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CTO Capstone: Northwestern Mutual Strategic Plan

PART 1: STRATEGIC PLAN

1. Executive Summary

Northwestern Mutual (NM) has been a pillar of the American financial services industry for over
165 years, earning the highest financial strength ratings from all four major rating agencies for
34 consecutive years. The company serves more than five million customers today through its
exclusive network of over 8,000 financial advisors, offering life insurance, disability insurance,
annuities, and wealth management services under its hallmark approach of integrated financial
planning.

Yet despite this extraordinary track record, Northwestern Mutual faces a strategic inflection
point. The financial services landscape is being reshaped by digital native competitors, evolving
customer expectations, and demographic shifts that demand a broader value proposition.
Today, NM primarily serves high net worth individuals through advisor led engagements. To
achieve its growth ambition of doubling its customer base to approximately 10 to 12 million
within five years, the company must expand its appeal to a wider range of customers, including
younger demographics aged 18 to 35 who expect digital first experiences and holistic financial
wellness support.

This strategic plan proposes a CTO led technology initiative centered on two interconnected
pillars: building a Digital Financial Wellness Platform that extends NM's value proposition across
the full customer financial journey (save, build, and grow wealth), and scaling an Enterprise
Partnership Platform that enables rapid integration of strategic partners to deliver capabilities
NM does not need to build in house. Together, these pillars create a customer experience that
drives stickiness independent of the advisor relationship, enables scalable growth without
proportionally expanding the field force, and positions NM's 165 years of historical customer
outcome data as an unmatched competitive differentiator.

The plan is structured as a five-year roadmap with an estimated total investment of $105 to
$155 million, designed to leverage significant technology investments NM has already made in
cloud migration, data platforms, and platform modernization.
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2. Company Overview: Northwestern Mutual

Northwestern Mutual was founded in 1857 in Milwaukee, Wisconsin, and has grown into one of
the largest and most respected financial services companies in the United States. As a mutual
company, NM does not have external shareholders. Instead, it operates for the benefit of its
policyowners, which fundamentally shapes its long-term orientation and decision making.

The company's core business spans life insurance (the largest direct provider of individual life
insurance in the U.S.), disability income insurance, long term care insurance, annuities, and
wealth management through its retail investment and brokerage services. NM is also a top five
independent broker dealer by revenue and among the fastest growing in the country.

Key Financial Metrics (2024 Annual Report)

Total Assets Under Management $570+ billion

Client Investment Assets Nearly $335 billion (up 19% in 2024)
Dividend Payout (2025 Expected) $8.2 billion (record, industry leading)
Life Insurance Protection in Force Nearly $2.4 trillion

Financial Advisors 22,000+

Customers Served 5.1+ million

Policyowner Retention Rate 97%

Highest from all four major agencies (34

Financial Strength Ratings consecutive years)

Annual Revenue Nearly $35 billion

The Exclusive Distribution Model

One of NM's most distinctive characteristics is its exclusive (captive) advisor distribution model.
Unlike competitors such as MassMutual or Guardian, which operate semi captive models
allowing advisors to sell products from other companies, NM's financial advisors sell exclusively
NM products. This model ensures deep product knowledge and brand alignment but also
means that the customer relationship is often tied more closely to the individual advisor than to
the NM platform itself. This dynamic creates both a competitive advantage (advisor quality and
loyalty) and a strategic vulnerability (customer attrition risk when advisors leave or retire).

Current Go-to-Market Strategy: Protect and Prosper

NM's current go-to-market approach integrates risk products (referred to internally as "Protect")
with wealth products ("Prosper") into a holistic financial planning solution. Every client
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relationship is grounded in a personalized financial plan, executed over time with the optimal
mix of insurance and investment products. The 2024 Policyowners Examining Committee called
this strategy a "key differentiator" in the marketplace.
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3. Mission and Objectives

Northwestern Mutual's mission is to free Americans from financial anxiety. This mission has
guided the company since its founding, and is reflected in every major strategic decision the
organization makes. The company's founding principle captures this even more precisely: "The
ambition of The Northwestern has been less to be large than to be safe; its aim is to rank first in
benefits to policyowners rather than in size."

The company's core values, as articulated in the 2024 Policyowners Examining Committee
Report, are mutuality, exclusive distribution, financial strength, and product value. When
potential conflicts arise, they are resolved by asking a simple question: "What is best for the
policyowners?"

Strategic Growth Objective

This strategic plan is built around a central business objective: doubling NM's customer base
from approximately 5 to 6 million to 10 to 12 million within five years. This growth will be
achieved through a multi-pronged approach that includes continuing to invest in growing the
field force, expanding product offerings to appeal to all age groups (not exclusively high net
worth individuals), and introducing digital self service capabilities that create direct customer
relationships with NM independent of the advisor.

This growth objective is ambitious but grounded. NM's brand strength, financial stability, and
existing distribution network provide a strong foundation. However, the current advisor led, high
net worth focused model alone will not achieve this target. That tension between the current
model's limitations and the growth ambition is what makes a CTO led technology initiative
essential.
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CTO Capstone: Northwestern Mutual Strategic Plan

This section applies established strategic management frameworks to assess Northwestern
Mutual's competitive position and identify the strategic choices that will inform the technology
strategy. The analysis follows the Strategic Management Process (SMP): starting with mission
and objectives (covered above), proceeding through external and internal analysis, and

culminating in strategic choice.

4.1 SWOT Analysis

The SWOT analysis evaluates NM's internal strengths and weaknesses alongside external
opportunities and threats. Together, these inform where technology investment can create the

greatest strategic impact.

STRENGTHS (Internal) WEAKNESSES (Internal)

165+ year brand with highest financial strength
ratings for 34 consecutive years

Exclusive advisor network of 8,000+ financial
advisors with deep product knowledge

$570B+ total assets, $335B client investments,
record $8.2B dividend

Industry leading 97% policyowner retention rate

Largest direct provider of individual life insurance
in the U.S.

