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What is going on0 4

Understanding the agent has never been as easy 
and yet too complex…

THE CAPABILITY REQUIRED ACROSS THE AGENCY LIFEFE-E-CYCLE (A.A.E.R) :

AGENTS HAVE EVOLVED

Agency lifecycle contact strategy:

TARGET AGENTS
AGENT VALUE PROP.

AGENT PROFITABILITY

GENCY MANAGEMENT

STRUCTURED AGENCY LIFECYCLE APPROACH
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Improve decision making through Advanced 
Distribution Analytics (ADA)

Issues
“We don’t know which type 
of agents to recruit is most 
effective given product 
strategy, target client base 
and market competition” 

Solution
Find the right type of agent 
and offer them the most 
relevant and attractive 
offer

Agent 
Acquisition

“We want to understand 
the unique factors drives 
sales in the market and 
how to help our agents to 
be successful in their 
career” 

Identify qualitative and 
quantitative insight as well 
as provide modern IT 
platform to enhance 
customer experience and 
efficiency

Enhance 
productivity

“How can we optimize 
bottom-line performance 
at same time offers the 
most optimal compensation 
to intensify our agents” 

Optimize agent structure 
and provide market 
comparable non-linear 
resource allocation and 
compensation program 

Business 
Optimization 

“In our efforts to retain 
agents we are not always 
taking into account sales 
quality, ability to influence 
and value of the sales” 

Take proactive actions to 
retain valuable agents and 
extend the agent’s lifetime 
value

Agent 
Retention
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Looking Behind the Numbers
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What questions can we answer with the data you 
already have?

Who are your top agents, what do they sell and how productive are they? 

How can you further optimize compensation for the next phase of growth?

Who is leaving us and why?

What factor leads to long term consistent performance? 

Are more layers associated with more production… or more problems?
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Do we know who the top sellers are and why?
Top Producers

Who are they?

Significant amount of sales comes 
from the few top agents - 3% of top 
producers contribute more than 
20% of total FYC.

The productivity gap between top 
producer and low producing agents 
is large – only 18% of total FYC is 
from 71% of low producing agents.

Distribution of Manpower, FYC and Bonus 
by productivity

What they sell? 

Higher producing agents sells more 
Long term life policies, as opposed 
to Accident & Health or MPF. 

Linked and Universal policies are 
much more prominent in top 
agents’ product mixes, contributing 
around 20% of their FYC.

Product mix by personal FYC level  

How productive?

In most instances, single case sizes 
were not the main driver – Many 
top agents have modest average 
case FYC, but high number of cases 
and consistent performance.

Group with the highest 
performance as a whole are junior 
level managers with long service.

Compensation effectiveness 
on production

Correlation between 
productivity and service length 
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Can we understand the impact of compensation 
and structure? 

63%
9%

28%

FYC  from Leavers

FYC from joint leaver (Producer)
FYC from joint leaver (Manager)
FYC from sole leaver

Adviser Departure Rate by previous Year FYC 
and Production Concentration

Seasoned agents (denoted by yellow dots), in 
contrast to new joiners (denoted by grey dots), 
cluster above certain thresholds, providing significant 
evidence of agents tuning their performance to meet 
specific compensation requirements.

Presence of extreme low performers suggests 
inefficiencies in monitoring scheme.

High productivity agents with concentrated 
production have highest probability to leave 
(indicated by (dark) red).
Significant whole team departures to competitors are 
observed while new joiners mostly come solely.
Productivity loss with manager departure can be 
notably aggravated through whole team departures. 

Compensation Optimization Leaver Profile

Distribution of production bonus and Simulation of 
payment under peers’ compensation scheme 

Comparison of FYC from 
sole leavers and joint leavers
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And who is performing…. And who is leaving?

Production concentration by Number of good 
performance years in the last three years

Agency structure benchmarking Productivity distribution by 
layers of mangers above

Spread of production over the year likely leads to 
consistently good performance across different years -
only a few high producing agents with good 
performance in three consecutive years have highly 
concentrated production (production spread less than 2 
months), which is much more common case with 
occasional good performer. 

