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Managing a strategic program

This presentation starts with
describing the background and
strategic objectives of the Vision
for Growth (V4G) program,;
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... and tries to summarize these
lessons learned and solutions into
a set of KSFs and tips

Conclusions

"If we don't succeed, we run the risk of failure.” -- Dan Quayle ING m




oSetting

>etng Today ING Insurance Central Europe is facing with numerous

scene  INternal and external challenges. Why do we need to change

Yes, currently we have
top market positions
and 9 million clients,

Some
competitors are
following same
direction as V4G

but ....
|
)
Our speed to v’
market is low })o &
Z oy
We have made little
substantial investments in
Ops/IT in the past years ‘
£

L/’
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A X

Customer

demands more
value-for-money
and lower costs-

per-policy

‘CompIeX|ty of IT
systems and
applications (over 470)
and growing
exponential

7

he

Reinforced by the current
market crisis

* 2007 Gartner research

Governments
create new
opportunities
but also
strengthen
regulations

We have a
strong
organisation *
with dedicated
3,400 full time
employees and
11,000 Tied
Agents

*Greenfields currently not
included in this transformation

Our maintenance IT costs
are higher* than of other
strong market players*
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L ettin .
e What drives our agenda?

scene

Vision for Growth will improve our market value by streamlining end to
end the way we operate today

Local acceleration of regional growth
» Overhaul tied agent channel (e.g. higher productivity)
* Multi-channel approach
* Roll-out of regional product development accelerator and management
* Focus CEOs on front end of the business

V|f3|on Single operating model and system to create scale
or * More functional organisational model
Growth

« One regional product model and calendar

* Single IT platform with standardised operational processes

* Unified and more transparent financial and operational control
« Partly centralized processes in Shared Service Center

Common winning performance culture
* One aligned organisational culture and mindset
» Act and think as one team with local teams focused on the customer

High Level
Objectives / KPIs
« Streamlined

Product Portfolio
 Product Quality
e Time to Market

* Reduced
Operational Cost

* Reduced
Operational Risk

* Improved
internal and
external Service

ING &
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(1) ettin . . .
n ~  How do we envisage to achieve the required changes?

scene

I ... Y

* The Vision for Growth Strategic Objectives
program has been set up to
address all three areas Value Proposition

mentioned on previous slide

* V4G is designed in an

_ arget Operating Vodel
integrated way

* V4G impact to business
baseline is measured and
monitored by the underlying
business case

L
L
L

o™

Governance

Infrastructure
’_T.\‘ Business Case Performance
) | e
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L ettin . .
il Evolution of the V4G Business Case

scene

Baseline of current
Business Case

Establishment of the
CELT f Refocus of V4G to
Realignment of V4G  reflect market
Program situation
Transparency &
Vision Document
Control Report Shared Split of bank/insurance
Economic Downturn announced
|_ Back to Basics
2007 2008 2010 2011 2012

Business Case v0.1; Business Case v1.0 Business Case v1.1 l

shift from Cost

Platform for growth Avoidance to Cost

Business Case v2.0

Scalability Savings focus 4
Compliance cost reduction Drivers for Cost Savings
» Shared Services Centre
v * Procurement & Facility Mgt
. * |IT Transition
ICE Operations Cost

too high Enabling growth means investing into our future
* New Product Development Mgt
* New Policy Administration System

\ 4

\ 4

Creating the new IT platform to enable scalability (drive down costs) and enable growth

Increase Transparency & Control through Finance and Risk Transformation program

\ A A A 4
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gLessons .
Leamec Managing complex programs

It is possible to reduce complex project and program management by mapping the complexity of any project across a two dimensional
space, as shown in the diagram below.

Complicated projects Edge-of-chaos projects

As projects or programs become more complicated, In this situation a project management model doesn’t work. In a total chaos
it is necessary to break them down into manageable situation crisis management techniques can bring structure and reduce
parts that can be completed efficiently. (Project) uncertainty. Learning from that, issue resolution mechanisms should be
Managers need to ensure that these parts align with applied that help to derive workable solution concepts to complex business
each other and with the objectives of the program issues. By permitting free-flowing interactions within an environment

as a whole. bounded by rules, values and a common sense of

purpose, creative solutions should be allowed to thrive.
Solution concepts are then handed over to project
development teams for further definition and
implementation.

Edge of

— Complicated -
Next to excellent situational
leadership skills, all of this
requires an analytical mind and
the ability to reconcile the variety
of divergent opinions and sub-
objectives that exist in most

complicated programs

Innovative projects

Innovative project outcomes require a different set of
management priorities. In these cases it is not only
important to keep options open, but also to build particular
options into the project strategy.

Priorities are: limit time horizons, build options, and kill off
under-performing elements.

Continuous revision of the business case is critical; a portfolio of realistic
alternatives should be maintained in order to make critical decisions with
appropriate timing. As options are closed down, preferred alternatives are
refined and new sub-options generated until a coherent solution emerges.
Maintaining flexibility to changes in the environment ensures that a focus is
maintained on the business benefits of the project.

