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Insurance business is changing and this transformation is no ordinary evolution because it already

becomes apparent that the magnitude of change is bigger and the speed, at which the change will

move through the industry, will be significantly higher than ever before. It will be a fundamental

change.

Present challenges and issues as well as the general opportunities and prospects of insurance business

offer a promising target for start-ups as well as other new market entrants. The present processes

along the value chain – from back-office to front office – and best practice offer room for improvements.

No doubts about that!

The activities of many InsurTech start-ups target directly retail clients and their needs. The utilized

technology is creating a pleasant situation since clients are served quicker, more flexibly and more

transparent – at least that is the promise of the start-ups. And how do insurance companies, the

incumbents, react? What are their tactics to deal with this rising technology movement? How can they

master the digital transformation?

Besides all the fuss about the latest technological trends, it also becomes apparent that the digital

transformation is foremost a mental one, thus starts in our minds. It is time to break with old rules,

habits and mind sets. It is time for a change.

Abstract
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1. Dawn of the InsurTech movement

2. Incumbents fight back (or at least try to)

3. It is (also) a mental transformation

4. Some latest news and activities

5. A compass for the digital transformation

6. Excursus: change management 

7. Q&A-Session

Agenda
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7 Years
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Consulting

Connecting

Concepting
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• Where and when started the digital transformation?

• Why did it started?

• What is happening outside insurance industry? 

• What are insurance companies already doing?

• What is the customer interested in?

• What need insurance companies to do?

Master digital (and mental) transformation in insurance

Intro
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dawn of 
insurtech
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Technology has always been a driving force!

Dawn of InsurTech
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This was probably just an «evolution». 

Dawn of InsurTech

late 70‘

early 90‘

80‘

late 90‘
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This was at least a revolution!

Dawn of InsurTech

2007
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Helix of digital / technological revolution.

Dawn of InsurTech
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A FinTech (shorthand for Financial Technology) is a company 
(usually but not necessarily a startup) that uses new 
technology for innovation in the sector of financial services.

Driver for that movement:

• behavior of existing «system»

• low interest rate environment

• financial crisis creates a lack of trust

• technological feasibility

FinTech

Dawn of InsurTech
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Idea: no bank, government or any other institution to 
manage cash flow and custody is needed.

FinTech – prime example: Bitcoin

Dawn of InsurTech

«We define an 
electronic coin as a 

chain of digital 
signatures.»
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FinTech is more than Bitcoin!

Dawn of InsurTech
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«Challenger banks» like N26

Dawn of InsurTech
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An InsurTech is a FinTech operating in the insurance sector, 
i.e. a company that uses new technology for innovation in the 
insurance industry.

Driver for that movement:

• high costs

• low interest rates

• huge market (potential)

• and many more

InsurTech

Dawn of InsurTech
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Disruption?

Dawn of InsurTech
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Disruption in insurance? 

Dawn of InsurTech

 sales
 transport

 product design
 pricing
 underwriting
 sales
 investments
 admin
 customer service
 claims management

complex!

potential!
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Insurers have a superpower!

Dawn of InsurTech
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• ... only the way insurance products are sold, developed and 
managed.

– digital

– usage-based

– on-demand

– platforms

– lifestyle and telematics

• The core idea of insurance (i.e. pooling of risks, risk 
transfer) will stay more or less the same. 

Disruption? Yes, but …

Dawn of InsurTech
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1st wave of InsurTech («insurance manager apps»)

Dawn of InsurTech
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2nd wave of InsurTech («infect entire value chain»)

Dawn of InsurTech

idea spread from 
front office 

to back office
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3rd wave of InsurTech («full digital insurer»)

Dawn of InsurTech
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• Yes, definitively!

• The next wave will be all about ecosystems and 
(cooperation) platforms.

Will there be a 4th wave?

