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OUR GOAL 

Bring visual clarity and better 
narrative cues to our executive-level 
presentation designs



THE  
DIAGNOSIS 

STORYTELLING



“Is this slide a key insight? Supporting data?  
A recommendation? All three? 

THE DIAGNOSIS

2. VISUAL fatigue 3. SAYing EVERYTHING MEANS      
     REMEMBERing NOTHING 

communication challenges 3 E XECUTIVE  TEAMS always FACE  

1. one slide DOING 
     multiple JOBS 

“It’s not easy to Retain and Repeat the 
narrative”  

“Where do I look? I need visual clarity, not 
visual overload” 

“Slide design should cue where I’m at in  
the story” 

“I can’t advocate for it if I can’t remember it” “Don’t build slides, build a clear case” 



• BCBSMA is the market leader in most segments, but our most profitable ones are shrinking

• Commercial self-insured is the largest and least profitable segment

• Growth outlooks are mixed; margins vary significantly

• As membership shifts toward self-insured, Blues are losing fully insured members but gaining  	
   share within that smaller pool

• BCBSMA is heavily exposed to large group insured, which is declining

• We’ve already experienced member and revenue loss

• We face competitors with much lower admin cost structures (national carriers)

• National players benefit from automation, scale, and investment

• Their capabilities and cost advantages outpace ours

• We’re targeting large, self-insured accounts with phased initiatives (short, medium, and long term)

• ICHRAs are a new model with growing interest

• They allow employers to reimburse employees for individual coverage

• Adoption is rising; we are positioning to grow here

Summary

“We’re strengthening performance across our book with pricing, CRM, experience, and data 
investments.”

1: Cover Slide 2: Discussion Framing + Key Insights 3: Segment Landscape Overview 
(Validating Data)

4: Key Insight + Financial Implication 5: Environmental Scan / Market 
Context

6: Trend Data (Validating Data) 7: Internal Diagnostic (Key Internal 
Risk)

8: Cost Benchmarking (Validating 
Data)

9: Capability Gap Analysis (Validating 
Data)

10: Overloaded: Landscape Mapping 
+ Strategic Positioning + Risk Context

11: Explainer 12: Market Opportunity Scan 
(Validating Data)

13: Strategic Response Summary 14: Strategy Drilldown (1 of 3) 15: Strategy Drilldown (2 of 3)

16: Strategy Drilldown (3 of 3) 17: Discussion Framing / Questions 
(Duplicate of Slide 2)

BOARD RETREAT PRESSURE TEST

3. SAYing EVERYTHING MEANS      
    REMEMBERing NOTHING 

2. VISUAL fatigue 

1. one slide DOING 
     multiple JOBS 
 



ORIGINAL STORY

• BCBSMA is the market leader in most segments, but our most profitable ones are shrinking

• Commercial self-insured is the largest and least profitable segment

• Growth outlooks are mixed; margins vary significantly

• As membership shifts toward self-insured, Blues are losing fully insured members but gaining  	
   share within that smaller pool

• BCBSMA is heavily exposed to large group insured, which is declining

• We’ve already experienced member and revenue loss

• We face competitors with much lower admin cost structures (national carriers)

• National players benefit from automation, scale, and investment

• Their capabilities and cost advantages outpace ours

• We’re targeting large, self-insured accounts with phased initiatives (short, medium, long-term)

• ICHRAs are a new model with growing interest

• They allow employers to reimburse employees for individual coverage

• Adoption is rising; we are positioning to grow here

Summary

“We’re strengthening performance across our book with pricing, CRM, experience, and data 
investments.”

I. We’re not losing all our business — just the profitable part

• We are gaining share in low-margin areas (like self-insured) while 
losing share in high-margin segments (like fully insured large group)

• Our client mix is trending toward unprofitability

II. Competitors are winning the price war and investment war

• They’re leaner, faster, and investing more

• We can’t match their cost structure or capabilities today

III. Here’s how we start to win

• ICHRAs are a potential bright spot — but we need to move quickly 
and build real differentiation

IV: These are the imperatives we’re asking you to support

RECOMMENDED STORY

cREATING Consistent structure  
A clear narrative arc with 
clearly defined roles for 
every slide.  