Innovative

Straight forward

versus complex

It is not good enough to analyze and simplify
complex project management challenges:
particular aspects must be handled in distinctly
different ways than straight forward projects

Conventional project management techniques are unsuited to complex programs that |
behave dynamically and often contain considerable rework. ING:
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BLessons The increasing complexity of the program demanded
Leamed a more professional approach to tooling

When we started

» Established reporting process

Reporting was in Excel

Program status was not transparent

Huge effort to collect, consolidate and check data

Less time for project monitoring

What we were looking for...
« Stabilize quality of program management

» Transparent and simple reporting process

 More focus on value added tasks

How did we get there

» Successful pilot in 2009
e Go live in January 2010

INSURANCE CENTRAL EUROPE 8



e Principal Toolbox contributes to the objectives for
Solutions Program Management

L . : «Consolidate data
- «Minimize administrative burden
Efficiency : - Generate reports
- Faster reporting cycle .
 Portfolio Management
Elexibilit «Be able to prepare ad-hoc reports || «Filter project data
y «Easy implementation of changes || «Import planning
Transparenc « Transparency for stakeholders *Need based levels of access
P y «High accessibility of reports - Different project views
: «\Web based interface
: - «User friendly .
Simplicity «Generate reports in Excel
«Focus on key data : : :
«Personalised views in reports
«One way of working .PRINCE 2
Consistency «Provide framework for Project . :
« Standardised project framework
Managers
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@
Solutions Principal Toolbox changed the way we report progress

Some tasks still require manual actions

 Roadmap poster

 Resource poster

» Xcelsius (Dashboard tool)

e Coordination of time writing
* Managing resources

» Update planning

PTB also allowed us to get new insights = e T L= m oL LTS
« Burnrate reports RV Nt ey
- Baseline monitoring (Compare to PID) (lmu=s oy coEREE e

i
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Solutions V4G uses plateau planning to look ahead -
it == ING )
Each Plateau represents a stable condition of Plateau n NG
the transformation in terms of process, BT ToBE
organisation, technology, facilities and people 2010
Plateau 2 S
! Operat
Plateau 1 Until end 2009 peré . I’-leW
Program Realignment Rollout new organization and
(March 2009) ways of implement
Detailed Plan working and contigEgh s
for 2009 and ensure Improvement |
. Create “Case for Chahge” high level benefits are ;
Commerce and scope initiatives overview for realized [ Project
i " future plateaus ; ]
Operations Project-SSC | | Project |
: Detailed Design, e [ Project
Finance TOM and Quick Wins O :
CER T [ Project :
e s [ Project |

1P A govermance
18 Ll
0P Tarsemson

Change Man agement E e
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@ |mplementing a governance model is not that easy

Learned
Example: ‘Committed to success; securing the projected benefits of major IT projects’ - KPMG white paper

Many large (IT) projects still fail to deliver their projected benefits. Board members and chief executives are increasingly realizing
the need to pay closer attention to such projects. However, they continue to concentrate on the initial investment decision at
expense of the total benefit realization. The solution, argues KPMG Intl, is a sustained governance process through to
implementation and beyond.

Greater chances of success follow: Securing the benefits: the six golden rules
where the project management office Govern to achieve
manages all projects Establish an end to end integrated (program/project) governance
where projects always report to the board i .
Priorities to realize
where there is a very formal benefits process Establish an enterprise wide prioritization process to get more
from less

where the majority of project managers are

formally qualified Align and adjust

Ensure all initiatives are clearly aligned with business strategy and

where a rigorous risk analysis is always maintain alignment
performed during initial planning Safeguard value
Control benefits leakage by clearly defining what, how and when
CEO discussion points you will receive value — and regularly reassess
Do we have effective and accurate key Hold to account
performance indicators with which to report Clearly define individual accountability operational plans for
progress to the board? realizing benefits, and integrate into operational plans
What processes do we have in place to ensure Invest in people and process
that the original target value is achieved? Recognize project disciplines and develop capability, capacity and
If we don’t have continual oversight of major risk models to suit your organizational maturity and culture

projects post- implementation, why not?

Having implemented such a governance process, reality shows the rules here are not sufficient! It only works
when board members take ownership and actually chair Steering Committees and are able to judge, control and _
most importantly know how to transform the organization based on available and good new technology ING %
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o Governance bodies have been identified and clarified,
Soutons but program governance needs permanent attention

Senior Responsible »

Owner Program Board
f f T

Business Change

Program Director <—»

Executives
—> Transformation Management <+
Program Accountant — Integration Management
Program Office — ——  Change Management
Program Assurance —
Workstream Workstream Workstream Workstream Workstream
Finance / Risk Operations IT Commerce HR

Cross functional workstreams

Technology

Governance

Country 1 Country 2 Country n..




