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[bookmark: _Toc133011957]Executive Summary  

This report aims to identify and evaluate Sun Life Hong Kong's strategic management efforts to transform its presence in Asia. The company has set clear purposes and measurable business objectives under the global Sun Life strategic pillar through external and internal audits. Using a SWOT analysis, Sun Life Hong Kong has identified six WO, ST, and WT strategies to capitalize on market opportunities in the MCI business. 

The company has implemented these strategies with effective strategic management and implementation plans, monitoring actions and review meetings observed with reports and documentation. Although sales performance has not yet been observed, alternative strategic options could be explored to bring more positive changes in the future.

The CEO and his leadership team have played a significant role in the strategic planning and management stages, giving specific directions, empowering the team to brainstorm ideas, and delegating effectively. However, further study on the leaders' role and effectiveness in managing strategic change and the organization would be beneficial to continue driving success.

Overall, Sun Life Hong Kong has taken steps to improve its MCI business, with a clear focus on strategic management and implementation, as evidenced by its external and internal audits.




[bookmark: _Toc133011958]Company Background 

Sunlife is a multinational financial services company headquartered in Canada that provides a wide range of solutions, including asset management, wealth management, insurance, and health services to both individual and institutional clients. The organization has a presence in 28 countries worldwide including Canada, the United States, the United Kingdom, Ireland, Australia, the Philippines, Japan, Indonesia, India, Vietnam, Malaysia, Singapore, Bermuda, Hong Kong and China. Sunlife serves approximately 85 million clients globally and has a workforce of over 52,500 employees and 97,400 advisors. In 2022, Sunlife achieved a net income of $3.06 billion, and its underlying net income was reported as $3.67 billion, reflecting a 4% increase from the previous year. The company is committed to serving its clients and demonstrated this by paying $22 billion in gross claims and benefits. Despite the challenges posed by the COVID-19 pandemic, Sunlife delivered satisfactory five-year performance, including a total shareholder return of 8.0%. Sunlife delivered a satisfactory five-year performance, including a total Shareholder return of 8.0%. They also achieved a strong balance sheet and capital position with a dividend payout ratio of 41%, underlying earnings per share annual growth rate of 9%, and underlying return on equity at 14.7%.  As of December 31, 2022, Sunlife has total assets under management ("AUM") of $1.33 trillion.


[bookmark: _Toc133011959]Hong Kong Operation

Sunlife has a long history in Hong Kong, dating back to 1892 when Sun Life Canada signed the first agency contract. It was also the first multinational life insurance corporation to enter China and start operations in Shanghai through a commissioned agency model. In 2002, Sunlife Canada acquired China Everbright Limited and formed Sun Life Everbright Insurance Company Limited. In 2005, it acquired CMG Asia and established Sunlife Hong Kong. Sunlife HK is known for being a trusted and lifelong partner to its clients, with one in nine Hong Kong residents being Sunlife clients. Sunlife Asset Management is also a top 3 MPF service provider in Hong Kong.

As illustrated in Exhibit 1, it's noteworthy that the CEO is the first Chinese national to hold this position, which reflects the increasing diversity of leadership in Hong Kong's financial industry. The executive committee comprises 13 members who oversee various functions such as finance, risk management, client services, and human 

resources (Appendix 1). This indicates that Sunlife Hong Kong has a well-rounded and diverse leadership team with varied expertise. Additionally, there are approximately 850 employees and 2500 advisors, suggesting that the company has a significant presence in the Hong Kong market and is one of the major players in the insurance and wealth management industries, serving both life and MPF clients.

[bookmark: _Toc133011960]Purpose and Ambition

According to their 2022 annual report, Sunlife aims to help clients achieve lifetime financial security and improve their overall health. Their ambition is to rank among the world's top asset management and insurance companies, and they plan to achieve this by maintaining a balanced business mix, leading positions in their strategic pillars, and executing their purpose and client impact strategy. Their focus on strong execution to meet medium-term financial objectives reinforces their commitment to delivering value to clients and stakeholders (Sunlife Financial Inc., Annual Report, 2022, P.11).

[bookmark: _Toc133011961]Four Strategic Pillars 

Sunlife's strategic pillars aim to create value and positively impact clients by generating strong growth prospects, favorable return on equity, and strong capital generation in desirable global markets.  

The first pillar involves committing to being a global leader in both public and alternative asset management classes through MFS and SLC Management. They aim to offer comprehensive and quality asset investment products and services to retail and institutional investors worldwide.  

The second pillar focuses on becoming a leader in health, wealth management, and insurance protection in Canada. They plan to achieve this by offering a range of asset management, wealth management, health, and protection solutions to help clients achieve lifelong security. They also aim to build solid health solutions that focus on improving the lives of Canadians and maintaining their market leadership in group retirement services in the workplace.  




