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With the SAP Incentive and Commission Management for Insurance

application, Helsana Versicherungen AG was able to establish a

more flexible commission management solution. Better transparency

and more efficient processes lead to more satisfied agents, an im-

portant basis for further growth.

Swiss citizens spend approximately
€37 billion a year on health insurance.
“There's fierce competition among
health insurers today,” says Manfred
Manser, CEO of Helsana Versicherun-
gen AG. “Market consolidation is inevi-
table in the medium term.” The immi-
nent shakeout, however, is not causing
Manser sleepless nights. Helsana -
with over 2 million customers, premium
income of more than €3 billion, and
annual profit of just under €70 million -
is the largest health insurance company
in Switzerland. The group, based in
Zurich, continues to defend its lead
even in increasingly harsh market con-
ditions. In 2007 no other health insurer
grew as much as Helsana.

Helsana wants to further strengthen its
position as market leader. However,
premiums are increasing at only a mod-
erate rate and fewer people are looking
for a new health insurance provider.
“The smaller the number of people
changing insurers, the harder it is to
continue growing,” explains Manser.

Because Helsana's managers anticipat-
ed this development, the firm is now
focused on improving its business pro-
cesses - to win new customers and in-
crease loyalty among existing custom-

ers. A new commission system based
on the SAP® Incentive and Commission
Management for Insurance application
is helping Helsana achieve these objec-
tives. The SAP software helps insurers
make commissions management more
efficient by, for example, extensively
automating administration. At the same
time, the new system enables the flexi-
ble integration of new types of com-
pensation models.

Commissions: Sales Rep’s
Lifeblood

“Commission management plays a
central role in customer service - only
satisfied sales reps make for satisfied
customers,” says Mathias Ritimann,
project lead for the implementation of
the new commission management
solution. Since commission is the only
source of income for sales reps, the
remuneration calculation must be trans-
parent and accurate, especially with
new compensation models. “Commis-
sion is the lifeblood of our sales reps,”
says Rutimann. “Ambiguities and mis-
takes result in dissatisfaction. Custom-
er care can suffer, and there's more
risk that sales reps will sell new con-
tracts for our competitors.”

At the end of 2005, Helsana decided to
implement a new commission system
based on SAP Incentive and Commis-
sion Management for Insurance. Even
though the existing in-house solution
already met the expectations of the
company and its sales reps, Helsana
saw the benefits of implementing the
standard SAP solution.

According to Ritimann, the standard
software offered flexibility and easier
maintenance. For example, prior to the
SAP implementation, a single employee
was responsible for maintaining and
enhancing the existing system. “He was
the only person with the expertise to
adjust the system. Had there been prob-
lems with the commission run when he
was on vacation, it would have been
almost impossible for us to solve them,”
recalls Rutimann. “This is not a problem
you face with a standard solution.”

Helsana decided to implement SAP
software for various reasons: “The
standard SAP software satisfies a lot
of our requirements for commission
management and is a mature applica-
tion,” says Riutimann. The master data
administration function of the SAP soft-
ware, for example, maps all commis-
sion recipients, individual and standard
commission contracts, and the organi-
zational structure. The application of-
fers flexible enhancement options and
can be integrated easily into an existing
SAP environment. “That was important
because we had only six months to
complete the implementation,” explains
Ritimann.



Time Pressure from the Start

The project was under enormous time
pressure. Every September, Swiss
health insurers determine new premi-
ums for the following year. Conse-
quently, customers are more willing to
change insurers in the second half of
the year. “Around 40% to 60% of our
overall annual revenue is generated in
September and October. That's why
it's so important to have transparent
commission management during this
period,” says Ritimann.

standard SAP Incentive and Commis-
sion Management for Insurance appli-
cation. The second stage entailed
making adjustments to meet Helsana's
specific needs.

“In addition to migrating the existing
commission cases, another important
task in the first subproject was creating
a new interface for our ‘Sana Swiss'
policy management system,” Ritimann
recalls. Helsana didn't want to change
the existing interface but wanted the
security of a second as an emergency

“The application lets us map different contract models, such as temporary

sales promotions.”