Dawn of InsurTech
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incumbents 
fight back
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• Innovation Lab

• Chief Digital Officer

• Hubs & Communities

• Start-up Program

• Cooperation with Start-ups

• Copy Start-ups

• Invest in / Buy Start-ups

• Own digital brand

Some of the predominant activities of insurers

Incumbents fight back



Webinar: Master digital (and mental) transformation in insurance | 17 May 2018 | Page 28

p
le

a
s
e

 c
o

n
s
id

e
r 

d
is

c
la

im
e

r 
a

n
d

 s
o

u
rc

e
s

Innovation Lab

Incumbents fight back



Webinar: Master digital (and mental) transformation in insurance | 17 May 2018 | Page 29

p
le

a
s
e

 c
o

n
s
id

e
r 

d
is

c
la

im
e

r 
a

n
d

 s
o

u
rc

e
s

Chief Digital Officer

Incumbents fight back
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Hubs & Communities

Incumbents fight back
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Start-up Program

Incumbents fight back



Webinar: Master digital (and mental) transformation in insurance | 17 May 2018 | Page 32

p
le

a
s
e

 c
o

n
s
id

e
r 

d
is

c
la

im
e

r 
a

n
d

 s
o

u
rc

e
s

Cooperation with Start-ups

Incumbents fight back
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Copy Start-ups

Incumbents fight back
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Invest in / Buy Start-ups

Incumbents fight back
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Build your own digital brand / insurer

Incumbents fight back
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Do not stake everything on one card!

Incumbents fight back
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What‘s clever, what’s not!?

Incumbents fight back

sounds 
stupid

sounds 
clever

is 
stupid

is 
clever

throw 
money on 
large Techs

start-ups, that 
attack your 

business model

start-ups, that 
enhance your

business model

just put your 
products 
«online»
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mental 
transformation
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• cognitive revolution (~70.000 years ago)

• agricultural revolution (~10.000 years ago)

• industrial revolution (~200 years ago)

• digital revolution (now!)

Major revolutions of humankind

Mental Transformation
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As an aside …

Mental Transformation
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• Level 1.0

– information from analogue to digital

• Level 2.0

– technologisation

– use of devices 

• Level 3.0

– (automated) connected devices

• Level 4.0

– …

Digital revolution has several levels / layers

Mental Transformation
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Technology has always been a driving force!

Mental Transformation
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Mental Transformation

«The difficulty lies not so much 
in developing new ideas as in 
escaping from old ones.» 

John Maynard Keynes
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• UK, 1865

• «and a man with a red flag walking at least 60 yd ahead of 
each vehicle»

• «a speed limit of 4 mph (2 mph in towns) was imposed for 
road locomotives»

Locomotive Act / Red Flag Act

Mental Transformation
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Mental Transformation

«What we learned 
may be a hurdle.»
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Individualisation!

Mental Transformation



Webinar: Master digital (and mental) transformation in insurance | 17 May 2018 | Page 47

p
le

a
s
e

 c
o

n
s
id

e
r 

d
is

c
la

im
e

r 
a

n
d

 s
o

u
rc

e
s

Simplification!

Mental Transformation
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Anything to complain?

Mental Transformation
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All too human. Same situation?

Mental Transformation
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«Pace has never been so fast, it will never be so slow!»

Mental Transformation
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«Cycles are getting smaller»

Mental Transformation



p
le

a
s
e

 c
o

n
s
id

e
r 

d
is

c
la

im
e

r 
a

n
d

 s
o

u
rc

e
slatest 

news & 
activities
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Are insurers waiting for Amazon?

Latest News & Activities
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Latest News & Activities
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compass
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Compass
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Compass

#1492
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Compass
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Are there only threats?

Compass
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Compass

focus on core competencies?

filleted and disrupted!
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Compass

enhance your business model!
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So, there are no threats?

Compass
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• Dawn of the InsurTech movement

– InsurTech is a logical movement.

– It is a global movement that captures the full value chain.

– 3rd wave is present; next is coming soon.

• Incumbents fight back (or at least try to)

– Do not stake everything on one card. Try several 
initiatives in parallel!

– Do not run innovation lab and start-up program aside 
your organization. Connect your new initiatives with the 
organization. Caution: this will not be that easy!