Significant technology investments underway:
AWS migration, Enterprise Data Mesh, Single
Front Door, Money Movement platform

Integrated Protect and Prosper strategy as key
market differentiator

Mutual structure aligning decisions with
policyowner benefit

Product centric silos until Single Front Door
initiative completes

Legacy mainframe billing and policy
administration systems

Captive model limits ability to address full
spectrum of customer financial needs and scale

Historical focus on high net worth individuals
limits younger demographic appeal

No self service digital capabilities beyond basic
account viewing

Customer stickiness tied to advisor relationship
rather than platform

Investment climate favoring dividends over new
technology spend

Digital experience not competitive with fintech
native companies

OPPORTUNITIES (External) THREATS (External)

Untapped market of younger customers (18 to 35
year old) who need financial guidance

Al and chatbot maturation with ~34% of adults
using ChatGPT or similar tools in US.

Partnership opportunities for subscription
optimization, insurance comparison, and Plaid
integrations.

165 years of historical customer outcome data as
unmatched competitive asset.

Some of the competitors like Focus Partners
offering holistic financial planning across all needs

Fintech disruptors (Betterment, Wealthfront)
targeting younger demographics

Advisor attrition risk taking client relationships
when advisors leave

Increasing regulatory scrutiny of captive agent
models
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Growing consumer demand for holistic financial Rising customer expectations for digital self
wellness beyond individual products service shaped by consumer tech

Advisor productivity gains through Al powered Al powered new entrants offering financial advice
tools at lower cost structures

McKinsey Rewired transformation underway
creating organizational readiness

The SWOT analysis reveals a clear pattern: NM's internal strengths (brand, advisors, financial
position, ongoing technology investments) provide a strong foundation, but its weaknesses
(siloed systems, limited digital self service, advisor dependent customer stickiness) constrain its
ability to capitalize on the external opportunities presented by younger demographics, Al
maturation, and partnership models. The proposed technology initiative directly addresses this

gap.

Page 9



CTO Capstone: Northwestern Mutual Strategic Plan

4.2 Porter's Five Forces Analysis

Porter's Five Forces framework assesses the competitive dynamics of the financial services
industry as they apply to Northwestern Mutual. Each force is rated as High, Moderate, or Low
based on the level of competitive pressure it creates.

NM competes with New York Life, MassMutual, Guardian,
and Penn Mutual in life insurance, and with Edward Jones,
Rivalry Among HIGH Ameriprise, Fidelity, Schwab, and Morgan Stanley in wealth
Existing Firms management. Products are relatively similar at the feature
level; differentiation comes from advisor relationships,
brand trust, dividend payouts, and financial strength.

Traditional insurance requires massive capital reserves and
regulatory approvals, creating high barriers. However,
fintech companies and Insurtech startups (Betterment,
Wealthfront, Bestow, Lemonade) have entered adjacent
MODERATE spaces with lower overhead. Al powered advisory tools
further lower barriers. Notably, robo advisors have not
disrupted traditional advisory firms as dramatically as
predicted; Schwab recently shut down its standalone robo
advisor, suggesting human advisors retain strong value.

Threat of New
Entrants

Substitutes include self-directed investing platforms,
employer sponsored retirement plans, and alternative asset
classes. NM has proactively mitigated some substitute
Threat of threats by incorporating crypto portfolio exposure and
. MODERATE private real estate equity access into its advisor managed
Substitutes offerings. For simpler products like term life, digital
comparison platforms remain a substitute threat. However,
comprehensive advisor led financial planning is difficult to
substitute.

NM's suppliers include technology vendors (AWS,
Databricks, Snowflake, Atlassian), reinsurers, and the labor
Bargaining Power market. As a $570+ billion asset company, NM has strong
. LOW . . : »
of Suppliers leverage with vendors. Reinsurance is competitive.
Technology talent is in high demand industry wide, but this
affects all competitors equally.

For existing high net worth clients, switching costs are
significant (policy transfers, tax implications, plan
rebuilding), reflected in NM's 97% retention rate. However,

MODERATE younger target demographics have lower switching costs
and are comfortable moving between digital platforms. The
proposed digital wellness platform is designed to create
switching costs through value, not penalties.

Bargaining Power
of Customers

The Porter's Five Forces analysis confirms that rivalry among existing firms is the most
significant competitive pressure NM faces. The strategic response must focus on differentiation
that competitors cannot easily replicate. NM's exclusive advisor network, mutual company
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structure, and 165 years of historical data provide a foundation for such differentiation, but only
if technology enables these advantages to be felt by customers in tangible, modern ways.
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4.3 Strategic Choice

Given that NM operates exclusively in the United States financial services market, a business
level strategy (rather than a corporate level strategy) is the appropriate framework. NM's
strategic choice is a differentiation strategy: competing not on lowest price but on the quality of
advisor relationships, the strength of its financial position, and the comprehensiveness of its
planning approach.

The proposed technology initiative extends this differentiation strategy by creating a digital value
proposition that no competitor can easily match. Specifically, the strategy aims to achieve three
outcomes. First, create customer stickiness independent of the advisor relationship by
embedding NM into the full financial life of the customer. Second, enable scalable growth by
allowing digital self service capabilities to handle high volume, lower complexity needs while
advisors focus on high value planning conversations. Third, unlock NM's historical data as a
competitive moat that younger competitors with shorter track records simply cannot replicate.

This is a grow the business strategy executed through technology. It does not replace the
advisor led model; it augments it. Self-service digital tools handle the activities that do not
require advisor time (subscription optimization, basic account inquiries, insurance rate
comparison), while advisors are freed and empowered to do what they do best: complex
financial planning, wealth management, and relationship building.
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5. Technology Strategy

The technology strategy follows a structured six phase approach: analyze the business strategy,
define technology goals, evaluate the technology landscape, identify technology gaps, prioritize
those gaps, and present the integrated technology strategy. Each phase builds on the previous
one to ensure that technology investments are tightly aligned with NM's business objectives.

e Puasad | pheses Prses _Proses Pruses

Qunsairl]y::S Define Tech Evaluate Tech Identify Tech Prioritize Tech Present Tech
Strategy Goals Landscape Gaps Gaps Strategy

5.1 Phase 1: Business Strategy Analysis

NM's business strategy is a differentiation strategy built on the "Protect and Prosper" model:
delivering superior financial security outcomes through exclusive advisor led comprehensive
financial planning, backed by unmatched financial strength and industry leading dividends.