Step 2 Build the case with 
short, definitive headlines 
that add detail 
- Be direct, don’t bury the 
lede 

Step 1 Organize around a 
few big plot points that in 
plain language capture: 
I) Our Insights 
II) Barriers 
III) The Path Forward 

Step 3 Thwart doubt with 
streamlined, validated 
data 

validation

validation

validation validation validation

validation validation

validation validation

“Because we’re losing profitable business and gaining unprofitable 
business, our historic strengths are no longer aligned with market 
direction. We must change our client mix (by doing X), operating model (by 
doing Y), and growth priorities (by doing Z) — fast — or we’ll lead the 
market into a margin dead end.”

BEST 
PRACTICES



Step 3 Thwart doubt with 
streamlined, validated 
data 

BEST 
PRACTICES
DATA

A. resist data dumping  Use no 
more than two key data 
points 
- Only include info   
  that drives the story,  
  everything else is  
  background 

DATA |  EXAMPLE 



Step 3 Thwart doubt with 
streamlined, validated 
data 

BEST 
PRACTICES
DATA

B. State what the data means 
Don’t just show the chart
—explain what it tells us 
and what comes next 
- What’s progressing 
- What’s stuck 
- What needs input or  
  alignment  

Competitors are winning the price war 

  ̃$35 
Nationals 

  ̃$38 
Leading Blue 

  ̃$39 
BCBSMA 

  ̃$46 
Median Blue 

Our admin costs are competitive with other Blues  . . .  but not against our rivals. 

DATA |  EXAMPLE 

A. resist data dumping  Use no 
more than two key data 
points 
- Only include info   
  that drives the story,  
  everything else is  
  background 
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A. resist data dumping  Use no 
more than two key data 
points 
- Only include info   
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  everything else is  
  background 



BEST 
PRACTICES
DESIGN

DESIGN CLARITY |  EXAMPLE

Our current graphic 
system doesn’t tell us 
where we are in the story 

1: Cover Slide 2: Discussion Framing + Key Insights 3: Segment Landscape Overview 
(Validating Data)

4: Key Insight + Financial Implication 5: Environmental Scan / Market 
Context

6: Trend Data (Validating Data) 7: Internal Diagnostic (Key Internal 
Risk)

8: Cost Benchmarking (Validating 
Data)

9: Capability Gap Analysis (Validating 
Data)

10: Overloaded: Landscape Mapping 
+ Strategic Positioning + Risk Context

11: Explainer 12: Market Opportunity Scan 
(Validating Data)

13: Strategic Response Summary 14: Strategy Drilldown (1 of 3) 15: Strategy Drilldown (2 of 3)

16: Strategy Drilldown (3 of 3) 17: Discussion Framing / Questions 
(Duplicate of Slide 2)

Step 4 Use design to clarify by 
cueing the role of each slide 



BEST 
PRACTICES
DESIGN

A. VISUALLy CUE THE ROLE OF EACH 
SLIDE  Update visual system 
so the ‘job’ of each slide is 
signaled by its design 
- Use consistently in every 
deck 

1: Cover Slide 2: Discussion Framing + Key Insights 3: Segment Landscape Overview 
(Validating Data)

4: Key Insight + Financial Implication 5: Environmental Scan / Market 
Context

6: Trend Data (Validating Data) 7: Internal Diagnostic (Key Internal 
Risk)

8: Cost Benchmarking (Validating 
Data)

9: Capability Gap Analysis (Validating 
Data)

10: Overloaded: Landscape Mapping 
+ Strategic Positioning + Risk Context

11: Explainer 12: Market Opportunity Scan 
(Validating Data)

13: Strategic Response Summary 14: Strategy Drilldown (1 of 3) 15: Strategy Drilldown (2 of 3)

16: Strategy Drilldown (3 of 3)

