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Before addressing you, i f  not exact ly on s t ra tegy ,  decidedly on 
t h e  p r inc ip les  which have permitted MAPFRE t o  develop i n  a 
pos i t i ve  manner within t h e  Spanish insurance framework, 1 would 
l i k e  t o  say something about change i t s e l f  s ince  t h i s  i s  the  bas ic  
subject  of t h i s  Seminar and 1 have always t r i e d  t o  be respect fu l  
t o  ICEA, i t s  g rea t  Presidente Jesús Serra and i t s  most e f f i c i e n t  
Manager, ~ o s 6  Jurado. 

The change brought about i n  l a s t  few years has become a subject  
which can be thrown about, one o£ those so expert ly used by 
Marxist d i a l e c t i c s  with key words such a s  p r o j e c t i l e s  t o  
d i squa l i fy  its enemies. Thus, the  change has been and s t i l l  i s  
somewhat, a "coinage" which could be c l a s s i f i e d  a s  t h e  "object ive 
of the  smart ones t o  put an end once and for  a l 1  t o  the  empire of 
t h e  fools  and incompetents". Thus they have made many bel ieve.  
But 1 am pos i t ive  t h i s  has not been t h e  aim of ICEA i n  t h i s  
Seminar, among other  reasons, because a l 1  i t s  members a r e  smart. 

A l o t  has been sa id ,  naw se r ious ly ,  on change, and none o£ u s  
doubts t h a t  we a r e  undergoing changes i n  moral, sociological ,  
technological  and p o l i t i c a l  t rends .  1 believe,  and s o  1 have 
declared fo r  many years,  t h a t  an o u t s t a ~ d i n g  fea tu re  o£ the  times 
i s  precise ly  t h e  "swiftness o£ i t s  changes", which acce le ra tes  i n  
a permanent manner and we know not exact ly  where these  a r e  
heading o r  when they w i l l  s top.  Undoubtedly the  answer l i e s  i n  



t h a t  du r ing  t h e  p a s t  c en tu ry ,  Man has a c q u i r e d  t h e  " techn ique  t o  
change",  t o  provoke changes.  1 am r e f e r r i n g  t o  t e c h n o l o g i c a l  
changes,  b u t  i n  one way o r  a n o t h e r ,  t h e  remaining changes emerge 
a s  t h e i r  consequence. 

* Compet i t ive  t r anspa rency .  
* F a c i l i t y  t o  c r o s s  n a t i o n a l  b o r d e r s .  
* P r e s s u r e  f o r  good s e r v i c e  and c o s t  r educ t i on .  
* Demand f o r  i n d u s t r i a l  and f ami ly  cove r s .  
* Need of s e l f - f i n a n c i n g  t h e  pe r sona l  f u t u r e .  
* New i n f o r m a t i c s  and communications t echnology .  

I n  any ca se ,  t h i s  i s  t h e  change 1 am going t o  d e a l  wi th ,  t h e  
change which h a s  f o s t e r e d  an  i n su rance  s t r u c t u r e  q u i t e  d i f f e r e n t  
from t h a t  o f  1945. Everyone t h i n k s  t h a t  unde rwr i t e r s  who do n o t  
p r epa re  f o r  t h e  nex t  f o r t y  y e a r s  w i l l  d i s appea r  i n  n o t  t o o  long  a 
t e r m ,  absorbed e i t h e r  by i n t e r n a t i o n a l  compet i t ion ,  by o t h e r  
i n s t i t u t i o n a l  sectors, or by unde rwr i t e r s  w i th  s u c c e s s f u l  
management and s t r a t e g y ,  who w i l l  set  t h e  s t a n d a r d s  and c u t  o u t  
of t h e  market t h o s e  who s t r a y  a f a r .  

My company h a s  surmounted w e l l  t h e s e  f o u r  decades ,  going from 
number s i x t y  e i g h t  i n  t h e  bus ine s s  t o  number one,  and  1 c e r t a i n l y  
hope it w i l l  be u s e f u l  t o  see how it h a s  evolved i n  i t s  a c t i v i t y  
and t h e  p r i n c i p l e s  upon which it h a s  based i ts  growth s t r a t e g y ,  
b u t  m o s t  o f  a l 1  r ega rd ing  i t s  economic s t r e n g t h ,  s i n c e  1 b e l i e v e  
nobody i n  Spanish  i n s u r a n c e  o f f e r s  a  f i g u r e  f o r  t o t a l  "own funds"  
above 16,000 m i l l i o n  p e s e t a s ,  w i thou t  non r e a l i z e d  f r e e  s u r p l u s ,  
mostly t h e  r e s u l t  of s e l f - f i n a n c i n g .  

F o r t y  y e a r s  ago, t h e  t e n  t o p  unde rwr i t e r s  i n  t h e  market  enjoyed a 
j o i n t  market s h a r e  o f  43.28% while i n  1984 it w a s  o n l y  31.91%, a 
development c o n t r a r y  t o  t h e  g e n e r a l  t r e n d s  of c o n c e n t r a t i o n  of  
companies i n  a lmos t  a l 1  t h e  world markets ,  and 1 suppose t h i s  
w i l l  a l s o  change i n  t h e  f u t u r e .  



Proper ty /Casua l ty  Proper ty /Casua l ty ,  

and L i f e  L i f e  and Workmen's Comp. 

U N I O N  Y FENIX 9.95 U N I O N  Y FENIX 9 .O8 
B. VITALICIO 6.94 B .  VITALICIO 5.19 
CHASYR 6.76 CHASYR 5.17 
EQUITATIVA 5.06 EQUITATIVA 4.38 
PREVISION ESP. 3.02 MUTUA GENERAL 3.60 
PLUS ULTRA 2.69 PREVISION ESP. 2.79 
OCASO 2.54 PLUS ULTRA 2.42 
B 1 LBAO 2.30 BILBAO 2.11 
CATALANA 2.12 GENERAL ESP. 2.03 
ADRIATICA 1.90 OCASO 1.90 - - 

43.28 ----- 38.67 ----- ----- ----- 

Prope r ty  /Casua l ty  

MAPFRE 5.18 
UNION Y FENIX 4.70 
CTALANA/C . G R A L . A S . ~ .  31 
BANCO VITALICIO 3.28 
MUTUA MADRILERA 3.09 
OMNIA/MARE NOSTR. 2.44 
MIlSINI 2.29 
SANTA LUCIA 2.25 
Z U R I C H  2.21 
CASER 2.16 - 

l 31.91 ----- ----- 

These c h a r t s  a r e  i n t e r e s t i n g ,  s p e c i a l l y  t h o s e  comparing hornogene- 
ous  amounts e l i m i n a t i n g  Workmen' s Compensation, a l though  1 have 
a l s o  used t h e  l i s t  which i n c l u d e s  it, s i n c e  it w a s  r e a l l y  
s i g n i f i c a n t  i n  t h e  1945 market ,  even though comparison is no t  
p o s s i b l e  w i th  t h e  p r e s e n t  s i t u a t i o n .  

I t  i s  i n t e r e s t i n g  t o  p o i n t  o u t  how on ly  fou r  companies a r e  
p r e s e n t  i n  b o t h  y e a r s .  I n  1945 t h e r e  was no Mutual I n su rance  
Company among t h e  main ones w i thou t  Workmen's Compensation, and 
s e v e r a 1  of t h e  t o p  companies i n  1984 e i t h e r  d i d  n o t  e x i s t  o r  were 
p r a c t i c a l l y  unknown i n  1945. A t  t h e  t i m e ,  t h e  market  w a s  almost 
e x c l u s i v e l y  composed of domest ic  and independent  companies. 
Undoubtedly t h e r e  w e r e  i n t e r n a 1  l i n k s  among in su rance  companies 
which 1 do n o t  know i n  d e t a i l ,  and f o r e i g n  i n s u r a n c e  companies 
had i n t e r e s t s  i n  independent  companies, b u t  w e r e  no t  t a k e n  i n t o  
c o n s i d e r a t i o n  j o i n t l y  a s  t h e y  a r e  now. LA CATALANA 1 b e l i e v e  
s t i l l  had  a r e l a t i o n s h i p  w i t h  Banco V i t a l i c i o  and Ca ja  de 
P r e v i s i ó n  y Socorro ,  w i t h i n  t h e  i n s t i t u t i o n a l  i n f l u e n c e  of 
GENERAL1 . 