– Do not run pilot projects in laboratory environment; bring 
them to real life.

Interim conclusion

Compass
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• It is (also) a mental transformation

– It is not only about technology.

– It is about people and communication, simplification and 
individualisation.

– There is no lack of ideas or opportunities.

– «The difficulty lies not so much in developing new ideas as 
in escaping from old ones.» (John Maynard Keynes)

• Some latest news and activities

– Insurance business draws interest (from outside).

– We observe a «merger of industries» (i.e. rise of 
ecosystems).

Interim conclusion

Compass
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Starting point: you need a plan!

Compass
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• Your «big plan» should always be derived from your 
strategy (I call it «new business strategy»).

• classical approach

– project initialisation, status analysis (internal, external), 
strategy derivation, implementation plan, monitoring of 
key performance indicators

– pro: holistic, decent, exhaustive

– cons: really not agile, isn’t that flexible, takes some 
time, less focused, to much focus on analysis (at least 
companies tend to do so)

Starting point: you need a plan!

Compass
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• alternative approach

– answering just some simple questions

• What is happening around us?

• What does the customer (really) need?

• What does this mean to your product?

• What does this mean to your company?

– You may call this approach «reverse engineering».

– Caution: This project approach is fast and focused but 
still needs to be embedded in the whole organization.

Starting point: you need a plan!

Compass
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What is happening around us?

Compass
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What is happening around us?

Compass
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What does the customer (really) need?

Compass
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What does this mean to your product?

Compass

digital
efficient

transparent
fast

flexible

close to 
customer

simple



Webinar: Master digital (and mental) transformation in insurance | 17 May 2018 | Page 72

p
le

a
s
e

 c
o

n
s
id

e
r 

d
is

c
la

im
e

r 
a

n
d

 s
o

u
rc

e
s

What does this mean to your company?

Compass

reverse engineering
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• Finsurtech

• Cooperation Platform

Let me give you some insights in some potential 
initiatives

Compass
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Lifestyle Insurance

Compass
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• insurer lack of (positive) customer engagement

– sales, claim, renewal 

• solution: connect with client via electronic devices 
(smartphone, tracker, etc.)

• by-product: influence lifestyle of customer in a positive way

– «micro risk management»

• reward your client for a healthy lifestyle (e.g. discount in 
shops, premium reduction)

• show up with situative solutions

• example in the market: Generali Vitality

Lifestyle Insurance

Compass
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Finsurtech

Compass
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• Do you believe in a renaissance of bancassurance?

• If yes, a merger of «FinTech» and «InsurTech» seems to be 
quite natural and logical. 

• There are several use cases directly given, however, the 
most simple one is a combination of 

– a «Robo-Advisor» (i.e. automatic wealth management) 
and 

– a «unit-linked life insurance product».

Finsurtech

Compass
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Cooperation Platform

Compass
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• access to innovation (e.g. Robo-Advisor, lifestyle insurance)

• access to cooperation partner via automated APIs (e.g. 
investments, policy administration, lifestyle engine)

• external development resources (e.g. product, front-end, 
designer)

• digital applications for sales and customers

• fully digitized insurance products

• product development takes days / weeks instead of month / 
years

• each project / product is configurable individually (e.g. 
cooperation partner, parameters) 

What a cooperation platform offers to an insurer

Compass
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• Illustration und free interpretation of the eight steps to 
change.

• Change management starts in the right beginning of any 
initiative.

• It is not about stubborn execution of the eight steps.

• It is not necessarily linear. However, it always starts with 
step one.

«Leading Change» by John P. Kotter

Change Management
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Step 1: create a sense of urgency and awareness!

At the beginning of every change process awareness 

about the «need for change» has to be created. 

Your task: help others to see the need for change and the 

importance of acting immediately

How to?

• explain the status quo and to what it will lead

• show what the peer group or new market players are doing

• show what could be a suitable path and explain the outcome

Change Management
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Step 2: create a guiding coalition!

To change a company is not a task for a lone fighter.