KEY INSIGHT  DEFINITIVE INSIGHT 
HEADLINE 

validating data 
POINT #1 

OUR PATH FORWARD 

the thing we 
must do in order 
to win 

KEY BARRIERS  
the thing that’s 
keeping us from 
winning 

+  
succinct key 
details 

+  
single clean visual 

+  
single clean visual 

validating data 
POINT #1 
+  
single clean visual 

validating data 
POINT #2 
+  
single clean visual 

the thing that’s 
keeping us from 
winning 

DEFINITIVE BARRIER 
HEADLINE 
+  
succinct key 
details 

DEFINITIVE 
RECOMMENDATIONS 
HEADLINE 
+  
succinct key 
details 

HeRE’S WHERE WE  
NEED YOUR SUPPORT 

I. “HERE’S THE SITUATION” I. “HERE’S THE SITUATION” I. “HERE’S THE SITUATION” 

I. “HERE’S THE SITUATION” 
II. “HERE'S WHAT WE’RE UP AGAINST” II. “HERE'S WHAT WE’RE UP AGAINST” II. “HERE'S WHAT WE’RE UP AGAINST” II. “HERE'S WHAT WE’RE UP AGAINST” 

III. “HERE'S HOW WE  WIN” III. “HERE'S HOW WE  WIN” IV. “WHAT WE NEED FROM THE ORG TO WIN” 

timeline of 
progress 

III. “SUCCESS DASHBOARD” 

last time/this time/
next time 

EXECUTIVE  
SUMMARY 

Q & A 
IMPERATIVE X 
IMPERATIVE Y 
IMPERATIVE Z 

IV. “WHAT WE NEED FROM THE ORG TO WIN” 

+  
the imperatives that  
will drive change 

= PLOT POINT TEMPLATE | Design Role: “Where am I in the story?” 

= HEADLINE TEMPLATE | Design Role: “News I need to know” 

= VALIDATION TEMPLATE | Design Role: “Data that gives me confidence in the plan” 

= TIMELINE OF PROGRESS TEMPLATE | Design Role: “Is this helping us meet the Business Plan Priorities?” 

DESIGN CLARITY |  EXAMPLE

Step 4 Use design to clarify by 
cueing the role of each slide 

validating data 
POINT #2 



BEST 
PRACTICES
DESIGN

A. VISUALLy CUE THE ROLE OF EACH 
SLIDE  Update visual system 
so the ‘job’ of each slide is 
signaled by its design 
- Use consistently in every 
deck 

C. ONE POINT PER SLIDE Keep it 
focused. Each slide 
should have one role and 
keep supporting detail to 
the minimum 

B. Use white space strategically 
Help people focus. Give 
their brains space to 
absorb what matters. 
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Context
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Risk)

8: Cost Benchmarking (Validating 
Data)

9: Capability Gap Analysis (Validating 
Data)

10: Overloaded: Landscape Mapping 
+ Strategic Positioning + Risk Context

11: Explainer 12: Market Opportunity Scan 
(Validating Data)

13: Strategic Response Summary 14: Strategy Drilldown (1 of 3) 15: Strategy Drilldown (2 of 3)

16: Strategy Drilldown (3 of 3)
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I. We’re not losing all our business — just the profitable part

• We are gaining share in low-margin areas (like self-insured) while 
losing share in high-margin segments (like fully insured large group)

• Our client mix is trending toward unprofitability

II. Competitors are winning the price war and investment war

• They’re leaner, faster, and investing more

• We can’t match their cost structure or capabilities today

III. Here’s how we start to win

• ICHRAs are a potential bright spot — but we need to move quickly 
and build real differentiation

RECOMMENDED STORY |  SUMMARY

validation

validation

validation validation validation

validation validation

validation validation

IV: These are the imperatives we’re asking you to support

“Because we’re losing profitable business and gaining unprofitable 
business, our historic strengths are no longer aligned with market 
direction. We must change our client mix (by doing X), operating model (by 
doing Y), and growth priorities (by doing Z) — fast — or we’ll lead the 
market into a margin dead end.”

Macro Priorities — ‘Timeline of Progress”

cREATING Consistent structure  
A clear narrative arc with 
clearly defined roles for 
every slide.  