( * "Anuario Español  de  Seguros" (1945-1946 d a t a )  
( * * )  "Avance E s t a d i s t i c a  Seguros  Pr ivados  d e  UNESPA" (1984) 



Another a s p e c t ,  a s  compared t o  t h e  1945 market,  t h e  r e s p e c t i v e  
pe rcen t age  o f  i n s u r a n c e  classes have changed, a s  you w i l l  see 
a l s o  i n  f i g u r e s  f o r  t h e  Uni ted  S t a t e s  and France:  

Spain  United S t a t e s  France 

1945 1984 1984 - - - 1983 - 
L i a b i l i t y  ......... 0.3 2. O 5 .6  5.8 
F i r e  .............. 18.4 8.3 1 .4  11 .8  
Combined p o l i c i e s  . ---- 4.9 12.5 5.6 
Marine ............ 23.6 6.7 2.7 2.9 
Automobiles ....... 5.1 31.8 26.5 31.6 
L i f e  .............. 33.5  12 .5  47.1 28.1 
Others  ............ 19.1  33.8 4.2 14.2 

These a r e  s i g n i f i c a n t  changes,  some a consequence o£ t e chno log i c -  
a l  e v o l u t i o n ,  such a s  Automobile Insurance .  Tñe dec rea se  o f  L i f e  
Insurance  shou ld  make u s  t h i n k ,  a l though  1 expec t  i n  the n e x t  f ew 
y e a r s  it w i l l  draw n e a r e r  t o  the 1945 s h a r e .  N a t u r a l l y ,  between 
1945 and 1985 t h e r e  have  been many changes,  and t h e  s o l e  
comparison of  b o t h  ext remes i s  n o t  enough. 1 hope someone w i l l  
a c c e p t  t h e  c h a l l e n g e  of complet ing it wi th  a s t u d y  by s t a g e s  
showing t h e  e v o l u t i o n  o f  ou r  market,  and t r y  t o  o b t a i n  some 
conc lu s ions .  Comparison w i t h  a r e a  d i s t r i b u t i o n  i n  t h e  Uni ted  
S t a t e s  and France  i s  u s e f u l  s i n c e  it can be  used t o  e s t i m a t e  t h e  
development of Spanish  Insurance  f o r  the n e x t  y e a r s .  

What 1 have shown you i s  c l e a r l y  enough t o  show the change we 
have undergone and to  be  used a s  o r i e n t a t i o n  f o r  ou r  c o l l e a g u e s  
o £  t h e  y e a r  2025. Tñ i s  y e a r  i s  r a p i d l y  nea r ing ,  t h e  sarne a s  t h e  
p a s t  f o r t y  y e a r s  a r e  e l apsed ,  which c o i n c i d e  wi th  my p r o f e s s i o n a l  
l i f e  i n  i n s u r a n c e  which s t a r t e d  i n  1945, e x a c t l y  t h e  p e r i o d  w e  
a r e  d i s c u s s i n g .  

I t  i s  always d i f f i c u l t  t o  dec ide  which p r e s e n t a t i o n  method i s  
most u s e f u l  f o r  t h e  purpose  of one Meeting; each h a s  i t s  problems 
and l i m i t a t i o n s .  I n  t h i s  c a se ,  it s e e m s  adequa te  t o  stress the 
main p o i n t s  i n  t h e  e v o l u t i o n  o f  MAPFRE'S o r g a n i z a t i o n ,  t h e n  p o i n t  



out  our  management g u i d e l i n e s  and make a b r i e f  comment on t h e i r  
i n f l u e n c e  on MAPFRE. The " d e s c r i p t i o n "  of our  e v o l u t i o n  h a s  made 
me become aware t h a t ,  even without  any formal planning,  t h e r e  
have been permanent t a r g e t s  which have indeed been reached, 
because t h e y  have never  changed. Ocass iona l ly ,  1 have been 
termed, worse s t i l l ,  by my c o l l a b o r a t o r s ,  a s  " e r r a t i c "  and a s  you 
w i l l  s ee ,  it i s  r a t h e r  t h e  c o n t r a r y .  

1 w i l l  d e s c r i b e  now how t h e  MAPFRE o r g a n i z a t i o n  and management 
h a s  evolved i n  each of i t s  s t a g e s ,  from 1955 t o  t h e  p r e s e n t .  1 
s h a l l  not  comment on t h e  p e r i o d  1933/55 which a l though i n t e r e s t -  
i n g  i n  many a s p e c t s  i s  n o t  i n t e r e s t i n g  a s  t o  bus iness  s t r a t e g y .  
We were t hen  a company e x c l u s i v e l y  composed of farmers and 
landowners, e s t a b l i s h e d  by them and f o r  them, an  a s p e c t  which 
makes us  s i m i l a r  t o  ano the r  company p r e s e n t  h e r e  today,  STATE 
FARM, t h e  f i r s t  non - l i f e  insurance  company i n  t h e  world. 

STAGBS AT MñPFRE SIN- 1955 

1 9 5 5  Decent ra l ized  o r g a n i z a t i o n ,  due t o  i t s  a c t i v -  
i t y  i n  t h e  a g r i c u l t u r a 1  Workmn ' S Compensation 
and t h e  need t o  pay a c c i d e n t s  l o c a l l y .  Severa l  

1-1 p r o v i n c i a l  d i r e c t  branches  wi th  exces s ive  

I Premiums 9.3 m \  expenses. Sharp r educ t ion  of managers and 
Mark.share 0.3 $1 employees a t  Headquarters,  having l o s t  70% of 
Asse t s  t h e  b u s i n e s s  sha re  upon ceas ing  o p e r a t i o n s  on 
Assets/prem "Nat ional  Heal th  Insurance"  . Measures t o  

¡ 1 b a l ance  t h e  company: t r ans fo rma t ion  of some 
branches  i n t o  aqenc ies ,  q iv inq  qene ra l  a q e n t s  
and branch mánagers - a  5% - s h a r e  ii t h e  
r e s u l t s .  

I n  1956 mecanizat ion s t a r t s  w i th  a Remington 
Rand key punch machine. I n  1957 t e c h n i c a l  
ba l ance  i s  achieved.  

I n  1957, a t e c h n i c a l  manager w i t h  ample exper- 
i ence  jo ins  t h e  company, p l u s  a young m r k e t -  
i n g  man wi th  a b s o l u t e l y  no exper ience,  t o  
s t a r t  i n t e r n a 1  r e c o n s t r u c t i o n  of o p e r a t i o n s .  

( * )  The f i g u r e s  shown r e p r e s e n t  MAPFRE companies' w i thou t  Work- 
men' S Compensation, i n  t h e  year  corresponding t o  each s t a g e .  
"Asse t s"  is  t h e  sum of t h e  " r e a l i z a b l e  a s s e t s "  s i m i l a r  t o  t h e  
"admitted a s s e t s "  used i n  t h e  United S t a t e s .  



The L i f e  and Marine Branches a r e  c r e a t e d  i n  
1961. I n  1963, a u t h o r i z a t i o n  i s  r eques t ed  t o  
create t h e  " I n d u s t r i a l  S a f e t y  Se rv i ce s " ,  which 
today  i s  t h e  R e h a b i l i t a t i o n  Center  of MAPFRE 
MUTUA PATRONAL. So a s  t o  i n c r e a s e  Automobile 
p roduc t i on ,  t h e  Company CENTRAL DE OBRAS Y 
CREDITOS (C.O.C.)  w i t h  Head O f f i c e s  i n  Barce- 
l o n a ,  i s  a c q u i r e d  i n  1962 f o r  f i n a n c i n g  
v e h i c l e s .  I n  1965, t o g e t h e r  w i th  REDDIS and 
MUTUA GUANARTEME, t h e  Company GRAM, anagr  am 
f o r  GRUPO ASEGURADOR MUTUO, is  c r e a t e d ,  which 
t r i e d  wi th  no succes s  t o  become a n  i n s t rumen t  
of  a g roup  o£ Spanish Mutual I n su rance  compan- 
ies.  GRAM s t a r t e d  d e d i c a t e d  e x c l u s i v e l y  t o  
i n s u r a n c e  coming o u t  o f  f i n a n c i n g  o p e r a t i o n s ,  
a l t hough  it w a s  soon decided n o t  t o  a c c e p t  
such  o p e r a t i o n s  due t o  poor  r e s u l t s .  

Expansion through t h e  c r e a t i o n  of p r o v i n c i a l  
b ranches ,  a lmos t  unknown i n  Spain ,  g r adua l  l y  
reduc ing  t h e  number of p rov inces  w i t h  g e n e r a l  
agen t s .  Preocupat ion due t o  t h e  p o s s i b l e  l o s s  

I n  1962 MAPFRE s t a r t s  i t s  a c t i v i t y  i n  t h e  
Stock Investment  a r e a  by promoting t h e  Inves t -  
ment Company MUINSA, w i t h  a n  " I n v e s t m n t  
S t u d i e s  Se rv i ce" .  

l Premiums 31.6 m 
Mark.share 0 .5  % 

11 .8  m 
~ s s e t s / ~ r e m  37 % 

I n  1965, Compulsory Automobile i n s u r a n c e  
s t a r t s .  

of Workmen's Compensation, 63% o£ t h e  MAPFRE's 
income. Promotion o f  Automobile i n su rance  i s  
i n t e n s i f i e d  s o  a s  t o  s u b s t i t u t e  Workmen's 
Compensation. 1960 s t a r t s  r e c r u i t m e n t  o f  
s t u d e n t s  through p r e s s  adve r t i s emen t s ,  most ly  
from Law School.  A Bu11 punch c a r d  equipment 

Premiums 292 m 
Mark.share 1.0 % 
A s s e t s  169.5 m 
~ s s e t s / p r e m  58 % 

i s  purchased.  C r e a t i o n  of Regional  O f f i c e s  
which w i l l  a d m i n i t r a t i v e l y  group s e v e r a 1  
p rov inces .  

