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What are the key challenges for care.data?

SOURCE: Client conversations – January 2014

Service Lines

▪ What are we going to do with the data? 

▪ What is the informing evidence to be extracted?

▪ What are the questions to tackle?

▪ How to pull out the nuggets of insights for the different 
stakeholders?

Skills & Capabilities

▪ How to recruit and retain the right skills & capabilities?

▪ How to manage and build the large infrastructure, 
which is needed?
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Our understanding of your starting point today

SOURCE: Source

▪ What is your starting point today across the big data levers and respective capabilities?

▪ What is your vision going forward and by when do you want to achieve that?

▪ How do you want to sequence your portfolio of initiatives along your "insight journey"

DataData SystemSystem StaffStaff AmbitionAmbition

▪ Clear view of what 
data is available

▪ Data sources
– commissioning 

data sets
– community 
– maternity and 

children
– National 

workforce
– GP attendances
– Prescriptions

▪ Need to procure 
new systems

▪ Need to 
understand future 
use specification to 
procure in a cost 
effective fashion

▪ Inherited “old 
HSCIC” workforce

▪ Need to define 5-
year vision on 
analytics capability 
to define future 
workforce and 
required skills

▪ Commercially self-
sufficient

▪ Product lines of 
data insight avail-
able to “customers”

▪ Increase benefits, 
e.g. new data 
portals to 
regulators on 
performance
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Strategy

SOURCE: McKinsey Perscpective

McKinsey’s framework for assessing the value of insights…

1. Decide on insights backwards

Build the capability by starting with 
the business decisions you want to 
drive and working backwards

2. Step-by-step

Focus on specific topics and set each 
element in place – a chain is only as strong 
as its weakest link

3. Implement and iterate

Move from data to decision, and 
from decision back to the data with which to 
measure the outcome

Key principles

Insight value chain
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Framework use to make decision on value of insights

SOURCE: McKinsey Perscpective

What are it raw data 
we need, how clean 
does it need to be and 
what links do we need 
to create?

What is the level of 
analysis we need to 
do, how deep are the 
insights we are push-
ing to the customer?

What workforce and 
skills are required to 
run this service line?

What activities need 
to take place to 
deliver the service 
line, what is the 
delivery mechanism 
to the customer?

Is there a product and a 
matching customer, what are 
they interested in knowing?

What hardware and 
software do we need to be 
enable this service line?

Resources?

What for whom?
H
o
w
?
D
e
li
v
e
r
y
?
 (
to
 c
u
s
to
m
e
r
)

A
B

C

D

Strategy
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Questions the framework would help answer

SOURCE: McKinsey

What do we 
want to do with 
the data?

Who are the 
customers for 
the insights?

W
h
a
t 
fo

r
 w

h
o
m

?

How are we 
going to 
generate the 
insights?

H
o
w

?

What resources 
do we need to 
deliver?

R
e
s
o
u
r
c
e
s
?

How can the 
services be 
delivered and 
maintained?D

e
li
v
e
r
y
?

A

B

C

D

Operational questions

▪ What specification of equipment do we require?

▪ What are the skills required in our workforce to deliver the level of 
analysis/insight?

▪ Can we build an economic model of cost are return?

▪ What will be the delivery method of services?

▪ What types of delivery are requested and feasible?

▪ How is the organizational setup to maintain services?

▪ What after-sales services are offered?

▪ How are we going to link the data to facilitate insights?

▪ What is the level of analysis we are aiming at for the customers?

▪ What are key areas (service lines) that could benefit from insights?

▪ What are the key processes, issues, questions of the business units in 
those service lines?

▪ Who would benefit from these insights?

▪ How can the service lines be productised?

