WHITEPAPER ﬁ

KEEP THE CHANGE:

A Practical Guide to Successful System Implementations

finys.com


https://finys.com

KEEP THE CHANGE: A Practical Guide to Successful System Implementations

Introduction: Why Good
Systems Matter

The insurance industry is changing quickly. Digital
transformation, driven by Al and machine learning,
is transforming the way insurers operate.

These tools are helping to improve customer service, cut costs, speed
up underwriting and claims processing, and make better decisions.
Companies are utilizing increasing amounts of data to gain a deeper
understanding of customer needs, identify new risks, and refine their
products.

However, no matter how advanced technology becomes, success
in insurance still hinges on strong, adaptable core systems. These
include your policy, billing, and claims systems. A sound system
doesn't just support today’s needs. It makes it easier to adopt new
technologies in the future.
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Success in insurance still hinges on
strong, adaptable core systems. l
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Yet, replacing a core system is notoriously difficult. Many projects

fail or fall short. Why? Because success doesn’t depend on software
alone. It depends on how well your team plans, adapts, and works
together. And it depends on a willingness to change. Fear of change
is natural, even healthy. But the need to evolve must be stronger than
that fear.

The good news is that with the right mindset and approach, your
system implementation can be successful.
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The Four Cs: Foundations for Success

To channel your energy and fear of change productively, you need four essential qualities:

CAUTION

You must always watch both your schedule

and your budget. Replacing a core system is
complex, and unexpected delays or expenses
can easily snowball. Caution helps you anticipate
problems before they grow.

CONSCIENTIOUSNESS

Details matter. You must take great care from
day one—gathering requirements, defining
specifications, and managing each step with
precision. Missing information early on will lead
to dysfunction later. Every form, rule, and user
interaction must be considered.

03

%@8

04
a0

COURAGE

Leave your ego at the door. That means listening
to hard truths, even when they challenge your
assumptions. It also means accepting that

you won't get everything right the first time.
Courage allows you to be honest and make
necessary changes along the way.

CONFIDENCE

You have to trust your system vendor. Insurance
professionals are not typically software
developers or project managers. And with

high turnover in most organizations, few
people will remember exactly how your last
system replacement went. That means you're
likely dealing with lost knowledge and limited
experience. Confidence in your vendor’s
expertise helps close that gap.

If these four qualities are missing, implementation efforts are more likely to fail.
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Document Everything:
The Importance of Clarity

One of the most overlooked steps in a successful implementation is
thorough documentation. It sounds basic, but many companies skip
or rush this step.

You need to gather and document the following:
> All forms, reports, and notices

> Rating algorithms

> Billing plans

> Picklist values and dropdowns

> Permissions and user roles

2 File formats for interfaces

Getting this right means fewer surprises later—especially during user
acceptance testing (UAT). It also serves as a valuable reference point
in case team members leave. Document not just what decisions were
made but why. This helps keep everyone aligned, even when the
original decision-makers aren’t around.

Business users often ask, “Why does the system work this way?”

Clear documentation answers that question and keeps the project
moving.
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Flexibility Is Your Friend:
Expect Evolving Needs

Core system implementations are long and complex. During the
project, your business needs will likely change. Maybe you'll launch a
new product or respond to a new regulation. That's normal.

The key is to plan for change. Make room in your timeline to
accommodate evolving requirements. If new integrations or

regulatory approvals are needed, build that into your schedule.
I The key is to plan for change.
Make room in your timeline to

accommodate evolving requirements. l

A smart strategy is to start with one line of business. Get it into
production first. Then, roll out additional lines. This phased approach
makes testing more manageable and helps maintain control over the
schedule.
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Integration Is the Heart
of the System

Your core system isn’t an island. It's the center of your
technology ecosystem, connecting to third-party tools
and internal platforms.

You need to understand your current integrations—and plan carefully
for new ones. Suppose a third-party partner is still finalizing their
systems during your implementation; that adds risk. Ensure that all
integration points are defined early and incorporated into the project
timeline.

Without careful integration planning, you risk disruptions and
unexpected costs.
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Rethink Old Processes: Don't
Just Rebuild What You Had

If your old system is outdated, chances are your
business processes are, too. This is your opportunity
to modernize.

Replacing a system is not about copying old workflows into new
software. It's about improving efficiency. A good vendor won't just
replicate what you had—especially if your processes are no longer
effective.

I A good vendor won't just replicate
what you had—especially if your
processes are no longer effective. l

Standard insurance workflows are built into modern systems. These
can be customized, but customization comes with costs: it extends
the timeline, increases complexity, and makes future upgrades more
challenging.

Avoid unnecessary customization. Instead, update your processes to
fit better with standard system functionality. Your bottom line will
thank you.
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Data Conversion: Where
Theory Meets Reality

Data conversion sounds simple: transfer data from the old system
to the new one. But it rarely works that smoothly.

Key questions to answer include:

> Will the old system stay online for reference?

> Which data needs to be converted?

> How much historical context is required to support renewals?
> Will data be stored elsewhere for future use?

> Will a data warehouse be part of the strategy?

Before importing data into the new system, it must be:

> Verified
> Cleansed
> Standardized

> Normalized

The quality of your original data will directly affect your success.
Conversions require tight collaboration between your team and the
vendor. If it feels like hard work, that's a good thing—it means you're
doing it right.

© 2025 Finys. All Rights Reserved.

Choose the Right
Conversion Strategy

There are a few ways to approach data migration:

MANUAL CONVERSION

Best for small datasets. Basic fields can be entered easily, but
more complex data (like policy history) may need to be re-keyed at
renewal. You'll need available staff or external help.

RENEWAL-BASED CONVERSION

Let policies expire in the old system and renew them in the new

one over the course of a year. Historical data isn't imported; only
active renewals are included. This requires ongoing use of the legacy
system and strong data validation to avoid renewal errors.

POINT-IN-TIME CONVERSION

Move everything at once for a specific date range. This requires
careful mapping and validation. If there are errors, they affect your
entire book of business. But post-conversion support is minimal.

Your decision should weigh:
> Data quality (poor quality makes point-in-time risky)

> Volume (large books of business may be too big for a single
conversion window)

> Staffing (who will handle the data? Internal team or vendor?)
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Data Preparation:
The Steps That Matter
To convert data successfully, your team must:
o 1 EXTRACT AND FORMAT DATA
This requires individuals who are familiar with your

source system.
gl

CLEAN AND NORMALIZE IT

Expect multiple rounds of validation. For
example, one vendor runs over 500 checks and

LI%?) progressively scrubs smaller portions of the
MAP THE DATA

remaining errors.
: E Format it to align with the new system'’s

g@ requirements. Make decisions about any data that

doesn't fit neatly.

Also, decide early how to deal with leftover errors. Will you flag them for
review? Store them in a separate database? Plan for these exceptions in

advance.
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Final Thoughts: Be Realistic,
Be Ready

No one’s perfect—not vendors, not project teams. But experience
helps avoid common mistakes. If your vendor has a strong track
record, trust that experience.

System implementations are major undertakings. However, with the
right mindset, proper documentation, and the right partners, you can
effectively manage the risks and emerge stronger.
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BE WARNED BE READY

Failed implementations don't Thoughtful planning and
just delay progress. They affect execution will keep your
your whole operation. organization
moving forward.
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