From benchmarking, the Company currently has more 
managerial layers than its peers do

There does not appear to be significant differences in 
average productivity between those agents in a taller 
tree compared with a more branched-out situation, 
indicating additional managerial layers does not lead to 
more production 

Consistent Performance Agency Structure
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New Insights with New data

2

Why are top agents 
top agents?

Do different cities 
require different 
approaches?

Which recruits are 
most likely to 
succeed?

…

…

…

BUT… other questions are NOT so easy to answer
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Why is it so hard to answer these questions? 
The solution is not always straightforward or accessible. Here are the key challenges in 
implementing analytics to solve some other business questions: 

Getting the data to 
answer the 
questions

Structured and unstructured data
Database management & integration 
Data quality and governance 

Availability of 
resource

Technical skill combined with business insight 
Local market knowledge 
Business unit inputs and overall project management 

Asking the right 
question in the 

right way

Understanding of industry issues
Organization process, culture and the human element 
are just as critical as technology to realizing true value 
from analytics
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SAMPLE

Why are top agents top agents ?
Conversion driver analysis: top performers know that  price is unimportant 
— but personal rapport is critical

Source: EY

Sourcing from a trusted network

Establishing a personal rapport 
with customer

Explaining insurance benefits

Policy differentiation

Competitive advantage price

Smooth administrative process

Understanding customer needs
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Most Top performers source 
from outside their network & 
don’t rely on family/friends 

WHAT DRIVES YOUR CUSTOMERS TO BUY INSURANCE?

KEY DIFFERENTIATORS 
OF TOP PERFORMERS

% difference from average Tier 1 Tier 2 Tier 3 Tier 4

Top performers believe that 
“customer focus” is the key to 
converting a lead
Personal rapport, 
understanding needs & 
explaining benefits about 
insurance are very importance 
factors while selling

Top agents don’t waste 
time on discussing price 
instead focus on 
explaining benefits

Smooth administration is 
desired but not the key to selling
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Why are top agents top agents ?
Performance analysis: quantity drives performance – not pricing

Source: EY

Low PRICING
Average value per policy

QUANTITY VS PRICING MATRIX FOR ALL TIERS OF AGENTS

Low

High

Tier 1

Tier 2

Tier 3

Tier 4

Sales performance is achieved by 
higher quantity, not by higher pricing

Top performers are effective in:
Generating leads
Converting clients

Need for comprehensive lead 
generation & management strategy 
to help lower performing agents 
achieve more

High

QUANTITY
# of policies 

per agent per 
annum

SAMPLE
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What is the geographic profile for an area ?
Coverage analysis: recruitment targets need realignment towards market potential 

SAMPLE

Coverage

Market 
Attractiveness

Region 4

Region 7
Region 6
Region 1
Region 2
Region 3
Region 5

Bubble size: Actual sales

Low

High
Undercovered

Overcovered

P23

P22

P21
P20

P13

P12

P11 P10

P9

P8

P49

P48

P47

P16

P46

P44 P45

P19

P18

P17

P15

P14

P7

P6

P5

P54
P55

P53

P52

P51

P50

P37

P36
P35

P34

P33

P32

P59 P58

P57

P56

P43

P42

P41
P40

P39

P38

P4

P3
P2

P1

P25

P24

P31

P30

P29

P28

P27

P26

Need to drive recruitment
in these provinces

Note: P = Province; Market attractiveness is defined as the average of scores scaled to 10 for population, population density and population growth. Coverage is # of agents per million people. 

