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Executive Summary 
In the quickly changing property and casualty insurance market, choosing the right 

solution provider can determine the success of transformation efforts. While traditional 

request for proposal (RFP) processes offer structure and fairness, they often miss the key 

factors that lead to long-term success. 

This report, sponsored by Finys and produced by Datos Insights, examines the limitations 

of traditional RFPs and how carriers must dive deeper to find the right solution provider 

partnership. The following are key takeaways: 

• Find a true partner. When navigating the insurance core system marketplace, the 

fundamental mindset all carriers must have is to seek a partner, not just a vendor. 

Vendor relationships tend to be transactional, whereas partnerships aim for long-term 

shared success. 

• Look for thought leadership and experience. Successful core system selection, 

implementation, and use rely heavily on selecting partners that provide the experience 

and thought leadership to navigate the complexities of the insurance industry and a 

carrier’s organization. 

• Go beyond the traditional RFP. The gap between RFP promises and actual 

implementation remains a persistent challenge that requires a fundamentally different 

way to evaluate solution providers. 

• Build a process for success. Carriers that enhance their RFP process for solution 

providers with a relationship-focused evaluation can greatly increase their chances of 

success in an increasingly complex marketplace. 
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The RFP Risk 
Carriers spend countless hours crafting detailed RFPs, confident that their structured 

approach will identify the best technology partner. However, despite this careful effort, a 

troubling pattern appears—persistent gaps between what the RFP promises and what a 

vendor delivers. Implementations that are promising on paper struggle to deliver 

expected value. Timelines extend beyond reasonable limits. Seemingly ideal solution 

provider matches turn into adversarial relationships. Carriers often find that the scope, 

timeline, and total cost end up being far different from what was initially indicated in an 

RFP. 

These challenges stem from the built-in limitations of the RFP process. Traditional RFPs rely 

on the false assumptions that standardized questionnaires can capture all key success 

factors and that scoring systems alone can identify the safest provider. 

The Comfort of Structured Evaluation 
RFPs are a key part of the selection process, providing structure, objectivity, and 

thoroughness. They create documented evidence of due diligence, establish clear 

evaluation criteria, and generate quantifiable scores that support decision-making. In an 

industry where data-driven decisions are crucial for long-term success, the structured RFP 

is not only necessary but also familiar and confidence-inspiring. 

However, without expanding RFP analysis to include other factors, blind spots persist, 

meaning that significant risks potentially crucial to the selection decision remain 

unidentified. 

Why Traditional RFPs Create False Confidence 
RFPs are good at showing a solution provider’s product potential but often don't clearly 

identify the specific features that will actually be implemented. Their emphasis is on 

assessing the provider’s capabilities (both current and future potential) and developing 

theoretical timelines rather than focusing on the strength of the partnership and real-world 

delivery potential. Most importantly, RFPs focus on the product itself rather than on 

building relationships—an important oversight for decisions that could influence the 

organization’s technology strategy for years to come. 
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The insurance industry’s unique complexities require partners that understand regulatory 

nuances, value risk management imperatives, and can adapt to changing business needs—

all qualities rarely identified through standard RFP evaluation methods. 

The Cost of Getting It Wrong 
The stakes for selecting a core system have never been higher. Insurers must move away 

from aging, unsupported technologies that incur high maintenance costs and pose 

cybersecurity risks. Competitive pressures demand the ability to develop, deploy, and 

modify products quickly. Operational efficiencies are essential for cost savings, fewer 

errors, and better customer service. Gaining deeper insights from a carrier’s data and 

enhancing it with third-party sources is now standard. System flexibility and scalability are 

necessary for future growth and adapting to changing business needs. In this environment, 

mistakes in choosing a solution provider can harm competitive positioning for years. 
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Requirements Go Beyond 
Functionality 
The most successful insurance technology implementations share a common trait—they 

stem from partnerships where solution providers have a deep understanding of the 

insurance industry and are dedicated to their clients’ long-term success. However, 

traditional RFPs spend little time assessing these partnership qualities, instead 

concentrating on feature comparisons and cost analyses. The RFP addresses the “what” 

but leaves much of the “how” unanswered. 

To dig into the how, it is worth reframing selection as a long-term partnership decision. 