The awai ted  " c r i s i s "  around Workmen's Compens- 
a t i o n  appea r s  i n  1966, and MAPFRE i s  fo rced  t o  
s p l i t  i n t o  two: "MUTUA PATRONAL DE ACCIDENTES 
DE TRABAJO", p a r t  o f  S o c i a l  S e c u r i t y  which 
o p e r a t e d  i n  t h i s  a r e a ,  w i t h  premiums f o r  t h a t  
yea r  o f  221 m i l l i o n  p e s e t a s ,  43% of t h e  t o t a l ;  
and "MUTUALIDAD DE SEGUROS" wi th  292 m i l l i o n  
p e s e t a s  i n  premiums f o r  1967 and 57% of t h e  
t o t a l ,  t o  o p e r a t e  i n  t h e  remaining a r e a s .  Both 
w i th  r a d i c a l  s e p a r a t i o n  of a s s e t s  and C e n t r a l  
S e r v i c e s .  



MUTUA PATRONAL, whose p r ev ious  o p e r a t i o n s  had 
management c o s t s  of 40%. cou ld  n o t  go o v e r  
12 .5% i n  t h e  f u t u r e ,  which would e i t h e r  
s e r i o u s l y  harm the agen ts 'ne twork ,  o r  t h e y  
would have t o  r e c e i v e  compensation under  
MAPFRE's General  I n su rance  f o r  l o s s  o f  
commissions, a l though  n o t  f o r  t h e i r  e f f o r t s  
r e g a r d i n g  Workmen's Compensation. Th is  c r e a t e d  
new problems f o r  t h e  MUTUALIDAD which f o r  
s e v e r a l  y e a r s  cou ld  h a r d l y  ba l ance  r e s u l t s .  

Compulsory Automobile i n s u r a n c e  a c c e l e r a t e d  
development i n  th is  a r e a .  I t  i s  decided t o  
i n c r e a s e  t e r r i t o r i a l  expansion through t h e  
opening of new d i r e c t  o f f i c e s  f o r e s e e i n g  
f u t u r e  expansion i n  t h i s  a r e a  of insurance ,  
a l t hough  i t  c l e a r l y  a f f e c t e d  immediate 
t e c h n i c a l  ba lance .  T h i s  bo ld  d e c i s i o n  was t h e  
ba se  f o r  later expansion and growth. 

D u p l i c i t y  o f  a d m i n i s t r a t i o n  i s  observed i n  
r e g i o n a l  and p r o v i n c i a l  o f f i c e s .  These l a s t  
ones  r e c e i v e  autonomy under t h e  " P r o v i n c i a l  
P lan" .  U n i v e r s i t y  s t u d e n t s  r e c r u i t m e n t  
con t inues ,  a s  w e l l  a s  "messenger" boys from 1 4  
yea r s  o£ age, age l i m i t  a t  t h a t  t i m e .  I n  1968, 
t h e  f i r s t  computer i s  purchased,  a n  I B M  
360/30. 

I n  1967 the c r e d i t  i n s t i t u t i o n  CREDITO Y PRE- 
VISION i s  promoted and i n  1969 t h e  Inves tment  
S t u d i e s  S e r v i c e  becomes t h e  Company AGECO, 
which reached  a  h i g h  l e v e 1  of p r e s t i g e  a m n g  
t h e  Spanish  F inanc i a1  Ana lys t s  . 

1 9 7 0  The s u c c e s s  o f  Workmen's Compensation a f t e r  
t h e  1966 reform,  w i th  a  more e f f e c t i v e  s e r v i c e  
and much lower c o s t s .  l e a d s  u s  t o  s t a r t  a  - - - - ~  

~ ~. 
" s p e c i a l i z a t i o n "  p o l i c y ,  c r e a t i n g  t h e  "GRUPO 

1 1 MAPFRE". The MUTUALIDAD goes mainly i n t o  

l Premiums 732 m o p e r a t i o n s  i nvo lv ing  ~ u t o m o b i l e s .  MAPFRE VIDA 
Mark.share 1.9 % c r e a t e d  i n  December 1970, goes i n t o  L i f e  In s -  

l A s s e t s  
l 

569 m urance  and MAPFRE INDUSTRIAL ( t r a n s f o r m a t i o n  
Assets/prem 7 8  % o£ GRAM), i n t o  General  Insurance ,  a l though  i n  

1 
1 1 principie o n l y  r ega rd ing  I n d u s t r i a l  R i sks  and 

Marine. A l 1  of t h e s e  a r e  coo rd ina t ed  i n  a  s e t  
o f  "common c e n t r a l  bod ies" .  



Some smal l  p rov inces  seem t o  have problems and 
cannot  e a s i l y  r e c e i v e  h e l p  from Madrid. The 
Subcen t r a l s  are c r e a t e d ,  whose Manager was t o  
b e  t h e  head of t h e  most impor tan t  P r o v i n c i a l  
O f f i c e  i n  t h e  a r e a ,  and s p e c i a l  d e l e g a t e  from 
Head Of f i ce  wi th  po l i cy  d e c i s i o n  power as t o  
r ec ru i tmen t  of  employees, impor tan t  claims,  
changes i n  t h e  commercial network. e t c .  

The Company C I C  ( p r e v i o u s l y  COC) ,  i n i t i a l l y  
ded ica t ed  t o  t h e  Financing a r e a ,  o p e r a t i n g  
q u i t e  autonomously from MAPFRE and l i s t e d  i n  
t h e  Stock Exchange, expands i n  an  important  
manner i n  i t s  i n d u s t r i a l  and r e a l  e s t a t e  
promotion a r e a s .  

I n  1971 a movement starts f o r  drawing n e a r e r  
our  s i s t e r  c o u n t r i e s  i n  America through EDITO- 
RIAL MAPFRE which o f f e r s  s e r v i c e  i n  insurance  
books, and prepares  a t  t h e  same t ime  t h e  way 
f o r  o f f e r i n g  r e in su rance  ope ra t ions .  Also i n  
1971, r e in su rance  accep tance  starts i n  MAPFRE 
INDUSTRIAL and "MAPFRE SERVICIOS DE REASEGURO" 
i s  e s t a b l i s h e d  i n  1976 a s  a s e r v i c e  management 
company. A c t i v i t y  i n  p ro f  e s s i o n l  r e in su rance  
f o r  L a t i n  America was s t a r t e d  and i n  1976, 
MAPFRE INDUSTRIAL s t a r t s  Bonding ope ra t ions ,  
l a t e r  e s t a b l i s h i n g  t h e  "MAPFRE SERVICIOS DE 
CAUCION" s e r v i c e  management company . 
I n  1975 CREDITO Y PREVISION is s o l d  and with  
t h e  c o l l e c t e d  amount t h e  FUNDACION MAPFRE i s  
j o i n t l y  c r e a t e d  by MAPFRE MUTUALIDAD DE SEGU- 
ROS and MAPFRE MUTUA PATRONAL, being i t s  
e x c l u s i v e  o b j e c t i v e  t o  promote t h e  p reven t ion  
and t h e  s a f e t y .  

1 9 7 7  A s e r i o u s  crisis a r i s e s  i n  C I C ,  consequence of 
t h e  gene ra l  n a t i o n a l  c r i s i s ,  s p e c i a l l y  i n  t h e  
i n d u s t r i a l  and r e a l  e s t a t e  a r e a s .  MAPFRE, a 

Premiums 5.275 m 
Mark-shara 3.5 % 
Asse t s  6.821 m 
~ s s e t s / p r e m  129% 

minor i ty  shareholder ,  r e s t r u c t u r e s  t h e  company 
e l i m i n a t i n g  a l 1  a c t i v i t i e s  which are not  
s t r i c t l y  consumer loans .  When a ba lance  is r e -  
e s t a b l i s h e d  i n  1981, t h e  name is changed t o  
"CORPORACION MAPFRE" (CORMAP), w i t h  some i n s  t- 
i t u t i o n a l  i n v e s t o r s  (PRUDENTIAL RE, S.A.F.R. 
and CAJA DE AHORROS DE MADRID) a s  minor i ty  
sha reho lde r s ;  CORMAP i s  s e t  up as a ho ld ing  of 
t h e  f i nanc ing  companies MAPFRE FINANZAS and of 
the MAPFRE c h a r t e r e d  insurance  companies. N w  



MAPFRE has ava i lab le  a  company l i s t e d  i n  t h e  
Stock Exchange, an aspect which i s  bas ic  t o  
i t s  pol icy  o£ strong cap i t a l i z a t i on ,  a  must 
towards an e f f ec t i ve  i n t e rna t i ona l  expansion. 

In  1979 a g rea t  success is  achieved i n  t h e  
provincial  of f i c e s  with the  i n s t a l l a t i o n  of 
ICL o f f - l ine  mini-computers. 1981 saw the  
s t a r t  of t h e  "cap i l l a ry  network" plan fo r  t h e  
increase  of t e r r i t o r i a l  insurance o f f i c e s  on 
ground f l oo r  premises s t a f  fed with expert  
profess ional  employees and delegates.  The 
budget for  t h i s  plan was 5,000 mil l ion pesetas 
f o r  a  period of f i ve  years.  

I n  197 7, PREVENCION INDUSTRIAL MAPFRE ( PRIMAP ) 
i s  created,  which i n i t i a t e s  i n  a  formal manner 
t h e  work t h a t  MAPFRE INDUSTRIAL was undertak- 
ing i n  the  area  of prevention. In 1979 t h e  
f i r s t  Training and F i r e  Test ing Laboratory i s  
es tabl ished a t  t h e  MAPFRE MUTUALIDAD premises 
i n  Ma jadahonda. SERMAP (SERVICIOS MARIT IMOS 
MAPFRE) was a l so  es tabl ished i n  1977 t o  o f f e r  
Marine Surveyor se rv ices  and t o  achieve 
technical  spec ia l i za t ion  i n  t h e  realm of 
marine t ranspor ta t ion .  