(agents per million inhabitants)Low High

Source: EY
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Who are those most likely to succeed at insurance sales?
“Survivorship” analysis: identify key factors contributing to long term success
DEMOGRAPHIC PROFILE OF NEW RECRUITS (GENERAL INTAKE) VS AGENTS WHO STAY LONG TERM (SURVIVORS) SAMPLE

Gender

Branches are pressured to 
recruit aggressively and 
easy-to-recruit younger 
demographics – hence 
general intake is too focused 
on the young (<30) who do 
not tend to succeed in life 
insurance sales

Gender does not matter in 
recruitment but does matter 
where it comes to matching 
agents with customers

Source: EY

44%

56%

10%

0%

50%

40%

60%

30%

20%

70%

100%

80%

90%

General Intake

% of respondents

41%

59%

“Survivors”

Female Male

19%

23%

38%

38%

32%

11%

9%

30%

0%

10%

20%

30%

40%

50%

60%

70%

80%

90%

100%

“Survivors”

1%
General Intake 

0%

% of respondents

Age

x < 30 30 < x < 42 42< x <54 54 < x <66 x > 66
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Who are those most likely to succeed at insurance sales?
Segmentation analysis: break down the agency population by income derived 
from insurance sales 
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% of Income from LI 0% 75% 100%25% 50%10%

XX%

XX%

XX%

XX%

XX%

XX%

XX%

XX%

XX%

XX%XX%XX%XX%XX%XX%

X-XX% X- X% X- X%% of respondents

Full time employee 
with Government 

agency/state owned…
I am a full time life 

insurance agent

Full time employee 
with private sector

Part time employee 
with private sector

Retired

Part time employee 
with Government 

agency/state owned…

Farmer

Teacher

Sales of other banking 
and financial products

XX%

WHAT % OF YOUR INCOME IS FROM THE SALES OF LIFE INSURANCE?

SAMPLE

Source: EY

Potential to use 
data to profile 
agents before 
recruitment

Business owner
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Getting Started

3

Begins with Asking the Right Questions
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Gather internal and market data
Conduct agent survey
Apply data analytic tools
Visualize analysis outcomes

Resources and matching skillset
Design feasible options
Scenario and what-if analysis 
...

Integrated multi-channel execution
Production pool targeting  
Agent value management
Contact strategies and plans

Prosperity modelling
Real-time decision-making
Retention progress
…

Market Insights

What our peers are doing
Key trends & Industry performance
What works and what doesn’t

Vision & Strategy

What is our target growth
Market management
How to manage agents
Retention strategy
Product Strategy

Company Concerns

Compensation cost is too much
Agents are not fully motivated by 
current financing scheme
Managerial structure is not cost-
efficient

Questions to 
be solvedAs

k 
th

e 
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ht
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st
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ns

Top agents
Product mix
Retention 
Agency structure

Compensation effectiveness
Agent motivation strategies
Digitalization 
…

To be solved via performing 
analytics and reshaping strategy

1

2

3
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Key Steps in Your Analytics Journey Ahead 

Gather 
Internal 
Data

Obtain 
Survey Data 
and Market 
Intelligence

1

2

Generate 
actionable 
business 
insights

4
Conduct 
Data 
Analysis

3

Data 
Request 
ListFinancial and 

behavioral 
impact 
assessment

Proposed 
implementation 
timeline

Compensation 
simulation by 
component 

Market 
intelligence from 
industry SMEs

Detailed 
diagnostics in 
productivity

High level 
positioning 
maps

Interactive dashboards
Key insights from 
applying statistical 
modelling and 
visualization tools

Prioritize 
and 
Implement

5
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Implementation – make the analytics REAL
Interactive data visualization gives you an insight into what’s going on

Data visualization can provides users with a self-
service analytical capability to explore data and 
answer questions quickly in a intuitive, drag and drop 
manner, whilst working across multiple platforms and 
devices. 

What are the Benefits

Quick 
Turn 

Around

Opportunity to save 
costs or improve 
processes through 
better understanding 
and insight of data 

Queries multiple data sources 
without writing code and 
transform these into 
interactive graphical 
visualisations and dashboards.

Real time validation of 
hypotheses. 
Quick addition of new 
key metrics to reporting.

Inspect trends and outliers 
and discover patterns that 
would not be practical using 
traditional methods.

Better 
understanding 
of data and 
trends across all 
business users.

Visualization 
of Complex 
Data Sets

Better 
Informed 
Decisions 

and 
Outcomes

Higher 
Awareness

Insight 
Discovery
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Lets explore how can visualization can help …
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