
Context
The insurance industry can be considered 
conservative in nature, that is slow to change 
and requiring evidence. It is their nature. 
Claims and Underwriting have traditionally 
relied on the expertise and experience of 
professionals and their established networks. 
This culture is often reflected by the people 
who work for insurance companies. They 
are data and evidence based organisations, 
not known for being creative and to embrace 
change. Thus new concepts and approaches 
to insurance, such as new developments like 
big data, AI and automation may struggle for 
traction in such a traditional environment.

However, Insurers, along with all other 
industry sectors, realise that the future favours 
those who embrace ‘digital’. The promise of 
data-driven transformation has captured the 
imagination of leaders throughout the business 
world. They are inspired by the idea of using 
data to make better decisions and digitising all 
sorts of processes to improve performance, 
and motivated by a fear that they won’t be able 
to keep up with competitors who are ahead 
of them in data-driven digital transformation. 
These forces can encourage companies to try 
to achieve sweeping, companywide change to 
go digital, which can lead to counterproductive 
overreaching. 

Statista, a statistics organisation, predicts that 
the global AI market will be worth more than 
$10.5 billion by 2020, and forward-thinking 
businesses continue to incorporate AI into 
their everyday operations in the form of 
automation and customer service chatbots.

The future of these data-driven 
organisations requires them to adopt the 
leadership philosophy that aims to move 
decision making processes from instinct or 
intuition to evidence based.   
Data-driven leaders consult the data when 
making decisions to foster a data-driven 
culture.  The end goal is not to replace human 
judgement in decision making but to augment 
business experience with hard information.  
Analytics do not stand alone but need context 
and human experience to use in decision 
making processes.

Big Data requires both Change Management 
and Change Leadership for success.  A recent 
survey commissioned by Allianz found that 
only 38% of millennials believe their leader is 
skilled at responding to changing circumstances 
— the behaviour that they valued the most. 
65% of respondents in the New Rules for the 
Digital Age survey from Deloitte said that their 
organisation had no program in place to instil 
the different behaviours and skills required for 
digital transformation programs. 

Thus the real question is whether or not  
AI and Big Data implementations can 
change the culture of their organisation.   
An organisation’s culture is the biggest 
determinant of any success or failure.  
Or as McKinsey put it in Culture for a Digital 
Age, “shortcomings in organisational culture 
are one of the main barriers to success in the 
digital age”.

The Change Management initiatives focus 
on stakeholder engagement, evaluation of 
organisation readiness, facilitating training, 
and controling the change process.  Change 
Leaders craft compelling messages about 
objectives and drive awareness.  Change 
Leaders illustrate the use of analytics for 
business value and build momentum for 
enterprise change.  The idea is to focus on 
short-term wins in early phases, communicate 
value, and build on incremental successes to 
create data-driven decision making into the 
culture of the organisation.

These organisations will need to be agile, 
pragmatic, and disciplined, they will move 
fast and capture quick wins, but they will also 
plan a transformation roadmap to optimise 
performance in the functions and operations 
that create the most value, while building the 
technical capabilities and resources to sustain 
the transformation. 
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Why getting Cultural Change & Change Management  
right is essential for Automation, AI & Big Data Adoption

Thoughts on adopting augmented decision making, specifically the Change Management required.

By Jonathan Clegg & Greg Bull



To prepare the organisation for a Big Data 
and AI future, organisations will need to 
mobilise on five fronts: 1. leadership and 
strategy alignment, 2. creating new roles 
and governance processes, 3. instilling a 
data-centric culture, 4. adopting new ways 
of working, and 5. cultivating the necessary 
talent and skills. 

There is a significant amount of human 
and process change management would 
be required to make this analytics 
initiative work.

The business strategy:
Businesses need a clear data strategy if they 
hope to effectively leverage big data as a core 
business asset.  An effective data strategy 
must be a highly dynamic roadmap for the 
future, and a work in progress to be adapted.  
It must recognise and account for the rapid 
evolution and proliferation of Big Data and 
its potential business impact, as well as new 
business approaches which are altering 
traditional thinking about how data is managed 
and deployed. Transformation is commonly 
measured in years, but not in this case. The 
best strategies identify ‘quick wins’ that can be 
used to demonstrate success, show results, 
build credibility, enlist support, counter 
scepticism, and create momentum. 

Readiness and Change 
Management:
Research indicates that our beliefs, attitudes, 
and social norms often influence our 
willingness to change, regardless of whether 
they conflict with the ideal of maximising our 
capacity. Motivational theorist David Dunning 
explains why belief systems are so powerful: 

“People desire to live in a world that they 
can understand, explain, and predict, which 
means they are pressed to build beliefs 
that dispel chaos and uncertainty and thus 
seek out meaning and coherence from the 
maelstrom of events they experience.”

