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The covid-pandemic continues to wreak havoc, affecting people, businesses and 
economies around the globe. While there seems to be light at the end of the tunnel 
with several vaccines now being available, there is still uncertainty about both short 
term and long term impact on companies and the economy in general.
The crisis is also creating new opportunities, with restricted mobility and working from 
home accelerating digitization and changing people’s mindset about digital. Companies 
have been adjusting to this new reality, removing internal barriers and speeding up 
their digital transformation.

We asked ourselves: how has the covid-crisis impacted the insurtech community? 
Did sales drop or did they actually increase in certain areas? Which areas are benefitting 
from this situation? Did covid really accelerate digital transformation programs? What 
is the insurtechs’ perspective on these developments – and what is their outlook for 
the future?
We spoke with more than 100 leading insurtechs and investors to get their perspective 
and combined this with recent industry insights. 

What we’ve found, is a mostly positive picture across the insurtech landscape and 
optimistic expectations for the future in terms of more demand, stronger growth and 
increasing impact.  Investors, on the other hand, expect lower valuations and less 
funding to be available, especially for smaller companies.  
With going back to normal maybe taking somewhat longer than expected, this could 
lead to a “make or break” moment for insurtechs.  Now it’s more important than ever 
for insurtechs to focus on scaling their business, making use of the opportunities that 
arise from this crisis – and emerge even stronger.

INTRODUCTION
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We’ve all experienced it this year: working from home, meeting through 
Zoom, Teams or other online platforms, avoiding stores and buying 
everything online, getting groceries delivered – transitioning a substantial 
part of our lives online. Triggered by the covid-crisis, customer behavior 
has fundamentally changed with increasing expectations towards digital 
services. This is leading to increasing demand for digital solutions, for 
both products and services, and across industries – including insurance. 
Since the crisis started, insurers and insurtechs with digital capabilities 
in customer onboarding and servicing, including remote advice for 
models with physical distribution, have excelled and won market share, 
against their less digitized peers. These changes have clearly been 
accelerated by the covid-crisis, but won’t go away after the crisis – they’re 
here to stay.

So the market environment is definitely favorable for digital business 
models, which is something most insurtechs are already focused on. 
Insurtechs agree that the covid-crisis has triggered more demand for 
online, digital and remote services. They’re convinced that the crisis is 
having a positive impact on the speed of digital transformation: a true 
acceleration.

“THE CRISIS IS HAVING A POSITIVE IMPACT ON 
THE SPEED OF DIGITAL TRANSFORMATION: 
A TRUE ACCELERATION”

“This unfortunate crisis is a kind of trigger point 
in accelerating some of the underlying trends 
that we’ve been seeing over the last years.  
I really see this accelerating these days.” 
Stéphane Guinet, Founder & CEO,  
Kamet Ventures

1. THE COVID-CRISIS IS 
ACCELERATING DEMAND 
FOR DIGITAL ACROSS THE 
INSURANCE INDUSTRY 
AND BEYOND
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Building on the change in customer behavior and changing market 
environment, expectations are that the demand for insurtech products 
and services will increase. It’s important to realize that, although 
customer behavior is shifting more towards digital channels, we don’t 
expect a true inflection point where the majority of insurance sales 
completely moves to digital-only channels. However, it may lead to more 
early adopters in areas, where so far we’ve seen less digital sales, for 
example in Life and Health Insurance, as our study indicates.

The majority of insurtechs is optimistic, with 71% of insurtechs taking a 
positive view of their sales pipeline for the coming months. Insurtechs 
focused on Life or Health Insurance stand out as being most positive 
about the immediate future.

Furthermore, especially on the B2B insurtech side, there is now a huge 
demand from incumbents to retool themselves with insurtech solutions, 
in order to not fall behind competition. Therefore, the demand for digital 
solutions, ranging from distribution tools to claims or back-office 
solutions, to entire IT-back-end systems may show an even stronger 
increase – and this rise in demand is likely to stay even after the crisis is 
over. 

