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Santam Limited ïan overview

Leading general insurer in South Africa with market 

share in excess of 20% 

Established 92 years ago in 1918

2500 employees, more than 650,000 policyholders, 

Premium in excess of ZAR14b (1.3b Euro) and 

assets of ZAR17b (1.6b Euro)  

Serves the corporate, commercial and personal 

markets with a wide range of products

South African footprint includes offices and contact 

centres across the country with the head office in 

Cape Town

Current international focus on emerging markets 

(Africa, India and other Asian countries)



The Journey so far

2005 & 2006:

Strategic planning

for 2010

Launch of key 

strategic initiatives

2007:

Establishment of 

Project Support Unit 

& Project Committee

2008:

Establishment of 

Project Portfolio Office 

& adoption of 

PRINCE2® & MSPÊ

2009:

Establishment of 

Business Change 

(incorporating P30® 

approach)

PRINCE2® is a Registered Trade mark of the Office of 

government Commerce United Kingdom and other 

countries. MSPÊ is a Trade Mark of the Office of 

Government Commerce. P30® is a Registered Trade 

Mark of the Office of Government Commerce



Objectives of 

Business Change

ÅEnable business to 

choose the ñrightò

changes to make

ÅEnsure that business 

change is 

ñmeasurableò

ÅMake sure that the 

translation of change 

initiatives are managed 

into ñdo-able chunksò

of work

ÅDeliver the business 

change

ÅRealise benefits

The relationship between P3RM and Business As Usual (BAU) is 

illustrated below (source: P30® manual). It is important that both BAU and 

Change gets managed effectively. Santam Business Change enables the 

effective change management by providing appropriate processes as well 

as execution capability

Strategic objectives

Change the Business

Portfolio Management

Change the Business

Portfolio Management

Run the Business

Business as usual

Run the Business

Business as usual

Managed benefits

Managed programmes and projects



How it fits together

Business Change

PPO
Change 

Specialists
Business Design 

(EBA)

Divisional 

Portfolio 

Managers

COE
Project & 

Programme

Managers

Portfolio

Management

IT PMO
Temp 

Project 

Office 1

Temp 

Project 

Office 2

Business 

Architects 

& Analysts



The bouquet (catalogue) of Business Change services enables 

Santam to better optimise & execute the portfolio of change 





Practical application: The portfolio of change initiatives

Definition of Portfolio Management

The strategic process for selecting, and then co-ordinating 

the successful delivery of an organisationôs entire set of 

projects and programmes

Vision, Values, 

Goals

Define 

strategy 

& KPIôs

Identify 

initiatives, 

programmes, 

projects

Prioritise 

& build 

portfolio

Deliver 

& track 

business 

change

Business 

as 

Usual

Portfolio/ business lifecycle

Source: P30® manual



Santamôs Projects Portfolio Investment Management is an 

iterative and ongoing process of optimising the portfolio

1.1 Review and 

Validate Demand

1.2 Understand 
Enterprise Business 

Impact

1.3 PrioritiseProjects 
and  Initiatives

1.4 Scheduling Change 
Roadmap (Demand & 

Supply Balancing )
1.5 Fund  Management

1.6 Report Investment 
Portfolio

1.7 Benefits Realisation 
Dashboard

Division

Business 

Unit

Ongoing Update 

and Optimisation 

of Change

Portfolio

Stake in the

Ground !!

Change in 

Direction !

Proposed new

Initiative !

Enterprise

Division

Business

Unit

Enterprise

Filtered Demand from 

Divisions supporting strategy
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ROI or HML
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Cost of Project

Concept

Level 0
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IMPACT
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approach
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M arket Segmentation & 

Brand Positioning

Broker M anagement M odel

New Policy Admin System (R 100m)

Insurance Services 

Transformation Programme

Entry Level M arket

Client Centric Pricing

Web Enablement

Implement Common Application 

Integration Capability

IT P lug and P lay Outsourcing

Technical & Functional Integration

5.0

0.0

0.0

5.0

Process followed to rank and prioritise projects



Projects Portfolio Investment Management: some of the 2010 outputs 

é.living the process.  Different types of heat maps helps to create a 

better understanding of the impact of change on the organisation

1.2 Understand 
Enterprise Business 

Impact

Programme/project
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Broker Distribution Q1-4 ? Q2 Q1 ? 2011