In 1981, t h e  f i r s t  i s sue  of t h e  magazine 
"MAPFRE SEGURIDAD" is published for  spreading 
information on the  a c t i v i t i e s  of t h e  FUNDACION 
MAPFRE towards t h e  promotion and defense of 
sa fe ty .  

In  1982, MAPFRE REASEGURO and MAPFRE CAUCION 
a r e  es tabl ished a s  autonomous spec ia l i zed  
insurance companies, property of CORMAP's. 

I t  i s  decided t h a t  CORMAP, which brought 
together  t h e  share c a p i t a l  of t h e  MAPFRE stock 
companies but which lacked i t s  own d i r e c t  

1 9 8 3  Coinciding with t h e  5 0th anniversary of MAPFRE 
MUTUALIDAD DE SEGUROS which was celebrated 
with the  slogan "MAPFRE TOWARDS THE FUTURE", a  

1 Premiums 2 3.453m 
Mark.share 4.8 % 
Assets 37.522m 

plan s t a r t s  t o  take  shape under the  name of 
"MAPFRE SYSTEM/85". mis plan contains imp- 
o r t an t  operat ional  modifications fo r  up t o  the  
year 2000, including my own ret i rement  from 

I ~ s s e t s / ~ r e m  160% the  executive area i n  1986. 
1 



a c t i v i t y ,  merge w i t h  MAPFRE REASEGURO, t h u s  
i n c o r p o r a t i n g  a l 1  i t s  a s s e t s  a s  " s e c u r i t y "  t o  
back assumed r e in su rance  from i n t e r n a t i o n a l  
c l i e n t s .  

A p l a n  i s  drawn up t o  c r e a t e  "Autonomous 
Uni t s"  ex tending  t h e  autonomy o f  t h e  main 
in su rance  a r eas :  Automobiles opera ted  from t h e  
MUTUALIDAD, owner o f  CORMAP and "mother" o f  
t h e  System; Reinsurance coord ina ted  w i t h  
General  Insurance w i t h i n  CORMAP, wi th  s i x  
T e r r i t o r i a l  Companies as c o n t i n u a t i o n  of MAP- 
FRE INDUSTRIAL: L i f e  i n  MAPFRE VIDA, which we - 
hope t o  make t h e  head of a  f i n a n c i a 1  complex 
and Financinq which con t inues  t h e  f o r m r  C I C  
through t h e  MAPFRE FINANZAS' network made up 
of f i v e  companies: one n a t i o n a l  and f o u r  
t e r r i t o r i a l  ones,  i n  e v e r  i n c r e a s i n g  cooper- 
a t i o n  wi th  MAPFRE CAUCION. 

The "System" l a c k s  c e n t r a l  bodies  common t o  
a l 1  autonomous u n i t s  except  f o r  Superv is ion  
f  rom t h r e e  Commissions: "Control" ,  "Personnel"  
and "Tax and Finance".  These a r e  made up by 
S e n i o r  Board M e m b e r s  who, i nc lud ing  myself,  
w i l l  t u r n  65 i n  t h i s  year .  From 1987, t h i s  
Superv is ion  Uni t  w i l l  on ly  have a  s t a f f  of  
twelve,  among them f  i v e  i n t e r n a 1  a u d i t o r s ,  
w i t h  an  approximate t o t a l  cost of one p e r  
thousand o£ t h e  premiums from each company i n  
t h e  System. 

The concept  " s t r u c t u r a l  o f f i c e "  i s  s t a r t e d ,  
supe rv i sed  by t h e  Subcen t r a l s  of t h e  System 
and dependent on t h e  Autonomous Uni t s .  These 
a r e  t h e  ones wi th  an on- l ine  mini-computer t o  
t h e  c e n t r a l  d a t a  base ,  o p e r a t i n g  wi th  f u l l  
autonomy and g e n e r a l l y  a l s o  wi th  a  "Center f o r  
Vehic le  Es t imate  and Diagnosis".  Th i s  l a s t  
f e a t u r e  a l lows i n  Automobile Insurance immed- 
i a t e  payment of  c la ims bo th  t o  p o l i c y h o l d e r s  
and t h i r d  p a r t i e s .  The concept  " c a p i l l a r y  
o f f i c e "  a l s o  s t a r t s  t o  t a k e  shape w i t h  some 
800 o f f i c e s  a l r e a d y  i n  ope ra t ion .  Some have  
employees. wh i l e  g e n e r a l l y  most have agen t s .  
"Cap i l l a ry  o f f i c e s "  depend on a  " s t r u c t u r a l  
o f  f i c e '  and o f  f e r  t h e  p u b l i c  p ro f  e s s i o n a l  
s e r v i c e s  regard ing  in su rance  of a l 1  k inds ,  
f i n a n c i n g  and f i n a n c i a 1  produc ts .  



The p roces s  of  "independent premises" of t h e  
Regional O f f i c e s  i s  s t a r t e d  f o r  Automobile 
L i f e ,  Financing and General  Insurance ,  which 
r e l a t e  d i r e c t l y  t o  t h e i r  r e s p e c t i v e  Autonomous 
Un i t s  b u t  coord ina ted  through t h e  Subcent ra l  
Manager . 

1985 s e e s  t h e  start i n  Mexico C i t y  of a net-  
work of i n t e r n a t i o n a l  of f i c e s .  I n  1986 a d d i t -  
i o n a l  ones  w i l l  be  inaugura ted  wi th  d i f f e r e n t  
c h a r a c t e r i s t i c s  i n  Buenos A i r e s  ( coo rd ina t ed  
w i t h  t h e  Aconcagua Company), Rio de J a n e i r o  
and Manila. 

FIJNDACION MAPFRE c r e a t e s  i n  1983 t h e  MAPFRE 
TECHNOLOGICAL SAFETY INSTITUTE (ITSBAP) wi th  
s i x  d i f f e r e n t  c e n t e r s  s p e c i a l i z e d  i n  " T r a f f i c  
S a f e t y " ,  " F i r e  Research", " I n d u s t r i a l  and 
Environmental Hygiene", " I n d u s t r i a l  Sa fe ty" ,  
"Labor Accident Prevent ion" ,  and "Safe ty  
Tra in ing" .  MAPFRE V I D A  s tar ts  a h e a l t h  
d i agnos i s  s e r v i c e .  The magazine "Gerencia de 
Riesgos" s t a r t s  being publ i shed .  1984 s e e s  t h e  
beginning of t h e  o r g a n i z a t i o n  by FUNDACION 
MAPFRE o f  important  Seminars i n  Latin-American 
c o u n t r i e s  (Sao Paulo, Buenos A i r e s ,  San t i ago  
de Ch i l e ,  Caracas,  Valencia  (Venezuela) and 
Bogota) and t h e  g r a n t i n g  of s c h o l a r s h i p s  t o  
e x p e r t s  of t h o s e  c o u n t r i e s  t o  s tudy  i n  Spain.  

1984 s t a r t s  t h e  c r e a t i o n  of an  i n t e g r a l  d a t a  
b a s e  network wi th  i n t e r - a c t i v e  t e l e p r o c e s s i n g  
and mini-computer t e r m i n a l s  coord ina ted  wi th  a 
f u l l  network of i n t e r n a 1  l i n k s ,  which w i l l  
a l lm i n t e g r a t e d  computer iza t ion  of o p e r a t i o n s  
wi th  an approximate c o s t  of  2 t o  2.5% of t h e  
premiums. This  network i s  a l r eady  i n t o  65% o f  
t h e  o p e r a t i o n s  and w i l l  be  completed i n  1986. 
An Accounting and Budgetary System i s  be ing  
drawn up on a d a t a  base ,  common t o  a l 1  Auto- 
nomous Uni t s  and t h e i r  s u b s i d i a r i e s .  I ts  s t a r t  
of  o p e r a t i o n s  should co inc ide  wi th  t h a t  o£ t h e  
T e r r i t o r i a l  Companies f o r  General  Insurance.  
Such computer izat ion w i l l  b e  deemed indispens-  
a b l e  f o r  t h e  success  o£ t h e  MAPFRE SYSTEM/85. 

I n  1985 t h e  Committee f o r  t h e  Defense o£ t h e  
Insured  i s  c r e a t e d ,  cha i r ed  by an  "Ombudsmn" 
("Defensor  d e l  Asegurado") which w i l l  p lay  a n  
important  r o l e  i n  MAPFRE's i n s t i t u t i o n a l  
f u t u r e .  



For ty  y e a r s  of  i n t e n s e  p r o f e s s i o n a l  a c t i v i t y ,  t o g e t h e r  w i t h  a  
cont inued a n a l y s i s  o f  what i s  qoing on i n  t h e  bus iness  world and 
t h e  development of  insurance  i n  many c o u n t r i e s  i n  a d d i t i o n  t o  t h e  
p r i n c i p l e s  of  c o l l e c t i v e  and i n s t i t u t i o n a l  a c t i o n ,  product  of a  
fami ly  t r a d i t i o n ,  have made m e  a c t  i n  my p o s i t i o n  as ch ie f  
execut ive  of MAPFRE accord ing  t o  c r i t e r i a  which have had a  d i r e c t  
e  f f e c t  i n  MAPFRE's e v o l u t i o n  and which i n  a  c e r t a i n  manner have 
been t h e  main reason  f o r  t h e  p r e s e n t  s i t u a t i o n .  1 want t o  p r e s e n t  
t h i s  a lmost  l i k e  a  p r o f e s s i o n a l  d e c l a r a t i o n ,  bo th  u s e f u l  f o r  
ana lyz ing  t h e  bus ines s ,  h u m n  and s o c i a l  a s p e c t s  of t o d a y ' s  
MAPFRE SYSTEM. 

