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A significant U.S. public insurance authority operates a state-mandated public-private insurance model, partnering with

a network of participating insurers to provide catastrophe coverage. The organization plays a critical role in ensuring
policyholders’ financial protection while maintaining regulatory rigor, transparency, and operational resilience, particularly
during catastrophic events.

At the heart of its operations was a highly customized legacy platform that supported policy and claims intake, validations,
reporting, and integrations with insurers and downstream systems. While the platform embedded years of institutional
knowledge, it was increasingly strained as data volumes, partner expectations, and reporting needs grew.

The authority reached a pivotal moment. Leadership recognized the need to modernize but also understood the risks
of moving too quickly or choosing the wrong path. The organization engaged Xceedance to bring clarity, structure, and
confidence to a complex and high-stakes decision.

The organization was at an inflection point from a convergence of operational, technical, and strategic pressures that
made modernization unavoidable. As a mission-driven, publicly governed entity operating within a complex ecosystem of
participating insurers, it needed to strengthen operational resilience while preparing for long-term transformation.

Catastrophe & Operational Risk: Catastrophe
readiness was paramount. Although the existing
platform had supported years of operations,
increasing transaction volumes and data
complexity raised questions about scalability
under peak event conditions. Leadership
recognized that ensuring performance,
reliability, and responsiveness during a
large-scale event was non-negotiable.

Strategic & Governance Uncertainty:
Complicating matters further, modernization
could not be approached as a simple
technology replacement. As a publicly
governed instrumentality operating under
formal oversight, any transformation required
alignment across executive leadership, board
stakeholders, participating insurers, and
regulators. The path forward had to balance
resilience, fiscal responsibility, and long-term
flexibility — without disrupting

ongoing operations.

Leadership did not want to rush into a
predefined solution. They needed a structured,
objective evaluation of modernization pathways
- one that clarified trade-offs, quantified risk,
and established a defensible roadmap before
committing to a platform or vendor strategy.
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Ecosystem Friction: At the same time,
participating insurers were experiencing process
friction. Data submissions, validation cycles, and
reconciliations required manual intervention,
slowing turnaround times and increasing
operational effort across the ecosystem. These
inefficiencies constrained collaboration and
limited the organization’s ability to operate with
the agility expected in today’s environment.

Data & Decision Confidence: Data
fragmentation compounded the challenge.
Disparate data stores and batch-driven
processes led to inconsistent reporting views
across teams. Leadership sought greater
confidence in reporting accuracy, improved
transparency, and faster access to decision-
critical information - particularly during
high-impact periods.

Behind the scenes, operational complexity
continued to increase. Institutional knowledge
was concentrated among a small number of
experienced resources, and legacy constraints
limited automation, elastic scaling, advanced
analytics capabilities and Al.



The Solution

The Xceedance Architecture and System Integration Practice partnered with the organization as an independent
modernization advisor - bringing structured analysis, evidence-based insight, objective evaluation, and decision clarity
before any technology commitments were made.

Discovery & Current-State Assessment:
Xceedance worked with business, IT,
operations, finance, and risk stakeholders to
map end-to-end workflows across policy, claims,
partner submissions, reporting, and operational
dependencies. These discussions were validated
through hands-on reviews of the platform'’s
architecture, integrations, data structures,

and infrastructure — grounding findings in
objective evidence.

Root Cause Diagnosis: This enterprise-wide
perspective delivered a clear picture of the
current state, allowing the team to distinguish
operational workarounds from structural
architectural constraints, isolating the true
drivers of scalability limitations, data & reporting
inconsistencies, and process friction.

Executive Alignment & Decision Enablement:
Throughout the engagement, Xceedance
translated technical complexity into board-
ready decision frameworks. Facilitated
workshops and executive alignment sessions
enabled diverse stakeholders to converge

on a shared path forward — ensuring that
modernization decisions reflected enterprise-
level risk, financial stewardship, and long-term
strategic flexibility.
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Option Evaluation & Trade-off Transparency:
With a clear current-state baseline, Xceedance
evaluated multiple modernization pathways
using a consistent and transparent decision
framework. Options included incremental
upgrades to the existing platform, a more
comprehensive rewrite, or adopting a modern
insurance platform. The options were assessed
against projected growth, peak event scenarios,
transition complexity, cost exposure, and
long-term operating model impact. By applying
uniform evaluation criteria, leadership was
able to understand trade-offs clearly and avoid
premature vendor or platform lock-in.

Target-State Principles & Architecture
Guardrails: Recognizing that strategy without
execution discipline introduces risk, Xceedance
embedded delivery guardrails into the
roadmap itself. The team defined target-state
architectural principles centered on scalability,
resilience, and data integrity. They developed

a phased modernization roadmap aligned to
business cycles and catastrophe seasonality,
along with a structured plan for RFP formulation
and vendor selection. Governance, quality
controls, and transition planning were built in
from the start to reduce delivery risk and align
to enterprise objectives.
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By the end of the engagement, the client moved from modernization ambiguity to decision-ready clarity.

Decision Clarity & Strategic Alignment:

Ut - .

g Leadership aligned on a defensible

& modernization direction supported by evidence
rather than intuition. Core scalability risks and
failure points were surfaced early, reducing
uncertainty around catastrophe readiness.
The organization avoided premature vendor
commitments, preserving flexibility and
negotiation leverage before procurement.
Data Integrity & Reporting Confidence: From

.0 an operational perspective, the client gained a
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clear path toward improved data integrity and
reporting reliability. The target state blueprint
addressed fragmentation and latency issues,
enabling more timely and trustworthy insights
for decision makers.

Conclusion
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Partner-Centric Modernization Governance:
A formal participating insurer advisory
structure and structured transition planning
framework were established to ensure
ecosystem alignment. By incorporating
partner perspectives early, the organization
reduced downstream disruption, strengthened
collaboration, and reinforced its public-private
operating model.

Execution-Ready Roadmap: Most importantly,
the organization emerged with an execution
ready roadmap. With a defined RFP strategy,
governance model, and phased delivery plan,
the client was positioned to move immediately
into the next phase of modernization

with confidence.
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Through a structured, evidence-based advisory approach, Xceedance helped a publicly governed risk organization navigate
a critical modernization inflection point. By combining architectural depth, operational insight, and governance alignment,
Xceedance enabled leadership to move from uncertainty to a defensible, execution-ready strategy — without premature

vendor commitments or disruption to ongoing operations.

The engagement positioned the client to modernize with clarity, resilience, and long-term flexibility, strengthening both

enterprise readiness and stakeholder confidence.

Scan the QR code to visit our website,
or go to www.xceedance.com
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