Successful partnerships are defined by mutual commitment, shared risk tolerance, and 

aligned strategic vision. These qualities become clear through prolonged interaction, 

reference checks, and cultural assessment, not through RFP responses alone. The 

strongest potential partners will go beyond satisfying product and pricing requirements, 

also excelling in these three dimensions: insurance expertise and experience, thought 

leadership, and change management guidance. 

The Imperative of Insurance Expertise and 
Experience 
Insurance is a complex, highly regulated industry with unique business processes, 

terminology, and requirements. Experience is essential to understanding these intricacies, 

including nuances in policy administration, claims management workflows, underwriting 

decisions, and regulatory compliance. 

Solution providers with extensive insurance knowledge can explain regulatory 

implications, foresee integration challenges, and suggest best practices based on industry 

experience. 

Permission to Provide Thought Leadership 
The most valuable solution provider partners don't just fulfill requirements—they offer 

insights that enhance business results. They challenge assumptions, suggest alternatives, 

and share knowledge gained from similar projects across the industry. 
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During the evaluation of the solution provider, it is crucial to assess their willingness and 

ability to offer strategic guidance rather than limiting their role to technical delivery. Do 

they ask insightful questions about business objectives? Can they identify warning signs 

that legacy requirements are being carried forward without assessing their future value? 

Will they validate the return on investment (ROI) of customizations? Do they provide 

specific examples of how they've helped other carriers measurably improve operations or 

competitive positioning? 

Change Management Guidance and Post-
Implementation Operating Model 
During the selection process, a carrier’s due diligence must go beyond software delivery 

to include verifying the availability of change management insights and support, training 

materials, and ongoing operational guidance. 

Solution providers have observed a variety of carriers navigating the new core system 

transition, allowing them to share insights and lessons learned with future clients. Carriers 

should engage in conversations to understand how the solution provider will collaborate 

with them to stay ahead of the change curve. 

Change management extends beyond end-user readiness to include the carrier’s planned 

post-go-live operating model for support and configuration. Timing is also a crucial 

consideration. If a carrier expects to be able to create and maintain products and 

workflows on day one, the solution provider must have the experience and capacity to 

deliver training alongside core system development and testing. 

Solution providers that view change management as an afterthought or as only the client’s 

responsibility risk their clients not achieving the full business value that justified the 

technology investments. 
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Avoiding a Cultural Compatibility 
Gap 
Cultural alignment may be the most important factor for long-term partnership success 

between the carrier and solution provider. Cultural alignment cannot be determined by an 

RFP and can only be revealed through conversations and references. 

Cultural compatibility extends far beyond whether solution provider representatives are 

friendly in sales meetings. It encompasses the fundamental differences in how 

organizations handle decision-making, face challenges, maintain transparency, balance 

competing needs, and nurture customer relationships. These disparities become more 

evident during the unavoidable issues that arise in complex insurance software 

implementations. 

Working Well Together, Not Being the “Same” 
Cultural alignment doesn't require organizational similarity. It is more about 

complementary approaches that improve collaboration rather than hinder it. Some of the 

most successful partnerships connect methodical, risk-averse insurers with agile, 

innovative solution providers to create beneficial tension that leads to better outcomes. 

The key is to make sure that cultural differences improve partnership effectiveness. An RFP 

cannot truly reflect decision-making styles, communication preferences, or adaptability, 

which requires additional evaluation to discern. 

Assessing Communication Styles and Decision-
Making Processes 
Carriers can understand how potential solution providers handle internal communication 

by observing their sales process dynamics. Do they deliver consistent messaging across 

different team members? How do they react when asked difficult questions or are 

requested to modify their standard approach? These interactions offer valuable insights 

into their organizational discipline and customer-focused mindset. 
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Red Flags That RFPs Miss 
Standard RFPs seldom examine organizational health indicators that directly influence 

project success. Warning signs include inconsistent responses from different team 

members, frequent reorganizations or leadership changes, aggressive sales tactics that 

pressure for immediate decisions, and reluctance to provide detailed references or case 

studies from similar implementations. 

The most revealing sign of cultural compatibility is how solution providers manage 

unexpected challenges during the evaluation process. Do they work openly together to 

find solutions, or do they shift blame and try to alter the scope? These behaviors during 

the initial stage often become more pronounced under implementation pressure. 
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The Reference Reality Check 
Reference customers are a valuable source of unfiltered information about how solution 

providers perform, but RFPs typically provide only a superficial list of client names and 

basic contact details. Gaining meaningful insights requires a more strategic approach to 

move beyond solution provider-curated success stories. 