Sunlife's third pillar aims to be a market leader and expert in healthcare and benefits by offering clients the best coverage while improving health outcomes in the United States. They plan to continue being the largest independent medical stop-loss provider in the US, providing protection against large medical claims for employers who self-insure their employee health plans. Sunlife is also committed to providing the best healthcare navigation services to help members improve their health outcomes.  


The fourth pillar focuses on strengthening Sunlife's presence in key ASEAN markets (Philippines, Vietnam, Indonesia, and Malaysia), India, Hong Kong, China, and High Net worth (international and Singapore). These markets are projected to achieve approximately 65% of Asia's GDP. Sunlife aims to become a provider of individual life and health insurance that delivers client value across all Asia markets and a global leader in providing life insurance solutions to HNW clients. This demonstrates their commitment to expanding their reach and providing value to clients in growing markets.

[bookmark: _Toc133011962]The Situation

According to Provisional Statistics on Hong Kong Long Term Insurance Business for 2019 and 2022 (The Hong Kong Insurance Authority, 2019 and 2022), Sunlife's offshore business has experienced a decline in sales momentum, with a 1.7% drop in the total number of policies sold (from 40,928 to 40,197) and a 39% drop in total paid premium (from 518.2m to 314.7m). The Hong Kong Insurance Authority defines offshore business as any policyholder who does not have or disclose a Hong Kong identity card number. To address this issue, the CEO is committed to transforming the company's position in China and Hong Kong by adopting four main strategies. These include improving the quality of the agency by recruiting individuals with a mainland Chinese background and network, strengthening the company's Mainland Chinese Individual (MCI) business and enhancing its Greater Bay China (GBA) capabilities through developing new products and increasing brand awareness, capitalizing on MPF opportunities to cross-sell wealth and life businesses by improving salespersons' habits and selling techniques, and deepening client relationships through data analysis to identify gaps and better understand clients' needs.

This report aims to conduct a strategic internal and external audit of Sunlife to evaluate the effectiveness of its key strategic focus on strengthening the Mainland Chinese Individual (MCI) business and enhancing its Greater Bay China (GBA) capabilities through developing new products and increasing brand awareness. According to the MCI steering quarterly report, the number of MCI clients in 2022 was 1,619, and they owned a total of 2,323 policies. To improve sales momentum, a Mainland China Individual (MCI) steering committee was formed in September 2022, led by the Head of Strategy and Corporate Development. The purpose of this audit is to explore appropriate strategic options that Sunlife can take to achieve the desired results. This audit will analyze Sunlife's internal strengths and weaknesses, as well as external opportunities and threats, to identify areas of improvement and potential risks. Based on this analysis, the report will recommend strategic options that can help Sunlife achieve its goals while maintaining its competitive edge in the market.

[bookmark: _Toc133011963]External Audit

According to David & David (2017), external audit helps to develop a shortlist of beneficial opportunities as well as threats that the company could avoid.   The external audit would include mainly five factors such as Political, Economic, Sociocultural, Technological, Environmental, and Legal factors (PESTEL analysis).  It is important to identify and prioritize the key external factories at the strategic planning stage.  The company is advised to gather sufficient market intelligence and information about economic, social, cultural, environment, policy, governmental, legal and technological trends.  All these will help to make the strategic options specific and actionable. 

[bookmark: _Toc133011964]7.1  Political 

On January 23, 2020, the central government of China imposed a total lockdown in Wuhan and other cities in Hubei in response to the outbreak of COVID-19. This policy gradually extended to the whole country and led to the closure of all borders on March 28, 2020, in an attempt to prevent the virus from entering from abroad. The policy was strictly enforced for the last three years and ended on January 8, 2023. During this turbulent period, the social environment and economy inside and around China were severely impacted. Hong Kong, in particular, was greatly affected in areas such as tourism, retail, banking, insurance, and other small business operations. On January 8, 2023, the central government announced the cancellation of the quarantine requirement for international arrivals entering China. The borders were fully re-opened for travel on March 15, 2023. The re-opening of the borders brought an influx of Hong Kong residents returning to China for family reunions and business reconnection.  Starting in the last quarter of 2022, Sunlife developed a special recruitment package to proactively recruit experienced individuals with a Mainland Chinese Individual (MCI) background. This initiative aimed to accelerate the MCI business readiness for agency distribution.  There was a total of 95 licensed industrial recruits coded under Sunlife.	

