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To be the most admired life insurance company by securing 
 the  financial future of our customers 

We are an honest life insurance company, committed to doing what is right 

Max Life Overview  

Founded in 2000 

 Caring : Listens with respect and values differences ς Acts with compassion 
 Credibility : Demonstrates knowledge and creates trust in others 
 Collaborative : Works together to achieve results 
 Excellence : Pursues highest quality 

Revenue  : US $ 2.25 Bn                     Customers: 2.9 M (Approx) 

Employees : 9,101                               Agent Advisors: 45,275  

Offices : 211 

* Exchange rate as on March 31, 2016 is US$= Rs 66.285 
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Lean Six Sigma /  
MAXimize Quality 
Standardized Methodology  

For Continuous Improvement 

Reward & 
Recognition 

Quality And Service Delivery 
Linked To Career Progression 

Standard  
Metrics 

MQS SCORECARD 
Customer, People, 
Process, Finance 

Service Excellence 

SEVA 

Standardized 
Best Practices 
Leadership, Planning,  
Customers, Measures, 
Employees. Processes 

MAX Performance Excellence Framework (MPEF) 
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Innovation 

 Max Quality Improvement System 
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Max Life Insurance 

Section  # 
1 

Project  and Team  
Selection  

4 
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1.1.1 Who was responsible for selecting the project?  (1/2) 

Å  Business Head Agency Channel 
Å  Finance Head 
Å  Operation Head 

Å  Quality Director 
Å  Master Black Belt 
Å  Black Belt 

      Responsible for :- 
Å    Rigorous application of project 
      selection process in line with  
      strategic objectives 
 
Å    Promotion of continuous 
      improvement culture  
 
Å    Resource provision & deployment 

Project Selection Committee 
1.1.1 
Q1.1/2 
Who  was 
responsible 
for project 
selection? 

Steering  
Team 

Quality  
Department 

Sources of Information :-  
Å Strategic Plan 
Å Voice of Process 
Å Voice of Customer 

Data:-  
Å Strategic Goals 
Å KPIs from Performance Scorecards 
Å Customer Satisfaction 
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Mohandas Pillai 
Distribution Head  
 Western Region  

Chhaya Bajpai 
 Field Operations Head  

West Zone  

Vinita Gattani 
Head Field Operations 

Agency Channel 

Project 
Sponsor 

Project 
Sponsor 

Project 
Champion 

Max Life Insurance 
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aŀȄ [ƛŦŜΩǎ ±ƛǎƛƻƴ tȅǊŀƳƛŘ 

Service Excellence Financial Strength 

This Project of Improving ECS ( NACH) Registration % for  western region  directly links to what we stand for   
άCƛƴŀƴŎƛŀƭ {ǘǊŜƴƎǘƘ ϧ {ŜǊǾƛŎŜ 9ȄŎŜƭƭŜƴŎŜέ 

Low Grievance Rate & 
High CSAT 

1.1.1 What background information of the company or those who selected  the 
 project is needed to better understand the context of the project?  (2/2) 

1.1.1 
Q1.2/2What 
background 
information of the 
company or those 
who  selected the 
project  is needed 
to better 
understand the 
context of the 
project? 

1.1.1 
Q1.1/2 
What background 
information of the 
company or those 
who  selected the 
project  is needed 
to better 
understand the 
context of the 
project? 

Max Life  
Vision , Mission, 

Values  
Pyramid including 
Organization wide 

Goals 
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1.1.1 What background information of the company or those who selected  the 
 project is needed to better understand the context of the project?  (2/2ύ /ƻƴǘƛƴǳŜŘΧ 

VOC  Internal & External 
Customers  

 

 
                        External Customer 
Å Who is responsible if my policy lapses? 

 
Å  Even After ECS mandate why my 
account is not debited  ? 

 
Distribution Team 

 
Å  Delay in collection recovery impacts 
business plan achievement 
 

Operation Team 
Å  Duplication of work & loss of Productive 
time in query resolution 
 
Å  Its Difficult to handle irate customers 

 
 
 

Å  In Western Region, as on YTD September  
   2015 , ECS registration ratios as per new 
    process ( NACH) were at 65% 
Å  15% Increase in ECS Registration related  
    complaints from the customers/ agents 

 

Initial Situation 

Impact On 

Opportunity 

Å  Customer Satisfaction 
Å   Distributor Satisfaction 
Å   Efficiency 
Å  Future Revenue & Collections 
 

 
Å  Improve ECS( NACH) Registration Ratios 
Å  Reduce Customer Complaints. 
Å  Improve Oprational  Efficiency 
 

ECS Process 

ECS stands for Electronic clearing service. 
It is a system of electronic funds transfer 
from one account to another bank 
account with the help of services 
provided by clearing house. 
 

