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The BX Enterprise Value Proposition

BCBSMA Is undergoing a consumer experience
transformation to build exceptional experiences
for our employees and for the communities we sen

We believe that better consumer experiences lead:
to better business outcomes, so we deliver:

For Our Employees For Our Business For Our Consumers

CONSUMER DRIVEN PRACTICES EXPERIENCELED PROFITABILITY EXCEPTIONAL OMNI EXPERIENCES
We understand needs before creating We correlate CX to top and bottom -line We deliver holistic solutions and services that
solutions. We do this by learning fast and growth to provide consumers exactly what meet our consumers how they need, when
working together to deliver inclusive, they desire without trading profitability and they need them.

meaningful consumer ex periences . sustainability.
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Operating model: How we bring the bx value prop to life

The shift to bx will require CX to be positioned c
In the enterprise.

THEREFORE, we want to change how cx supp
making across all enterprise activities.

we believe in this futureh\seiwre are starting with
ourselves.
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Operating model: How we bring the bx value prop to life

To enable best -in-class omni-Ab - 6 6 1 1 Cl hal CRI 6AT CS
+-C- CCbPI CYyUC@g6bDCEg@CY

X organizes how the CCO takes in, defines, and prioritizes CX-

T h e S h ift tO bX Wi I Flated initiatives from the enterprise for investment
re q u i re C X tO b e C(I:)i( b?:gihtgg];?rfélrltri[%‘c%uIgir(])%d aenltijVEe'Il}t/o deliver work,

segmented by the consumer journeys

pOS Itl O n ed To enable data - driven, experience -i | ECAaCgURD- AR RDHS
. . CX as the accountable authority
I e re n y I n e CX manages the CX ROI and sets the strategy & metrics that hold

teams accountable for delivering experiences

enterprlse To enable aconsumer-ECR i 6 CaC- APRAI S

CX as the CX mindset catalyst
CX instruct functions on how to be consumer -led and embed into
functions to provide basic CX competencies

-V
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Operating model: How we bring the bx value prop to life

THEREFORE, we want to change how cx
decisiamaking across all enterprise activiti

To truly activate

0866 2CCU

state journey
This is a cycle:
. . o postdelivery
Key Enterprise & Corporate Strategy Function Goals & Initiative Approval Mobilization Improvement ~insights feed
CCO Activities & Goal Setting Initiative Planning & Funding & Execution & Maturity future strategy
& goal setting
+-2CAr CUZ CCl defineERpérichce Pillar Direct department - level Power prioritization  of CX- Execute CX design Hold functions accountable
Supporting Strategy & CX KPIs initiative development and related initiatives  with services & coordinate for delivering the experience
Decision - Making CCO intake against CX data- driven and VOC delivery of experiences  at
During This Facilitate decision - making strategy and KPIs insights consumer touchpoints Connect how the latest
Activity in other pillars, where o ) S consumer research should
strategy impacts the g+206061 ADR §i1Atgn R CApprove & allocate CX Continually evaluate influence initiative
experience, CX Pillar leadership decision - making capacity to approved CX whether evolving experience design and
strategy & KPIs across the enterprise to CX initiatives and 3rd party consumer needs should touchpoint delivery post -
Pillar strategy and connect pilots change in- flight work launch
similar initiatives to limit
duplication of efforts Instruct functions  on basic

-V
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CX competencies

Across All Key Activities: Define and empower a CX - centric culture at the leadership and front - line levels
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Operating model: AN INTEGRATED model

we believe In this future

visiohso we are

starting with ourselves I
AN INTEGRATED op modé

The Integrated CCO Model organizes the
delivery of CX - initiatives by each consumer
journey and assigns ownership over delivery to
the CX org.

While the functions who execute BAU activities
will not change, the CX org will own:

A How the CCO intakes and prioritizes
initiatives to change the CX touchpoints
across the business

A How the business and technology are
brought together to deliver CX -related
initiatives

A How BAU execution functions like Product,
Sales are measured and held accountable for

PRODUCT DEV &

CCO- Owned Function

- CX- Owned Function

I 6 outcomes

>
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CORPORATE STRATEGY

CCO STRATEGY

SALES, MARKETING ANCILLARY BUSINESS
& ACCT SERVICE SERVICES DEVELOPMENT

CX INITIATIVE DELIVERY: Member

M&l PORT SCALE & Digital Marketing
MGMT TRAIN Matrixed Matrixed

CX INITIATIVE DELIVERY: Provider

M&l PORT SCALE & Digital Marketing
MGMT TRAIN Matrixed Matrixed

CX INITIATIVE DELIVERY: Account / Broker / Consultant

Ml PORT SCALE & Digital Marketing
MGMT TRAIN Matrixed Matrixed
CX RESEARCH & SCALABILITY
(BAU)