1 have chosen t o  p r e s e n t  each p r i n c i p l e  w i th  i t s  antonym, i n  a  
k ind  of In-Out r e l a t i o n s h i p ,  popular  bo th  i n  a  c e r t a i n  Spanish 
news paper  and i n  t h e  whole world. 

O U T  -- 

l .  PRAGMATISM DOGMATISM 

I t  i s  ind i spensab le  t o  be  a b l e  t o  adap t  t o  any 
change i n  s i t u a t i o n ,  e i t h e r  p o l i c y  o r  s t r a t e g y ,  
even c o n t r a r y  t o  p rev ious  d e c i s i o n s  or 
p r i n c i p l e s .  a ccep t ing  a l 1  t ypes  of r e a l i t y ,  
s p e c i a l l y  s o  a s  t o  be  a b l e  t o  f a c e  a p e r i o d  of 
change . Organ iza t iona l  c h a r t s  and p lanning  
bod ie s  hamper pragmatic a c t i o n .  

RIGIDITY 

The worth of a  company is t h e  worth of i t s  men, 
t h e i r  suppor t  and i n t e g r a t i o n  i n t o  it. Thus, 
even wi thou t  e t h i c a l  and s p i r i t u a l  reasons ,  
main ta in ing  a  h u m n  r e l a t i o n s h i p  i s  ind ispens-  
a b l e ,  even p a t e r n a l i s m  i s  commendable t h a t  
p rov ide  s e c u r i t y ,  r e s p e c t ,  d i g n i t y  and freedom 
of t h o s e  c o l l a b o r a t i n g  wi th  t h e  company. A s  f a r  



a s  possible,  the  company should f o s t e r  a  family 
s p i r i t ,  a  r e l a t i onsh ip  between men who under- 
s tand and forgive each other ,  and who maintain 
among them a s p i r i t  of char i ty .  Whithout t h i s ,  
it would be d i f f i c u l t  t o  be successful  i n  a  
cl imate of competition, s ince i t s  higher cos t  is 
more than adequately compensated with t h e  
advantages of in terna1 support and enthusiasm. 

3 .  SPECIALIZATION GENERALIZATION 

Management of an insurance company, i n  a l 1  i t s  
t echn ica l  and commercial aspects ,  becomes more 
e f f i c i e n t  with spec ia l i za t ion ,  allowing i t s  
senior  managers t o  concentrate t h e i r  e f f o r t s  i n  
only one area ,  extending t h i s  fea tu re  t o  i t s  
decentral ized t e r r i t o r i a l  bodies when the re  i s  
enough volume. This spec ia l i za t ion  i s  indispens- 
able  t o  reach a high leve1 of t echn i f ica t ion  i n  
each operat ive area.  

4. DECENTRALIZATION CENTRALIZATION 

Management, technical ,  and commercial decis ions  
regarding the  acceptance of r i s k s  a s  well  a s  t h e  
set t lement  of claims, should be made i n  a r ea s  
near t h e  customer and providing the  se rv ice  the  
customer requires .  Decision autonomy s t imula tes  
c r e a t i v i t y  i n  a  g r ea t e r  number of persons and 
contr ibutes  t o  manager t r a in ing .  

5. COMPETITION PROTECTIONISM 

Growth o£ an insurance company i s  only 
s a t i s f a c t o r y  and on t h e  long run balanced when 
it a r i s e s  from a f u l l y  competitive market. This 
implies t h a t  each e n t i t y  may apply i t s  own r a t e s  
and it answers with i t s  r e s u l t s  for  the  mistakes 
it makes, which a re  judged by the  audi tors ,  and 
which cannot be concealed with c r ea t i ve  account- 
ing formulas nor with accounting cosmetics. 



6. INDEPENDENCE SUBORDINATION 

The in su rance  s e r v i c e s  should no t  be  dominated 
by i n t e r e s t s  o u t s i d e  insurance ,  n e i t h e r  p r i v a t e  
nor  p u b l i c .  It i s  convenient  f o r  t h e  ba lance  o f  
market and the s e r v i c e s  t o  t h e  i n su red ,  t h a t  t h e  
i n su rance  company dec ide  i t s  own p o l i c y  and 
s t r a t e g y  w i t h  o b j e c t i v e s  cen te red  i n  i t s  own 
a c t i v i t y .  

7 .  FLEXIBILITY PLANNING 

An insurance  company, s o  a s  t o  f ace  t h e  con t in -  
uous changes of a dynamic and f l u c t u a t i n g  
s o c i e t y ,  needs s t r u c t u r e s  which allow maximum 
o p e r a t i o n a l  f l e x i b i l i t y ,  w i thou t  r e s t r a i n t s  t o  
p reven t  qu ick  mod i f i ca t ions  i n  unexpected 
s i t u a t i o n s .  A w e l l  organized company b e n e f i t s  
from every gene ra l  change, even i f  harmful t o  
t h e  market,  f o r  it ends up i n  b e t t e r  r e l a t i v e  
s i t u a t i o n  t h a n  i t s  compet i to rs .  

8. SOCIAL RESPONSIBILITY BUSINESS EGOTISM 

The i n s t i t u t i o n a l  company, which h a s  a h i g h  
pe rcen tage  of t h e  g r o s s  n a t i o n a l  p roduc t  and 
goes beyond s p e c u l a t i v e  s h o r t  term o p e r a t i o n s ,  
should f e e l  r e s p o n s i b l e  f o r  t h e  e f f e c t  of i t s  
n a t i o n a l  i n f l u e n c e ,  wi th  committments i n  excess  
o£ c o n t r a c t u a l  performance, and it i s  e t h i c a l l y  
under o b l i g a t i o n  no t  on ly  t o  a long term i n v e s t -  
ment p o l i c y  t o  ba lance  t h e  n a t i o n a l  socio-econom- 
i c  s t r u c t u r e ,  bu t  a l s o  t o  become, p r o p o r t i o n a l l y  
t o  i t s  means, a  s o c i a l  bene fac to r ,  i n  one way or 
ano the r ,  and t o  promote i n i t i a t i v e s  of g e n e r a l  
i n t e r e s t .  This  i s  most important  f o r  t h e  
i n s u r e r ,  who accumulates o t h e r  people  'S funds  
and a d m i n i s t r a t e s  investments  n o t  s t r i c t l y  
o p e r a t i v e ,  p r o p o r t i o n a l l y  s u p e r i o r  t o  t h a t  of  a n  
o t h e r  a c t i v i t y ,  i nc lud ing  f i n a n c i a 1  a c t i v i t y .  

9 .  LAWFULNESS LAWBREAKING 

Respect  f o r  t h e  i n - fo rce  l e g i s l a t i o n  and s t r i c t  
compliance, even excess ive  compliance, wi th  t h e  
l e g a l  and f i s c a l  r e g u l a t i o n s  p l u s  i n t e g r a t i o n  i n  
t h e  s o c i o - p o l i t i c a l  l i f e  a r e  b a s i c  needs of t h e  
i n s t i t u t i o n a l i z e d  company, wi thout  which it 



cannot  develop a  c l i m a t e  of r e c i p r o c a l  t r u s t  
between employees and customers. Th i s  should go 
t o g e t h e r ,  except  i n  t h e  very s p e c i a l  c a s e s  o f  
" con fes s iona l "  companies, w i t h  independence from 
p o l i t i c a l  f o r c e s  and government a c t i o n .  

1 0. TRANSPARENCY OPAQUENESS 

The h i g h e s t  degree  of ample and f r e q u e n t  
t r anspa rency  i n  a d m i n i s t r a t i o n  and o p e r a t i o n s ,  
very d e t a i l e d ,  is an  ins t rument  of  "coercion 
f o r  good p r a c t i c e " ,  which i n s p i r e s  t r u s t  among 
employees, c o l l a b o r a t o r s  and customers, and 
f a c i l i t a t e s  s e l f - c o r r e c t i o n  of r e s u l t s .  

11. INTERNATIONALISM TERRITORIAL RESTRICTIONS 

Insurance  demands s p l i t t i n g  and spread ing  
r i s k s  . Some in su rance  companies ach ieve  t h i s  
w i t h  r e in su rance  o r  r e c i p r o c a l  agreements. But 
t h o s e  a s p i r i n g  t o  a s i t u a t i o n  of i n s t i t u t i o n a l  
i n f l u e n c e  i n  t h e  market need t o  develop 
formulas f o r  i n t e r n a t i o n a l  a c t i o n  wi thout  which 
t h e y  would n o t  become p r o f e s s i o n a l l y  of age, 
even though it o f f e r s  r i s k s  on which it i s  
neces sa ry  t o  t h i n k  and a c t  wi th  care. Any 
n a t i o n a l  market should have  a t  l e a s t  t w o  
i n su rance  companies w i  th  i n t e r n a t i o n a l  
voca t ion .  