Q4 & 

2011 Q2-4 Q3-4 Q3-4 Q3-4 Q2-4

Commercial Contact 

Centres Q1 2011

Q4 & 

2011 Q2-4 Q3-4 Q3-4 Q2-4

Personal Lines Contact 

Centres Q1 2011 Q2-4 Q3-4 Q3-4 Q2-4
Broker Services (incl 

branches) Q1 ? Q2-4 Q3-4 Q3-4 Q2-4

Niche (incl all U/W mgrs) Q1 Q2-4

Corporate Business Q2-4

Agri Q2-4

Portfolio Management Q1-4

Q4 & 

2011 Q2-4 Q2-4

Business Development ? Q2-4

Risk Services Q1-4 ? Q1 2011

Q4 & 

2011 Q2-4 Q3&4 Q3-4 Q3-4

Corporate & Commercial 

U/W Q1 2011

Q4 & 

2011 Q2-4 Q3&4

Commercial COE Q2-4 ? Q1 2011

Q4 & 

2011 Q2-4 Q3&4

Personal Lines U/W Q1 2011 Q2-3 Q3-4

Personal Lines COE Q1-4 Q1 2011 Q2-4 Q3-4

Product Development Q1 2011

Q4 & 

2011 Q2-4

Actuarial Services 2011

Q4 & 

2011 Q3&4 Q3-4

Reinsurance 2011

Q4 & 

2011

Claims Services Q3-4 Q1-4 Q1 Q2-4 Q3&4 Q3-4 Q2-4 Q1

MultiSOS Q1-4 Q1

Quality Management Q1-4 Q1

Digital Hub Q1-4 Q1

Legal Services & 

specialist claims Q1-4 Q1

Reporting and Salvage Q1-4 Q1

Adjustment Services Q1-4
People and Brand (HR 

& Marketing) ? Q2 Q2?

HR Q2?

Marketing
Information 

Technology Q1-4 Q2 ? Q2

Market Development Q2

Corporate Services Q1

Financial Management Q1

Group Sourcing & 

Procurement Q1
New & External 

Markets

Strategy

Brokers Q1-4 Q1-4 ? Q2 2011 Q2-4 Q3&4 Q3-4 Q2-4

All Santam employees Q2 Q2?

Business Partners Q2-4

Client ? Q2 2011 Q2-4 Q3&4 Q3-4
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Santam Change Portfolio People Impact: High Level View
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HR Shared 
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Commercial 2.0 

(Risk Services)



A picture speaks a thousand words.  The 

bubble graph is used as a tool for prioritisation

Predictive Claims
(08100026), R 6,511,542

WEBe Commercial Phase III, R 
3,225,000

SNT Architecture, R 3,000,000

Review of Shared Services & HR 
System, R 2,610,000

Review, R 2,500,000

SNT Business Model, R 2,500,000

GIS Foundation, R 2,500,000

On-line Revamp , R 2,000,000

Santam Product Cross Selling , R 
2,000,000

SA Coastal, R 2,000,000

B
u

s
in

e
s
s
 V

a
lu

e
L

o
w

  
  
  

  
  
M

e
d

u
im

  
  

  
H

ig
h

High                                Medium                                 Low
Risk

2010 Project Portfolio
Concept - Top 10

1.3 Prioritise
Projects and  

Initiatives



Projects are scheduled taking priority (a sense of 

urgency) into account 1.4 Scheduling 
Change Roadmap 
(Demand & Supply 

Balancing )
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Priority 0 - Already running and committed

Priority 1- Critical to start in Quarter as 
indicated 

Priority 2 - Critical to be implemented in 
2010

Priority 3 - Critical to start in 2010

Priority 4 - Important but timeline not 
critical

Priority 5 - On hold

Div Initiative / Project name Dec Jan Feb Mar Apr May Jun Jul Aug Sept Oct Nov Dec

IS

Predictive Claims

(08100026)

SS Namclear - permanent solution - Phase II (EFT&amp;

RS Sasria Tariff Increase

SS Document types running out of numbers

BD Rhodopis (Specialist business System impr.)