MARKETING CAMPAIGN EXECUTION
(BAU)

DIGITAL & OMNI- STRATEGY
(BAU)

Owned Outside of CCO

COO STRATEGY

COO EXECUTION

COO
Function
SMEs

COO
Function
SMEs

COO
Function
SMEs

Tech
Delivery

Tech
Delivery

Tech
Delivery

Consumer Journey - Segmented Initiative Delivery



Operating model: AN INTEGRATED model

CX as the _
j 11T eE]

In the Integrated Model, CX organizes how the
CCO takes in, defines, and prioritizes CX -
related initiatives from the enterprise for
iInvestment

Value to BCBSMA:

A Provides consumers exactly what they desire
without trading profitability and
sustainability

A Improves the consumer experience by
ensuring CX is a priority consideration for
initiatives prior to funding

A More efficient use of capital by providing
greater rigor to where funding is given and
limiting duplication of effort

=V ‘ >
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Operating model: An INTEGRATED model

CX as the
facilitator

d | g d I.
y CX INITIATIVE DELIVERY: Member
In the Integrated Model, CX brings together the MGMT TRAIN Matrixed ipaienl i oo

CCO, COO, and ET to deliver work, segmented

by the consumer journeys. CX INITIATIVE DELIVERY: Provider

Ml PORT SCALE & Digital Marketing Fucrzlgti%n Tech
MGMT TRAIN Matrixed Matrixed SME Delivery
s
CX INITIATIVE DELIVERY: Account / Broker / Consultant

A Quicker speed to market of new solutions and
Q ] P Ma&l PORT SCALE & Digital Marketing F COtQ Tech
services |J able to react to feedback faster MGMT TRAIN Matrixed Matrixed ”S”“‘A’é"sn Delivery
A More efficient use of team capacity by

limiting duplicative effort across business
and tech

Value to BCBSMA:

-V
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Operating model: AN INTEGRATED model

CX as the

accountable
authority

In the Integrated Model, CX manages the CX ROI
and sets the strategy & metrics that hold
business functions accountable for delivering
experiences

Value to BCBSMA:

A CCO functions are correctly incentivized  to
deliver CX outcomes

A Clearer, data - proven connection between
consumer experience investments and
revenue generation and medical and op cost
reduction

A Improve the likelihood investments in CX -
related initiatives deliver the intended
business outcomes

-V
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Operating model: AN INTEGRATED model

CX as the CX
mindset
catalyst

In the Integrated Model, CX instructs functions
on how to be consumer -led and embeds into
functions to provide basic CX competencies.

Value to BCBSMA:

A Improved consumer experience  as the
functions understand their role in delivering
the BCBSMA consumer experience

A More efficient use of CX team expertise  as the
functions can perform basic CX
competencies vs rely on the CX team (e.g.,
simple journey mapping, Medallia reporting)

-V
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CX STRATEGY & CCO INITIATIVE INTAKE

CX RESEARCH & SCALABILITY
(BAU)

Copyright © 2022 Accenture. All rights reserved.
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Operating model: AN INTEGRATED model

The INTEGRATED model will require a sh
CCO business decisions are made

CORPORATE STRATEGY

CCO STRATEGY
[ele]e]

STRATEGY
CX STRATEGY PRODUCT DEV & SALES & ACCT HEALTH DIVERSIFIED
MGMT SERVICE ENGAGEMENT BUSINESS
CXResearch & coo
Experience Design EXECUTION
(BAU)

Marketing Campaign Execution
(BAU)

Digital Maintenance

FROM

The business measures investments in CX by NPS & CSATU the CX
team informs functional strategy & performance measures

CX team operates as a Center of Excellence U providing research
and design services into the CCO and COO as requested

CX, Marketing, & Digital operate siloed intake processes for work | as
a result, the delivery of the work is siloed

Coordinating delivery of CX initiatives with ET is  disjointed U no
connective tissue to bring together business and tech

-V
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CCO STRATEGY

PRODUCTDEVE | SALES MARKETING AMCLLARY BUSHESS COOEXECUTION
MGMT & ACCT SERVICE SERVICES CEVELOPMENT
CX INITIATIVE DELIVERY: Member
Digi Marksing o Tech
Marriveet Motrisees unetion - uliver
CX INITIATIVE DELIVERY: Provider
0 Marksting

The business measures investments in CX by impact on the P&L U CX
team sets CX strategy & metrics  and enforces accountability

CX team operates as Integrated function U leading the design of the
consumer experience and coordinating delivery

Single CCO intake process for CX, Marketing, & Digital Y CX owns the
process, requiring initiatives to articulate impact on CX