12. NACIONALISM EXTERIOR DEPENDENCE 

Except f o r  very s p e c i a l  c i rcumstances ,  which 
a r e  n o t  t h e  c a s e  i n  Spain,  insurance  should b e  
eminently a  n a t i o n a l  a c t i v i t y ,  wi th  d e c i s i o n s  
a r i s i n g  i n  t h e  same country ,  adapted t o  i t s  
needs and p e c u l i a r i t i e s .  A market wi th  i t s  m o s t  
i n f l u e n t i a l  i n s u r e r s  being n a t i o n a l s ,  r e i n f o r c -  
es t h e  sove re ign ty  of t h e  count ry .  

13. AMBITION CONFORMISM 

Ambition i s  t o  e x p l o i t  t o  t h e  maximum degree  
t h e  p o s s i t i l i t i e s  f o r  a c t i o n ,  cons ide r ing  each 
succes s  a s  a  s t a r t i n g  p o i n t  r a t h e r  t han  a  goa l ,  
us ing  each s t e p  forward t o  e n t e r  i n t o  new 
a r e a s .  To b e l i e v e  t h a t  t h e  bus iness  u n i t s  



should  s e a r c h  for growth and l o g i c a l  expans ion  
i n  t h e  realm of a c t i v i t y  is  a management frame 
of  mind w i th  very  p o s i t i v e  consequences,  which 
c o n s i d e r s  each change i n  s i t u a t i o n  a s  a f i e l d  
f o r  new o p p o r t u n i t i e s ,  o r i g i n a t i n g  c r e a t i v e  
growth. 

14. FULL PROTECTION STRICT COMPENSATION 

Insurance  se l l s  s a f e t y  t o  i t s  customers and 
t h i s  shou ld  be i n t e r p r e t e d  i n  t h e  broad sense :  
economic compensation f o r  r e p a i r  of damages i n  
c a s e  of a c c i d e n t ,  p o s i t i v e  a c t i o n  t o  avo id  
a c c i d e n t s ,  r e d u c t i o n  o f  i t s  consequences.  
I n su rance  shou ld  a s p i r e  t o  o f f e r  i n t e g r a l  
s a f e t y  i n  t h e  c o n v i c t i o n  t h a t  i n s u r a n c e  is i n  
better s i t u a t i o n  as t o  techn iques ,  c o s t s ,  and 
s t r u c t u r e  t o  ach i eve  t h i s  o b j e c t i v e ,  a s  long  a s  
it c o n t r i b u t e s  t o  i t s  goa l  of maximum t e c h n i f -  
i c a t i o n .  

15. MINIMUM COSTS INDIFERENCE TO COSTS 

The permanent s u c c e s s  o f  a company i s  
p r o p o r t i o n a l  t o  i t s  r e l a t i v e  p o s i t i o n  i n  t h e  
market as  t o  management c o s t s ,  i n c l u d i n g  
p r o f i t .  I n  a t r a n s p a r e n t  market,  c o s t  i s  t h e  
main v e h i c l e  towards  a balanced growth. 
I n su rance  needs t o  reduce i t s  r e a l  management 
c o s t s  and t o  i n c r e a s e  t h e  s h a r e  o f  income it 
d e d i c a t e s  t o  s e r v i c e s ,  w i t h  t h e  aim t h a t  the 
r e l a t i o n s h i p  "management c o s t / c l a i m s  cos t " ,  i n  
some c a s e s  50/50, may dec rea se  t o  20/80, as it 
happens t o  t h e  b e n e f i t  of t h e  p u b l i c  i n  some 
mature and w e l l  s t r u c t u r e d  markets .  

16 .  RADICAL COMPUTERIZATION COMPUTERIZATION FEAR - 

A company, s o  a s  t o  gua ran t ee  i t s  f u t u r e ,  must 
a s p i r e  t o  t h e  h i g h e s t  degree  of compu te r i za t i on  
even i f  exces s ive ,  w i thou t  t h e  de l ay  o£ f e a s i b -  
i l i t y  s t u d i e s ,  a l t hough  n a t u r a l l y  w i th  succes  s 
i n  the s e l e c t i o n  o f  equipment, systems,  and 
programs. Success i n  t h i s  a r e a  i s  t h e  m i n  
i n s t rumen t  t o  reduce costs and promote sales 
and t h e r e  i s  h a r d l y  any r i s k  of f a i l u r e  
invo lved .  



17 .  SELECTION INDISCRIMINATION 

Insu rance  i m p l i e s  s e l e c t i o n  of r i s k s  and class- 
i f i c a t i o n  o f  r a t e s .  The a r t  o f  i n s u r i n g  i s  t h e  
a r t  o£ s e l e c t i o n .  Upon equa l  c o s t s ,  t h e  succes s  
and the f u t u r e  of a n  i n s u r a n c e  company depends 
on i t s  s u c c e s s  o f  s e l e c t i o n .  S e l e c t i o n  is 
ethical a s  it c o n t r i b u t e s  f o r  t h e  i n s u r e d  p a r t y  
t o  be aware o f  t h e  dangers  o f  i t s  a c t i o n s :  t o  
t h e i r  own i n t e r e s t s ,  t o  t h e  i n t e r e s t s  o£ 
o t h e r s ,  and t o  o t h e r  human l i v e s .  

18. SPECIALIZATION I N  INVESTMENTS-INVESTMENTS AS ACCESSORY ACTION 

I n s u r a n c e  needs t o  pay a very  s p e c i a l  a t t e n t i o n  
t o  i t s  inves tments ,  on whose h i g h  y i e l d s  w i l l  
mainly  depend t h e  s u c c e s s  o f  i n su rance  companies 
i n  a t i m e  o f  s t r o n g  compet i t ion .  Besides ,  i n s u r -  
ance  a s  a  whole may r e p r e s e n t  t h e  most impor tan t  
f i n a n c i n g  a r e a  o f  a  coun t ry ,  independent  o f  
s p e c i f i c  i n d u s t r i a l  or banking i n t e r e s t s ,  and it 
may c a r r y  o u t  an  important  f u n c t i o n  o£ n a t i o n a l  
b a l a n c e  i n  t h i s  a s p e c t .  Th is  h a s  no th ing  t o  do 
w i t h  t h e  e r roneous  "cash-flow unde rwr i t i ng"  
p o l i c y  o£ some markets  t h a t  h a s  s o  much damaged 
i n s u r a n c e  r e s u l t s .  

19. INSTITUTIONALISM SPECULATION 

The funds of t h e  i n s u r e d  p a r t i e s  shou ld  be s a f e  
from s p e c u l a t i v e  b u s i n e s s  o p e r a t i o n s  which would 
i n e v i t a b l y  reduce compe t i t i venes s  and e f  f e c t i v i -  
t y  and can  be t h e  cause  of unexpected l o s s e s .  
The r o l e  of i n s u r a n c e  i n  t h e  s o c i a l  p r o t e c t i o n  
of c i t i z e n s  demands t h a t  t h e  b e n e f i t s  ob t a ined  
from t h e  a s s e t s  o£ t h e  i n s u r e d  p a r t i e s  be 
op t imized  t o  t h e i r  b e n e f i t .  

20 .  INVESTMENT I N  REAL ESTATE INVESTMENT I N  STOCK AND BONDS 

With the l i m i t a t i o n s  set  by t h e  need f o r  l i q u i d -  
i t y ,  i n s u r a n c e  shou ld  have  most of i t s  investm- 
e n t  i n  r e a l  e s t a t e ,  w i th  a r e s e r v e  for abnormal 
f i s c a l  s i t u a t i o n s ,  a s  t h e  i d e a l  means t o  p r o t e c t  
from monetary d e t e r i o r a t i o n ,  t o  p r o t e c t  i t s  
a s s e t s  and t h e  a s s e t s  of t h e  i n su red ,  a s  world 
i n s u r a n c e  expe r i ence  h a s  demonstra ted  i n  t h e  
l a s t  f i f t y  y e a r s .  



21. CAPITALIZATION MINIMUN FUNDS 

An i n s t i t u t i o n  which o f f e r s  secur i ty  and aims 
fo r  low management cos ts ,  needs a  l a rge  amount 
of i t s  own funds t o  el iminate t h e  r i s k  of 
insolvency o r  problems i n  payments. The aim 
should be f o r  a  proportion, a t  l e a s t  f o r  
i n s t i t u t i o n a l  companies, of not l e s s  than 50%. 
This demands a  high degree of reinvestment and 
makes it obl igatory  t o  have wisdom i n  s a l a r i e s  
and a u s t e r i t y  i n  expenditures and compensations 
t o  managers, and growth proport ional  t o  
capacity.  

