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Situation



Represented in 

51 countries

Financial year 
2022 

102,3 billion € earnings

7,3  billion € operating income

45,4 billion € equity capital

932 billion € managed asset

145.000 
staff members 

93 Mio. 
customers

AXA Germany is part of a strong global group

AXA Konzern AG4
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12 billion Euro 
earnings

11 %
of group turnover

704 billion Euro
operating income 

60.225 billion Euro
managed asset

7,4 Mio.
customers

28 %
Life 
insurance

32 %
Health 
insurance

40 %
P&C insurance

8.028
staff members

14 locations 
throughout 
Germany

Gross 
earnings

AXA Germany overview

Personal insurance

Nonlife insurance
AXA Konzern AG



Handling

Current setup

Class Structured 
In-Box process
XXX Insurance

Input management

x

Functional 
process X

Output-
mgt.

x

Unstructured 
In-Box process

Functional 
process A

Functional 
process B

x

eMail, 
letters, 
fax,…

Output
process

...Using BPMS as an alternative to a new application system..?   September 2023   Niko Vogel; AXA Konzern AG

Structured
input
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Problem

Our clerks were not 
happy with the 
process in the 

old legacy system



8

Problem we faced
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Problem we faced
Legacy system
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Impact



11 ...Using BPMS as an alternative to a new application system..? September 2023 * taken from pixabay.com 

Impact

- Easy to make mistakes
- Enhancements are complex and often 

combined with further workarounds and 
instructions

- Little Automation
- No e2e-view
- System for Experts

*
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Impact
An alternative to a new health system

Health
Insurance

P&C 
Insurance

Reasonable doubts that another major 

project could be fulfilled

Life 
Insurance

...Using BPMS as an alternative to a new application system..?   September 2023   Niko Vogel; AXA Konzern AG
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Solution

Improvements and challenges
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Project targets
Aims of the project

Connection of several legacy systems and replacement of 

workarounds

Largely automation of processes
client client

Assisted handling of complex processes 

(in this project a bigger benefit than automation)

Better connection to agents, sales optimization and 

improvement of indexing

denial

accepting

*

...Using BPMS as an alternative to a new application system..?   September 2023 * taken from pixabay.com  Niko Vogel; AXA Konzern AG
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Target

...Using BPMS as an alternative to a new application system..?   September 2023   Niko Vogel; AXA Konzern AG

Hello new Interface                                                                      Goodbye Legacy system…
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And now 15 processes are active. 
Specially the full health insurance proposal (over 200 steps)

...Using BPMS as an alternative to a new application system..?   September 2023   Niko Vogel; AXA Konzern AG

Key learning: Start small and then expand

We started with 2 processes: travel health and supplement proposal
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Handling

Biggest challenge: processing incoming mail...
Strategic model

Structured in-
box

Class Structured 
In-Box process

Health Insurance

Input management

x

Functional 
process X

Output
-

mgt.

x

Unstructured 
In-Box process

Structured 
In-Box process
Life Insurance

Structured 
In-Box process

XXX

Functional 
process C

Functional 
process B

Functional 
process A

x

eMail, 
letters, 
fax,…

Output
process

...Using BPMS as an alternative to a new application system..?   September 2023   Niko Vogel; AXA Konzern AG
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Handling

Biggest challenge: processing incoming mail...
In the beginning only few new processes

Structured in-
box

Class Structured 
In-Box process

Health Insurance

Input management

x

Output
-

mgt.

x

Unstructured 
In-Box process

Structured 
In-Box process
Life Insurance

Structured 
In-Box process

XXX

Travel health 
proposal

Supplement 
health 

proposal

x

Old 
handling

eMail, 
letters, 
fax,…

Output
process

...Using BPMS as an alternative to a new application system..?   September 2023   Niko Vogel; AXA Konzern AG
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Handling

Biggest challenge: processing incoming mail...
More and more processes are built

Structured in-
box

Class Structured 
In-Box process

Health Insurance

Input management

x

Output
-

mgt.