Delivery of CX-related initiatives is integrated U CX connects the
CCO, COO, and ET together while providing research and design

CX embeds into the CCO functions  to change the cultural mindset
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Operating model: AN INTEGRATED model

The INTEGRATED motiequiie everything
THE CCO DOES to fall under the CX org

Responsibilities over BAU execution will not change
Product will own product development, Sales will sell - however: the CX team will develop the experiences these
organizations deliver & metrics to hold these functions accountable for delivering CX outcomes

+) CXwill not own Marketing & Digital
Marketing & Digital will still own execution and contribute to the intake of work J however: the CX team will own the
intake process & define the CX KPIs that Marketing & Digital are responsible to deliver against

@ CX will not own COO functions or ET
COO and ET functions will still be distinct U however: the CX team will orchestrate how the COO engages the CCO to
deliver CX-related initiatives and facilitate how the business and ET deliver work together

-V
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Operating model: AN INTEGRATED model

I I OW to g et Phase 1: Discover, Design, Define

there

A stml\%@d aEproach to scale
the INTEGRATED op Model

Transitioning to Integrated is challenging: the CX team
must grow or upskill new skills and headcount to lead
the movement to the Integrated CCO Model U elevate,
upskill, or hire an estimated 30 -40 FTE headcount (not all
this headcount will be incremental).

"1, CX ORG CAPABILITIES |
BUILD, MODERNIZE, & EXPAND

- 2. GOVERNANCE & INTERACTIONS
* (i-LEAD DEGISION-WAKING & DELIVERY

CRAWL
Mature & Scale the CX Org to
lead the Integrated CCO Model

"3 WORK INTAKE & PLANNING
BEVELOP PROCESSES  SCOPE SERVIGES

WALK
Stand Up Integrated
CCO Model & Intake

Phase 1 has documented several actionable
recommendations to begin the Crawl phase, including:

A Where to build, modernize, and expand CX capabilities

A How to intake and evaluate CX initiatives across CCO
A Changes to existing governance structures

RUN
Scale the Integrated

MASSACHUSETTS model to the Enterprise

-V

>
MASSACHLUSETTS ‘ accenture Copyright © 2022 Accenture. All rights reserved.



Operating model: An INTEGRATED model

"1, CX ORG CAPABILITIES |
BUILD, MOGERNIZE, 6 EXPAND

" L. 2. GOVERNANCE & INTERACTIONS
E  {i-LEAD DECISION-MAKING & DELIVERY

what to take o.
yourself vs = -

p art n e r +— Build investment case for gaining leadership approval over
hiring

+— Develop future org chart, role descriptions, & conduct

Start CRAWL
ASAP

"3 WORK INTAKE & PLANNING
DEVELOP PROCESSES & SCOPE SERVICES

There are several steps we need to assessment of current talent

take over the next year to scale the CX

op model and get from Crawl to Walk. — Develop training & onboarding program; brand transformation
program

Outside of these activities, we also will |

_ _ Standup governance and Step 1 of the CCO intake process
need to continue transforming the

experience and building on the
momentum from the PFH, vPCP, and
T2D sprints.

+—— Elevate, upskill, & hire team members and have the team
trained to execute by EQY 2022

Start WALK
in 2023

-V

> . 2 !
MASSACHUSETTS ‘ accenture Copyright © 2022 Accenture. All rights reserved.




Operating model: phase 1 recommendations

Double click into the phas
1 recommendations



Operating model: phase 1 recommendations

The phase
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CX Org Capabilities

Build, modernize, and expand CX
capabilities

-V
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THE CX INTAKE PROCESS IS FACILITATED BY THE CX ORG OPERATIONS
TEAM - WITH SUPPORT FROM M&l AND PORTFOLIO MGMT.
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Work Intake & Planning

Develop the CCO CX initiative intake
process

@O

R VR
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Governance & Interactions

Co- lead decision - making & delivery
of CX- related work
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Operating model: Recommen@agahilities

How does the cx org need to mature and scale?

Build, modernize, & expand cx capat

Start Start
Executing | BT E ¢ T R R B X I B RN (R B B e e e -SR] » Executing
ASAP Later

Bring on new team members to Partner with select orgs in the Centralize the CCO initiative Create a Scalability & Training

build 10 new CX owned capabilities CCO and COO to access 8 intake responsibilities under CX team to standup an embedded

that grow our analytical and capabilities as shared services Operations CX team and training program

experience design expertise

VALUE TO STANDING UP THE INTEGRATED MODEL

More effectively use data  to inform More efficiently use existing Greater control and rigor over the Scale basic CX competencies into
and scale experience designs across capabilities vs building new  and CX-related work the CCO performs the organization to elevate the

all channels and properties; continue ROACI - Ci CCPhbi C+ - Cg CUz Cof Behalf of e éntarpiBey élables Business of Experience and multiply
the momentum of the PFH, T2D, focus on areas of expertise coordinated delivery of the work vs the CX workforce without

vPCP design sprints siloed delivery significantly increasing headcount

KEY CONSIDERATIONS

The CX org will need to either hire, Requires team member support and CX Operations will need to be Embedded team members will be

upskill, or reassign team members to limited capacity from orgs in and out appropriately staffed to manage the identified and trained in the CCO

fill capability gaps of the CCO future governance, intake, and value functions U requiring select team
management process member capacity from those areas