1 would have l iked t o  c l a s s i f y  the  above p r inc ip l e s  according t o  
t h e i r  degree of i n f  luence i n  MAPFRE's growth, o r  t o  c l a s s i f y  them 
according t o  log ica l  c r i t e r i a :  the  general character  common t o  
a l 1  companies, the  ones proper t o  insurance and those s p e c i f i c  t o  
t h e  a l t e r n a t i v e  s t ra tegy  of an insurance company. 1 haven' t  f e l t  
up t o  it. They a r e  a l 1  important, a l 1  a r e  cross coordinated and 
whoever i s  i n t e r e s t ed  i n  analyzing them may evaluate them 
according t o  h i s  own c r i t e r i a .  However, 1 should l i k e  t o  comment 
on some of t h e i r  aspects:  

* MAPFRE has been and is  highly pragmatic, specia l ized,  technif-  
ied ,  decentral ized and human, and with it is  has achieved a  
business cu l tu r e  which f a c i l i t a t e s  autonomous and individual  
a c t i v i t y ,  and promotes a  warm fee l ing  for the  company, 

* A consequence of MAPFRE's spec ia l i za t ion  i s  t h a t  it allows t h e  
u l t ra - techn i f ica t ion ,  so  t h a t  each operat ive area  reaches a  
deep knowledge of the  business and of the  claims and losses  
handling techniques. Medical check-ups have been h igh ly  
sophis t ica ted  i n  Life  Insurance and even some hea l th  prevent- 
ion techniques have been promoted, p a r t i c u l a r l y  i n f a r c t  ones. 
I n  t h e  Automobile branch, the  improvement of some motor car  
s a f e ty  techniques has been promoted a s  well a s  reduction of 
r e p a i r  cos ts ,  and, obviously, i n  F i re  and o ther  re la ted  areas,  
some subs t an t i a l  progress have been achieved. Only spec ia l i z -  
a t i o n  allows techn i f ica t ion  and MAPFRE has based i t s  a c t i v i t y ,  
and w i l l  base it even more i n  the  fu ture ,  on t h i s  concern. 



* A s  s p e c i f i c  example o f  t h e  a p p l i c a t i o n  of t h e  principie o f  
t r anspa rency ,  MAPFRE h a s  had a v a i l a b l e  f o r  many y e a r s  an 
e x c e l l e n t  system of d i s t r i b u t e d  in format ion .  This  a c t i o n  i s  
n o t  an improvisa t ion .  I n  my p a r t i c i p a t i o n  i n  a CAPA Seminar i n  
Perpignan i n  October 1979, 1 handed ou t  one of our  compared 
r e p o r t s  on premiums c o l l e c t e d  by t e r r i t o r i a l  o f f i c e s  dur ing  
t h e  prev ious  month. Such d a t a  is u s u a l l y  cons idered  i n t e r n a 1  
and s e c r e t ,  a l though f o r  us  it is only  one of t h e  20 o r  30 w e  
have been d i s t r i b u t i n g  r e g u l a r l y  and which any of our emplyees 
may examine. 1 am going t o  i nc lude  i n  t h i s  p r e s e n t a t i o n  our  
r e p o r t  on t o t a l  c o l l e c t e d  premiutns a s  t o  28th February.  W e  
a l s o  have t h e s e  f o r  L i f e ,  Automobiles, General Insurance  and 
Bonding . 

* Thi s  compared in format ion  i s  going t o  i n c r e a s e  d rama t i ca l ly  
and it would n o t  be p o s s i b l e  t o  p repa re  it without  a s p e c i a l  
d a t a  b a s e  on which a s t a f f  of programmers is a l r eady  working, 
nor  wi thout  t h e  a c q u i s i t i o n  of t h e  l a t e s t  l a s e r  p r i n t e r  o f  
about  20,000 l i n e s  p e r  minute which composes each model 
s imul taneous ly  wi th  incoming da t a .  This  informat ion,  immed- 
i a t e ,  m u l t i p l e  and r e g u l a r ,  w i l l  a l l ow  us  t o  cont inue  t h e  
balanced and un in t e r rup ted  growth we have enjoyed f o r  2 5  
yea r s ,  and which sou ld  t a k e  us  t o  t h e  y e a r  2000 wi th  a market 
s h a r e  o f  15%. 

* A t  some p o i n t  1 have spoken o£ un l imi ted  ambit ion a s  necessary 
f o r  bus ines s  p rogress .  This  h a s  been a pe r sona l  a t t i t u d e  o f  
mine. 1 l i k e  t o  "reach beyond" and 1 f e e l  t h a t  each t a r g e t  
achieved is t h e  s t a r t i n g  p o i n t .  1 do no t  concea l  t h a t  i n  MAP- 
FRE t h i s  c r e a t e s  a s e r i o u s  s t r e s s  which on many occas ions  
overwhelms my c o l l a b o r a t o r s .  But s t i l l  based on t h e i r  e f f o r t s ,  
1 would a lmost  say on t h e i r  blood,  r e s u l t s  a r e  ob ta ined  which 
would prove impossible  i n  any o t h e r  manner. The f u t u r e  of o u r  
count ry  depends l a r g e l y  on t h e  number of businessmen wi th  t h i s  
t ype  o f  ambit ion,  n o t  economic b u t  r a t h e r  t h e  maximum 
e x p l o i t a t i o n  o f  t h e  t a l e n t s  g ran t ed  bo th  t o  companies and 
i n d i v i d u a l s .  Maybe t h i s  may come t o  be  cons idered ,  a t  l e a s t  1 
b e l i e v e  it, a s  a demonstra t ion of C h r i s t i a n  sense  i n  bus ines s  
management . 

* To make t h i s  ambi t ion  e f f e c t i v e ,  MAPFRE a c t s  w i t h  p r e c i s e  
t a r g e t s  i n  mind, w i th in  p r i n c i p l e s  and s t r a t e g y  whose main 
f a c t o r  is t o  be prepared  a t  any t i m e  t o  adap t  t o  new circums- 
t a n c e s  and o p p o r t u n i t i e s ,  s ea rch ing  f o r  the e x p l o i t a t i o n  of 
each p o s s i b i l i t y  t o  o b t a i n  a s u f f i c i e n t  dimension and a 
f avourab le  and independent p o s i t i o n  i n  t h e  Spanish in su rance  
market,  and g r a d u a l l y  i n  an i n t e r n a t i o n a l  market. I t  has  a l s o  
a c t e d  wi th  c o n t i n u i t y  and coherence,  wi thout  oppor tun i  s m  nor  
i n f luenced  by management f a sh ions  and wi th  " r ad i ca l i sm i n  t h e  
execut ion"  though sometimes it may seem a r r o g a n t ,  wi thout  t h e  
so-ca l led  "a f t e r -d inne r  c h a t  s t r a t e g i e s "  on ly  based on words 
and no t  i n  f a c t s .  



* Unbalanced growth by i t s e l f  on ly  i n t e r e s t s  t h e  conce i ted ,  and 
i n  a s h o r t  p e r i o d  of t ime p a r a l y z e s  t h e  companies. The p a s t  
t h i r t y  y e a r s  have been c h a r a c t e r i z e d  by s p e c t a c u l a r l y  s w i f t  
growths i n  Automobile insurance  i n  many companies, and t h e i r  
f a 1 1  h a s  always been p a i n f u l .  A t  MAPFRE, f o r  t h e  same p e r i o d ,  
we have maintained a low keyed bu t  c o n s t a n t  growth from which 
t h e  p r e s e n t  s i t u a t i o n  h a s  emerged. 

* Some of my c o l l a b o r a t o r s  f e e l  t h e  p r i n c i p l e s  of " i n t e r n a t i o n a l  
a c t i o n "  are c o n t r a d i c t o r y  wi th  a " n a t i o n a l  c h a r a c t e r " .  
Apparently t h a t  i s  so,  b u t  insurance  must be based on b r u t a l  
f r e e  compet i t iveness ,  and t h i s  demands f r e e  a c c e s s  t o  t h e  
markets. The ambit ious  i n s t i t u t i o n a l  i n s u r e r  needs i n t e r n a t -  
i o n a l  p r o j e c t i o n ,  even i f  a  "balanced count ry"  needs a l a r g e  
in su rance  market where t h e  l e a d e r s  do no t  depend on o u t s i d e  
d e c i s i o n s  even though t h e s e  be p o s i t i v e .  

* A t  MAPFRE we have s t r i v e d  t o  reach a p r i v i l e d g e d  p o s i t i o n  i n  
Spanish in su rance  a s  we l l  as i n t e r n a t i o n a l  expansion,  wi thout  
b e l i e v i n g  t h i s  t o  be  con t r ad i c to ry .  My words must reach no t  
on ly  you, my Spanish co l l eagues ,  bu t  o t h e r s  abroad,  s p e c i a l l y  
i n  L a t i n  American c o u n t r i e s  where we a r e  under taking r e i n s u r -  
ance and d i r e c t  insurance  a c t i o n s .  1 do n o t  b e l i e v e  t h i s  w i l l  
b e  a brake  t o  our  p o l i c y ,  a s  i n  a l 1  c o u n t r i e s  we w i l l  have 
e x a c t l y  t h e  same c o n s t r u c t i v e  s o c i a l  o b j e c t i v e  t h a t  we have i n  
Spain,  w i thou t  a s p i r i n g  t o  o p e r a t i o n a l  c e n t r a l i z a t i o n  nor t o  
t h e  c r e a t i o n  of c e n t e r s  of  power o u t s i d e  t h e  n a t i o n a l  ones .  