Insurtechs fully agree: 88% expect there to be a stronger demand for 
their product and services, once the crisis is over. This optimistic view is 
shared by insurtechs across the different business lines.

2. THE FUTURE FOR 
INSURTECH IS LOOKING 
BRIGHT: STRONGER 
DEMAND FOR INSURTECH 
PRODUCTS AND SERVICES

 71%  88%

of insurtechs are optimistic about 
sales pipeline coming months

of insurtechs expect stronger demand 
for their product/services once the 

crisis is over
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“The dominant opportunity is for the incumbent industry to 
retool and take the advantages of a digital model. 
The fundamental change in perspective that some of the 
good insurtechs have brought about, is in terms of their 
customer advocacy stance. Melding those things with the 
advantages of incumbency is the dominant opportunity.”
Jonathan Larsen, Chief Innovation Officer, Ping An Group 
and CEO, Global Voyager Fund
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ORGANIZATION & CULTURE
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While the covid-crisis has certainly pushed organizations to change 
their mindset on digital technologies, not all have been able to manage 
this change so quickly. Here the crisis has also worked as an accelerator, 
speeding up change. At the same time it is increasing the differences 
between companies, widening the gap between the leaders, making 
more progress quickly, and the digital laggards, being left further behind. 
While the attention to digital solutions is certainly increasing, the 
technical barriers such as old legacy systems are still there. So far only 
a few insurers have made the transition to API-driven IT architectures 
on cloud systems. 

According to insurtechs several important impediments that were 
holding back digital transformation have now been removed, due to the 
covid-crisis. Most importantly, there is now more acceptance of digital 
and a shift in mindset. Less reliance on physical interactions and less 

resistance to working from home, are also being mentioned. 
Investors agree that some of the barriers to change have been removed: 
indecision, procrastination, corporate stupidity (..), C-level sense of 
urgency, organizational lethargy, resistance from incumbents’ sales 
organizations and trust in digital channels.

We’re not there yet, though. Some hurdles still remain, like the cultural 
mindset, internal barriers, reliance on legacy systems and inertia are still 
holding back change, according to insurtechs. 
Investors agree and mention the lack of open insurance standards, 
internal turf-wars, complex and lagging regulation, length of decision 
making processes, lack of digital skills and internal culture blockers 
(right to fail; test-and-learn) as hurdles still to be removed.

3. THE COVID-CRISIS HAS ALREADY REMOVED SOME 
ORGANIZATIONAL BARRIERS FOR DIGITAL TRANSFORMATION 
BUT SOME HURDLES STILL TO TAKE
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“On the insurance player side, I think they’re now more than ever 
convinced, that the time has come to fully digitize the business. On the 
other hand, obviously they are all in this crisis, the decision- making 
processes, the internal budgeting process and so on are not facilitating. 
These very complex, large so-called legacy processes and systems and 
technology are still there – it’s messy.”
Stéphane Guinet, Founder & CEO, Kamet Ventures

“I’m surprised that there’s not more push towards transformation from 
within. That’s why I also see a lot of benefits in insurtech coming from 
within. So insurtech regarding the back office processes, middle office- 
and core processes: this is where the bigger changes are needed. That 
will take long, but this change will come.”
Ramin Niroumand, Founder & CEO, Finleap

“We are still only scratching the surface, when it comes to digital 
transformation.”
Adrien Lebegue, Head of Strategy, ZA Tech Global (ZhongAn Group)
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Even though most markets have seen severe negative economic contractions over the past months, 
this hasn’t resulted in any major downsizing among insurtechs. The majority of insurtechs (52%) and 
investors (55%) indicate that insurtech organization size hasn’t changed over the past 3 months. There 
are no indications of any major downsizing yet on the immediate horizon.

Across European markets we have only seen limited downsizing due to the crisis, so far – although 
this seems to be picking up with a number of retailers, airlines and financial institutions announcing 
lay-offs. Insurance organizations so far seem to be weathering the storm – some have even shown 
strong growth during 2020, fueled by digital advantage of insurtechs. 