-V
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Operating model: Recommendapahilities

This model shows the capabillities the cx org needs to moderniz:
scale the INTEGRATED model in the CCO

Enterprise CX Strategy Definition

CX Program Capability Strategy

CX Org Strategy

CX Program Strategy

Enterprise CX Value Mgmt & Financing

CX Org Shared Services

Innovation

Competitor Research

CX Org Operations

Governance Process Mgmt.

CX Program Mgmt.

CX Program Roadmap Mgmt.

CX Program Success Metrics

Program Intake Process Mgmt.

CX Service Team
Measurement & Insights

Enterprise Strategy Insights

Marketplace & VOC Research

| CX Touchpoint & Relationship Insights |

CX Service Team

Portfolio Mgmt Experience Design

CX Initiative Roadmap Definition

I CX Architecture & Service Design

Exp. Execution Partner Mgmt

CX Service Team

CX Scalability & Training

Embedded CX Program Mgmt.

CX Communication & Strategy

Medallia Training

Enterprise Analytics

I Omni- Channel Design Testing I

HR Enterprise Training

I Digital Touchpoint Design I

| Service Touchpoint Design |

| Care Mgmt. Touchpoint Design |

I Marketing Touchpoint Design I

| Research Vendor & Fieldwork Mgmt | | Real Time CX |

CX Training/Templates | Claims & A&G Touchpoint Design |

CX Platform Management | Digital CSAT |

CX Reporting & Insights Share Out | Agile CX Analytics |

CX Blended Analytics |

[T Member Touchpoint Impact strategy |
(Pre/Post)

il DS SV | Closed Loop Adoption |

Note: See Appendix for the
capability definitions

+ ' Fill Color New In-flight Existing

>
- Activated outside of CX Activated during CX
MA3SSACHUSETTS accenture Outline Color Initiative Delivery Initiative Delivery
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Operating model: Recommen@agahilities

4 ways to build the CX capabillities required to lead
INTEGRATED model

Elevate existing team members
Where can we promote or position rising stars to take on more responsibility?

(%)

CX Org Strategy CX Org Shared Services
[ermosmmemie ] [ oF ][
CX Frogram Capabilty Strategy Com n

Upskil | existing team members
Where are opportunities to reassign and retrain team members from other areas?

CX Org Operations.
= ] [ ox = ] CX Progrom Roadmap Mgt | [ omni-ChannelDesignTesting |
[ cXProgram succass| Matrics ] [ Progam ntake FrocesaMgme | HR Entarprise Trsining

Digitad T int De:
oX Service Team [ ks TouchpoimtDesien ]

CX Scalability & Training
[_Embeddedc) ]

[ ]

Medialia Training

Hire new team members
Where do we need to hire for experience and high -value skillsets not widely present in
BCBSMA (e.g., analytics)?

@ ©

CX Trainng/Temetates.

‘CX Reparting & haights Share Qut

Ciosed Loop Adoption

®

Partner with other functions
1) How might we partner with others to execute CX activities while hiring is conducted and
/ or 2) leverage core competencies owned by other areas to supplement capability gaps?

-V
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Operating Model: Recommehichasiloen & Planning

How will tlteedake in €lated work | In the future’P

Develop tt@xx Initiative intake Proce

Start Start
Executing ®-------- » Executing
ASAP Later
Socialize proposed intake Pilot the CX initiative intake Schedule regular Office Hours to Build the CX initiative intake
process to CCO leadership and process with the CX Value Stream guide project owners through the process into a workflow tool like
get buy -i & I2A intake processes intake process Jira or a CX microsite
VALUE TOSTANDING UP THE INTEGRATED MODEL
Ensure every initiative aligns to CX Ensure the intake process can Ensure the intake process is value - Create a more efficient, user -
best practices , research, and has a connect into the CX Value Stream add for the project owner U helping friendly workflow that integrates the
clear strategy to measure success and more rapidly develop, fund, and them to define and align initiatives to CCO intake into the toolset used by
deliver initiatives to meet consumer CXresearch U as well as helping the ET and the CX Value Stream and
needs CX org better understand the enables self- service add - ons (e.g.,
functions they support HCD mini- design sessions)
KEY CONSIDERATIONS
The business leaders must be Due to existing capacity constraints, Due to existing capacity constraints, Whether Jira is user - friendly enough
comfortable including CX reps in rolling out the full intake process will governance meetings may need to for a non - technical team member to
their strategy development have to happen over time ) as team be phased in as capacity is leverage without significant training
processes members are hired or reassigned to expanded or reallocated to manage
manage the process the intake process
=V >
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Operating Model: Recommehichasiloen & Planning