Run the Business Objectives: These aim to reduce expenses and maintain the quality of
existing services. Current technology initiatives in this category include the Single Front Door
(SFD) initiative (creating a unified, customer centric data model to replace product centric silos),
the centralized Money Movement platform (consolidating payment capabilities across product
lines, approximately 70% complete), the Enterprise Data Mesh (building cross platform data
products for analytics and traceability), and ongoing AWS cloud migration that has been
underway for over five years.

Grow the Business Objectives: These aim to offer new products and capabilities that expand
the customer base. The proposed Digital Financial Wellness Platform and Enterprise
Partnership Platform fall squarely in this category. They represent the technology foundation
needed to reach new customer segments, deliver new value-added services, and create the
customer stickiness required to support NM's growth ambitions.

5.2 Phase 2: Define Technology Goals

Based on the business strategy, seven technology goals have been identified. These goals
collectively address both the customer facing value proposition and the underlying technology
capabilities required to deliver it.

1. Digital Financial Wellness Platform

Build a self-service platform covering the full financial journey: save money (subscription
optimization, insurance rate comparison, budgeting), build wealth (integrated product views,
milestone tracking), and grow wealth (advanced tax optimization, estate planning
integration, retirement distribution). This platform creates customer stickiness independent
of the advisor relationship.
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2. Al Powered Customer Assistant

Deploy a natural language assistant on the mobile app and website that allows customers to
ask questions such as "When is my next premium due?" or "What bank account is linked to
my policy?" in plain conversational language, eliminating the need to navigate traditional
menus or contact advisors for routine inquiries.

3. Historical Outcomes Data Engine

Leverage 165 years of actual customer outcome data to present anonymized, aggregated
real performance scenarios to prospects and clients. Instead of showing hypothetical
illustrations with the standard disclaimers that past performance does not guarantee future
results, NM can show what actually happened for customers with similar profiles, providing
evidence based confidence that no younger competitor can replicate.

4. Al Powered Advisor Productivity Tools

Expand on the conversation transcription capability NM recently launched to include Al
assisted financial plan generation, automated compliance documentation, intelligent lead
prioritization, and next best action recommendations. These tools integrate with NM's
existing in-house financial planning tools, illustration systems, mortality modeling tools, and
Income Discovery integration rather than replacing them.

5. Modernized Digital Experience

Redesign the customer digital experience to appeal to younger demographics (ages 18 to
35) with modern UX patterns, Plaid integration for bank account linking (replacing manual
routing and account number entry), streamlined onboarding, and a mobile first design
philosophy.

6. Data and Integration Layer

Extend existing APl wrappers on legacy mainframe systems where needed to support new
use cases. NM has already wrapped most legacy systems with APIs that serve the client
website and mobile app; this goal addresses incremental extensions for the Al assistant,
historical data engine, and wellness platform.

7. Enterprise Partnership Platform

Scale the proven Strategic Partner Integration (SPI) platform into a generalized enterprise
capability. SPI was originally built to support NM's partnership with Q2 Fintech and nbkc
bank for the Retirement Distribution Account (described in detail below). The platform
demonstrated two integration patterns: deep integration (native NM experience) and
lightweight integration (SSO handoff). Generalizing this platform enables rapid onboarding
of new partners across the financial wellness ecosystem.
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Background: The Strategic Partner Integration (SPI) Platform

The SPI platform merits additional context because it serves as both a proven capability and a
foundational building block for the proposed enterprise partnership strategy.

SPI was developed as part of NM's Retirement Distribution initiative. This initiative addresses a
specific customer need: creating an automatic paycheck experience for customers who are
approaching or already in retirement. Over the course of their working years, NM customers
may have accumulated wealth across various products including variable life insurance,
annuities, IRAs, other qualified accounts, and advisor managed non-qualified investment
accounts.

Traditionally, during retirement, advisors would manually liquidate certain assets on behalf of
customers, applying tax optimization strategies and monitoring market conditions to provide
funds as needed. The Retirement Distribution initiative introduced a more structured approach
through the Retirement Distribution Account (RDA), a specialized bank account offered through
NM's partnership with Q2 Fintech and nbkc bank.

The RDA works as a staging account that adds flexibility to the advisor's workflow. Advisors can
strategically liquidate customer assets at optimal times (for example, when the market is
favorable, when volatility is expected, or to meet Required Minimum Distributions) and deposit
the proceeds into the RDA to cover approximately six months of the customer's anticipated
financial needs. A distribution plan is then set up to mimic the customer's paycheck from their
working years, automating the distribution process. The RDA accounts also earn interest,
providing additional value.

The SPI platform was purpose built to integrate with Q2 using APIs, files, and other integration
mechanisms. SP| abstracts these integrations and exposes NM personalized experiences
through APIs to NM's client website, mobile app, and advisor desktop. Customers interact with
NM's digital experience journeys without feeling like they are working with a separate bank. All
bank account details, activity, statements, and even the account opening journey are
orchestrated through SPI, making the experience seamless.

This model created a win for all parties involved: customers receive a superior retirement
income experience that no other competitor offers, NM earns a share of the deposit revenue
that the bank generates, and the bank gains access to NM's customer base.

Equally important, SPI also demonstrated a lightweight integration pattern through a Single Sign
On (SSO) integration with Trust and Will, a company that handles trust and estate related
activities. Instead of building the entire Trust and Will experience inside NM's portal, advisors
simply authenticate through NM's SSO and are redirected to the Trust and Will platform. This
lightweight pattern enables faster time to market for partnerships where a fully embedded
experience is not necessary.

These two proven patterns, deep integration and lightweight integration, form the blueprint for
scaling partnerships across the digital financial wellness platform. Some partnerships (such as a
savings account for younger customers or a subscription optimization service) may warrant
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deep integration. Others (such as specialized insurance comparison tools or tax preparation
services) may be well served by SSO handoff. The enterprise partnership platform formalizes
these patterns into reusable, standardized capabilities.
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5.3 Phase 3: Evaluate Technology Landscape

This section assesses NM's current technology environment to understand the foundation upon
which the proposed initiative will be built.