Determine and identify your employees’ 
belief systems by using an evidence-
based approach to change.  
Organisations should consider taking this 
same rigorous approach with their employee 
base before launching a big change initiative. 
Consider that, when product managers are 
asked, “What is your research supporting 
these claims?” the typical response is: “We 
haven’t done the research yet, but we know 
anecdotally that it works.” The researchers 
behind this finding say this is why 75 percent 
of new product launches fail.

Are we aligned at a leadership level? 
Different parts in an organisation will view the 
new AI, Automation and Big Data initiatives 
and their possible benefits differently. For 
example, the IT department often sees Big 
Data as a burden and as counterproductive to 
their cost-saving targets. The other challenge 
is often a lack of understanding of Big Data. A 
participant of the research noted: “Generally 
speaking, across the insurance business, a 
lot of senior managers are struggling with 
understanding. Forget Big Data, they don’t 
even know why digital needs to be done. If 
they can’t even get their head around digital, 
how are they going to get their head around 
Big Data?” Obviously if the leaders of a 
company do not understand the concept of 
Big Data and cannot design and agree on a Big 
Data strategy, implementation is not likely to 
be successful.

Understand organisational 
culture and attitudes:
Not everyone needs to become steeped  
in data analytics or learn to code in order 
for digital transformation to work. However, 
everyone does need to adopt a less 
risk-averse attitude. Expected reaction: 
Resistance. This sector is a change averse 
culture, so start early and expect long  
soak time.

To move quickly and to continually find new 
ways to apply data, embracing a test-and-learn 
culture that encourages experimentation, 
accepts—even celebrates managed risk and 
failure, and is always learning. Companies can 
also encourage the desired cultural change 
through organisational moves, such as creating 
internal start-up units where employees can 
focus on experimentation or co-locating data 
labs within operating units. The company 
can also promote the new culture by using 
cross-functional teams that share data across 
silos, thereby encouraging openness and 
collaboration throughout the organisation.

“People desire to live in a world 
that they can understand, 
explain, and predict, which 
means they are pressed to build 
beliefs that dispel chaos and 
uncertainty and thus seek out 
meaning and coherence from 
the maelstrom of events they 
experience.”
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Devise an analytics operating model. 
Before investing in new data analytics 
capabilities, the organisation should specify 
how it wants the data analytics function to 
work. After analysing its internal capabilities, 
it can decide which components of the 
analytics function to keep in-house and which 
to outsource.

Process: 
1. Which processes need to change?

2. Which can stay the same? and 

3. How will processes interact?

Organisational structure and 
recruitment:
Australian workers do not have the 
digital or foundation skills they need for 
the modern workplace, according to a 
report by the Australian Industry Group.  
Seventy five percent of businesses surveyed 
reported a skill shortage. The AI Group 
surveyed about 300 businesses and 75 per 
cent of them reported skills shortages, 
meaning they cannot find the staff they need 
to fill the jobs they have. Insurers will need to 
change their structure, change their culture 
not only to adopt Big Data but in general 
to be open for the innovation and change. 
To attract those talents around Big Data, 
insurers need to provide an environment 
where they can thrive. If they do not have 
the right infrastructure and are not given 
responsibilities and the power to make 
changes, they will leave.

Skills using data and 
augmented decision making: 
For data-based transformation to work, 
the company must have talent with the 
right skills to execute data-driven strategies 
and manage data-based operations. People 
need to become more analytical and learn 
how to make sense of data. This presents 
a workforce planning challenge, starting 
with assessing current employees and 
defining future needs. The company should 
create an inventory of the talents and skills 
that its employees will need, and it should 
identify where the gaps are in the current 
workforce. Companies will need to retrain 
current employees, hire new talent, or use 
a partnership to get the right capabilities. To 
recruit people with digital skills, the company 
may need to rethink the value proposition it 
offers—work, opportunity, rewards, career 
path, and so on - leveraging to what tech 
companies have learnt.

Insurance organisations need to provide 
an environment where staff can thrive and 
develop - that will be up to their managers.  
Without the right infrastructure, roles and 
responsibilities, and management practices, 
they will leave.

How Coxswain Alliance partners with 
organisations facing cultural and change 
management issues when implementing technical 
changes in several modes:

1. A one off or retainer based advisory 
function to your organisation.  This suits 
organisations that want ad-hoc assistance 
in specific instances, and is short term in 
nature. 

2. Diagnostics to evaluate readiness and 
issues. This would assist the organisation 
to scope or diagnose issues that require 
clarification, and then deploy their own 
personnel. Coxswain Alliance can quickly 
evaluate readiness, diagnose issues and 
determine needs to either correct, modify 
or augment the implementation plan. 

3. Implementation with on-site 
partnering and coaching of managers 
and team leaders to embed the tools, 
practices and behaviours for these Big Data, 
automated and A.I. augmentation changes. 
This is a longer, more defined engagement 
to achieve or support a significant outcome 
in partnership, i.e. your organisation with 

Coxswain Alliance. Coxswain Alliance has 
a wide-ranging expertise in partnering with 
organisations to implement complex change 
with outcomes and financial benefits.