The CCO Intake process helps the business def

largescale initiatives prior to funding

Corporate Strategy & Goal Setting

Experience Pillar Definition

Once the CX Org Strategy team
defines corporate Experience Pillar
strategy and socializes with

il -EICCPRASS

-V
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Focus of This Section

Function Goal Setting & Initiative
Planning

THE CX INTAKE PROCESS IS FACILITATED BY THE CX ORG OPERATIONS
TEAM - WITH SUPPORT FROM M&l AND PORTFOLIO MGMT.

o 02 03 .. 04 .05 08
- iy

--------

Koy Activi

Koy Moatingls)

¥ | ccoocdien

CCO Initiative Intake Process

SPbbpi C++~CECI CCPPRCCE

help COO and CCO define their
initiatives that impact consumers and
scope requests for CCO org support

S

Initiative
Approval &
Funding

Mobilization &
Execution

Continuous
Improvement
& Maturity

REVISED INTAKE PROCESS - OVERVIEW

'af

m o &
Streas Implementing

g _Analyzing Value Stream

Handoff for Funding & Execution

backlog into SAH, CX Value Stream, and CCOD for funding

and delivery.

Copyright © 2022 Accenture. All rights reserved.
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Operating Model: Recommehichasiloen & Planning

CCO Intake process iteratively defiaes GXtiatives
assesses Impact, & scopes CX, digital, & market

: . L . Initiative Approval Mobilization &
> Function Goal Setting & Initiative Planning >> & Funding >> Execution >
01 02 _. 03 _., 04 05 06

. . A\ . Y : )
CX Intake Initiative Initiative Initiative Value Evaluation & Hand - Off For Coordinate
Process Ideation & Definition & Assessment & Prioritization Funding Resources &
Step Identification Submission CCO Service Approval Execute

Scoping

High - Identify prospective Understand and help Evaluate and quantify Prioritize the backlog Give prioritized Coordinate resources
Level CX initiatives with define CX initiatives PbPi CRORDR - PR Hofinitiariced with - A D C  backlog to teams in - to support approved
Activities impact on consumers including, goals, on consumer consumer impact & charge of funding , initiatives

-V
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during Strat. Act.
Huddle & BIA

Invite initiative project
leads to submit an
intake request

>
‘ accenture

targeted pain points, &
KPIs

Determine whether
the project requires
additional research
prior to funding

experience and the
business

Scope the CX & CCO
services required
including CX research
and experience design
as well as Marketing &
Digital

required CCO support

Signoff on

prioritization  with the

CX SteerCos

including the SAH, CX
Value Stream, & CCOD

)

W
4

Track & report
initiative progress to
the CX SteerCo

Iterative process b/w CX & the
initiative project team

Initiative Funding Approval

Copyright © 2022 Accenture. All rights reserved. 22



Operating Model: Recommehichasiloen & Planning

CCO Consolidated intake form consis
sections completed sequentially

02 03

CX Intake Initiative Definition & Initiative Value
Process Submission Assessment & CCO
Step Service Scoping

REQUEST R CX SERVICE

DEFINITION ASSESSMENT SCOPING

Click the picture to go to the section Click the picture to go to the section Click the picture to go to the section

WHAT DOES COMPLETING THIS SECTION DO? _ WHAT DOES COMPLETING_ THIS SECTION DO? WHAT DOES COMPLETING THIS SECTION DO?
The Request Definiton Ci ADPRg 6 CEl UR G I CCP b i THRIBeERFeabilfiliy Asse3shent  section defines The CCO Service Scoping section defines what CCO
goals, pain points addressed, intended solution, and the member value, business value, and feasibility to support required to deliver the initiative | CX, Digital,
what CCO involvement will likely be required deliver the CX -related initiative U allowing the CX org Marketing decide what support is needed based on
(according to the requestor) to assess and prioritize the initiative in the backlog responses

WHEN IS IT COMPLETED? WHEN IS IT COMPLETED? WHEN IS IT COMPLETED?