NACH Process 

National Payment Corporation of India, a 
body setup under NPCI, will ensure that  
image based mandate processing will 
happen  to improve the ECS registration 
and transaction processing through 
Automated Clearing House (ACH).  

1.1.1 
Q1.2/2What 
background 
information of the 
company or those 
who  selected the 
project  is needed to 
better understand 
the context of the 
project? 
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1.2.1 How was the gap or opportunity brought to the attention of the project identification group?  (1/3) 

Potential Stakeholders How 

Steering  Committee 

Quality Department 

Operations Department 

 Distribution Team 

 Learning & Development Team 

ü By Defining Strategic  Objectives 
ü By Assessing & Validating Projects 

ü By Generating Interfaces 
ü By implementing Project Selection Matrix 

ü By sharing the gaps in process Performance 
ü  By sharing information on customer complaints 

ü Ensuring Participation in project selection  meetings  

ü Ensuring Participation in project selection  meetings  

1.2.1. Q 1  1/3  
How was the gap 
brought to the 
attention? 
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What was the opportunity? (Process Improvement)?  (2/3)  1.2.1 

KPI Current  Target Deficit 

ECS( NACH )Registration % 65% 75% 10% 

 Persistency 77.5% 81.5% 4% 

Customer Complaints 20% 10% 10% 

   1.2.1.  
Q 1  2/3   
What was the 
opportunity? 

90 % New Business Policies Sourced 
on ECS Billing Method at Max Life 

Direct Impact On Customer  & 
Distributor Satisfaction 

Direct Impact on Future Revenue 
& Collections 

!ǘ ¦ƴƛǘŜŘ ²Ŝǎǘ ŀǎ ƻƴ ¸¢5 {ŜǇǘŜƳōŜǊΩмр 9/{ 
registration ratios as per new process ( NACH) was 

only at 65% impacting both  the critical 
organizational goals   

Timely ECS registrations is a critical customer requirement 
which directly impacts the  renewal penetration for the 
organization along with customer satisfaction  
Hence there was a huge opportunity to systematically 
improve the ECS Registration Process. 

1.2.1 What area of the organization had the opportunity? (3/3) 

Impact 

H 

M 

L 

High 

Medium 

Low 

Process Opportunity 

1.2.1.  
Q 1  3/3   
What  area of the  
organization had  
the opportunity? 

 High errors 
in quality 

check  
 Low ECS 

registration 
ratios 

New Business 
Process 

ECS/NACH 
Registration 

Process 

Å  High Errors in quality check 
Å  Lack of  ECS/NACH process 
    knowledge 

Å  High scanning errors 
Å  Lack of standardization 
   across western region 
Å   High waiting time 

H 

H 

10 

WIP Process 
M ÅRepetitive follow ups 

    for registrations  
  

Governance Process Å  Monitoring & Dashboard 
    review 

L 

Max Life Insurance 
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1.2.2 What data were generated to help select the project?  (1/3) 
 
     1.2.2 
   Q 1  1/3  
 What  data were   
generated  to help 
select the project?  

11 

67% 

72% 

70% 

65% 

60% 

62% 

64% 

66% 

68% 

70% 

72% 

74% 

North East South West 

ECS/NACH Registration % 

128 

1399 1425 

2952 

162 

924 
528 

1614 

Jul Aug Sep UW 

NACH Registration Trend : United West 

Registered Rejected 

Pre Project data trend for western region 

aŀȄ [ƛŦŜΩǎ vǳŀƭƛǘȅ  
Improvement System (MQS) 

Provides an 
integrated set of 

tools and 
resources for 

project 
management 

Method 

VOC From External Customer 

VOC From Internal Customers  

Project Prioritization Scores from Selection Matrix 

Zone wise Performance for ECS registration Process 

VOC & Project Prioritization Scores 

Max Life Insurance 

1.2.2 What methods and /or tools were used to assess or prioritize the need for the project?  (2/3) 

STRATEGY & IMPACT 

/ƻƳǇŀƴȅΩǎ /ǳǊǊŜƴǘ 
Projects 

Organizational 
Proposals 

Internal stakeholder 
feedbacks 

Strategic Plan 

MASTER BLACK BELT 

EXECUTIVE COMMITTEE 

Project Selection 

DATA & CONTEXT 

Strategic  &  organizational 
indicators 

Historic Data  & Performance 
Dashboards 

Business Impact 

Customer Impact 

aŀȄ [ƛŦŜΩǎ LƳǇǊƻǾŜƳŜƴǘ {ȅǎǘŜƳ 

Method 

Opportunity Assessment 

Impact Matrix 

Allocation 

1.2.2 
Q 1  2/3  

 What methods & 
tools?  