RS Contents Sum Insured Increased 

RS Excess Vouchers 

RS Recalculate existing book on WEBe rates

RS Veld on Fire

IS

BPM WF Deployment

(08090005)

IS

DPC

(08100025)

BD P&D - Phase 4 - Wording C/L & P/L

BD Workforce management

BD Delta Project - Phase 1 - P&D Renewals

SS Change Premium in Advance process

BD Infra for Admin (corrections)

RS Commercial Premium Increase - Non Motor

BD Fusion

BD National Broker Reports (KAM view of all BD)

BD New Business Enablement (Infra for Referral)

ES RPM - Broker Services & Underwriting

ES RPM - Claims

ES RPM - Other Bus Units

NEMData Aggregation - Ph 1

RS RAF Premium Calc Changes

RS RAF Web Quote

Div Initiative / Project name Dec Jan Feb Mar Apr May Jun Jul Aug Sept Oct Nov Dec

RS Illovo ðEmail and Voice (GAD)

SS Claims Card



Funding should be well managed but practical

A. Recommend 

funding

B. Release 

funds

C. Manage 

costs

D. Report

funds

approval

Practical tips:

Consider different funding ñbucketsò for different 

type of initiatives and stages of projects 

Strategic vs. ñrunò initiatives

Funding of concepts 

Introduce appropriate governance for each funding 

ñbucketò ïfollowing principle of ñTailor to suit the 

project environmentò

Based on a change management framework

1.5 Fund 
management



Change Management Framework
(based on òCreative Destructionó by Nolan & Crosan)

INCREMENTAL 

CHANGE

SUBSTANTIAL 

CHANGE

TRANSFORMATION

AL  CHANGE

Low 

Change

(1)

Low ð

Med 

Change 

(2)

Med 

Change

(3)

Med -

High 

Change 

(4)

High 

Change 

(5)

Radical 

Change 

(6)

Opera -

tional 

Change

Continu-

ous 

improve-

ment

Change to 

existing 

processes

Change to 

business 

model; new 

products, 

existing 

markets

Change to 

business 

model. New 

products, 

newmarkets

New 

business 

model in 

existing 

industry

New 

business 

model in 

new 

industries

Opera -

tional 

Impact

Single 

process 

within BU

Impact 

across 

Division

Moderate 

cross-

divisional

Extensive 

cross-

divisional 

Large-scale 

impact 

Significant 

impact

Resource  

require -

ment

Within BU Within 

Division &  

specialist 

input

Multiple 

Divisional

Multiple 

Divisional & 

external 

consultants

Multiple 

Divisional & 

external 

consultants

Multiple 

Divisional & 

external 

consultants



Portfolio

Portfolio Management ï2010/11 timeline and schedule

Nov 

2009 

Dec 

2009 

Jan 

2010 

Feb 

2010 

Mar 

2010 

Apr 

2010 

May 

2010 

Jun 

2010 

Jul 

2010 

Aug 

2010 

Sep 

2010 

Oct 

2010 

Nov 

2010 

Dec 

2010 

2010 Portfolio &

Roadmap ï(ver 1)

2010 Portfolio &

Roadmap ( review 1)

2010 Portfolio &

Roadmap ( review 2)

2010 Portfolio &

Roadmap ( review 3)

2011 Portfolio &

Roadmap ( ver 1)

1. Division 

Demand

Planning

2. IT Impact

meetings

Change 

Impact

meetings

3.Prioritise

(Re-prioritise)

4. Consolidate 

BC Portfolio

5. Schedule

(re-schedule) 

IT

5. Schedule

(re-schedule)

BC

Portfolio

Portfolio

Portfolio

Portfolio

26 Feb 26 Mar 23 Apr 28 May 25 Jun
23 
Jul

24 Aug 27 Sept 22 Oct 23 Nov

22
Feb 

18
Mar

20
Apr

18
May

15
Jun

20
Jul

19
Aug

21
Sep

19
Oct

SIIC Schedule

PIC Schedule

Meet with

Div Manco

It is important that the portfolio is reviewed continuously

1.6 Investment 
reporting

Practical tips:

ÅStandardise information collection

ÅCollaborate with key stakeholders and plan required time

ÅStandardise the prioritisation criteria



1. Define 
benefits 

plan (CMF 
=>3) SRO at 

Stage 1

2. PPO review 
and validate 
Benefits plan 

3. Project 
tracks and 

report quick 
wins

4. SRO 
contract 

benefits with  
business line 

function

5. Business 
report 

benefits ς24 
months

6. PPO 
aggregate 
benefits

Business 

Case

Benefits 

Profiling

Benefits Realisation

Plan (actuals)

Benefits Realisation Management is the practical application of the 

PRINCE2® principle of continued business justification and the MSPÊ

principle of focusing on the benefits and threats to them

Practical tips:

Focus on benefits should start when developing the business case (tools 

include templates for benefit profiles indicating how benefits will be tracked 

and operationalised and benefit review forums run by the PPO)

Accountability for delivering on benefits should be contracted with SRO/ 

business owner (via KPIôs)

Agree upfront what the cut-off level for tracking benefits will be (tools 

include the Change Management Framework)

Tracking period to be practical taking into account development of benefits 

and cost of tracking



Practical application: Managing Programmes & Projects

Definition: Programme Management

A programme is defined as a temporary, flexible organisation created to 

coordinate, direct and oversee the implementation of a set of related 

projects and activities in order to deliver outcomes and benefits related 

to the organisationôs strategic objectives (MSPÊ)

Post-

programme

BAU

Policy, Vision, 

Strategy
Identify Define

Deliver 

Capability; 

Realise 

benefits

Close

Programme lifecycle

Project Management

A management environment that is created for the purpose of 

delivering one or more business products according to a specified 

business case (PRINCE2®)

Development

through

stage gates

Post-project 

BAU

Mandate

Pre-project
Start-up Initiation Close

Project lifecycle
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IT PMO

SRO

Programme 

Manager

Business 

Change 

Manager

Programme Board

Project Manager

PPO

Project Investment Committee -

Business Unit Change Portfolio

Santam Strategy (Board & Exco)

Strategic Initiative Investment Committee -

Strategic Portfolio

Senior User Senior Supplier

Project Board

Project 

Executive

Governance Structure



The Santam Business Change Lifecycle (BCLC) 

is managed through stages and gates

Stage / Gated 

Reviews

Concept Scope Define Design Develop
Imple-

ment

Realise

Benefits

Post- project

Review

Change Initiation Business Change Lifecycle

òStaged approachó refers to breaking a continuous approach down into 

logically-sized pieces of work and sequencing these

The Change Initiation period is defined by focus area: the òrightó changes 

have to be investigated further and scoped

Stages in the Business Change Delivery are defined primarily by level of 

detail: the business change evolves from the highest òhelicopter viewó 

(conceptual) to the lowest level of detail (physical) through to implementation

Again the Change Management Framework is used to determine the 

activities and artifacts required in each stage
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Santamôs Project Methodology was aligned to the BCLC reflecting the 

various activities associated with each stage as well as the relevant 

roles and responsibilities

Concept Scope Define Design Develop Implement Post Project

Review

Realise

Benefits

Strategic 

Framework

Programme 

Mandate

Complete 

Programme 

Brief

Programme 

Brief 

Approved 

Develop 

Project Briefs

Define 

Programme

Programme 

Definition Approved 

Develop 

Benefit Map & 

Profiles

Feasibility 

Process

Prepare 

Project 

Initiation 

Document  & 

Stage Plan

Project PID 

Approved

Execute Stage 

Plan

Approved 

Highlight 

Report

Prepare End 

Stage Report 

& next  Stage 

Plan

End Stage 

Assessment

(Gate 

Approval)

Project Close 

Approved

Plan Benefits 

Realisation

Manage Transition 

into Business

Post Project 

Review Executed

Review 

Delivered 

Capability

Close 

Programme

Stage 0 Business Case Stage 1 (Project) Business Case

EXCO / SIIC / 

L4 / PIC / SRO /

Prog Board

Programme

Manager
BCM PPO

Project 

Manager

Project 

Board