== Change Management continues to be a challenge

* Buy-in grew overtime but needs constant attention

» Change skills locally were scarce initially
« Lack of real project managers
» Lack of planning discipline
* Limited language skills
* No experience of project of this size

» Leadership Team is slowly coming together as one team
* Business Owners are more and more appreciating their role as ‘owner’
* Governance during change and thereafter is more clear but not always appreciated

* Objectives are closely linked to V4G deliverables for whole Leadership Team and second tier
local managers.

* Regional thinking is difficult for people from the local business units

» Still too much BU versus “Amsterdam”, but improving

* PMO project overview is weeding out unnecessary local projects and gives more focus
» SAY tool results show clear areas of improvement and give guidance for action plan

INSURANCE CENTRAL EUROPE 14



. SAY tool supports change & communication

May 2009 November 2009 April 2010
T
2
€: T
support o results
g
z
5 T T
©

16oj

trust communication

hadl Bl i

execution concept | | execu tion ~ conce pt execution concept

Explanation

* The team is very positive about the program

» Score on support has improved significantly since November. The team perceives the leadership support of V4G as
high

» Since November the perception of ownership for the program has become much stronger. The team is much more
satisfied with the level of communication about V4G

» Although the team sees that the program is going well, they are asking for extra clarity on execution. They appreciate
the ambition to deliver results and tangible benefits

INSURANCE CENTRAL EUROPE 15



°Conclu3ions There is no such thing as ‘Haarlemmer’ oil for

complex programs, but a number of KSF’'s will help
|

Change leadership, when managing complex programs, oils the squeaky wheels of the different parts and makes the whole run
smoothly. The Program Manager needs to display excellent situational leadership skills. He or she must be able to flex across the
whole spectrum of styles from autocratic direction to subtle facilitation. Change Management takes care of communications across
the program and with stakeholders outside it. The coherent and reliable information necessary about the program should be provided
by a Program Support Office that also maintains a financial model of the undertaking and administers the change process. In
principle, the more complex a program is, the more centralized the planning, analysis and communication work needs to be.

Key Success Factors Key Foc_u§ Areas . N
Continuous and targeted (IjDelflnlngb\lNhat success looks like and defining clear
communication; goal clarity, eliverables
expectation setting Establishing robust governance model at outset
Top Management commitment: Having integrated project plans suited to the
ensure they are role models for program including i'n'te_rdependencies and integration
change and must ensure that the points with other initiatives
change remains a priority. Establishing risk management, issue resolution and
Setting up intermediate goals & scope management processes early on
deadline; having an adaptive Ensuring appropriate accountability for deliverables
plan and benefits and measuring of performance
Having access to adequate Establishing workstream charter framework and
resources mechanisms for x-workstream integration and
Demonstrating urgency of collaboration
change; delivering early, tangible Planning and carrying out Stakeholder
results The quality of leadership, clear vision Management, Communications and Change Role
Buy-in from impacted managers strategy, and detailed plan are It\)/lt?[ﬂ(ilrl]ng are esziﬂtlal ftor_ m:(jjnaglng' th(tg impact for
and employees considered most vital by the majority of oth the new and the retained organization.

companies that have undertaken large Effectively tackling Corporate Inertia and Politics
and complex programs

When there is no real experience with large programs organizations usually underestimate the
importance of Program Management and Change Management
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[ 4]
ComduETTE Some tips to create Change Leadership

Program Support Dimension Program Management Dimension
Program sourcing in large complex programs requires Carefully phased and sequenced action programs have a higher
continuous planning: probability of lasting success than ‘frenzied big-bang’ changes
Having the right resources with the right competencies In large programs the IT component is rather substantial; a
Ensuring they are available and committed when they mistake often made here is to leave the accountability with the
are required IT department
Assurance that people on the program will have a future Strategic change programs require short-term momentum

coupled with a longer term change agenda; build a roadmap
that addresses the need for short and long term change and
develops a supporting culture

role in the business
Effective measurement and tracking is crucial;

a KPI & Benefits realization and tracking
system should be

developed with clear accountability Example of change leadership

in the standing organization. Objective: motivate people to adopt new ways of working

It is crucial to document One of the planned targeted interventions: revising the
assumptions behind Business Case; organization's performance management system to include
validate Business Case & Benefit targets objectives and measures linked to the new ways of working

regularly throughout the engagement

Scope must be clarified, confirmed, strongly Change Management Dimension

managed Organizations appear to have a 2 year attention span in which to
make substantial change progress before an equally compelling
need will be warming up in the wings

Importance and cost of change management is always
underestimated ; measurement of the intangible is needed

The key to a successful migration is adequate workforce
deployment planning, retention, recruitment, exit plan, and
appropriate timed knowledge transfer

Solution Dimension

It is vital to own, design and describe the processes really
well in the business; too easily this is delegated to the IT
department or consultants.

In complex programs it is very wise to create early
deliverables or proof of concept; do not sacrifice to speed

Change Leadership should create the measurable framework and target environment in which the changes brought
about by the program can start their own cycle of continuous improvement
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