STRATEGY & IMPACT 

/ƻƳǇŀƴȅΩǎ /ǳǊǊŜƴǘ 
Projects 

Organizational 
Proposals 

Internal stakeholder 
feedbacks 

Strategic Plan 

DATA & CONTEXT 

Strategic  &  organizational 
indicators 

Historic Data  & Performance 
Dashboards 

Business Impact 

Customer Impact 

Information Sources or Process Inputs 

Opportunity Assessment 

Impact Matrix 

Allocation 

Evaluation 
& 

Priorities 

12 Max Life Insurance 
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1.2.2  Why were these methods and/or tools used to select the project?  (3/3 ) 

 

F
in

a
n

ci
a

l im
p

a
ct

 

C
u

st
o
m

e
r im

p
a
ct

 

U
rg

e
n

cy
 

S
tr

a
te

g
ic

  im
p

a
ct

 

F
e
a

si
b

ili
ty

 o
f 

e
xe

cu
tio

n 

C
ro

s
s 

d
e
p

a
rt

m
e
n
ta

l 
b

e
n

e
fit

s 

R
e
s
o
u

rc
e
 

a
llo

ca
tio

n 

T
o
ta

l 

10 10 10 10 8 9 10 

Project Value 10 8 9 9 10 9 10 622 

ECS 
Registration 

             1.2.2 
Q 1  3/3  

 Why were  these 
methods used? 

 

 
Process owner & master black belt provide the data 

Project selection committee analyze & decide 
  

Selection Matrix 
 

Project Prioritization Graph 

 
 

Why?  
ÅWeigh each potential project with    
  respect to criteria. 
ÅSelect projects with higher impact 
ÅSelect appropriate methodology 
 
 
 

 Six Sigma Black Belt 

600-800 300-600 

 Six Sigma Green 
Belt 

100-300 

 Maximizes 

 
Tools Used : Project selection matrix & prioritization 
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1.2.3 What goals (organizational and/or local), performance measures,  
and/or strategies is the project expected to impact?  (1/3) 

 
     1.2.3 
   Q 1  1/3  
 What goals, 
performance 
measures or 
strategies is the 
project expected 
to impact?  

Increase ECS/NACH 
Registration Ratios from 

65 to 75% 

Improve Persistency 
from 79.5 to 81.5% 

Reduce Customer 
Complaints from 20% to 

10% 

Great Place to work 
ranking 

Service Excellence 

Operational Efficiency 

Customer Satisfaction 

Growth 

Financial Strength 

Project Goals Strategic Indicators Organizational Goals 

Quality 
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Increase ECS/NACH 
Registration Ratios from 

65 to 75% 

Improve Persistency 
from 79.5 to 81.5% 

Reduce Customer 
Complaints from 20% to 

10% 

Project Goals Operational Impact 

Reduce Rework & improve 
productivity 

Less  customer/ agent calls 
to back office 

Improved operational 
efficiency for ECS  

registration process 

Customer Loyalty 
Growth 

Operational Efficiency 

Increase Customer 
Satisfaction 

Quality 

Customer Satisfaction 

Organizational Goals 

Tools 
Operational Impact Matrix 

How 
Meeting With 
 
ü Master Black Belt 

 
üInitial Team members 

 
üInitial Stakeholder  representatives 

1.2.3 How do the stated measures relates to the perceived gap or opportunity?   
 What is the relationship between the stated measures and  perceived gap in 1.2.1?  (2/3)  

As  per 
In  1.2.1 

 
         1..2..3 
        Q   2/3  
   What is relation             
between stated  
measure & perceived  
   gap in 1.2.1? 
   

What is the problem statement that expresses where the organization wants to be at the end of the 
project? (3/3) 

Problem statement 

As ƻƴ  {ŜǇǘŜƳōŜǊΩмрόWǳƭȅΩмр ǘƻ {ŜǇǘΩмрύ    
ECS/ NACH Registration was at only 65% in 
western region. There is an opportunity to 
take this registration ratios to 75% by 
March 2016 

Project Goal  : To Take ECS/NACH Registration Ratios from 65% to 75% for 
western region by March 2016 

1.2..3 Q3/3 
What's the 
 problem   
statement? 

1.2.3 

16 Max Life Insurance 