Getting Beyond Curated Reference Lists 
Solution providers typically offer references from their most satisfied customers while 

avoiding those who faced implementation challenges or ongoing issues. To gain a more 

balanced view, insurers should ask for references that similarly match their organizational 

profile, implementation timeline, functional, and technical needs. 

More importantly, carriers should request references from implementations that faced 

significant challenges and learn how the solution provider responded. Solution providers 

confident in their problem-solving skills will offer examples of how they handled difficult 

situations, while those with poor records will deflect or give vague answers. 

Questions That Reveal True Customer Satisfaction 
Standard reference conversations often emphasize overall client satisfaction instead of 

specific performance metrics. To move past surface-level experiences, create a structured 

reference interview method that reviews implementation timeline accuracy, budget 

compliance, quality of post-implementation support, and continued partnership 

satisfaction. 

Critical questions to ask include the following: 

• How did actual implementation costs compare to initial estimates? 

• Was any functionality promised during sales not delivered as expected? 

• How responsive is the solution provider to urgent support requests during critical 
business periods? 

• How has the solution provider handled product roadmap changes that impact your 
operations? 
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Organizations that dedicate time to this preparation will achieve better results. This 

involves understanding current processes, documenting requirements, and, most 

importantly, being willing to adapt business processes instead of customizing new systems 

to fit legacy workflows. References can offer valuable insights into how solution providers 

support this balanced approach. 

Identifying Customers With Similar Challenges 
The most valuable references come from organizations facing similar business challenges, 

regulatory requirements, or operational constraints. While at first glance one might think 

the carrier size needs to be similar, focus first on synergies like scope, approach, and 

duration. 

Seek references from organizations with similar complexity and market focus. Ask 

specifically about the solution provider’s understanding of your market segment, their 

experience with relevant regulatory requirements, and their ability to accommodate 

business model differences. 

Understanding the Spectrum of Customer 
Experiences 
Supplement solution provider references with industry networking, conference 

interactions, and peer group discussions. This offers a unique chance for carriers to 

connect with IT leaders and improve their solution provider management strategies. 

Insurance industry associations, industry analysts, and user groups may give more candid 

assessments of solution provider performance than formal reference calls. 
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Due Diligence Framework: What to 
Investigate 
Effective solution provider evaluation demands a systematic approach that extends well 

beyond traditional RFP responses. The following framework, encompassing solution 

provider interview questions, document requests, third-party validation sources, and risk-

assessment methodologies, offers a structured method for revealing the underlying 

realities of solution provider partnerships. 

Essential Questions for Solution Provider Interviews 
Insurers should move beyond scripted presentations to focus on specific scenarios 

relevant to insurance operations, such as the following: 

• How do they handle urgent system issues during catastrophe claim processing? 

• What is their approach when clients request functionality modifications for new 
product launches? 

• How do they manage resource allocation when multiple clients have competing urgent 
needs? 

As AI becomes a foundational part of operational strategy, carriers must increasingly 

evaluate solution providers’ AI capabilities and roadmaps to understand how they use AI 

to tackle insurance-specific challenges, how they handle AI governance and risk 

management, whether they actively monitor industry and state regulations, and what SLAs 

they have in place to support carriers. 

Documentation to Request and Review 
Evaluating a core system solution provider involves examining documentation that RFPs 

typically don't request. This includes anonymized project plans from recent 

implementations, post-implementation assessment reports, and detailed technical 

architecture documentation that reveal system limitations and dependencies. Carriers 

need to understand the product’s functional and architectural roadmap, as well as the 

timeline. 

Financial documentation offers insights into future stability and may include credit reports 

or audited financial statements. 
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Third-Party Validation Sources 
Industry analysts, consulting firms specializing in insurance technology, and peer networks 

offer valuable insights that complement direct solution provider assessments. Carriers 

should seek experienced practitioners who combine industry knowledge with proprietary 

data and vendor selection expertise to speed up decision-making. These sources often 

have visibility into how solution providers perform across multiple clients and can spot 

patterns that individual reference calls might overlook. 

Risk-Assessment Methodologies 
Core system transformations remain a key priority for insurers, making risk assessment 

especially important for these high-stakes decisions. To thoroughly cover risk assessment, 

carriers should develop evaluation criteria that balance functional capabilities with 

partnership readiness, acknowledging that the least expensive or fastest option may have 

hidden risks that greatly outweigh initial savings. 