Cloud Infrastructure

Data Platforms

Customer Data

Core Systems

Partnership Integration

Developer and Al
Tooling

Digital Experience

Organizational
Readiness

Over five years into AWS migration. Newer applications are cloud
native on AWS. Many legacy applications have been migrated. This
positions NM ahead of many traditional insurers, though behind cloud
native fintechs with no legacy footprint.

Databricks in use for investment and wealth analytics. Snowflake being
adopted for data spaces. Enterprise Data Mesh under construction to
create cross platform data products, enabling faster analytics and end
to end customer transaction traceability.

Single Front Door (SFD) initiative is in year two of its roadmap,
expected to complete by mid to late next year. SFD is transitioning NM
from product centric siloed data systems to a customer centric golden
record model. Until completion, customer data remains fragmented
across product lines.

Legacy mainframe billing and policy administration systems remain on
premises. Near term strategy is to wrap these systems at the edges
with APIs rather than replace them. Most legacy systems already have
API wrappers serving the client website and mobile app. The
centralized Money Movement platform is approximately 70% complete,
decoupling payment capabilities from individual billing systems.

SPI platform is production proven with deep integration (Q2/nbkc for
RDA) and lightweight integration (Trust and Will SSO). This is a
differentiating asset for executing a partnership strategy at scale.

GitHub Copilot available organization wide. MCP servers permitted in
local development environments. Atlassian Rovo being used for
product management acceleration. Substantial ML and Al infrastructure
built over the last two to three years. Existing financial planning tools,
illustration tools, mortality modeling tools, and integration with Income
Discovery for planning inputs.

Client website and mobile app built on modern technology stacks.
Currently supports policy viewing, payment history, statements, and
external account aggregation. SPI has demonstrated the ability to
embed partner experiences seamlessly into these platforms.

McKinsey Rewired inspired transformation underway with three
organizations selected as front runners for new ways of working. This
effort is in its early stages (two to three months in) but signals
organizational commitment to transformation.

The technology landscape assessment reveals that NM has made substantial foundational
investments over the past five to six years. Cloud infrastructure, modern front-end stacks, data
platforms, Al/ML infrastructure, and a proven partnership integration platform are all in place.
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The key challenge is not starting from scratch but rather connecting and extending these
existing capabilities to deliver the proposed customer facing value proposition.
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5.4 Phase 4: Identify Technology Gaps

Comparing the seven technology goals against the current technology landscape reveals five
significant gaps. Each gap represents a capability that does not yet exist or exists only in
nascent form.

o e omewen

No self service platform exists for the save money stage.
Digital Financial Wellness  Customers cannot optimize subscriptions, compare

L Platform insurance rates, access budgeting tools, or manage their
full financial wellness through NM's digital channels.
Despite existing ML/Al infrastructure, there is no natural
2 Al Powered Customer language interface for customers. All interactions require
Assistant traditional menu navigation or advisor/call center contact
for even routine questions.
Historical Outcomes Data 165 years of customt_ar outcome data exists but is no_t
3 aggregated, anonymized, or structured for presentation to

Engine prospects as evidence based performance scenarios.
The recently launched conversation transcription tool is a
strong start, but there is no Al assisted plan generation,
automated compliance documentation, or intelligent lead
prioritization engine.

4 Advisor Al Tool Suite

SPI proves the partnership integration model works but
was built for a single use case. Scaling to an enterprise
capability requires standardized partner onboarding, API
gateway patterns, partner data governance, and a
marketplace architecture.

Enterprise Partnership
Platform

Note on Data/Integration Layer and Single Front Door: The legacy system data accessibility
gap was assessed and determined to be a minor incremental effort rather than a major gap,
since most legacy systems already have APl wrappers serving the client website and mobile
app. The Single Front Door initiative is already funded and in progress; it is treated as a
dependency to track rather than a new gap to solve.

Technology Gap Prioritization Matrix

The following matrix plots each gap on two dimensions: the expected benefit to NM's strategic
objectives and the estimated cost of addressing the gap.

HIGH BENEFIT LOW BENEFIT

Gap 2: Al Customer Assistant No gaps in this quadrant
LOW COST Gap 4: Advisor Al Tools

Quick wins leveraging existing infrastructure
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Gap 1: Digital Financial Wellness No gaps in this quadrant
Platform

Gap 3: Historical Data Engine
HIGH COST Gap 5: Enterprise Partnership Platform

Transformational, requiring significant
investment

5.5 Phase 5: Prioritize and Select

Primary Initiative: The Digital Financial Wellness Platform (Gap 1) powered by a scalable
Enterprise Partnership Platform (Gap 5).

These two gaps were selected as the combined primary initiative because they are deeply
interdependent. The wellness platform's "save money" stage depends entirely on partnerships
for subscription optimization, insurance comparison, and related services. Those partnerships
require the enterprise partnership platform to be onboarded and integrated at scale. Without
Gap 5, Gap 1 is limited to what NM builds in house, which is slower, more expensive, and less

comprehensive. Without Gap 1, Gap 5 is a technical platform without a product vision.

Gaps 2, 3, and 4 (Al assistant, historical data engine, and advisor Al tools) become
workstreams within the overall roadmap. They are features and capabilities delivered on or
alongside the platform rather than separate initiatives.

This selection is further supported by the fact that the SPI platform, which was built and proven
in production for NM's Retirement Distribution Account partnership, provides a real-world
demonstration that this partnership integration model works. The strategic plan is not proposing
an untested approach; it is scaling a proven capability to support an entirely new customer value
proposition.
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5.6 Phase 6: Integrated Technology Strategy

Northwestern Mutual will build a Digital Financial Wellness Platform that transforms the
company from a wealth building focused organization into a comprehensive financial planning
companion for customers across their entire financial life. The platform will guide customers
through three stages: saving money (through partnerships that help customers reduce
expenses and optimize their financial baseline), building wealth (through NM's core insurance
and investment products, delivered with a modern digital experience), and growing wealth
(through advanced tax optimization, estate planning, and retirement distribution capabilities).