[bookmark: _Toc133011965]7.2 Economics

Since the Covid-19 outbreak, the negative economic growth impact has mainly concentrated on tourism, consumption, aviation, investment, import and export. Although the negative impact of COVID-19, China's economy has shown positive growth, especially in the banking and insurance assets. Over the past two years, insurance companies in China have experienced an uptrend, with total assets at the end of 2021 Q4 amounting to RMB 24.9 trillion, an increase of RMB 2.6 trillion or 11.5% from the beginning of the year. Property and casualty insurance companies registered RMB 2.5 trillion, up 6.0%, while life insurance companies reached RMB 21.4 trillion, up 12.4%. Reinsurance companies recorded RMB 605.7 billion, up by 22.2%, and insurance asset management companies had RMB 103.0 billion, up by 35.4% (China Banking & Insurance Regulatory and Commision, 2023).

At the end of 2022 Q4, the total assets of insurance companies in China amounted to RMB 27.1 trillion, an increase of RMB 2.3 trillion or 9.1% from the beginning of the year. Property and casualty insurance companies registered RMB 2.7 trillion, up by 9.0%, whole life insurance companies reached RMB 23.4 trillion, up by 9.3%. Reinsurance companies recorded RMB 671.9 billion, up 10.9%, and insurance asset management companies had RMB 103.6 billion, up 0.6%. In 2022, insurance companies in China recorded primary insurance premium income of RMB 4.7 trillion, up by 4.6% yearly. On the other hand, claim and benefit payments reached RMB 1.5 trillion, down by 0.8% year on year. The number of new insurance policies issued in 2022 was 55.4 billion, up by 13.27% year on year.  

Considering the incremental growth in the insurance industry in China, Sunlife should seize the opportunity to develop more products and services that are focused on the Mainland Chinese Individual (MCI) market. To address this issue, the CEO has boldly replaced the General Manager of Life & Health. This new GM will be fully responsible for developing and designing new products that are specifically targeted at the MCI market. This move demonstrates Sunlife's commitment to capturing growth opportunities in the MCI market and providing tailored solutions to meet the unique needs of this segment.

[bookmark: _Toc133011966]7.3  Social 

The Chinese population has become more aware of the significance of insurance during the Covid-19 outbreak. In 2019, insurance coverage exceeded RMB 3,000 per person, and insurance market penetration reached 4.30%. (PWC, 2020). However, reports indicate that some patients in the early stages of the outbreak could not afford medical expenses and, as a result, either gave up treatment or missed the best time for treatment. There were also instances where confirmed patients refused to receive treatment or concealed their conditions, indirectly exposing more people to the virus due to financial constraints. To address this issue, the central government pledged to cover all medical expenses of infected patients, and significant domestic insurance companies introduced new health insurance products to help address the insufficiency. The heightened focus of the public on life and health, and their increased awareness of self-protection against unforeseen illnesses, is expected to drive demand for life and health insurance products and contribute to the insurance industry development in China.

According to data from the Hong Kong Insurance Authority, mainland residents' purchases of new policies in Hong Kong increased three-fold to HKD 2.1 billion in 2022 compared to the previous year. There is potential for this figure to increase by 15 times to HKD 30 billion, which could bring it close to 60 percent of the 2019 level. However, this projection will require further observation to confirm its accuracy.  Given this potential growth, Sunlife could benefit from taking a more adventurous approach to capture this opportunity and increase its market share. To achieve this, the MCI steering committee has recommended establishing a service center dedicated to serving the MCI as a critical strategy. This would accelerate the growth of the MCI business and improve post-sales services, such as payment and claims settlements, which could enhance the Company's brand.

[bookmark: _Toc133011967]7.4 Culture 

Insurance penetration in China has been rising in recent years, especially in the health insurance sector, as the younger generation becomes more financially independent and responsible for their healthcare needs. Additionally, the growing middle class in China has more disposable income and is willing to invest in insurance products to secure their financial future. This means that the demographic of mainland Chinese who purchase insurance is likely to be diverse, with a range of ages and income levels represented. Given this positive trend, Hong Kong insurers should focus on driving digital transformation to explore the potential demand of the market and offer innovative products and services to improve client satisfaction and increase profitability. By embracing digital technologies, Hong Kong insurers can stay competitive and better serve the evolving needs of the Chinese market.

[bookmark: _Toc133011968]7.5 Technology 

After the COVID-19 outbreak, there has been a notable shift towards digitalized sales and post-sales services, as well as virtualized care in China. However, due to the closed borders, MCI clients could not travel to Hong Kong, resulting in insurance agents relying on virtual communication channels such as WeChat to stay connected with their respective MCI networks. This has caused significant disruptions to many client services, such as payment renewals and claims settlements.  To address these challenges, Sunlife should prioritize the development of digitalization solutions, such as enhancing the client's digital platform. This will be critical in improving the operational capabilities for servicing MCIs more efficiently and user-friendly. In addition, by investing in digitalized sales and post-sales services, Sunlife can better meet the evolving needs of its clients and stay ahead of the competition in the insurance industry.