Mathias Riitimann, Project Lead, Helsana Versicherungen AG

When Helsana hired SAP Consulting
as its implementation partner at the
end of 2005, the SAP experts recog-
nized that completing the project quick-
ly would be one of the main challenges.
After all, within the next six months, the
team would not only have to align SAP
Incentive and Commission Manage-
ment for Insurance with Helsana's
needs but also completely transfer the
existing commission cases of over
2,000 sales reps.

Two-Stage Implementation

To ensure the project completed on
time, the team decided to split the
project into two subprojects. The first
stage involved implementing the

backup. Although administering the old
system in parallel was time-consuming,
Rutimann believes it was worth it. “Be-
cause we ran both systems in parallel,
we were able to identify and solve
many errors in commission manage-
ment,” he adds.

Error-Free Implementation

As it turned out, Helsana did not need
to switch to the old standby commis-
sions management system. “Once the
new trigger interface was set up, the
existing commission cases successful-
ly migrated, and the necessary level of
performance ensured, we knew we
were safe,” recalls Ritimann.

“Sales reps can see in advance
what kind of additional pay-
ments they can expect if they
generate more contracts, which

is, of course, very motivating.”

Mathias Riitimann, Project Lead,
Helsana Versicherungen AG

When the 2,000 sales reps, 15 admin-
istrators, and 5 IT experts checked the
first settlements from the new solution,
they liked the results. Ratimann feels
this not only proved that the implemen-
tation was a technical success but also
indicated that future users would get
optimal attention. “The administrators
were actively involved in the project,
from the evaluation and basic concept
to the system tests,” says Ritimann.
“This was incredibly important in win-
ning user acceptance.”

Focus on Additional Compensa-
tion Models

After the impressive success of the
first subproject, the project team
prepared for the second stage. “This
stage focused on setting up some
special commission types,” explains
Rutimann. While the standard SAP
software already covered the commis-
sion models commonly used by health
insurance companies, Helsana also
offered its sales reps additional com-
pensation models.

For example, particularly successful
sales employees receive a “super com-
mission.” “Sales reps who achieve or
exceed agreed revenue targets get a
defined special bonus,” explains
Ritimann. These special bonuses are
graded and can be called up in the
system at any time. “This way, sales
reps can see in advance what kind of
additional payments they can expect if
they generate more contracts, which
is, of course, very motivating,” he
continues.



Because existing customers also
expect a high level of service, Helsana
rewards sales reps who provide this
top service with a special customer-
loyalty bonus. “These types of models
are not adequately mapped by the
standard software, but by working
closely with SAP Consulting, we were
able to enhance the application to meet
our specific needs,” says Rutimann.

Commission Data at a Glance

The SAP software enables Helsana to
integrate its highly complex commis-
sion models easily. “The application
lets us map different contract models,
such as temporary sales promotions,”
explains Ritimann. Helsana can easily
define, calculate, and document differ-
ent individual target agreements -
whether for groups or individual sales
reps. Connecting commission manage-
ment with accounts payable ensures
that the paid commissions are posted
properly in the existing SAP ERP
application.

Since commission cases are integrated
in the SAP workflow, any unclear, pend-
ing cases are processed quickly. “As
soon as a pending case arises, the
relevant administrator receives a mes-
sage and can process the task straight
away,” says Ritimann.

Other changes are welcomed by the
sales reps. “Now, for example, our
customer relationship management
solution transfers data automatically to
the commission management soft-

ware,” says Rutimann. “The consolidat-
ed information is then passed on at the
push of a button from SAP ERP to HR
for disbursement.” With SAP Incentive
and Commission Management for
Insurance, reps can constantly monitor
income. By using the application’s
remuneration query, sales reps can
see all payments made, due dates, and
future commissions in their accounts.

Effective Teamwork Results in
Competitive Advantage

The new commission management
application has met all Helsana's
expectations. It has not only reduced
the company’s maintenance costs and
enabled it to manage sales effectively
by means of attractive financial incen-
tives, but it has also made the compen-
sation process more transparent and
reliable.

Ritimann believes the strong collabora-
tion with SAP Consulting made a large
contribution to the success of the
project: “We could completely rely on
the competent support of the SAP
consultants, from the feasibility study
and implementation to going live. Aided
by this support, the internal and exter-
nal employees were able to work to-
gether very effectively.”

The improved compensation process
gives Helsana a competitive advantage.
“Satisfied employees and reps means
satisfied customers,” says Rutimann.
“And satisfied customers means
growth.”
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