x

Unstructured 
In-Box process

Structured 
In-Box process
Life Insurance

Structured 
In-Box process

XXX

Travel health 
proposal

Supplement 
health 

proposal

x

Old 
handling

Full health 
proposal

eMail, 
letters, 
fax,…

Output
process

...Using BPMS as an alternative to a new application system..?   September 2023   Niko Vogel; AXA Konzern AG
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Handling

Biggest challenge: processing incoming mail...
Identification of the functional process is very crucial 

Structured in-
box

Class Structured 
In-Box process

Health Insurance

Input management

x

Functional 
process X

Output
-

mgt.

x

Unstructured 
In-Box process

Structured 
In-Box process
Life Insurance

Structured 
In-Box process

XXX

Functional 
process A

x

eMail, 
letters, 
fax,…

Output
process

...Using BPMS as an alternative to a new application system..?   September 2023   Niko Vogel; AXA Konzern AG
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Handling

Biggest challenge: processing incoming mail...
Identification of the functional process is very crucial 

Structured in-
box

Class Structured 
In-Box process

Health Insurance

Input management

x

Functional 
process X

Output
-

mgt.

x

Unstructured 
In-Box process

Structured 
In-Box process
Life Insurance

Structured 
In-Box process

XXX

Functional 
process A

x

Decision about 
the functional 
process is very 

crucial !! 

eMail, 
letters, 
fax,…

Output
process

...Using BPMS as an alternative to a new application system..?   September 2023   Niko Vogel; AXA Konzern AG
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Handling

Biggest challenge: processing incoming mail...
Identification of the functional process is very crucial 

Structured in-
box

Class Structured 
In-Box process

Health

Input management

x

Functional 
process X

Output
-

mgt.

x

Unstructured 
In-Box process

Structured 
In-Box process
Life Insurance

Structured 
In-Box process

XXX

Functional 
process A

x

eMail, 
letters, 
fax,…

That means, that the 
quality of identification 

of the form type and 
content must be very 

high !!  

Output
process

...Using BPMS as an alternative to a new application system..?   September 2023   Niko Vogel; AXA Konzern AG
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Biggest challenge: processing incoming mail...
Comparison of the costs

Structured in-
box

Class Structured 
In-Box process

Health

Input management

x

Unstructured 
In-Box process

Structured 
In-Box process

Life

Structured 
In-Box process

XXX

eMail, 
letters, 
fax,…

...Using BPMS as an alternative to a new application system..?   September 2023   Niko Vogel; AXA Konzern AG

Before the project:

One Envelope → one task

38 different classified 
documents; 
mainly used 9

Up to 60% classified as 
„Other“

Few people working on the 
identification

Now:

One task per document 
(Average Ø 3,6 
documents/envelope)

158 different classified 
documents

Less than 18% „Other“

4 times as many people 
working on the 
identification
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Benefits

& Key Findings
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Only explicit decisions are shown to the clerk for a check

All Data are 
completely read out 

All checks are shown 
in the navigation

Please confirm the following decisions

Easy to understand 
hints for the clerk 
including 
recommended process 
steps

Guided handling for 
the clerk

All documents are 
shown and are sorted 
thematically

...Using BPMS as an alternative to a new application system..?   September 2023   Niko Vogel; AXA Konzern AG
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Successes

> 50% 
complete 

Automation

Single Travel 
100% 

Automation 

Less manual 
work for clerks

and often
One-click 

Data is extracted 
beforehand

And still

working on it

Check of data 
is done by 

Process

Time to handle a 
customer request 

is more than 
halved
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Key findings
Some we knew before, others we had to learn...

3) BPMS as an alternative to a new system

Our processes show that the target is reachable

In the end it is possible that clerks will only work in the new system.

2) High investment

To get good working processes you must have good data

It is expensive to get this from unstructured data (mainly letters and emails)

1) Do not underestimate „Authorization”

Who is allowed to see the processes? 

Who is allowed to change the processes?

...Using BPMS as an alternative to a new application system..?   September 2023   Niko Vogel; AXA Konzern AG
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Niko Vogel
Product Owner „Business Process Management“

AXA Konzern AG

Abraham-Lincoln-Park 5
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niko.vogel@axa.de

www.linkedin.com/in/nikovogel

Thank you
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