[bookmark: _Toc133011969]7.6 Environment

Since 2013, major insurers in Hong Kong, including AIA, Prudential, and Manulife, have been expanding their presence in Mainland China by recruiting agents with Chinese backgrounds and connections, especially those who are eligible for Immigration Arrangements for non-local graduates, mainly Chinese post-degree graduates, and dependents of Chinese residents of the Mainland who are accepted for employment, full-time studies, or postgraduate local programs. Consequently, there has been a remarkable increase in offshore annualized premiums over the past decade. According to the Provisional Statistics on Hong Kong Long Term Insurance Business in 2019, AIA International recorded HKD 9.27 billion offshore annualized premiums, Prudential (HK) Life reported HKD 8.91 billion offshore annualized premiums, Manulife International reported HKD 1.43 billion offshore annualized premiums, while Sunlife Hong Kong only acquired HKD 392 million offshore annualized premiums.   However, due to the border closures in the past three years, the overall offshore annualized premiums in Hong Kong have dropped by up to 95%, with Sunlife's offshore annualized premiums dropping by 65%. Most of the Mainland Chinese Hong Kong licensed agents returned to the Mainland during COVID-19 and stayed, resulting in a change in their careers due to the turbulent years. With the outbreak of COVID-19 gradually being controlled and closely monitored in 2022, the borders reopened at the beginning of 2023 (with full borders opening on March 15, 2023). Sunlife plans to increase its market share by implementing an MCI-focused business strategy, which includes hiring 500 industrial and MCI business-focused recruits through attractive compensation packages and tailor-made business activation programs.

[bookmark: _Toc133011970]7.7 Legal 

Chinese insurance law allows individuals to purchase insurance protection from overseas providers outside of mainland China. Overseas insurers are also permitted to promote their products and insurance-related activities to mainland clients as long as these activities take place outside of the mainland. Some major Hong Kong insurers have taken advantage of this law to generate capital gains. However, in 2016, the Chinese regulator began to tighten restrictions on mainland Chinese purchasing Hong Kong insurance products to address a potential gateway for capital flight. The Hong Kong Insurance Authority supported these efforts by requiring Hong Kong life insurers to provide "important facts statements" to mainland customers starting on September 1, 2016. Furthermore, the People's Bank of China, the central bank, restricted mainland Chinese from using third-party payment providers and UnionPay credit cards to purchase life and health insurance policies in Hong Kong. In addition, insurers can only receive cash payments at the cashier or cash deposits up to 300,000 Hong Kong dollars or the equivalent in USD through designated banks in person, online payments, or bank transfers.  This Chinese regulation has made it necessary for insurers like Sunlife who want to expand their MCI (Mainland Chinese Individuals) business to reconsider their operational capabilities and premium payment methods in order to accommodate high net-worth MCI. Insurers must be flexible in their approach to ensure they can meet the needs of this market segment while complying with the regulatory restrictions on payment methods. This may require insurers to explore new payment options and adjust their operational processes accordingly to remain competitive in the MCI market.


In addition to considering external factors, it is crucial to identify and evaluate significant opportunities and threats that will impact a company's product development, service innovation, market penetration, and distributor competitiveness (David & David, 2017). To achieve business goals, companies should adopt various strategic options, such as creating new markets or improving existing products, reducing costs to stay competitive, or eliminating non-value-added services or products. It is also essential to consider technological developments so that the company could stay agile and pioneering in the market.  

In the case of Sunlife Hong Kong, they chose to strengthen their competitive advantages and transform their brand presence in Mainland China. Therefore, identifying and evaluating the competitors' strengths, weaknesses, capabilities, opportunities, threats, objectives, and strategies are critical. Collecting and gathering competitive intelligence is helpful and crucial to planning and developing effective strategies.  David & David (2017) suggest that before making any strategic decisions, it is crucial to conduct business analytics and data mining to provide the company with proprietary business intelligence. This includes information such as target customer segments' preferences compared to competitors, customers' purchasing behaviour, and product strengths and weaknesses compared to competitors. By utilizing this information, companies can make informed decisions when developing strategies, ultimately leading to more successful outcomes.  For instance, information on insurers' quarterly and annually sales performance, regulatory changes, and customer purchasing patterns can be obtained from government agencies for public information, such as the Hong Kong Insurance Authority, industry representative bodies like The Hong Kong Federation of Insurers (HKFI), Institute of Financial Planners of Hong Kong (IFPHK), and Life Underwriters' Association (LUA).   Therefore, the company must use business analytics and data collection to identify and evaluate the significant market opportunities, reduce possible threats, and strengthen the competitive edges before strategy formulation.

