Solving Legacy Challenges

in Risk Pools:

A Modern Path Forward

Risk pools have outgrown yesterday’s
technology. Fragmented systems,
spreadsheets, and manual workarounds
are making it harder to deliver the speed,
transparency, and insight members
expect. Modernization creates a path to
better data, connected systems, smarter

workflows, and a more resilient future.

m | isk pools exist to help
public entities manage
risk collectively, stabilize

costs, and strengthen financial
resilience. For decades, pools
have successfully delivered

these benefits to municipalities,
counties, schools, and other public
organizations.

But as operational complexity
has increased, many pools are
discovering that the systems and
processes supporting their opera-
tions have not kept pace.

Technology environments-
built years, or even decades, ago
are now being asked to support
modern expectations for data
transparency, real-time reporting,
integration with financial systems,
and improved member services.

The result is a growing oper-
ational challenge that many pool
leaders recognize immediately.

A Familiar Story

Over time, risk pool technology
ecosystems often evolve organically
rather than strategically.

As programs expand and
reporting requirements increase,

pools add tools and processes

to meet immediate needs. Spread-

sheets are introduced to fill gaps.

Additional systems are layered

in to support specific functions.

Workarounds are developed to

bridge disconnected processes.
Individually, each step makes

sense. But collectively, these

incremental changes create an
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operational environment that can
become increasingly fragmented.

Many pools today operate

within a technology landscape that
includes:

Multiple disconnected systems
Significant reliance on
spreadsheets

Manual reconciliation and
reporting processes

Data stored across different
platforms and departments
Critical operational knowledge
concentrated in a few key
individuals

The real issue is
fragmented data

and disconnected

Processes.

These challenges rarely

emerge overnight. They are the
natural result of years of growth
and adaptation.

However, as expectations for

transparency, efficiency, and data-
driven decision-making increase,
these legacy environments can
begin to constrain operations.

The Modern Risk Pool Reality

Today'’s risk pools operate in a
far more demanding environment
than when many of their systems
were originally implemented.

Member organizations expect
faster access to information and
greater transparency into program
performance. Boards and govern-
ing bodies require clearer reporting
and stronger oversight. Staff must
manage growing workloads while
maintaining accuracy and respon-
siveness.

At the same
time, the volume
and complexity
of data has
expanded sig-
nificantly. Pools
must track ex-
posures, claims,
financial perfor-
mance, safety activity, and member
engagement across multiple pro-
grams. Yet the systems managing
this data often remain fragmented.

This creates a growing gap
between operational needs and
the capabilities of the underlying
technology infrastructure.

Common Pain Points Across
Risk Pools

Despite differences in structure,
geography, and membership, many
pools experience similar operational
challenges.

Outdated Technology

Legacy systems often continue
to perform core functions but lack
the flexibility, integration capabilities,
and analytics tools required in
modern environments.

Manual Processes

Manual workarounds frequently
become embedded in daily opera-
tions. Staff export data from one
system, manipulate it in spread-
sheets, and upload it into another.
These processes consume time
and introduce unnecessary risk.

Inconsistent Exposure Data
Exposure information is
critical for underwriting, billing,
and risk analysis. Yet in many
pools, exposure data is collected
through spreadsheets, emails,
and disconnected processes that
make standardization difficult.

21 Limited Reporting
and Insights

Many organizations spend sub-
stantial effort producing reports, but
much of that effort is devoted to
assembling data rather than ana-
lyzing it. Instead of focusing on
insights, staff are forced to reconcile
numbers and validate sources.

Over-Reliance on Key Staff

Institutional knowledge often
resides with a small number of
individuals who understand how
systems and the associated
workaround’s function. This creates
operational risk and limits scalability.

=] Workarounds Become
the Process

Over time, temporary solutions
become permanent operating
procedures. Spreadsheet macros,
manual reconciliations, and undoc-
umented steps evolve into critical
operational infrastructure.

Data Trust Issues

When data must be manually
assembled from multiple systems,
stakeholders may question its relia-
bility. This slows decision-making
and reduces confidence in reporting.
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The Bottom Line

The core issue many pools face
is not simply outdated software.
The real challenge lies in fragmented
data and disconnected processes.

When systems do not commu-
nicate effectively and workflows
depend on manual intervention,
even well-run organizations
struggle to generate timely insights
and operate efficiently.

However, these challenges are
not unique and they are solvable.

A Modernization Strategy for
Risk Pools

Modernizing a risk pool’s
technology environment is rarely a
single project or a simple system
replacement. Successful modern-
ization requires a structured
approach that aligns technology
investments with operational strategy,
data governance, and long-term
member service goals.

Pools that achieve meaningful
modernization typically focus on

| oermizamion |

three foundational pillars: better
data, integrated systems, and
actionable insights. Together,
these elements create an operational
environment where information
flows efficiently, decisions are
supported by reliable analytics,
and staff can focus on higher-value
activities rather than manual data
management.

Establishing a Strong

Data Foundation

At the heart of modernization is
data integrity and consistency. Risk
pools rely on accurate information
across multiple domains, including
exposures, claims activity, financial
performance, underwriting metrics,
and risk control data.

However, many pools struggle
with fragmented or inconsistent
data structures that developed
over time.