This platform will be powered by a scalable Enterprise Partnership Platform, built on the proven
SPI architecture, that enables NM to rapidly integrate strategic partners for capabilities it does
not need to develop internally. Two integration patterns (deep native integration and lightweight
SSO handoff) allow NM to balance depth of experience against speed to market for each
partnership.

Al capabilities will be woven throughout: a customer facing natural language assistant, advisor
productivity tools, and a historical outcomes data engine that leverages NM's unmatched 165
year data asset. All of this builds on NM's existing technology investments in AWS cloud
infrastructure, modern front end stacks, Databricks and Snowflake data platforms, the
Enterprise Data Mesh, and the Single Front Door customer data initiative.

The Customer Financial Journey

STAGE 1: SAVE STAGE 2: BUILD STAGE 3: GROW

Subscription optimization NM insurance and investment Advanced tax optimization
Insurance rate comparison products Estate planning integration
Budgeting and spending insights Integrated product views Retirement distribution (RDA)
Goal based savings accounts Milestone tracking Historical outcomes insights
Financial wellness scoring Advisor warm handoff Predictive financial planning

Financial plan integration

Delivered via partnerships Delivered via NM core products Delivered via NM + partnerships
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6. Technology Roadmap

The five year roadmap is organized into phases that balance quick wins with transformational
platform investment. The sequencing accounts for dependencies (particularly the Single Front
Door completion timeline), leverages existing infrastructure, and delivers incremental value at
each stage.

m Key Deliverables OOM Investment

Al assistant MVP, partnership
Foundation and Quick platform architecture, first
Wins partner integrations, advisor Al

expansion, Plaid onboarding

Year 1 $15M to $25M

Save money layer live, 3to 5
partners onboarded, Al
Platform Build and Save assistant cross product
Stage Launch queries, historical data engine $30M to $45M
prototype, RDA extension for
younger customers

Year 2

Build wealth layer, historical
. outcomes in production,
[B)?Jflfldrsr:?g? and Data proactive Al assistant, $25M to $35M
eluEliel comprehensive advisor Al
suite

Year 3

Grow wealth layer, 10+

partners, partner marketplace

evaluation, historical data $20M to $30M
customer facing, revenue

contribution from partnerships

Grow Stage and Full

Year 4 Ecosystem

Data driven optimization,

advanced Al capabilities,

predictive financial planning, $15M to $20M
personalization at scale

Year 5  Optimization and Scale

Total 5 Year Investment $105M to $155M

Year 1: Foundation and Quick Wins (Months 1 to 12)

The priority in the first year is to leverage existing infrastructure and deliver visible value quickly.
This is critical given the executive mandate to accelerate delivery using Al rather than
requesting significant new budgets.

The Al Powered Customer Assistant will be built using NM's existing ML/Al infrastructure,
existing legacy API wrappers, and modern front end stack. The initial scope focuses on natural
language queries about policies, payment dates, linked bank accounts, and statements: the
routine questions that currently consume advisor or call center time. This is a high benefit, low
cost quick win.
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In parallel, the Enterprise Partnership Platform architecture will be formalized from the existing
SPI platform, establishing standardized partner onboarding frameworks, AP| gateway patterns,
and partner data governance. One to two new lightweight partnerships will be onboarded via the
SSO handoff pattern, with candidates including subscription optimization services or insurance
comparison providers.

Advisor Al tools will expand on the existing conversation transcription capability to include Al
assisted next best action recommendations and automated meeting preparation based on
customer data. Plaid integration will replace manual bank account linking for new customers.

Year 2: Platform Build and Save Stage Launch (Months 13 to 24)

Year 2 is the heaviest investment year as the core customer facing platform is built. The "save
money" layer launches, enabling customers to access subscription optimization (through
partnerships), insurance rate comparison, and basic budgeting insights using the external
account aggregation data NM already collects. This is where the enterprise partnership platform
and the customer facing platform converge.

Three to five additional partners will be onboarded, with the first deep integration partner
experience (native NM feel, similar to the RDA) built for the highest value partnership. The Al
assistant expands to handle cross product queries as the Single Front Door initiative nears
completion.

The historical outcomes data engine enters its research and prototyping phase, with data
science teams aggregating and anonymizing historical customer data and validating the concept
with compliance and legal teams. Additionally, the existing SPI and Q2/nbkc infrastructure will
be extended to pilot goal based savings sub accounts for younger customers.

Year 3: Build Stage and Data Differentiation (Months 25 to 36)

The platform expands into the "build wealth" layer, offering an integrated view of all NM
products alongside partner provided savings tools. Personalized financial wellness scoring and
milestone tracking are introduced. Al driven recommendations identify when customers should
consider transitioning from saving to building wealth, triggering warm handoffs to advisors.

The historical outcomes data engine enters production, initially as an advisor facing tool.
Advisors can show prospects anonymized outcome ranges for customers with similar profiles
who started 20 or 30 years ago. The Al assistant becomes proactive, alerting customers to
savings opportunities, upcoming payment changes, and Required Minimum Distribution
deadlines.

Year 4: Grow Stage and Full Ecosystem (Months 37 to 48)

The complete save, build, and grow journey is now live. Advanced tax optimization insights,
estate planning integration (deepening Trust and Will or similar partnerships), and retirement
planning with RDA integration round out the platform. The partnership ecosystem matures to ten
or more partners, with revenue sharing models established and generating measurable
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contribution. The historical outcomes experience extends from advisor only to customer self
service within the digital platform.