[bookmark: _Toc133011971]Internal Audit 

According to David & David (2017), it is important to conduct an internal audit in addition to external analysis. This involves involving representative managers and employees from throughout the company to determine the company's strengths and weaknesses. An internal audit is mainly about gathering, assimilating, and prioritizing all necessary information that could help to analyze the company's most critical strengths and vital weaknesses.  Conducting an internal audit provides more opportunities for participants to understand how their jobs, departments, and divisions fit into the whole organization. This can help reinforce internal communication and gain team alignment. When employees understand how their work impacts the company's strategies, they tend to perform better. Therefore, an internal audit is an essential step in developing effective strategies that align with the company's strengths and weaknesses.

David & David (2017) suggested adopting the Resource-Based View theory as resources are crucial for helping companies explore opportunities and reduce threats. Internal resources can be divided into three categories: physical, human, and organizational. Physical resources refer to the physical environment, such as plant and equipment, location, technology, raw materials, and machines. Human resources include all employees, including their training, experience, intelligence, knowledge, skills, and abilities. Finally, organizational resources include firm structure, planning processes, information systems, patents, trademarks, copyrights, and databases.

[bookmark: _Toc133011972]8.1 Physical resources 

The CEO of Sun Life Hong Kong has shown a strong dedication to the development of Mainland China. As part of this commitment, Sun Life HK has decided to open a new Customer Service Center in a prime commercial area, catering exclusively to high net worth clients of MCI. Despite the high investment cost, this is a critical strategy to offer top-notch services to prestigious MCI clients and remain competitive. It will also enhance brand recognition in the market.  Besides, the CEO has restructured and replaced 50% of the leadership team since joining in June 2022. New appointments include General Manager, Life & Health, General Manager, Agency Distribution, Chief Client Officer, Head of Corporate Strategy and Development, and Chief Information Officer. This move ensures that the new leadership team shares the same goals and passion for transforming the brand presence in the market.  

[bookmark: _Toc133011973]8.2 Human Resources 

To cope with the new strategies, the Human Resources department is actively recruiting and maintaining high-potential talents by redesigning job scopes and evaluating responsibilities to achieve job clarity.  Monthly review meetings are conducted with department heads to monitor staff engagement and performance; and provide appropriate coaching to deliver desired business results.  Special consideration is given to candidates with MCI backgrounds and Mandarin language skills to improve staff capabilities to meet business strategies.

Furthermore, the CEO and General Manager of Agency Distribution has partnered together to lead a special task force that engages with influential industrial hiring agencies to recruit industrial recruits for the MCI-focused sales team, expanding the diversity of the existing team.  A quick activation training program has been developed to ensure that these recruits acquire all necessary compliance-related and knowledge-based skills and have a smooth transition. A dedicated team has been formed to ensure they are performing and expanding.

[bookmark: _Toc133011974]8.3 Organization resources 

Each company has a unique organizational culture that can affect strategic planning. According to David & David (2017), organizational culture is a set of norms that determine how employees behave when they handle tasks both internally and externally. This behavior pattern becomes valid and acceptable to all and is passed down to new members as the correct way to think, perceive and feel. Organizational culture is a crucial factor in making strategic decisions and can significantly impact the outcomes of strategies. It can also shape the workplace as an internal force and can be either a company's strength or weakness.

Sunlife Hong Kong, a Canadian-based company, is renowned for being a caring company. They have implemented a "work from home" approach in the last two years due to the COVID-19 pandemic. Besides, managers tend to take a relaxed and caring approach to manage staff performance. In addition, due to expense control, the Hong Kong office has adopted a shared office concept, where hot desk workstations are arranged and promote the idea that everyone is equal.  However, the need to return to the office and insufficient workstations has become significant issues for both managers and Human Resources. It is noted that the staff has high resistance to change and has taken a spectator approach, which may be one reason for Sunlife's weaknesses in achieving prominent business goals.


[bookmark: _Toc133011975]8.4 Management functions 

According to David & David (2017), companies can achieve their desired results by performing five fundamental activities: planning, organizing, motivating, staffing, and controlling. Therefore, these activities should be explored in strategic planning to capitalize on strengths and improve weaknesses in these areas.  During the strategy formulation stage, planning is crucial in determining priorities, allocating resources, and finding the most effective way to achieve desired outcomes. It also helps prepare for potential issues by allocating resources and manpower to resolve problems. At the strategy implementation stage, organizing helps define tasks, clarify roles, and allocate resources effectively. Motivation and reward are essential to reinforce staff engagement and enhance job satisfaction and team morale.