Your task: create and form your guiding coalition

How to?

• screen your network, enhance your network

• identify people that like your ideas and / or that have the 

same

• talk to them

Change Management
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Step 3: develop a change vision!

Key characteristics of a vision are: imaginable, 

desirable, feasible, focused, flexible, communicable.

Your task: develop a simple and understandable change vision

How to?

• develop the vision step by step within your coalition

• if you discuss a lot about the ideas of change the vision will 

be getting clearer day by day

Change Management
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Step 4: communicate a lot!

A vision could only be realized if it is understood.

Your task: communicate and repeat the vision – continuously

How to?

• communicate the vision on every occasion 

• push your coalition to do the same

• repeat, repeat, repeat

Change Management
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Step 5: enable your environment!

Removing as many barriers as possible and 

unleashing people to do their best work.

Your task: remove any obstacles that pose threats to the 

achievement of the vision

How to?

• keep your eyes open, as well as your ears

• do not spare discussion and arguments; clear up doubts and 

misinformation

• there is head wind? >>> you are on the right track!

Change Management
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Step 6: generate and celebrate quick-wins!

Nothing will give you more power than success.

Your task: plan realistic and probable quick wins and make 

them visible

How to?

• plan quick-wins directly in the beginning

• think about what interim results can be used

• choose the right pilot initiatives / projects

• make results visible and celebrate them (i.e. communication)

Change Management
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Step 7: don’t let up!

Never, really never, slow down (in front of the finish line).

Your task: push your environment and yourself

How to?

• prepare decision making process, decisions should lead to 

activities

• push the first initiatives

• let results of each initiative entail further initiatives

• combine your change initiative with other projects and 

initiatives in the company

Change Management
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Step 8: make it stick!

Change of culture comes always in the end – never try 

to do it in the beginning.

Your task: anchoring new spirit and approach in the culture 

by institutionalize change

How to?

• take care that your change initiative «infects» the whole 

company (i.e. all major departments)

• new colleagues 

• take care that target agreements are aligned with initiative 

and related projects

Change Management
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Change 

Management
«Leading Change» by John P. Kotter

illustration und free interpretation of the eight steps

1.

create sense 

of urgency!

2.

create guiding 

coalition!

3.

develop change 

vision!

4.

communicate!

5.

remove 

barriers!

7.

don‘t 

let up!

8.

make 

it stick!

6.

generate 

quick-wins!
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What’s the 
heart?
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#supersuperpower

Essence
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q&a
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Speaker

http://www.new-insurance-business.com/en
http://www.new-insurance-business.com/en
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Let‘s connect!
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The present document has been prepared by Frank Genheimer (New Insurance Business, NIB) as

documentation of the presentation held during the webinar «Master digital (and mental) transformation

in insurance» on behalf of the European Actuarial Academy (EAA). It is a summary focusing on core

content and it is thus just a snapshot of the entire talk. The document only reveals its full meaning and

intention in combination with the entire presentation and the additional explanations made by the

speaker. All delivered examples are solely for illustrative purpose. All illustrations base on simplified

assumptions. Case studies, partially only shown in extracts, have always only an illustrative character.

Similarities with existing companies and projects or present issues of insurance companies are by pure

chance. All presented areas and options for action are just a small selection of possible targets and

opportunities. The presentation based on market data and information available at time of preparation

of the presentation as well as personal experiences and opinions. The presentation raises no claim to

completeness. All information has been collected and provided on the basis of market knowledge and

experience. However, an independent analysis of for example market data, especially their correctness,

has not been made explicitly. The document is hand over to the participants of the seminar. For the

avoidance of doubts, this document must not be reproduced, distributed or communicated in whole or

in part to any third party without written consent of NIB and EAA. The documentation and the talk is

not to be interpreted as an advice or any consultancy. However, NIB may provide such services if

desired. For purpose of clarity and clearness all information about used external information and / or

sources are summarized on the slide «sources» in the end of this documentation.

Disclaimer
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10 www.sony.com
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