Year 5: Optimization and Scale (Months 49 to 60)

With three or more years of customer behavior data accumulated, the focus shifts to data driven
optimization. Al recommendations, partnership mix, and journey design are refined based on
actual usage patterns. A/B testing and personalization operate at scale. Emerging technologies
such as predictive financial planning and life event anticipation are evaluated for next generation
capabilities. Customer acquisition and retention impact are measured against the doubling
target.
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7.1 Portfolio Management and Resource Allocation

Investment across the initiative is allocated to balance the customer facing product build with
the underlying technology and Al capabilities that power it:

Digital Financial Wellness Platform

Al Capabilities (assistant, advisor tools, data

engine)

Enterprise Partnership Platform

Foundational (API extensions, Plaid, UX

modernization)

30% Customer facing
30% Intelligence layer
25% Integration backbone
15% Enablement

A blended resourcing model is recommended. Core platform teams should be internal NM
engineering, leveraging institutional knowledge of legacy systems and existing platforms like
SPI. Specialized capabilities such as Al/ML model development, partner integration sprints, and
UX design can use a mix of internal teams and strategic consulting partners to accelerate
delivery without permanent headcount expansion. Al developer tooling (GitHub Copilot, MCP
servers, Atlassian Rovo) should be fully leveraged to maximize output per engineer.

7.2 Risk Management and Mitigation

SFD Delivery
Delays

Regulatory
2 Hurdles for
Historical Data

Partnership
Execution Risk

4 Customer
Adoption Risk

Year 2 workstreams
that depend on
unified customer data
are delayed

Historical outcomes
engine may face
compliance
challenges

Partners may not
deliver on timeline,
quality, or terms

New platform features
may not achieve
expected
engagement
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Design with product by product fallback. Start
with product lines having best data
readiness. Build abstraction layers that work
with siloed data initially and switch to SFD as
it becomes available.

Engage compliance and legal teams during
Year 2 prototyping, not at Year 3 launch.
Build prototype specifically to validate
regulatory feasibility before committing to full
production.

Maintain a pipeline of 2 to 3 candidates per
partnership category. The two tier integration
model allows quick pivots: start lightweight
and deepen only after proving value.

Launch with high value, low friction features
first. Measure engagement rigorously and
iterate based on data. Use the 100 day
experimental cadence for uncertain features.
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Frame explicitly as augmentation, not

Advisors may replacement. Self service handles low value
5 Advisor perceive self service interactions, freeing advisors for high value
Resistance tools as threatening work. Deliver advisor Al tools in parallel so
their role advisors experience direct benefit. Engage

field leadership early as champions.

Structure roadmap with clear value gates at

Investment Budgets may be each phase. Year 1 quick wins demonstrate
6 Climate P further reduced in measurable ROI before requesting Year 2
Imate Fressure favor of dividends investment. Each phase is independently

valuable even if later phases are deferred.

7.3 Release Planning

A dual cadence approach is proposed to balance predictable delivery with experimentation:

Standard Quarterly Cadence: For planned, well understood feature releases where
requirements are clear and customer reception is predictable. Examples include Plaid
integration, new partner SSO onboarding, and Al assistant expansion to additional product
lines.

100 Day Experimental Cadence: For features where customer reception is uncertain or the
concept needs validation. Examples include the initial save money tools, the historical data
outcomes experience, and proactive Al alerts. The 100 day frame explicitly positions these as
experiments with built in feedback loops. Each 100 day cycle ends with a decision point: scale
it, iterate further, or stop. This creates an experimentation culture that reduces the risk of over
investing in features that customers do not value, while enabling faster learning than a quarterly
cadence allows.

7.4 Technology and Architecture Choices

The architecture builds on NM's existing technology investments rather than introducing net new
infrastructure:

Cloud infrastructure: AWS (already in place and mature after five years of migration).

Data platforms: Databricks for analytics and Al/ML workloads. Snowflake for data spaces, with
potential use of Snowflake's clean room and data sharing capabilities for secure partner data
exchange. Enterprise Data Mesh for cross platform data products.

Integration architecture: API first design, extending existing legacy API wrappers and building
new APIs following SPI patterns. Event driven architecture for real time notifications.

Front end: Modern technology stacks already in place for the client website, mobile app, and
advisor desktop. No re-platforming required.
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Partnership platform: Microservices based architecture (building on SPI) enabling
independent scaling and deployment per partner integration.

7.5 Governance and Accountability

Executive Steering Committee: The CTO, Chief Distribution Officer (given field force impact),
Chief Business Architect, and a business sponsor from the product organization. This
committee reviews progress against KPIs, budget, and timeline on a quarterly basis.

Program Leadership: A dedicated program leader accountable for the overall initiative, with
workstream leads for each major track: platform, partnerships, Al capabilities, and data. Monthly
program reviews at the workstream level ensure execution stays on track.

Transformation Alignment: As NM's McKinsey Rewired inspired transformation matures, this
initiative should integrate with the broader transformation governance to leverage new ways of
working and avoid duplication of organizational change efforts.

7.6 Stakeholder Engagement and Change Management

Field Force (Advisors): The most critical constituency. Field leadership and top performing
advisors should be engaged as design partners from Year 1. New tools should be piloted with
willing advisor segments before broad rollout. Consistent communication must reinforce that the
platform augments advisor value rather than replacing it. Advisor Al tools delivered in parallel
ensure that advisors experience direct personal benefit from the initiative.

Executive Leadership: Quarterly value demonstrations tied directly to business metrics. Every
investment request framed in terms of customer acquisition, retention, and revenue contribution,
aligned with the "accelerate delivery with Al" mandate.

Customers: Phased rollout with opt in for new features. Continuous collection of NPS and
engagement data. The Al assistant serves as the visible proof point that NM is innovating for
customer benefit.

Technology Organization: Leverage the Rewired transformation energy. Position this initiative
as an example of new ways of working. Use it to attract and retain engineering talent by offering
work on Al and platform challenges.

Compliance and Legal: Early and continuous engagement, especially for the historical data
engine and partnership data governance. Include compliance representatives in design reviews,
not just final approval checkpoints.
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7.7 Key Performance Indicators (KPIs)

KPlIs are organized in three tiers to ensure accountability from strategic outcomes through
technical execution.