Sunlife has implemented a well-planned strategy with six distinct strategic pillars: Branding & Communication, Product Solutions, Distribution Support, Operation Excellence, Digitalization Solutions, and Lotus (Appendix 2). The KPIs for each pillar are clearly defined, with well-defined scopes to achieve them. The company regularly discusses and monitors potential solutions. The MCI steering committee meets quarterly to review progress and track results, while weekly catch-up meetings with sub-committee members ensure momentum and progress are tracked and miscommunication is avoided.  To achieve the desired goals, Sunlife must recruit candidates with the right skills and experience, such as language proficiency and MCI business experience. Providing sufficient staff training and coaching will also improve staff efficiency and work effectiveness.  It is also noteworthy that regular managerial monitoring, continuous performance tracking, and cost and expense control are crucial to the success of the planned strategies.

[bookmark: _Toc133011976]Matching stage 

David & David (2017) emphasized the importance of entering the "matching stage" after identifying and evaluating the external and internal audit. This stage involves identifying feasible alternative strategies by organizing and evaluating external and internal factors. To reveal the attractiveness of the alternative strategies and provide a non-biased basis for selecting specific strategies, several tools can be utilized. It is the responsibility of strategists to make strategic decisions, and they can facilitate open discussions, reduce misalignment, avoid false assumptions, and minimize internal conflicts by using analytical tools, as recommended by David & David (2017).

The SWOT (Strengths-Weaknesses-Opportunities-Threats) matrix is an essential tool for strategists, as explained by David & David (2017), which helps in developing four different types of strategies, namely SO, WO, ST, and WT. According to David & David (2017), the most robust strategies are the SO strategies, which leverage a company's internal strengths to capitalize on external opportunities. However, until companies can adopt SO strategies, most of them, including Sunlife, tend to follow WO, ST, or WT strategies. WO strategies aim to improve internal weaknesses by proactively capturing external opportunities, while ST strategies involve using a company's strengths to minimize the impact of external threats. Finally, WT strategies refer to using defensive tactics to reduce the effects of internal weaknesses and avoid external threats. To identify and evaluate the best possible strategic options for Sunlife Hong Kong to achieve its desired goals, the researcher conducted a detailed SWOT analysis, as presented in the Appendix (. ).

[bookmark: _Toc133011977]SWOT Analysis 

It is noted that Sunlife has set a clear and specific goal to grow MCI business, aiming to achieve 20% of the Annualised First Year premium (AFYP) of total sales from the MCI channel. To achieve this goal, Sunlife Hong Kong should consider the SWOT analysis before they developed and implemented the six strategic pillars.

Sunlife Hong Kong has several strengths, including its long history in Hong Kong, investment grade credit rating AA, and being one of the top three providers of life insurance in Hong Kong, as well as a Top 10 agency. The company also has strong financial stability and a reputable high credit score. However, there are several weaknesses in the current situation. Firstly, the company lacks MCI business support in terms of product development, operation capabilities, and client journey. For instance, there are no MCI short-term saving products such as 2 or 5 year short-term high-saving products, which MCI customers tend to prefer. Other major insurers such as AIA, Prudential, and Manulife have already captured the attention of many MCI clients with similar types of saving products. Secondly, there is no dedicated service center for MCI clients, especially regarding medical check-ups and cashier payment counters, which limits the expansion of the MCI client base. Thirdly, the operation capabilities to facilitate and support MCI clients are below expectations, with issues encountered during the MCI underwriting process, including the acceptance of China medical check-up results and Chinese address and income proof. Additionally, there is a limited payment method and a lack of flexibility, and the digital FNA and application form are not user-friendly, causing frustration for both clients and agents. Most importantly, cultural differences and a shallow Mandarin language efficacy among staff and agents are a major concern encountered by Sunlife Hong Kong, with many unable to build client relationships with MCI clients.

One opportunity for insurance companies is the growing demand for insurance protection in Mainland China, driven by the COVID-19 outbreak. The Central government is encouraging people to purchase insurance protection, and the GBA area is open for social and economic development. For Sunlife Hong Kong, this presents a critical opportunity to catch up with the MCI business and learn from competitors' experiences to improve their offerings. The company also has a young age group of agents, with 20% under the age of 40, who are digitally capable and familiar with social media platforms, making them well-suited to capitalize on this opportunity. However, failing to catch up with the MCI sales momentum could result in losing Top 10 market position, a shrinking agency salesforce as it loses the brand attractiveness, high staff attrition rates due to low revenue generation, low staff morale, budget cuts, and high pressure on the leadership team especially the CEO to deliver on their promises.