However, with ongoing uncertainty, also in the job market, we have seen a trend towards somewhat 
larger insurtechs, that can provide more job safety than early/seed stage insurtechs, which might 
continue to face some level of uncertainty over the next year or so.

We also shouldn’t lose sight of the fact that many companies used short-term work- or other financial 
aid programs, provided by local governments to cover (part of) the costs of the initial lockdowns. Some 
of these companies went into “hibernation” and it remains to be seen what will happen when these 
financial aid programs are winding down. 

4. INSURTECH ORGANIZATIONS ARE STILL GOING 
STRONG – NO MAJOR DOWNSIZING YET
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5. NO WIDESPREAD NEED 
FOR EMERGENCY FUNDING 
FOR INSURTECHS 
More than 70% of investors reported no or very limited emergency 
funding for the insurtechs in their portfolio so far; with smaller groups of 
investors indicating that some of their insurtechs have needed 
emergency funding.

In the early days of the covid-crisis there were several smaller bridge-
financings, which in most cases weren’t widely communicated to the 
market. 

Other insurtechs have taken the route of steering their company towards 
less aggressive growth strategies, to save costs and extend runway, 
while avoiding emergency funding.
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A majority (65%) of investors expect less funding to be available for the 
coming months, but insurtechs are more optimistic: 45% of insurtechs 
expect funding availability to remain the same; 35% expect less funding 
to be available.

Even though investors expect less funding availability, we still see big 
funding rounds around the globe and several insurtech IPOs in the 
second half of 2020 – so there are no dramatic signs of a shortage in 
capital yet. 

With interest rates still very low or zero and new large VC funds closed, 
investors are still very active, looking beyond their current portfolio to 
find new firms. 

On the other hand, corporate venture capital is known to be somewhat 
cyclical and driven by economic factors, so there might be less capital 
available if the crisis continues for some time. Especially growth 
investments are showing a strong increase currently, thanks to the 
interest of private equity funds and new corporate investors who are 
reluctant to invest in too early stage companies. 

 65% 35%

65% of investors expect less funding 
to be available

35% of insurtechs expect less funding 
to be available

6. FUNDING AVAILABILITY 
STILL HIGH
WHILE INVESTORS EXPECT LESS FUNDING 
TO BE AVAILABLE, INSURTECHS MORE 
OPTIMISTIC AND RECENT FUNDING 
ROUNDS SUPPORT THIS VIEW



“Venture capital is a very long-term asset class. So, there will be 
a lot of venture capital money in the market. I don’t see a slowdown 
in funding, especially because there’s a lot of later stage capital 
available in the market.” 
Max Chee, Head of Aquiline Technology Growth

“I see more and more interest of investors, even new investors 
coming to this space. Insurance is and remains probably one of 
the biggest industries. But it is far, far, far behind what other 
industries have done over the last 5-10 years. So, there is an 
immense opportunity for creating innovation and then creating 
value out of it.”
Stéphane Guinet, Founder & CEO, Kamet Ventures

“... Companies that provide you with super focused functionalities, 
that help your value chain become more effective and more 
successful. Here I would expect a little less money going in for 
the next 6-8 months; then I would expect it to pick up again.”
Tom van den Brulle, Global Head of Innovation, Munich Re
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The majority of investors (75%) expect lower valuations for insurtechs. 
Insurtechs have a more optimistic view: 40% of insurtechs expect 
valuations to be higher or much higher; 30% expect valuations to 
remain more or less the same and only 30% expect lower valuations.

Against the expectations (or wish) from investors to see lower 
valuations, the assumed value potential of insurtechs is still very high. 
So far, the markets seem to agree with the insurtechs, with publicly 
traded insurtechs like Root, Lemonade and others still showing 
remarkably high valuations, ranging from 5x to up to 26x their sales or 
premiums.

In parallel with the continuing strong availability of capital, the current 
valuation levels might continue as well. 