On the CX Microsite (either by invitation or self - After the CX teams decide the initiative should In parallel with the Value & Feasibility Assessment
service) once prospective CX initiatives are identified progress through intake based on the responses to section

the Request Definition section

-V
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Operating Model: Recommehichasiloen & Planning

the CCO Intake process will prioatseaitiatives
based on these guestions

CX Intake Evaluation &
Process Prioritization
Step

CX Initiative

Prioritization

-V
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Customers Want It: How the initiative connects with the member needs and expectations

C Will this initiative change how members view BCBSMA and / or reinvented how they think about healthcare?

C Will this initiative give the member a tangible benefit associated with their BCBSMA plan?

C8Rii CBDPRCCIiilg-bDiCbbiCol oAi CzCCggi C-1i1CihaiCRIO6AI CPgCAIl C¢
C How many members will this initiative reach ) are these members high utilizers of their plans?

C Will this differentiate BCBSMA compared to other competitors?

Brings Business Value: How the project elevates the business through revenue or savings
C Will this initiative deliver innovation that changes the BCBSMA business model?

C Will this reduce operations or administrative costs?

C Will this reduce medical spend?

C Will this generate or unlock new revenue streams?

Business Can Execute: Cost and level of effort required to execute the initiative

C Does this initiative respond to a CMS, DOI, Blue Cross Association mandate?

C Does this initiative address opportunities or threats to our market position?

C How much will it cost in time and $$ to complete this initiative?

CEUCGI CEg6zDPCAg0ai i Pi CODPRCCRORPR:- PRFI SCGOEI EC*+*pX CAIC- D«

Copyright © 2022 Accenture. All rights reserved. 24



Operating Model: Recommehichasiloen & Planning

CXelated Initiatives found to meet any of the foll
criteria should be fimgatked for approval and execi

01  pp 02 pp 03 > 04 > 05

CX Intake Initiative Ideation & Initiative Definition & Initiative Value Evaluation & Hand - Off For Funding
Process Identification Submission Assessment & CCO Prioritization Approval
Step Service Scoping
Iii) Compliance Requirement: The prospective initiative m Impacts High Volume of High Utilization Members:
was designed to respond to CMS / DOI / BCBSA or The initiative will resolve pain points that impact a high
other state mandates volume / % of members with high utilization rates
Last - Minute Changes in Scope: Last- minute requests @ Detrimental Impact to High Volume Touchpoint NPS:
from high - value enterprise initiative where a change in The initiative will resolve a consumer pain point that
scope due to evolving consumer needs has created a has a detrimental impact on satisfaction and ease of
need for CX support doing business at a high - volume touchpoint
Supports an Existing Initiative: ~ The initiative was High Call Volume Category: The initiative was
designed to support additional scope tied into anin - designed to resolve one of the top 5 call reasons

flight enterprise initiative

-V
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Operating Model: Recommehichasiloen & Planning

Implementing this intak_edprocess should happe
phases as we gehl&pull

CX SERVICE . I
SCOPING

. .
- a

STEP 1

CX SERVICE
SCOPING

CX Team Lead Involvement: High

APPROACH

A Only implement the CCO Service Scoping
section of the intake form prior to funding

A Leverage the Strategy Activation Huddle and
BIA to identify initiatives and inform initiative
definition & how to quantify impact; leverage
other intake forms for duplicative questions

A Select a manageable number of CCO initiatives
prior to funding to pilot the full intake process

A All CXteam leads will need to support the
process

WHEN CAN WE PROGRESS TO STEP 2?

A Buy-in from the people who would be
submitting initiatives & Digital & Marketing

A Buy-in from CCO leadership and CPP to install
this process
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STEP 2

CX Team Lead Involvement: High

APPROACH

A Continue to leverage existing planning
meetings to identify and inform initiative
definition and impact

A Implement Office Hours & invite initiative
project owners to help form initiatives prior to
CPP submission

A Pilot the full process to handoff prioritized
initiatives to the CX Value Stream

A All CXteam leads will need to support the
process

WHEN CAN WE PROGRESS TO STEP 3?

A Hiring / reassign an FTE to facilitate the intake

process for CX Ops
A Implement the Embedded CX program

additional capacity

STEP 3

. VALUE§ . . ﬂ
REQUEST CX SERVICE .
FEASIBILITY

DEFINITION ASSESSMENT SCOPING .

CX Team Lead Involvement: Low

APPROACH

A Implement the full intake process across all
corporate initiatives

A Transition management of the intake process
to the CX Ops team

A Train embedded CX program participants in
CX value articulation to help form initiative
requests

A Move the intake process onto an automated
workflow tool like Jira (Kanban)

Copyright © 2022 Accenture. All rights reserved.
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Operating model: Recommen@atiemance

How does thecx

overnance structure need to evolve?