[bookmark: _Toc133011978]Strategies Recommendations

After conducting the SWOT analysis, six WO, ST, and WT strategic options were identified that align with Sunlife Hong Kong's six strategic pillars.   The first WO strategy focuses on increasing the company's brand name and public awareness to enhance brand attractiveness. Sunlife plans to achieve this by increasing brand awareness on social media platforms, particularly on WeChat, and transforming the brand presence in MCI. A dedicated marketing team will maintain the Mainland social media platform by posting bi-weekly company news, such as award-winning and information sharing, such as common medical issues and treatment availability. The company also aims to improve its Baidu SEO ranking from 4-5 to 1-3 by engaging Mainland China-based marketing agencies to write compelling campaign stories and track the number of viewers simultaneously. In Hong Kong, the corporate marketing team will develop tailored market-specific advertisements and digital presence, especially at the airport and high-speed railway stations, to capture the public's attention.

The second WO strategy focuses on developing short-term saving products to attract more MCI clients. The Product Solutions pillar aims to develop a series of MCI-focused products, such as saving-oriented universal life products with medical check-up services. To prepare for the borders reopening in early 2023, a new product was successfully launched in the last quarter of 2022, resulting in incremental sales in both Agency and Broker distribution channels. Moreover, a new product with a short premium payment term feature was rolled out in February 2023, targeting high net-worth clients to provide legacy financial planning. This revamped product has helped generate another sales peak in both Hong Kong and MCI markets, catching the sales momentum and borders reopening timing perfectly. In the third quarter of 2023, the Life & Health department plans to enhance health-related services further, such as a new critical illness plan and extending medical concierge service to MCI clients. Sales results and performance are yet to be observed.
  
The third WO & ST strategies involves accelerating manpower growth by offering special recruitment packages to attract experienced MCI agency heads and top producers from competitors. The CEO and General Manager of Agency Distribution are directly leading this recruitment drive, which is strictly confidential, and detailed plan information is not available. However, the recruitment numbers have been observed, with around 150 industrial recruits either licensed and coded at Sunlife Hong Kong or under progress. To ensure they can start their production activities quickly, a tailor-made orientation program has been developed to help them familiarize themselves with product training, digital tools, and operational flow and guidelines. A special unit was formed to meet weekly and ensure a smooth transition from other competitors. Additionally, two MCI background training team members have been employed to develop a focused training program and promote MCI networking and sales culture. The head of Agency Capabilities & Development will also lead the IANG internship program to attract young MCI students, which will include experiential learning, classroom training, and social gatherings. This internship program will be launched in June 2023 and its effectiveness is yet to be observed.
  
The fourth WO strategy aims to improve operational capabilities for efficiently servicing MCI clients in a customer-centric manner. This strategy is costly and requires the leadership team's commitment to ensure its success. However, Sunlife has successfully found a new service center location in a prime commercial area, which will open at the end of April 2023. This service center aims to provide one-stop service to MCI clients, including prestigious medical check-ups, cashiers, and spacious meeting areas. This milestone is achieved due to the clear direction of the leadership team and strong collaboration of task force members from various stakeholders, such as Risk & Legal, Life & Health, Operations, and Distribution. The General Manager of Life and Health will lead the operation team to identify possible resolutions to diversify MCI-friendly payment options, including possible bank liaison and partnerships. However, given the restrictive government payment guidelines, the success of payment diversification is not optimistic.


The fifth WT strategy focuses on digital transformation, which is crucial for business expansion and not limited to MCI clients. However, the current digitized client journey is unpleasant due to at least six different digital platforms that agents must learn and use to provide comprehensive client service. Each platform is not synced with one another and requires multiple user logins. Moreover, the application form is not available offline and takes at least 20 minutes to complete, leading to frustration for both agents and clients. Additionally, the existing client-serving app cannot operate in Mainland China and is not MCI user-friendly. Therefore, innovative digital solutions must be developed to facilitate more MCI business growth, such as a cross-border digital payment platform and an integrated client app with WeChat as the key differentiators among competitors.

The sixth ST strategy involves obtaining an insurer operator license from Macau AMCM, which is a long-term business strategy that requires further analysis and study to determine the possibility and advantages of operating in Macau. Since the borders reopened in March, the urgency of pursuing this strategy has become less prominent. Besides, resource allocation and cost investment in opening an operation center in Macau are extensive. Therefore, a detailed external and internal audit should be conducted to determine whether this strategy is the best possible option for supporting MCI business growth. This audit will help assess the potential benefits and challenges associated with obtaining an insurer operator license from Macau AMCM and whether it aligns with Sunlife Hong Kong's long-term business goals.