Business Outcome KPIs (Executive Steering Committee)

Total Customer Count Track progress toward 10 to 12 million over 5 years

Growth in 18 to 35 cohort as leading indicator of market

Acquisition by Age Segment broadening

Customer Retention Rate Maintain or improve the current 97% rate

Track whether broader value proposition drives deeper

Revenue per Customer product adoption

Measure customer satisfaction improvement as new

Net Promoter Score L
capabilities launch

Platform KPIs (Program Level)

Monthly Active Users Engagement with the digital financial wellness platform

Percentage of queries resolved without advisor or call

Al Assistant Resolution Rate .
center escalation

Number of live partners and customer engagement per

Active Partnerships
partner

Hours per week per advisor freed by Al tools and self

Advisor Time Saved )
service

Customers starting in save stage who progress to

SavoBUIdiCon/ersion purchasing NM wealth products

Technical KPIs (Workstream Level)
Partner Onboarding Cycle Time Time from partnership agreement to live integration

Availability and performance of all customer facing

Platform Uptime )
services
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Legacy system wrapper performance under new load

API Response Times
patterns

Correctness of responses and customer satisfaction

Al Assistant Accuracy scores

Feature Delivery Velocity Engineering output measured against Al tooling adoption
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PART 2: LEADERSHIP REFLECTION

9. Career Overview and Impact

My career in technology spans nearly two decades, two continents, and two of the most iconic
financial services companies in the United States. From humble beginnings in India to leading
teams that operate trillion-dollar platforms, my trajectory has been defined by a relentless
pursuit of creative business problems, a refusal to operate within the boundaries of any given
title, and a deep conviction that technology is most powerful when it solves real problems for
real people.

Career Progression

Role Progression Key Contribution

Progressed through 3 roles from IC

Infosys (for to platform technical leadership;

28(1)2 e American -‘?gm ?gzlilﬂgeer © relocated to US in 2011; earned full
Express) time Amex offer through
demonstrated value
Transformed US bill pay system into
_ Senior Engineer to a $1T+ global money movement
2014 to American Director o?En ineerin platform serving 30+ countries; led
2021 Express 9 9 platform modernization, PCl DSS

(60+ people) certification, and first P2P payments

partnership

Built SPI platform and team from
Principal Engineer scratch; led partner RFP process;
2021 to Northwestern (operatin a’?Senior delivered Retirement Distribution
Present Mutual Di?ector sgcope) Account to production; supporting
money movement platform
architecture

Quantifiable Impact at a Glance

Annual Payment Volume Managed $1+ trillion per year
Customer Volume 80 million+ (at Amex)
Daily API Calls Served 15+ million per day
Daily Payments Processed 1+ million per day
Platform Availability (Consecutive) 99.99% for 10 years
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Markets Served
Team Size Led
Initiatives Delivered per Year (Amex)

SPI Platform: Concept to Production

PCI DSS Data Migration
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30+ countries

60+ (Amex), 15 direct + 30 technical
leadership (NM)

50+ of varying scale, annually

18 months from contract to launch
(including pilot)

10+ years of data (billions of records) with
near zero downtime.
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10. Transformative Achievements

The following achievements represent the initiatives where my leadership had the most
significant and lasting impact. Each one demonstrates a different dimension of CTO readiness:
the ability to see strategic opportunity inside mandated work, the instinct to understand the
customer before designing solutions, the judgment to challenge assumptions with evidence, and
the discipline to deliver at scale.

10.1 Turning Compliance into Transformation: PCI DSS at Amex

When American Express decided to pursue PCI DSS certification for accepting debit card
payments, the initial expectation was a compliance checkbox: tokenize sensitive data and meet
the requirements. | saw a bigger opportunity. | proposed to executive leadership that we use the
PCI DSS mandate as a catalyst for a full platform modernization, transforming the system from
its monolithic architecture into a microservices based, event driven platform with CQRS patterns
and a Redis cache cluster exceeding 200 gigabytes.

The proposal required a longer timeline and more funding. But | made the case that achieving
both compliance and modernization simultaneously would cost less than doing them
sequentially. Leadership approved. | led the initiative end to end, including designing a migration
plan that moved over ten years of transaction data (billions of records) with near zero downtime.
That single initiative reshaped the platform's architecture for years to come and set the standard
for how the organization approaches large scale transformation.

Why it matters: This demonstrated strategic vision within technical execution. A tech leader
does not simply fulfill mandates, but also identifies the opportunity inside the mandate that
creates disproportionate long term value.

10.2 Customer Obsession in Action: Mexico Digital Transformation

The Amex Mexico market accepted payments through several unconventional channels,
including physical locations like Walmart, generating data files that a large operations team
processed manually every day. Rather than designing a solution from a conference room, |
traveled to Mexico and spent two weeks embedded with the operations team, sitting alongside
them to understand their daily processes, pain points, and workflows.

Based on those conversations, | designed and delivered fully digital solutions that automated
what had been manual, error prone work. This had an unintended but significant downstream
benefit: when Mexico later launched SPEI real time payments with stringent SLA expectations,
the digitized infrastructure was already in place. The same approach enabled rapid rollout of
real time payments for the UK (Faster Payments) and India (following data localization rules).

Why it matters: Technology leadership that starts with the customer (including internal
operations teams) produces solutions that are more resilient and more forward looking than
technology leadership that starts with requirements documents.
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10.3 Pioneering Strategic Partnerships: PayPal/Venmo P2P at Amex

I led the first peer to peer payments initiative at American Express, a partnership with PayPal
and Venmo to enable Send and Split capability for Amex card holders. The money movement,
reconciliation, and all integration aspects were developed within the money movement platform.
This was one of many experiences leading a strategic partnership integration at enterprise
scale, and it established a pattern | would replicate at Northwestern Mutual.

Why it matters: This early partnership experience directly informed my ability to lead NM's
fintech partnership strategy, from RFP process to SPI platform delivery. Career arcs are most
powerful when each experience compounds into the next.

10.4 Building from Zero: SPI Platform and the Retirement Distribution
Account at NM

The SPI platform story at Northwestern Mutual illustrates several dimensions of how I lead
simultaneously. It began as a lending initiative to offer Securities Backed Lines of Credit. When
the lending partner's contract fell through, | had a half-built team and no project. Rather than
wait for direction, | made three moves:

First, | became the product owner by necessity. With no product counterpart assigned, |
researched competitor account opening flows at Chime, Wealthfront, Betterment, and US Bank
by going through each of their processes as a customer. | documented the data points captured,
the sequencing, and the overall flow, then created a proposed customer journey that business
stakeholders later used as their starting point.