Cd_eadecisiemaking & Delivery

Start
Executing ®------=--
ASAP

Establish a CX Working Group to
manage changesto in -flight
initiatives and up - channel
decisions to the CX (S)VP
SteerCo as needed

Reposition the CX (S)VP SteerCo
to make decisions on CX initiative
funding prioritization & delivery;
move to semi - monthly meetings

VALUE TO STANDING UP THE INTEGRATED MODEL

Reposition the CX Exec SteerCo
to align executive leadership
initiative planning and approve
CX (S)VP SteerCo prioritization
prior to funding

Start
________ » Executing
Later

Extend CX influence to inform
decision - making in the non -CX
corporate pillars, where strategy
impacts the consumer
experience, CX Pillar strategy, &
KPIs

Provide CX a greater voice in how
in-flight initiatives should evolve  ;
decisions that impact consumers are
made closer to the front -lines

KEY CONSIDERATIONS

Ensure every initiative aligns to CX
best practices |, research, and has a
clear strategy to measure success

Ensure CX-related initiatives align

to CX Pillar strategy and KPIs , have
clear and measurable outcomes, and
are not duplicative

Elevate the consumer experience

as a chief consideration  across the
entire corporate strategy U critical to
enable the cultural shift to BX

Front- line directors and VP delivery
leads will need to be trusted with
greater ownership over in -flight
decision - making | without having to
seek constant approval from
leadership
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(S)VP SteerCo would need to be
comfortable empowering the CX
Working Group to make decisions
and work more closely with the CX
Value Stream and CCOD funding
approval processes

Exec SteerCo will need to coordinate
with the Strategy Activation Huddle
and BIA to coordinate decision -
making across the three governance
groups

This recommendation will take time

to deliver U as the CX org will need to
prove the financial value of investing
in experience within its existing
sphere of influence before

expanding out
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Operating model: Recommen@atiemance

The CX governance structure will support ¢
setting, approval of initiatives, and delivery

Exec Steer Co

A Provides approval of CX initiatives prioritized by the CX (S)VP ~ SteerCo
prior to funding

A Owns the definition and prioritization of initiatives that impact the
consumer experience prior to funding

(S)VIZ: Steer A Makes decisions on the evolution of in -flight initiatives based on CX
0 Working Group guidance

CX Working Group A Prqvide the CX org continuo_u_sf insight into CX -related initiative
delivery & embedded capabilities

A Identify tactical decisions on in -flight initiatives to feed the SVP/VP
SteerCo

(new)
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Operating model: Recommen@atiemance

The CX governance structure uses a feedbe
facllitate interactions

During Annual Corporate and Functional Goal Setting & Initiative Planning

@ Exec SteerCo approves initiatives prioritized by the (S)VP
SteerCo and pushes strategic decisions on CX goals, initiatives,
KPIs to the front lines for execution

Exec Steer Co

Weekly, during Initiative Mobilization & Execution
@ The CX Working Group conducts regular review cycles to
review learnings from sprints and coordinate delivery across
(S)VP Steer business and ET - (S)VP SteerCo provides decision making to
Co adjust the direction of solutions in near -real time

During Annual Corporate and Functional Goal Setting & Initiative Planning

9 The CX Working Group and (S)VP SteerCo up-channel
feedback and lessons learned to the Exec SteerCo to inform
definition of corporate and functional CX strategy

CX Working Group

-V

>
MASSACHUSETTS ‘ accenture Copyright © 2022 Accenture. All rights reserved. 29



Appendix

-V

>
MASSACHUSETTS ‘ accenture

Copyright © 2022 Accenture. All rights reserved. 30



CX Org Capabhiig
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CX Org Capabilities

Setting the stage

What does this section cover?

This section creates a structure to  define the activities the CX org will need to perform in a
mature Integrated model and organize those activities into distinct groupings that can be
easily articulated.

How does this section help define the future CX Op Model?

This section provides a vision for the future activities the CX org will perform once it has
matured U which in turn will help define the governance and interaction model required to
facilitate these activities.

How should the content in this section be used?

This section should inform CX hiring decisions to fill capability gaps, as well as where the CX
org needs to partner with other functions.



CX Org Capabilities

Modernize existing capabilities using data & Medallia
Adha. 6ECXUECCCgi i CUCg0C- CyCECQ I Hathaépabilite<Cb g C -
to develop deep analytical insights, able to push findings beyond the requesting

u team and inform broad application
I O b u I | d th e A Inform how specific consumer interactions should change to improve CX (e.g.,

denial letters, marketing content) using M&I / Medallia data - driven insights and

I n te rate d m O d e I : WQ touchpoint strategy

Better predict the expected ROl of CX - related initiatives during planning using

Wan to eVO |Ve O u r analytical capabilities
current cx QD e
ape - /_7 pabilities required to scale
C a p a b I I I tl e S I n tWO/j A Develop a new suite of shared services  to partner with other organizations like

Predictive Member Analytics to drive M&I insights & content management to

W ay S orchestrate experience designs across channels

A Develop capabilities to train and scale core CX competencies and use of
Medallia self- service tools in the functions, via an embedded CX team member

A Develop CX program management and measurement capabilities to manage the
CX org as it scales
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CX Org Capabilities

E _
EE

a i
P+ E

CX Org Strategy

yDgGCGI CEIi URGI CAgCagC- DI C4h 4f
. OECEI URBRG6I C++~C+-CaCogUC-

Communicates CX Program
Strategy & Roadmap based on
Corporate Strategy

!