7. LOWER VALUATIONS 
EXPECTED BY INVESTORS – 
YET INSURTECHS AND 
PUBLIC MARKETS STILL 
OPTIMISTIC  

75%

30%

75% of investors expect lower 
valuations for insurtechs

30% of insurtechs expect 
lower valuations
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“With successful IPOs of Root and Lemonade and the valuation 
of Duck Creek, there has been a lot of momentum in Insurtech. 
I think there’s a huge bifurcation. Companies that are growing 
100 percent or above, have valuations that are double or triple 
the valuation of companies with growth rates of 50 percent or 
less. It’s really just a function of how quickly you’re growing 
– this will get you kind of the multiple and the valuation, at 
least from an investor standpoint.”
Max Chee, Head of Aquiline Technology Growth

“Valuation will actually be more reasonable and will create, in 
my view, a more sustainable market. Insurtechs that are not 
able to scale will have more difficulty to access funding and 
may not actually be carrying on forever, as would have been 
the case one or two years ago.”
Adrien Lebegue, Head of Strategy, ZA Tech Global (ZhongAn 
Group)
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The majority of investors (61%) expect most of their insurtech portfolio 
to be “back to normal” at some point in 2021, but several investors expect 
this will take longer – until 2022. 

With recent developments around covid-vaccines becoming available 
soon, hopes for a fast recovery have risen. Simultaneously, other 
estimates place a return to normal, including the recovery of sectors like 
travel, more towards 2022 and beyond.

This won’t be a return to pre-crisis conditions though – we’re heading 
towards a “New Normal”. While some shifts in consumer behavior may 
go back to what they were before the crisis, expectations are that the 
shift to digital is here to stay. People expect to continue to work at least 
a couple of days a week from home, continue to pay cash-less in stores, 
buy online and use several services online instead of in-person. This will 
fundamentally change many sectors, like mobility, real estate, health 
care – including financial services and insurance. 
Insurtechs are well positioned to make use of the opportunities this 
change will offer, and help incumbents speed up their digital 
transformation.

8. WE’RE HEADING TOWARDS A NEW NORMAL
SOME TIME IN 2021 OR EVEN LATER

“It’s going to be mid-22, 23 before we see any kind of real normalization. 
(…) The new normal for sure will accelerate the digitization trends that have 
been present through the development of the digital economy over the last 
20 years. Insurance is a very good example that has hitherto really not 
fundamentally changed and not fundamentally digitized. It hasn’t been 
transformed by it. For the most part it has just interfaced itself with the 
digital economy. And I think that there is a chance in the next two, three 
years.”
Jonathan Larsen, Chief Innovation Officer, Ping An Group and CEO Global 
Voyager Fund



There is broad agreement that we will still have to deal with ongoing uncertainty for months – and 
maybe year(s) - ahead. Financial aid programs winding down may lead to increased lay-offs and 
restructuring, negatively affecting consumer behavior and spending. It may take many markets 
longer to return to economic growth, which in turn will affect funding availability and insurtechs’ 
perspectives for growth.
We’ve already seen some insurtechs going out of business, while others had to reduce their 
funding amount or are trying to sell their business to exit “before it’s too late”. While these are 
anecdotal examples, it is certain that the gap between the leaders and the laggards will further 
increase. 
This is a “Make or Break” moment for insurtechs, with insurtechs focused on adding real value 
and being able to scale, being best positioned to make it through. 

9. “MAKE OR BREAK”
MOMENT FOR INSURTECHS
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“So the reality of covid is going to be with us for quite a while. 
And there is no doubt that the digital pivot is upon us. So the 
question for every company is: Are you doing what you need 
to do? Because it’s going to be a very painful year, two years, 
if you’re not.”
Jonathan Larsen, Chief Innovation Officer, Ping An Group 
and CEO Global Voyager Fund

“In insurtech, we’re coming to the next chapter. There will be 
some consolidation. Some of the companies are growing less 
quickly. There is a lot of capital, so capital is a competitive 
advantage. And if you’re a well-capitalized competitor, you 
could start acquiring businesses as well within insurtech.” 
Max Chee, Head of Aquiline Technology Growth

