five months ahead
of schedule, was primarily due to Workware. The ActiveOps
team helped us to resolve our efficiency issues and have left
us with the in‑house capability to continually improve our
business to meet changing market demands.”

WorkwareTM and AOM has enabled us to
cut costs across the business by an average
to date of 28%, without any redundancies
and while maintaining, or in some areas
increasing, levels of service.

ActiveOps – Manage Differently
ActiveOps is a leading provider of digital operations
management solutions to financial services, BPOs,
governments, healthcare, and other service industries.
Our cloud-based solutions are proven to optimize operations,
reduce costs, and improve service delivery and staff wellbeing. Customers can confidently prepare for, and then run,
their service operations taking full advantage of the benefits
of transformation programmes including RPA, automation,
digitization, and outsourcing.
Workware™ enables the optimization of individuals, robots,
teams, and departmental resources from a single application.

Operations data is aggregated, analyzed, and presented in
real-time. Using Workware, managers can quantify work and
time, identify capacity, identify processes to be automated, and
plan resources.
The Active Operations Management (AOM) Method embeds
a consistent and sustainable framework of operations best
practices. Operations professionals are coached to maximize
the data through collaborative capacity planning, structured
review meetings, and skills development.
ActiveOps operates across the globe from offices in the USA,
UK, Ireland, India, South Africa, and Australia.
Website: activeops.com