▪ What is the most meaningful way for the data to be accessed?
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Use a structured process to decide on Service Lines…1

SOURCE: McKinsey

Define 
service 
lines

TIP1

Family
Meeting

Market 
analysis

Quantify 
market 
need

Understand 
current 
state

Assess how 
to meet need

▪ Interview stakeholders and users
▪ Conduct market trend analysis
▪ Competitor analysis

▪ Estimate level of analysis needed 
▪ Outline data solution/linking
▪ Define format of output
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Influencing model

Role modeling Understanding and 

conviction

Skills and capabilities Formal processes and 

systems

Institutionalizing a customer centric culture

“I see leaders, peers and 

reports behaving in the 
new way”

“I know what is 

expected of me, I 
agree with it, and it is 

meaningful”

“I have the skills, 
capabilities and 

opportunities to behave 

in the new way”

“The structures, processes 
and systems reinforce the 

change in behavior I am 

being asked to make”

▪ Transformation story

▪ Language used to 

reinforce values

▪ Rituals to embed 

messages 

▪ Rewards and 

consequences

▪ Management 

processes

▪ Structure and 

systems

▪ Top-team 

activities and 

culture

▪ Symbolic actions

▪ Leaders who 
influence through 

examples

▪ Technical and 
relational skills

▪ “Field and forum”

training

▪ Refreshing the 

talent pool

P
Mindsets and behaviors
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Value stream maps help identify value at each step of the processA

12 hours 15 mins 4 hours 2 hrs 6 hours

Payments team 

processes dividend

GL report published 

on PD + 1 
displaying open 

items (with non-zero 
balances)

PosRec research 

team begins 
researching open 

items

PosRecresearch 

team completes 
research and begins 

reconciling open 
items

Open items 

reconciled

1 day 2 days 15 mins 1 hr

Euroclear

These arrows re--

present information 
flowing into the system These “waves” represent 

“inventory” of open items 
between stages

Touch time Wait time

Error checking data feed 

with other externals can minimize
creation of open items

Use starbursts to high-
light bottlenecks/areas of 
opportunity

DTC

Available time
Cycle time

Set-up time
Capacity
# Operators
Error rate

Available time
Cycle time

Set-up time
Capacity
# Operators
Error rate

Available time
Cycle time

Set-up time
Capacity
# Operators
Error rate

Available time
Cycle time

Set-up time
Capacity
# Operators
Error rate

Available time
Cycle time

Set-up time
Capacity
# Operators
Error rate

Dividend announced

Sales and service process efficiency
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|Operators 3, 5, 6, 10, 13, 17, 18, 20, 22 & 25 also administer other risk books

Variability analysis could help identify underperformance

▪ The total opportunity through 

raising all operators to the 

average number of closed 

trades per day would see a 
daily increase of 92 trades 

(32% increase in production 

with an estimated 16% being 

obtainable) 

▪ Recommendation: Institute 

standard day template of best 
practices to reduce 

production variability among 

closers

▪ Morning huddles and 

whiteboards will focus team 

productivity and output

32.14

7.43
2.60

2.05
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18.95

5.43
13.29

6.00

8.76

6.00
2.67

12.07
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14.38
3.85

11.52

27.55

4.30
10.52

19.86
17.07

0 5 10 15 20 25 30 35

24.98 Top Quartile AverageØ 11.44

Operator 1

Operator 2

Operator 3
Operator 4

Operator 5

Operator 6

Operator 7

Operator 8

Operator 9
Operator 10

Operator 11

Operator 12
Operator 13

Operator 14

Operator 15

Operator 16

Operator 17

Operator 18
Operator 19

Operator 20

Operator 21

Operator 22
Operator 23

Operator 24

Operator 25

# of Circles Closed Per Day Adjusted for Complexity

0.92

8.84
9.39

4.01

10.94

6.01

5.44

2.68

5.44
8.78

4.84

10.30

7.60

7.14

C
Sales and service process efficiency
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Touch time analysis breaks down time spent into components, 
helping to identify wasted time

Touch time

Idle time

Touch time

%

113 days

47 hr

Contracts 

preparation 
and 

enforcement

31 days

0.5 hr

Approval and 

enforcement

3.9 days

2 hr

Analysis 

and 
reporting

Review with 

Group Head

4 days

2 hr

Proposal 

elaboration

10 days

11 hr

26 days

4 hr

Decision

4.3 days

Reception 

and risk 
assessment

0.3 hr

1 day

Assignment

27 hr

35 days

1 hr

2%

98%

~10 days

~11 hours ~2 hours

~4 days

~1 hours ~0,3 hours

~1 day

~27 hours

~34 days ~26 days

~2 hours~4 hours

4% 2%

~113 days

~47 hours

1% 1% 3% 1% 2% 2%

~4 days ~4 days

~0,5 hours

0%

~31 days

Corporate Bank - Line renewal

Cycle time (days), touch time (hours)