* 1 wish t o  s t r e s s  t h e  importance of s e l f - f i n a n c i n g ,  n a t u r a l l y  
e a s i e r  t o  o b t a i n  i n  a Mutual company than  i n  a s tock  company. 
Th i s  h a s  been our  c a s e  and t h a t  of  Mutua Madrileña. The 
e x i s t e n c e  of l e a d e r  companies i s  a p o s i t i v e  f a c t o r  f o r  t h e  
market,  it favours  n a t i o n a l  r o o t s  f o r  i n su rance  and b e s i d e s ,  
Mutual Companies a r e  no t  s u b j e c t  t o  o f f e r s  of  a c q u i s i t i o n  f o r  
h i g h e r  p r i c e s  from t h i r d  p a r t i e s  which l a t e r  c r e a t e  stress i n  
t h e  exces s ive  demand f o r  d iv idends  or r e s u l t s .  Mutual i n s u r -  
ance i s  h e a l t h y  f o r  a count ry  and can b e  considered a s  a 
n a t i o n a l  and s o c i a l  s a f egua rd  a g a i n s t  p o l i t i z a t i o n  o£ 
insurance  and t h o s e  who would use  it a s  a t o o l  f o r  f i n a n c i a 1  
s p e c u l a t i o n .  This  way 1 f e e l  s i n c e  1955, and i n  some i n i t i a l  
occas ion  1 opposed t h e  t r ans fo rma t ion  of MAPFRE i n t o  a s tock  
company. 

* Management c o s t s  a r e  of fundamental importance t o  t h e  develop- 
ment of  a company and t h e  insurance  market, a l though  i n  very 
few i n s t a n c e s  it is bestowed i t s  r e a l  importance. I n  1981, a t  
a n  I C E A  meeting i n  Sant iago  de Compostela l i k e  t h i s  one i n  Za- 
ragoza,  1 poin ted  o u t  my f e a r s  r ega rd ing  t h i s  a spec t  o£ 
Spanish in su rance  and p r a c t i c a l l y  none of my co l l eagues  
commented on my l e c t u r e .  Maybe they  f e l t  t h e s e  were " Ignac io ' s  



i d i o s y n c r a s i e s " .  But t h e  on ly  s t rong  i n s u r e r s  i n  t h e  f u t u r e  
w i l l  be  t h o s e  capable  of c a r r y i n g  ou t  a p o l i c y  o£ management 
c o s t s .  1 have t r i e d  t o  do t h i s  permanently i n  my company, 
a l though  1 do recognize ,  wi th  varying degrees  o£ s u c c e s s .  

* The management c o s t s  of  an  insurance  company depend on t h e  
e l i m i n a t i o n  of bureaucracy and t h i s  is achieved mainly through 
a  h i g h  degree  of d e c e n t r a l i z a t i o n ,  reducing a t  t h e  same t i m e  
t h e  s i z e  o£ c e n t r a l  s e r v i c e s .  A t  MAPFRE MUTUALIDAD we have  a  
r a t i o  o£ headqua r t e r  employees/ to ta l  employees o£ 14% and i n  
two yea r s  1 b e l i e v e  we w i l l  r each  l o % ,  a l though  t h i s  i s  s t i l l  
n o t  enough. Th i s  i s  a l s o  a  f u t u r e  aim of t h e  o t h e r  MAPFRE 
companies and one o£ t h e  reasons  of t h e  c r e a t i o n  of independ- 
e n t  T e r r i t o r i a l  Companies, t h a t  few unders tand,  and t h a t  w i l l  
undoubtedly be  one o£ t h e  most important  s t e p s  f o r  o u r  
p o s i t i v e  f u t u r e  evo lu t ion .  

* 1 have spoken o f  t h e  antagonism between " i n s u r a n c e / s t r i c t  
compensation" and " in su rance / se rv i ces" .  This  l a s t  one h a s  been 
implacably MAPFRE's l i n e .  1 have been asked s i n c e  when h a s  
t h i s  been going on and 1 t h i n k  it s t a r t e d  i n  1959 when 1 was 
in t roduced  by my f r i e n d  t h e  g r e a t  American insurance  p r o f e s s o r  
Ralph Blanchard t o  Ambrose Kelly,  Legal  D i r ec to r  o£ Fac tory  
Mutual and t o  t h e  phi losophy of a c t i o n  of t h e s e  companies. 
This example he lped  me reach t h e  conc lus ion  t h a t  i n su rance  
needed t o  prov ide  complementary s e r v i c e s  s o  as t o  t a k e  
advantage of t h e  o p p o r t u n i t i t e s  of  i t s  own s t r u c t u r e  and t h a t  
it i s  not  s a t i s f a c t o r y  f o r  i n s u r e r s  t o  t r a n s f e r  t h e s e  s e r v i c e s  
t o  t h i r d  p a r t i e s .  

To f i n i s h ,  1 could te11 you: 

MAPFRE has  achieved i t s  h igh  and permanent rhythm of balanced 
growth thanks  t o  the a c t i o n  which h a s  e l imina t ed  bureaucracy,  
main ta in ing  t h e  principies of e t h i c s  and of s o c i a l  r e s p o n s i b i l i -  
t y ,  always ready t o  adapt  t o  changes and t o  t a k e  advantage of t h e  
o p p o r t u n i t i t e s  a t  hand. But 1 d o  no t  h i d e  t h e  f a c t  t h a t  s eve ra1  
f a c t o r s  have c o n t r i b u t e d  t o  t h i s  end, and h e r e  1 uncover our  
t r i c k s ,  s i n c e  i n  s h o r t ,  1 w i l l  r e t i r e  soon (from t h e  execu t ive  
day t o  day t o i l  of c o u r s e )  and 1 wish t o  l eave  t h e  most d i f f i c u l t  
t a s k s  t o  my c o l l a b o r a t o r s .  



1. We do not employ MBA, although recent ly  we have become aware 
t h a t  one o£ our d i r ec to r s  was sec re t ly  an ICADE graduate, but 
our pragmatism and generosity has lead us not t o  take  it i n t o  
considerat ion.  

2.  We have never had a marketing department, which has allowed us 
t o  grow without d i £  f i c u l t i e s .  

3 .  We have never had a planning department, which has made us 
avoid many mistakes. 

4. We have had no more regular  committees t h a t  those i n s t i t u t i on -  
a l l y  indispensable: qua r t e r ly  Board Meetings and Executive 
Commission Meetings f o r  important investments, and t h i s  has 
made our managers learn  t o  make decisions and take  business 
r i sk s .  

5. And, maybe most important ye t ,  we have almost converted our 
companies i n  t r a v e l  agencies, competing agains t  each o ther ,  
f o r  thousands of our col labora tors .  In 1986, over one thousand 
persons w i l l  t r a v e l  abroad i n  incent ive  t r i p s  for  t h e i r  
achievements: over seven hundred t o  Russia, two hundred t o  
Cuba, two hundred t o  Yugoslavia ( t he  Eastern countr ies  a r e  
cheaper) and many o thers  through Spain, without including 
personal t r i p s  o£ which 1 am a good example. As an anecdote, 
two MAPFRE managers were surprised t o  run i n t o  each other  a t  
Anchorage a i r p o r t  on d i f f e r en t  f l i g h t s ,  s ince  we f e e l  i t ' s  i n  
bad t a s t e  t o  coordinate t r i p s  fo r  one and another and t o  have 
someone control  a l 1  t r i p s  made. Such t r i p s  have allowed us t o  
ge t  t o  know each other ,  t o  be f r iends  without d i f ference  of 
categories ,  and t o  obtain a business support and cu l tu re  which 
may be envied fo r  a l o t  of reasons. 

Thank you for  your presence here  today, and please forgive us i f  
our change s t r a t egy  i s  not completely orthodox, but it more o r  
l e s s  serves i t s  purpose. 

IHL/eb 
March 1986 
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A b a s i c  a s p e c t  of MAPFRE's s t r a t e g y  dur ing t h e  l a t e s t  twenty 

yea r s  was t h e  permanent t ransparency  of i n t e r n a 1  and e x t e r n a 1  

in format ion .  

I n  1979 t h e  p a r t i c i p a n t s  i n  an ICEA/CAPA meeting i n  Perpiqnan 

were provided wi th  f  u11 in format ion  about c o l l e c t e d  premiums and 

c la ims  a s  t o  t h e  prev ious  month ( a t  t h a t  t i m e ,  it was prepared 

manually)  . 

Now i n  Zaragoza, 1 a l s o  prov ide  the informat ion  about t o t a l  

c o l l e c t e d  premiums o£ a l 1  t h e  s t r u c t u r a l  o f f i c e s  a s  t o  February 

20th 1986. 

A t  p r e s e n t ,  t h e  in format ion  prepared by means of a micro-computer 

i s  much l a r g e r  and t h e  1979 r e p o r t  corresponds t o  7 homoqeneous 

1986 r e p o r t s .  

A t  t h e  p r e s e n t  t ime,  and aiming a t  s t a r t i n q  i n  1987, a p l an  i s  

be inq  prepared of over one hundred t e c h n i c a l  and in fo rma t ive  

budqetary  r e p o r t s  on a n  IDMS d a t a  base and wi th  an u l t r a - r a p i d  

l a s e r  p r i n t e r ,  wi th  similar c h a r a c t e r i s t i c s  t o  t h e  1986 r e p o r t  

enc losed  herewi th ,  and t h a t  w i l l  be t h e  a x i s  o£ MAPFRE's g r m t h  

s t r a t e g y  up t o  yea r  2000. 

The a n a l y s i s  of t h e s e  two r e p o r t s ,  w i t h  a  7 y e a r  d i f f e r e n c e ,  

a l lows t o  fo l low MAPFRE's evo lu t ion  w i t h  r eqard  t o  of f i c e s  and 

t e r r i t o r i a l  p e n e t r a t i o n .  