Step 2 Build the case with 
short, definitive headlines 
that add detail 
- Be direct, don’t bury the 
lede 

Step 1 Organize around a 
few big plot points that in 
plain language capture: 
I) Our Insights 
II) Barriers 
III) The Path Forward 

Step 3 Thwart doubt with 
streamlined, validated 
data 

Step 4 Use visuals to clarify  
through design best-practices 

Step 5 Anchor back to goals 
— the 5 Macro Priorities 

BEST 
PRACTICES

cREATING Consistent structure  
A clear narrative arc with 
clearly defined roles for 
every slide.  

Step 1 Organize around a 
few big plot points that in 
plain language capture: 
I) Our Insights 
II) Barriers 
III) The Path Forward 

Step 2 Build the case with 
short, definitive headlines 
that add detail 
- Be direct, don’t bury the 
lede 

Step 3 Thwart doubt with 
streamlined, validated 
data 

Step 4 Use visuals to clarify  
through design best-practices 

Our goal today:  
Endorse today’s 
Narrative protocols and 
apply our best 
practices to 
September’s leadership 
updates   



THE  
ASSIGNMENT 

STORYTELLING



I. We’re not losing all our business — just the profitable part

• We are gaining share in low-margin areas (like self-insured) while 
losing share in high-margin segments (like fully insured large group)

• Our client mix is trending toward unprofitability

II. Competitors are winning the price war and investment war

• They’re leaner, faster, and investing more

• We can’t match their cost structure or capabilities today

III. Here’s how we start to win

• ICHRAs are a potential bright spot — but we need to move quickly 
and build real differentiation

ASSIGNMENT

validation

validation

validation validation validation

validation validation

validation validation

IV: These are the imperatives we’re asking you to support

“Because we’re losing profitable business and gaining unprofitable 
business, our historic strengths are no longer aligned with market 
direction. We must change our client mix (by doing X), operating model (by 
doing Y), and growth priorities (by doing Z) — fast — or we’ll lead the 
market into a margin dead end.”

Macro Priorities — ‘Timeline of Progress”

Develop design 
templates that create 
visual distinction 
between the 3 slide 
typologies 
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ASSIGNMENT

validation
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validation validation

validation validation

IV: These are the imperatives we’re asking you to support

“Because we’re losing profitable business and gaining unprofitable 
business, our historic strengths are no longer aligned with market 
direction. We must change our client mix (by doing X), operating model (by 
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market into a margin dead end.”

Macro Priorities — ‘Timeline of Progress”

Develop design 
templates that create 
visual distinction 
between the 3 slide 
typologies 

2. DEFINITIVE HEADLINE SLIDE 

3. DATA VALIDATION SLIDE 

1. PLOT POINT SLIDE 
 ROLE: Cues the narrative is progressing to a 
major new point 
• Visually works as a ‘chapter’ header 
• Consider bigger, bolder use of font or color 
• Consider a visual background  to signal that 
progression of the story 

ROLE: Provides pertinent details 
• Each slide should prioritize a single 
supporting headline that tells a key piece of 
‘news’ of the chapter 
• A short amount of copy to support details 
• A visual or two that helps illustrate this 
‘news’ might help. But they are not 
necessary 

ROLE: Present clean, irrefutable supporting 
facts to remove doubt 
• How does this format visually stand out 
from the other two?  
• Must be flexible enough to support many 
forms of data, but have formatting cues that 
set the design apart  

validation



II. Competitors are winning the price war and investment war

• They’re leaner, faster, and investing more

ASSIGNMENT

For the template 
exercise, use these 
elements 

2. DEFINITIVE HEADLINE SLIDE 

3. DATA VALIDATION SLIDE 

1. PLOT POINT SLIDE 
 



REFERENCES

Do your best to follow 
the Board Guidelines as 
a starting point, but call 
out when you feel the 
‘rules’ inhibit our design 
objectives 

For reference, the 
Board Retreat deck is 
also available for your 
review 



THE  
SCHEDULE 

STORYTELLING





THANKS