These six WO, WT, and ST strategies are fully aligned with the SWOT analysis, and they are monitored weekly with status updates provided to all relevant stakeholders. The committee leader and project owners are clearly aligned with specific goals. However, it has not yet been observed whether the MCI sales have improved at the end of the second quarter of 2023.

[bookmark: _Toc133011979]Considerations 

After reviewing the six strategic pillars developed by the MCI Steering Committee, it is clear that Sunlife Hong Kong has made positive growth and changes, strengthening its position in the MCI market. However, there are a few considerations that the senior management team needs to pay attention to, and alternative strategic options may be required.


The first essential factor that could affect sales growth expectations is the quality of industrial recruits. It is noteworthy that most industrial recruits are not delivering the expected sales performance due to their unfamiliarity with underwriting guidelines, digital applications, and product knowledge. Therefore, the Head of Agency Capabilities and Development requires dedicated trainers to provide weekly product training, operations-based training clinics, and digital application learning to ensure that industrial recruits acquire proficient on-the-job knowledge.

The second factor that could impact sales growth is the quality of recruitment selection for industrial recruits. The current recruitment package may attract non-compliant industrial recruits, which could lead to high company financial risk. The CEO and General Manager will take high accountability for this recruitment strategy. Therefore, the recruitment selection process should enhance background checking, such as financial liability and stability, compliance issues, and court cases with regulatory bodies. This enhanced background checking will take longer processing time and require more evidence provided by the candidates. Hence, it may slow down the recruitment momentum and attractiveness of the package. However, it will financially benefit Sun Life Hong Kong in the long run.

The third influential factor in growing the MCI business is the existing agency culture. It is noteworthy that 90% of the agency population are home-grown, i.e. mainly Hong Kong-based agents. Their network and clients are mostly Hong Kong residents. In order to achieve the principle of 80/20 rules, it is vital to increase their understanding of MCI culture. More frequent MCI background training and workshops on how to build an MCI network are recommended so that agents become less resistant to doing MCI business. In addition, the training team should arrange fundamental Mandarin conversational classes every month to help those with inadequate Mandarin speaking skills. Sunlife Hong Kong should also consider inviting GBA development experts to share recent political and social developments in the Mainland, especially the GBA area. All these training, learning, and sharing sessions will help to instill a MCI business mindset.

In the long run, digital transformation is crucial for business growth and expansion. Consolidating the six different digital platforms is a must to create a better client experience. Appointing a Chief Transformation Officer is recommended as this leadership role will help to identify and evaluate the best strategic options to transform the digital journey, significantly improving operational capabilities and efficiency. The Chief Client Officer should be more proactive in designing and driving digital client journeys. Further strategic plans on using big data to understand the MCI clients' needs and purchasing behaviours will help develop specific MCI product features and uniqueness. It will also help to differentiate Sunlife Hong Kong from its competitors.

Lastly, to enable Hong Kong-based agents to serve MCI clients better, Sunlife Hong Kong could consider partnering with Hong Kong hospitals to provide the complimentary on-site translation. Mandarin-speaking medical staff, such as nurses and caretakers, would help to improve the MCI clients' experience while they need medical treatment. This tailor-made client experience benefits high-net-worth clients and makes Sunlife Hong Kong a service differentiator.

[bookmark: _Toc133011980]Conclusion

In conclusion, Sun Life Hong Kong has set explicit purposes and measurable business objectives under one of the global Sun Life strategic pillars - transforming its presence in Asia.  After conducting external and internal audits of Sun Life Hong Kong, it is noteworthy that the company has identified and evaluated appropriate MCI business strategies to capitalize on market opportunities. The SWOT analysis has also shown that Sun Life Hong Kong has taken appropriate strategic options, including six WO, ST, and WT strategies, to address business needs and implemented them with effective strategic management and implementation plans. Monitoring actions and review meetings are observed with reports and documentation. Although sales performance has not yet been observed, recommendations for alternative strategic options would help to bring more positive changes.

It is also noted that the CEO and his leadership team have played a significant role in the strategic planning and management stages. They were determined and committed to driving positive changes by giving specific directions, empowering the team to brainstorm ideas and voice concerns, and delegating effectively. Therefore, further study on the leaders' role and effectiveness in managing strategic change and the organization would be beneficial.
[bookmark: _heading=h.3whwml4]
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Appendix 7 : MCI Program – weekly review and update
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Our all-rounded ideas for conversions — sales leads and MCI center visits
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