To properly assess risk, carriers should create a detailed risk-scoring method that assigns 

weights to factors based on their specific business goals. This evaluation should cover the 

following: 

• Operational risk: The solution provider's capacity to meet promised functionalities 

• Financial risk: The solution provider’s stability and longevity 

• Strategic risk: How well the solution provider’s goals and roadmap align with the 
carrier’s long-term aims 

• Relationship risk: Cultural fit and communication effectiveness between the carrier and 
the solution provider 
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Conclusion 
The growth in core system features and automation now increasingly influences customer, 

agent, and employee experience, making successful partnerships with solution providers 

essential for staying competitive rather than simply improving operations. For insurers 

seeking these transformative partnerships, the solution isn't to abandon RFPs but rather to 

improve them by adding a thorough investigation focused on selecting the right vendor. 

Recommendations for insurers: 

• Effective solution provider evaluation combines the structure of traditional RFPs with 

additional due diligence to better understand a solution provider’s culture, its 

roadmap, and how it handles inevitable challenges during implementation. This 

hybrid approach maintains procurement discipline while identifying other factors that 

determine long-term partnership success. 

• Consider a simple request for information (RFI) that concentrates on key functional 

needs and basic qualifications of solution providers. Use the responses to generate a 

shortlist of candidates for further assessment through a more detailed RFP, along with 

additional due diligence. 

• Develop evaluation criteria that balance functional capabilities with partnership 

readiness, financial stability, and cultural compatibility. Assign weights to these factors 

based on organizational risk tolerance and strategic goals, understanding that the 

most successful implementations find ways to differentiate their offerings without 

overcomplicating the underlying technology. 

• Blending quantitative metrics and qualitative assessments will achieve a fuller sense 

of a vendor’s approach and potential fit. When evaluating vendors, include 

quantitative metrics, such as implementation timeline accuracy, customer retention 

rates, and support response times, in addition to qualitative assessments of 

communication quality, problem-solving approach, and strategic vision alignment. 

Specifically inquire about the solution provider’s Net Promoter Score (NPS) from its 

customers. 

• Define success criteria that go beyond technical implementation. These should 

include business value, user adoption, and ongoing partnership satisfaction, among 

others. 
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• Ask for references that are of similar scope, implementation timeline, and technical 

requirements. Focus on both the outcome and the implementation journey, and ask for 

at least one reference where there were significant challenges to gauge the solution 

provider’s ability to respond and partner to solve problems. 

• Establish clear measurement methods for post-implementation evaluation, including 

regular business reviews, performance tracking, and relationship health assessments. 

These metrics should be integrated into solution provider contracts to ensure 

accountability throughout the partnership life cycle. 

• Allocate enough time and resources for a comprehensive evaluation of solution 

providers. An upfront investment in proper selection far outweighs the costs of 

implementation failures or poor partnerships. 

• Lean on expert guidance. Carriers should consider hiring external experts from firms 

that specialize in insurance technology solution provider selection to strengthen 

internal evaluation capabilities. 

In an industry where trust and reliability form the foundation of customer relationships, 

applying these same principles to selecting solution providers is both a necessary 

operation and a strategic insight. The most successful carriers of tomorrow will be those 

that understand that solution provider partnerships are not just transactions to be 

optimized but also relationships to be nurtured for mutual long-term success. 
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About Finys 
Finys (pronounced “finesse”) offers a modern enterprise platform, the Finys Suite, for 

property and casualty insurers. The Finys Suite includes components for policy, billing, 

claims, business intelligence, portals, and more. With more than 40 U.S. customers, Finys 

supports carriers of all sizes across personal, commercial, and specialty lines. The Finys 

team brings deep insurance experience and a long-standing commitment to customers. 

Learn more at finys.com. 

https://finys.com/
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About Datos Insights 
Datos Insights is the leading research and advisory partner to the banking, insurance, 

securities, and payments industries—both the financial services firms and the technology 

providers that serve them.  

In an era of rapid change, we empower firms across the financial services ecosystem to 

make high-stakes decisions with confidence and speed. Our distinctive combination of 

proprietary data, analytics, and deep practitioner expertise provides actionable insights 

that enable clients to accelerate critical initiatives, inspire decisive action, and de-risk 

strategic investments to achieve faster, bolder transformation. 
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