Modernization efforts should
begin by establishing clear data
standards and governance practices.
This includes:

+ Standardizing exposure data
definitions across programs
and member organizations
Implementing structured
validation rules to reduce errors
at the point of entry

+ Creating consistent data
models that allow information
to be analyzed across claims,
underwriting, and financial
systems
Establishing governance
processes that ensure data
quality is maintained over time

When exposure and claims
data are structured consistently,
pools gain the ability to analyze
trends more effectively, evaluate
program performance, and support
more informed underwriting and
risk control decisions.

In short, modernization begins
with making data trustworthy.

Integrating Core
Operational Systems
A second critical pillar of modern-
ization is system integration.

Many pools currently operate
with multiple platforms that manage
different aspects of their operations,
such as claims administration,
exposure management, policy
administration, billing, finance, and
risk control.

When these systems operate in
isolation, staff often rely on manual
processes to move data between
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them. This can create delays, in-
consistencies, and operational risk.

Modern technology environments
aim to reduce this fragmentation by
connecting key operational systems
through integration or by consoli-
dating capabilities within modern
risk management platforms.

Key objectives often include:

+ Integrating claims, underwriting,
exposure management, and
financial systems

+ Automating the transfer
of exposure data from member
reporting systems into the
RMIS

+ Synchronizing financial data
between the RMIS and
accounting platforms

+ Enabling secure APIs that
allow systems to communicate
in real time

Modernization shifts

pools from

reactive to proactive.

Integration reduces duplicate
data entry and ensures that infor-
mation captured in one system is
immediately available across others.

For many pools, integration
is the single most impactful step
toward modernization.

Automating Operational
Workflows
Once systems are integrated and
data structures are standardized,
pools can begin to transform
manual processes into automated
workflows.

Automation allows organiza-
tions to move away from reactive
administrative tasks and toward
more structured operational
processes.

Examples of workflow automa-
tion include:

+ Automated exposure data
collection and validation
+ Claims intake workflows that
route information to appropriate
stakeholders
+ Billing and
invoicing processes
triggered by expo-
sure submissions
+ Risk control
activity tracking and
task management
+ Alerts and notifications tied to
key operational milestones

Automation reduces reliance
on spreadsheets and email coor-
dination while ensuring processes
are executed consistently.

It also improves transparency,
since operational activity is cap-
tured directly within the system.

<1 Enabling Real-Time
Analytics and Reporting
Modern risk management platforms
allow pools to move beyond static
reporting toward dynamic analytics
environments.

When systems are integrated
and data is structured, organizations
can generate dashboards that
provide real-time visibility into
operational performance.

Examples include:

+ Claims trend analysis across
coverage programs

+ Exposure growth and
membership trends

+ Financial performance
monitoring

+ Risk control program
effectiveness

* Member-level benchmarking

Instead of spending hours
assembling reports, teams can
focus on interpreting insights and
improving program outcomes.

Improving Transparency
and Member Engagement
Risk pools serve communities
of member organizations that
increasingly expect timely access
to program information. Modern
platforms enable pools to provide
secure member portals where
organizations can access relevant
data directly.
These portals may provide:
Claims status visibility
+ Exposure submission tools
Safety and risk control
resources
Program performance reporting
+ Billing and financial information

This improves transparency
while reducing administrative work-
load for pool staff.

=] Supporting Long-Term
Strategic Growth

Modernization also creates the
foundation for long-term innovation.

Pools with integrated systems
and high-quality data are better
positioned to:

Expand analytics and predictive

modeling capabilities

Introduce Al-driven insights

for claims and risk analysis
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+ Improve forecasting and
program design

+ Deliver enhanced services
to members

Modernization therefore sup-
ports both operational improvement
today and strategic capability for
the future.

The Opportunity for Risk Pools

Pools that modernize their
operational technology environ-
ments gain several meaningful
advantages:

+ Improved operational efficiency

+ Greater trust in data and
reporting

+ Better insights for leadership
and boards

« Enhanced transparency for
member organizations

* Reduced operational risk tied
to manual processes

Most importantly, modernization
allows pools to shift from reactive
administration toward proactive risk
management. This transformation
positions pools to deliver greater
value to their members while
strengthening long-term sustainability.

How Redhand Advisors
Helps Risk Pools Navigate
Modernization

Modernizing risk management
technology is not simply a system
replacement exercise. It requires
a clear understanding of current
processes, future operational goals,
and the capabilities needed from
next-generation platforms.

Redhand Advisors specializes
in helping risk pools navigate
this journey. Our team works with
pools to:

» Assess current operational
processes and technology
environments

+ ldentify opportunities for im-
provement and modernization

+ Define a future-state
technology vision

+ Develop structured system
requirements

+ Conduct independent RMIS
and claims platform evaluations

+ Guide organizations through
the RFP and vendor selection
process

Because Redhand Advisors
operates independently of tech-
nology vendors, our focus remains
solely on helping clients select and

implement the solutions that best
support their long-term strategy.

Start the Conversation

If your organization is beginning
to question whether its current
systems can support the next
phase of growth, it may be time
to step back and evaluate the
technology foundation supporting
your operations.

Modernization does not happen
overnight, but with the right strategy
and guidance, pools can transition
from fragmented processes to
a more integrated, data-driven
operating environment.

Redhand Advisors helps risk
pools turn technology challenges
into strategic opportunities.

Learn more about our risk
pool services:
https://redhandadvisors.com/
risk-pools/

Or reach out to start a conver-
sation about how your organization
can modernize its risk management
technology infrastructure. <~