B
Sales and service process efficiency

▪ Map what data is available and quality
▪ Stock take technology
▪ Review skills and capabilities
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Skills matrix – example output

Current skills matrix assessment
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DA 1

DA 2

DA 3

DA 4

DA 5

DA 6
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1 1
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K
Organization and Skills

▪ Workshops on market segmentation
▪ Identify drivers of each market segment
▪ Define key questions to address

From proc ess  flows, a functiona lity map c an be used to ide ntify  and 

de compose desired end-st ate capa bilit ies

5 . E du c atio n &  Cu st o m er  S e rv ice

5A .1  
Ed uca tio n & 
Aware nes s 

for Vo luntary  
Comp l ia nce  

5A Educ ation /Ou treac h/ Se lf-He lp  Tool s

5A.2 Self He lp  To ol s an d 

Ca lc ulators

5A.2 a PATC 
Cal cu la to r / 

Tool  

5A.2 b 

Em ploy er 
Pe nal ty 

Ca lc ulator / 

Tool

5 A.2c Small  

Bus in ess
Cal cu la to r / 

Tool

5A.2 d 

Exe mpti on s
Ca lc ulator / 

Tool

5 B Cus to mer Se rvi ce

5 B.1  Heal th 
Care Acc oun t 

Mana gem ent 

5 B.3  

Cus tome r 
Se rvi ce 

Me tric s & 

Rep orti ng 

5B.4 Co ntent 

Integ rati on 
a nd  

Main tena nce

5B.2 
Mu lti cha nn el 
C ustom er 

Care 

4A.1
Indi vi du al  

Ex am Ca se 
Selecti on

4.  Co m p l ianc e P ost- F ili n g

4A.4
Indi vi d ual  

Col l ec ti on s

4B Em ploy ers

4A.5
Indi vi du al  

Non -Fil e r 
Iden ti f ic ati on 

a nd 

Tre atme nt 

4A Indi vi d ual s

4B.3 Adjus t 
Emp loyer 
Pen al ties  

4B.4 
Employ er 

C olle ctio ns

4A.7
Ad ju stme nt/

Offset Refun d 

o f Pena lty /
Cred it 

4A.3

Unde r-
re porti ng  

C hec ks a nd 

Adjus tm en ts

4B.6 
Analyti cs  for 

Fra ud  

Detecti on  and  
Trea tm en t

4A.6
Ana ly ti c s for 

Frau d 

De te ctio n and 
Trea tm en t

4 A.8
Ind iv id ua l 
Pen al ty/

R eco nci l i ation 
App ea ls

4 B.1 
Emp loyer 

Ex am  Ca se  

Selec tion

4 B.7 
Emp loyer 

App ea ls o f 

Pen al ties

4 B.5 
Emp loyer

No n-Fi le r 
Iden tif i cati on  

and 

Tre atme nt

4B.2 
Employ er 

Exam  

4A.2
Indi vi d ual  

Exa m 

3 . C o m pl ianc e at F ili n g

3 A Ind i vi dua l s

3A.5
Pre -Refun d 
Comp l ia nce  

Ch ec ks for 
PATC

3A.1
Proc es s Ta x 
Re tu rn /HC 

Sch ed ule w/
Upstre am 

Fil ters

3 A.4  

PATC 
Re co nci l ia ti on 
wi th  Ad van ce 

Paym ent

3 A.2
Ind iv id ual  

Pe nal ty 
Ca l culati on

3A.3

Exe mp ti on  
Proc es sing or 
Routi ng  b ack  

to Exc han ge

3B Emp lo yers

3A.7
Indi v id ual

Adju stme nts / 
Asses sm ents

3B.1
Proc ess ing of 

605 6 w ith 

Ini t ial  
Upstream 

Fil ters

3B.3

Employer 
Pena lty  

Adjustment / 

Ass ess me nt

3B.2
MEC & 

Afford able 

Covera ge
Penal ty 

Ca lculati on

3 A.6
At-Fi l in g 

Ex am

3 A.8
In di vi dua l  

At-Fi l in g
App eal s

3B.4
Emp lo yer 
At- Fi l in g

App eal s

2 B
No ti f i cati on to 

Ind i vi duals  

L ack ing 
Cov erage

2 A

PATC 
Ad va nced 
Pa yment 

Tra cking

2C
Inform atio n 

Re tu rns 

Proc essin g

2 . Pr e -F il ing1.  E n r ol lm e n t 

1 A
Veri f ic ati on 

o f HHI & FS

1 C

Ind iv id ua l 
Enrol lm en t 

Data 

Tra ckin g 

1 D
Emp lo ye r

Enrol lm en t 
Data 

Tra ckin g  

(SHOP)