“There is probably going to be a refocus and not everyone in 
insurtech is going to survive.”
Adrien Lebegue, Head of Strategy, ZA Tech Global (ZhongAn 
Group)

“Now it’s about two things. The first will be to prolong your 
runway. Everyone can see that things that you don’t do digitally 
probably aren’t done very well. And the second thing would 
be, making sure that you communicate your vision in the right 
way. Because now there is a big opportunity actually to surf 
on that wave, that made it more visible to everyone.”
Tom van den Brulle, Global Head of Innovation, Munich Re
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What should insurtechs be focusing on now, to make sure they make 
it through the crisis and emerge even stronger? 
What we’ve found is that most value is created during scale-up, with 
34% of value creation linked to the build-up phase of startups, versus 
66% linked to the scale-up phase (Venture Monitor, McKinsey).  Yet, 
many companies still struggle to reach this stage and scale up their 
business. Of every 100 startups that have successfully built product, 
only 22 are able to rapidly scale up, independently. A small group (5%) 
fail or become inactive – a far bigger group (46%) ends up in an 
unscaled, self-sustaining phase. 

So how can insurtechs boost their business and achieve scale?
On the next page you’ll find the five key ingredients for a boost,  
a must-focus for any insurtech determined to grow and achieve scale.

“… If you really want to be very valuable, if you want to be a five hundred 
million, one billion, two billion, five billion dollar company, you better be 
addressing a very big problem in the market. So, thinking big and 
constantly iterating your model in the anticipation that you will scale to 
many, many times your current size, I don’t think that comes naturally to 
most people.”
Jonathan Larsen, Chief Innovation Officer, Ping An Group and 
CEO Global Voyager Fund

10. MOST VALUE CREATION COMES FROM SCALING AND 
INSURTECHS NEED TO BOOST THEIR BUSINESS NOW TO STAY 
RELEVANT
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source: McKinsey & Company

GO-TO-MARKET

Design and test winning 
propositions, scale customer 
acquisition and build ROI-focused 
marketing and leads engine

GOVERNANCE

Establish fast, facts-driven decision 
making by leadership team and 
ensure sufficient independence, e.g. 
from (corporate) investors

TECH & OPERATIONS

Enable cutting edge operations and 
customer service through strong 
tech development, state-of-the-art 
infrastructure and analytics

MOST CRITICAL:
PEOPLE
Assemble talent into strong teams, form a 
growth-oriented minset/culture and build 
(digital) talent recruiting engine

CAPITAL

Secure sufficient funding for fast 
scale-up of teams and build network 
in investor community

INGREDIENTS FOR A BOOST

+
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The Pulse of Insurtech is a proprietary study, conducted by Digital Insurance Agenda (DIA) in partnership with 
McKinsey & Company. At its heart is a survey among more than 100 insurtechs and investors around the 
globe. Insurtechs covering a wide range of verticals, from Property & Casualty, to Life Insurance, Health 
Insurance and Commercial Insurance, participated in the survey. The participating insurtechs apply a range 
of different technologies, from Advanced Data Analytics, AI, IaaS, Machine Learning, API, IoT, Telematics to 
Blockchain.
Investors, who participated in the study, range from VCs, Corporate VCs to investment managers and 
investment consultants.
The Pulse of Insurtech research took place in the third quarter of 2020.
In October – November 2020 we spoke with senior insurance, insurtech and investment executives, to capture 
their reactions to the study’s key findings and share their perspectives on the outlook for insurtech.

ABOUT THE PULSE OF 
INSURTECH
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“…the cycle can be up or down, but if you have a strong enough technology trend, where 
you’re saving your customers money, you’re having a great user experience, you leverage 
technology for all the things that it can do to improve the business and a consumer ‘s 
life; that’s not going to change in an up-cycle or a down-cycle.” 
Max Chee, Head of Aquiline Technology Growth
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