Feedback from people who have 
partnered with Coxswain Alliance

The science behind decisions
Partnering with Coxswain Alliance was a 
great experience and gave me the skills 
needed to become a good leader by 
engaging, enabling and empowering our 
team. It gave me the tools to prioritise and 
allocate work to match the team’s capacity, 
which resulted in successful business 
integration.

Working with CA gave me access to highly 
skilled and motivated specialists who taught 
me new ways of working and the science 
behind their decisions. They provided 
support and training so that I was able to 
actively drive change and improvement 
within the organisation.

Coxwain Alliance are very professional 
and have knowledge and business acumen 
across a varied market, and share their 
learning through interesting storytelling. 

Operations & Capability Manager, 
Premium, Administration & Credit – 
Insurance sector

The AI Group surveyed about 300 businesses and 75 per cent of 
them reported skills shortages, meaning they cannot find the staff 
they need to fill the jobs they have.



Coxswain Alliance’s experience of 
working with organisations exploring 
and implementing automation and 
AI has exposed some of the traps 
encountered when going down this path.

1. Identifying what work could or should 
be automated or is suitable for AI. Is it 
suitable for:

• Robotic Process Automation – mobilising a 
virtual workforce completing routine work.

• Workflow Automation – the automated 
movement and allocation of work.

• Artificial Intelligence – automated decision-
making based on multiple variables.

2. Being suitably prepared to most 
efficiently and effectively transition 
work to the new operating model.

• The adage of ‘Garbage In/Garbage Out’ – 
embark on process simplification in advance 
of automation. Plan for the digital availability 
and usability of process inputs and outputs.

• Value assessment of processes and work to 
be automated – measured in hours of effort 
and/or reduction in end-to-end process time.

3. Transforming the organisation to manage 
and operate in this new paradigm.

• Developing or acquiring the mind-set and 
talents or skills to transform.

• The skills to evaluate what processes and 
work should be automated.

• The ability to managing a virtual or robotic 
workforce as part of a traditional team.

• Deploying the right systems and resources 
that best suit the work.

These three issues are intrinsically linked and, 
if not addressed holistically with a customer 
perspective, can be costly in terms of time, 
money spent and customer experience. The 
capability to navigate this path is not typically 
innate within an organisation. To rely on 
software vendors to solve these problems is 
a trap. Our experience shows that software 
vendors are ill equipped at installing and setting 
up software. Business transformational and 
organisational change is a separate capability, 
software solutions are an enabler and 
their configuration should be driven by the 
organisation, not the other way around. 

Some questions to consider: 

1.  Will Operations, Sales, Marketing 
and Service improve with AI powered 
customer data analysis? 

 With the amount of data being gathered 
now, this is time to start analysing events, 
customer demographics and behaviour 
patterns to tailor operations and marketing 
to become more customer centric. 

2.  Do we know what we want to achieve 
with Big Data, AI and Automation? 

 It’s important to first start with the outcome 
you’re hoping to achieve. Applying AI or 
machine learning simply for the sake of it is 
foolhardy, expensive and impractical. 

3.  Do we have a specific problem that Big 
Data, AI and Automation could solve? 

 Is there a business case? AI should not be 
deployed if it does not bring value to the 
organisation. AI can streamline simple, low 
value processes, this in turn provides the 
organisation more time to focus on higher 
value, customer and core value adding 
business practices. 

4.  Are we at risk of losing position or 
market because we are not Big Data, 
AI and Automation savvy? 

 If your competitors are becoming more 
competitive and attractive to customers, 
and more efficient and profitable than you 
because of AI, then catch up.

5.  Could we eliminate low value 
repetitive tasks with Automation? 

 To stay cost effective and competitive, 
organisations need to examine and 
understand the potential of AI, and then 
develop a plan of how it can be applied 
to have the biggest impact. Consider 
implementing tools that can augment 
employee decision making, or that can 
intelligently automate repetitive, time-
consuming business processes.

6.  Could we experiment on a small,  
managed scale now? 

 Experiment with simple RPA as a test 
bed and confidence builder. By informing 
yourself you’ll be better prepared to 
identify opportunities. Be ‘agile’ move 
forward in small steps at a time. Don’t 
waste time planning every detail upfront. 
Know directionally where you want to 
go; fail fast, test, measure, learn and 
keep moving but never lose sight of the 
customer.

7.  Do we have a well thought through, 
step-by-step implementation?

 What differentiates good from bad 
implementation is a step-by-step process. 
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Learn more about how the business improvement services offered by Coxswain 
Alliance can help your organisation prepare for and be digital ready.

www.coxswain  alliance.com

Navigation Automation and AI
The World’s New ‘Natural Resource’  is Data