1 E

Appe al s 
Suppo rt to 
Exch ang e

1 B
Exemp ti o n 

Suppo rt to 
Exch ang e

End state capa bili t ies can  
be gro upe d against high 
leve l business processes

Proce ss ste ps a re 
decomposed un ti l an 
i ndivi dual capabil ity 
or fun ctional ity i s 

reached

Each pro cess ste p is 
fu rther deco mp ose d 
into lo gical compo nents 
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… then assess against framework to understand
functional readiness …

2
F
u
n
c
ti
o
n

Assess which 
service lines 
are closer to 
launch?

Identify which functions need more 
investment for benefit of whole programme?

2

1

1

1

1

Cost
Medicines 

Management
Risk 

Stratification
Productivity

Service Lines

Functional 
ReadinessWorkforce Quality

4 4

4 2

1

2

3

2

3

2

2

2 1

1

2

3

3

4

3

3

2

4

2

2

2

4

1

4

5

4

4

5

4

22 23

Data

Analytics

Technology

People

Process

Use case

Decision

Example
The technology 
function could be 
improved over all, 
but works well for 
select service 
lines

Example
Medicine Management is sufficient developed 
to consider launching the product line

Output

Assessment

Develop a frameworks on key 
elements of functions 2 3 4 51

Basic Insight-driven
Evaluate the functions 
across each service line

Apply a 
score
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Sequencing of initiatives is driven 
by ease of implementation and 
financial impact

1

2

3

4

5

2013 2014 2015 20172016

… which inform the starting point for creating an insight roadmap 
and action plans

1

2 5

4

3

2

Establish team

Develop data 
map

Design 
algorithm

Build solution

Test solution

Productise
solution

Maintain & 
service

Assessment Action plans

Roadmap for go-live of service lines and functional 
improvement projects

SOURCE: Illustrative Example

Stage Week

151413121110987654321

Upper expected timeframe

Lower expected timeframe
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Resources?

What for whom?
H
o
w
?
D
e
li
v
e
r
y
?
 (
to
 c
u
s
to
m
e
r
)

A
B

C

D

Strategy

SOURCE: McKinsey Perscpective

Implement service lines, then iteratively refine all components3

Is the data quality 
sufficient?

Are the insights 
being over 
analysed for the 
customer?

Do we have the best 
team setup to drive 
out the insights?

Is the access portal 
the best for the 
customer?

Does the specification for the 
service line or who it’s for 

need to change?

Are we using the 
technology optimally?

Can the data 
meaningfully 
answer the 
questions?

Can analysis be 
more automated?

Can the insight 
process be more 
streamlined?

Do we need 
more training?
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Once implemented, service lines could be iteratively evolve into 
applications and further products

3

1 Application Development Management (Configuration) 2 Application Programming Interface

SOURCE: Client example, McKinsey

Design of 
service line

Business drives 
data and IT needs

Application of 
service line

IT drives 
automation 

and optimization

Business

Analytics

IT

Data extraction/
data 
transformation
Technology 
platform

Analytical 
business 
needs

Algorithms/
business rules

Data model/
architecture

Service line  
identification

Design of 
technical 
blueprint

Service line 
value 
exploration 
(manual)

Data driven 
Service line

Automation 
of analyses

Automation 
of data 
management

Organizational and skills

Simplified example of evolution process …
… and don’t forget the support required 
post go-live of service lines

▪ Process management
▪ ADM1

▪ Quality assurance
▪ Hardware support

▪ Support helpline
▪ Mechanism for adhoc

queries

▪ Staff training
▪ Succession planning

▪ Inspire staff to innovate
▪ Creation of new 

products

▪ Portal development
▪ iphones, web, API2

development

Establish 
PMO

Maintenance

Customer 
interface

Capability 
building

Innovation 
office

Channel 
Development