Second, | redirected my team proactively. Using my experience and judgment about where
leadership would head next, | directed my team to begin building foundational SPI backend API
capabilities for account opening before anyone told us what to build.

Third, | challenged flawed assumptions in the partner search. As part of the three to four
person team leading the RFP process across six to seven fintech candidates (Treasury Prime,
Galileo, Margeta, Stripe, Rize, Q2), | identified that leadership's expectation of finding a single
partner for both lending and deposit accounts was unrealistic. | presented evidence that these
are specialized niches, redirected the search to focus on best of breed partners, and ultimately
drove the selection to Q2.

Because my team had a head start on foundational capabilities, we delivered the Retirement
Distribution Account to full production in approximately 18 months from contract signing,
including a two-month employee pilot. The SPI platform demonstrated two reusable integration
patterns (deep integration and lightweight SSO) that now serve as the foundation for the
enterprise partnership strategy proposed in this capstone.

Why it matters: This was entrepreneurial leadership inside a large enterprise. No one gave me
a playbook. | identified the path, assembled the team, created the product vision, influenced the
partner selection, and delivered a platform that became a strategic asset. That is what a
capable tech leader does.
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11. Executive Leadership Qualities

The achievements above were not the result of technical skill alone. They reflect a leadership
philosophy refined over nearly twenty years, shaped by a humble background, cross cultural
navigation, and the daily discipline of building teams that deliver at scale.

iy howsoe

Every decision starts with the customer. Traveled to Mexico to sit with
operations teams before designing. Built SPI so RDA customers never

Customer Impact First feel they are working with a separate bank. Maintained 99.99% uptime
for 10 years because platform reliability is a customer experience
commitment, not a technical metric.

Lead by example in ambiguity (personally researched competitor flows
and created customer journeys when no product leader existed).
Situationally Adaptive Visionary when direction is clear (painting the big picture so teams see
beyond their immediate task). Builder at the organizational level
(establishing right teams, processes, and engineering practices).

Equally effective in architecture reviews and executive business
conversations. This combination enabled securing funding dozens of

Dual Expertise times at Amex, challenging flawed assumptions during NM partner
selection, and serving as de facto product owner during SPI
development.

Demand efficiency in everything from meeting structure (right agenda,
Accountability and right people, right decisions) to engineering process. Coach teams to
Efficiency develop opinions, understand end to end customer journeys, and think

independently so day to day decisions do not require escalation.

Transparent at all times, including during difficult personnel decisions.
When separations are necessary, spend time with remaining team
members individually explaining reasons openly. Believe hard
decisions are like earthquakes: they shake everyone including the
survivors, and people deserve honesty.

Transparent
Communication

Set high performance bars but invest deeply in helping people meet
High Standards, them. Try different type_s of work for underperformfars_, consqlt previous

managers, exhaust options before acting. Mentor junior engineers into
leadership roles. Believe the best measure of a leader is who they
develop, not what they build.

Genuine Care

11.1 Leadership Style: Coaching for Independence

My leadership style is fundamentally a coaching style. | do not believe in building teams that
depend on me for every decision. | believe in building teams that can think, act, and lead on
their own.

In practice, this means | invest significant energy in developing each person's ability to see
beyond their immediate task. | want everyone on my team to understand the full end to end
customer journey, to know how their work impacts every stakeholder involved, and to develop
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their own informed opinions about the right path forward. | push people to ask hard questions, to
challenge assumptions (including mine), and to bring a point of view to every conversation
rather than waiting for direction.

This starts with the basics. A design proposal should reflect awareness of upstream and
downstream dependencies. A technical decision should account for the customer experience it
enables, not just the engineering tradeoff it represents. When these habits become second
nature, something powerful happens: the team's operational efficiency improves because
routine decisions no longer bottleneck through a single leader, and innovation begins to emerge
organically because people who are always thinking critically will naturally identify opportunities
for improvement.

The ultimate measure of this approach is not whether my teams execute well while | am leading
them. It is whether the people | develop go on to lead effectively on their own. | have mentored
junior engineers into leadership roles, and | take more pride in their growth than in any platform |
have built. A leader who creates other leaders has built something that lasts.

11.2 Shaped by Background

| grew up in circumstances where choices were limited. That background instilled a principle |
carry to this day: when there is no fallback, the only option is excellence. | have applied that
principle at every stage of my career, from earning a full time offer at Amex through the quality
of my consulting work, to building SPI with no product counterpart and no established playbook.

| draw leadership inspiration from many sources beyond the corporate world. Parenting two
children has taught me patience, adaptability, and the art of bringing out the best in people who
do not yet see their own potential. | study how coaches, captains, and sports organizations build
winning teams: managing egos, creating shared purpose, and extracting peak performance
from individuals with different strengths. These observations reinforce what | have experienced
firsthand: great leadership is about creating the conditions for others to succeed.
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12. Looking Forward

The strategic plan presented in Part 1 is not hypothetical. It draws directly from the platforms |
have built, the partnerships | have delivered, the domain expertise | have accumulated, and the
leadership principles | have refined over nearly twenty years.

The SPI platform that anchors the proposed enterprise partnership strategy was built by my
team. The integration patterns that form the blueprint for scaling partnerships were designed
and delivered under my leadership. The domain expertise in payments, money movement, and
partnership integration that informs the technology strategy was developed through fifteen years
of building a trillion-dollar platform at American Express and four years of building new
capabilities at Northwestern Mutual.

Near Term Objective Long Term Aspiration

Vice President of Engineering Chief Technology Officer

The financial services industry is in the early stages of a transformation driven by Al, digital
expectations, and the convergence of fintech and traditional institutions. Northwestern Mutual,
with its unmatched brand, 165 year data asset, and committed advisor network, has the
foundation to lead that transformation rather than react to it. What it needs is technology
leadership that bridges business strategy and engineering execution, that envisions the big
picture while delivering the details, and that builds the teams, platforms, and culture required to
make it real. That is precisely what | do.
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