Deliver CX- related
Initiatives and
Solutions

CX Org Operations
yDg GCGI Co- 6

- Ul Cbpi CEi 1 pgTCHT
gUCPPIi C+-CacCgUC-0o0CCPC: Pi UH

CRIOGAI Ci Rii
y CebPC:- DIl UHY

Provide capabilities

to help realize the CX

Program strategy

C-06EC++"

Manages the CX Program
based on CX Program
Strategy & Roadmap

}

CX Service Teams
YyDo GCGI Chndsc8lg | CC

cxaCgUC-oCCHPC:- PI UHY
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D
ZO
pa
QO

. CCCpC:- bl UHC

=21
O

CX Org Shared Services
yDe GCGIi Ca- Cb6i CCC
to the deliver the CX program

CbC- bi URY

RDPCg b
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CX Org Capabilities

This model shows the capabilities the cx org needs to moderniz:
scale the Integrated model in the CCO

Enterprise CX Strategy Definition

CX Program Capability Strategy

CX Org Strategy

CX Program Strategy

Enterprise CX Value Mgmt & Financing

CX Org Shared Services

Innovation

Competitor Research

CX Org Operations

Governance Process Mgmt.

CX Program Mgmt.

CX Program Roadmap Mgmt.

CX Program Success Metrics

Program Intake Process Mgmt.

CX Service Team
Measurement & Insights

Enterprise Strategy Insights

Marketplace & VOC Research

| CX Touchpoint & Relationship Insights |

| Research Vendor & Fieldwork Mgmt |

CX Service Team

Portfolio Mgmt Experience Design

CX Initiative Roadmap Definition

I CX Architecture & Service Design

Exp. Execution Partner Mgmt

CX Service Team

CX Scalability & Training

Embedded CX Program Mgmt.

CX Communication & Strategy

| Real Time CX

Medallia Training

CX Training/Templates

Enterprise Analytics

I Omni- Channel Design Testing I

HR Enterprise Training

I Digital Touchpoint Design I

| Service Touchpoint Design |

| Care Mgmt. Touchpoint Design |

I Marketing Touchpoint Design I

| Claims & A&G Touchpoint Design |

CX Platform Management | Digital CSAT |

CX Reporting & Insights Share Out | Agile CX Analytics |

CX Blended Analytics |

[T Member Touchpoint Impact strategy |
(Pre/Post)

il DS SV | Closed Loop Adoption |

Note: See Appendix for the
capability definitions

+ ' Fill Color New In-flight Existing

>
- Activated outside of CX Activated during CX
MA3SSACHUSETTS accenture Outline Color Initiative Delivery Initiative Delivery
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CX Org Capabilities

Having the abllity to contretbarmmel experience design at consul
touchpoints is critical for the cx org to move the CCO to Integra

CX Org Shared Services

/Content Design capabilities enable the CX team to prescribe how \

content, messaging, and UX/UI at consumer touchpoints needs to J

change (e.g., denial letters, call scripts, myBlue content).

Partnering with the functional orgs to use these capabilities will

give the CX org greater influence over touchpoints |J ensuring the

touchpoints are executed consistently against CX research and
_ AgieCxAnalyics |

\metrics. / Agile CX Analytics

Note: See Appendix for the capability definitions
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CX Org Capabilities

This capability will help the cx org accelerataaleocsiqpuickly

during agile delivery

The Agile Measurement capability enables CX to track consumer behavior
while interacting with solutions developed in agile sprints | supplementing
Medallia insights and continuously and quickly informing future sprint
decision - making.

Basically, this capability defines the KPIs and tactics to measure MVP
feature performance quick enough to make decisions during sprints.

Tactics can include:

A Measuring changes in engagement on digital properties via web tagging
using Adobe Launch with Adobe Analytics

A Member portal site search reporting on search terms via tools like
ElasticSearch

A Social listening tools  using Sprinklr or Hootsuite on social media (if
BCBSMA has a large presence)

A Screen recording software

Note: See Appendix for the capability definitions
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CX Org Shared Services

Agile CX Analytics


































































































































