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Dear readers, 

after a long period of preparation, you now hold in hands the fourth edition of our 
InsurTech Radar for the German-speaking region. We have expanded our horizon: 
In addition to the German market, we have now also taken a closer look at the 
development of InsurTechs in Austria and Switzerland (together “DACH”). A lively 
InsurTech scene has emerged within the DACH region. We currently count 149 
active InsurTech start-ups in Germany, 16 in Austria, and 44 in Switzerland.

Comparing the countries offers interesting insights. We have identified 
considerable differences regarding start-up dynamics and the relative 
distribution of different InsurTech business models across the radar 
segments between the countries.

We also conducted a survey among InsurTech founders regarding the impact 
of the COVID-19 crisis. It clearly shows, that the majority of InsurTech start-ups 
has weathered the pandemic well — in most cases even emerging stronger 
than before.

The funding environment is better than ever before. Had we predicted in our first 
InsurTech Radar in 2016 that only a few years later German start-ups would be 
raising hundreds of millions of Euros in capital, nobody would have taken us 
seriously. But that is exactly what has happened. The mega financing round 
completed by WeFox has shown that nowadays everything seems possible.

Therefore, it comes as no surprise that we see more and more success stories 
with an international focus. So far there have been only been a few smaller exits, 
but it will only be a matter of time until the second unicorn emerges. That, too, 
was anything but clear back in 2016.

As in the previous years, our report is also based on a host of discussions with 
founders, investors and insurers. Their insights have been included in our findings. 
We would particularly like to thank the House of Insurtech Switzerland (HITS) for 
their cordial collaboration, as well as Financial Technology Partners (FT Partners) 
for the data provided on the InsurTech financing.

We have maintained our previous approach: We offer an unbiased, systematic 
and thorough view of the developments within the InsurTech scene in the 
German-speaking countries.

Stay on top of things, and continue navigating with our Radar!

Sincerely,

Dr. Dietmar Kottmann
Partner 
Oliver Wyman

Dr. Nikolai Dördrechter
InsurTech-Expert
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We have been following the InsurTech scene closely 
for more than five years now. Many changes were 
caught on our Radar. Let us start with a summary 
of the most significant developments.

START-UP BOOM IS OVER, INSURTECH 
POPULATION GROWTH HAS TAPERED OFF

It was already becoming apparent in 2019: The 
massive start-up boom in the DACH region is a thing 
of the past. Since the last edition of the InsurTech 
Radar, a total of 17 InsurTechs have become inactive 
or insolvent. An additional 10 start-ups decided to 
pivot-out, moving their core business model out of 
the insurance sector. As of mid-2021, 149 InsurTechs 
are active in Germany, 16 in Austria and 44 in 
Switzerland, bringing the total up to 209. Hence, 
the growth rate has tapered off significantly.

In addition, the DACH region has seen various exits 
since 2019: 2 in 2019 (asuro/BCA, fairr.de/Raisin), 
5 in 2020 (ePension/Hypoport, Perseus/HDI, sum.
cumo/Sapiens, Volders Versicherungsvermittlung/
Finanzguru, WeAdvise/Fundsaccess) and another 
3 since the beginning of 2021 (Community Life/HDI, 
Getsurance/Nürnberger, i-surance/bolttech). In 
line with our strict definition of InsurTechs, we have 
excluded exits such as Biovotion (to Biofourmis) or 
Xaleon (to TeamViewer), which other InsurTech 
reports may count in.

A comparison between the three German-speaking 
countries shows that activity levels are roughly 
proportional to market size — with a slightly stronger 
dynamic in Switzerland. As the per capita premium 
volume in Switzerland is significantly higher, the 
country is naturally well ahead on the “InsurTech 
per million inhabitants” metric, underscoring its 
status as an important insurance and reinsurance 
market in the InsurTech sector, as well.

Exhibit 1: Number of InsurTechs in the DACH 
region (cumulative)
2010-2021

Source: InsurTech-Radar 2021 DACH

SEGMENTS OF THE RADAR FAIRLY BALANCED, 
SOME CATEGORIES REMAIN THINLY POPULATED

Driven by the boom in the neocarrier category, 
the share of InsurTechs in the Radar’s “Proposition” 
segment has increased by approximately five 
percentage points since 2019. It now makes up 
33% of all InsurTechs in the DACH region. In parallel, 
the share of startups in the “Operations” segment 
gained two percentage points and now accounts for 
40% of all InsurTechs. Consequently, the “Distribution” 
segment now covers only 27% of all InsurTechs in 
DACH, which is a 7 percentage point decline compared 
to 2019. Overall, the segments of the Radar are 
now fairly balanced in the DACH region, with the 
overall distribution essentially corresponding to the 
international split among all segments for the first 
time since 2016 (Proposition: 30%, Distribution: 26%, 
Operations: 44%).
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The promising categories “Neocarrier — Digital 
process innovation and “New Digital Risks” remain 
thinly populated in DACH. Given the considerable 
potential of these categories, however, we expect 
this to change in the future.

The number of InsurTechs in the “Proposition/
Underwriting” category has increased significantly 
— a development that we had anticipated in 
2019. Compared to other countries, however, we 
continue to see gaps in several innovative areas, 
meaning that there is still plenty of room for 
future startup activities.

INSURTECHS CELEBRATE THEIR 10TH 
ANNIVERSARY: BROAD IMPACT ON THE 
INSURANCE SECTOR TAKES TIME

Some of the first InsurTechs, such as Friendsurance 
in Germany, durchblicker in Austria, or Dacadoo in 
Switzerland, are approaching or have already passed 
their tenth anniversary. Dextra, Finanzchef24 and 
Simplesurance were founded in 2012.

Some InsurTechs were much faster to reach scale-
up status. Adam Riese, FRIDAY, Neodigital, nexible, 
and WeFox Insurance (ONE) only date back to 2017, 
and every one of them is a neocarrier. Admittedly, 
though, most of them also received considerable 
support from the established insurance industry.

All InsurTechs dream of “hypergrowth”. But reality 
looks different. Despite the undisputed market 
opportunities in the traditional insurance industry, 
it sometimes takes (many) years to establish a 
successful insurance start-up. One approach 
frequently seen involves models that successfully 
“stand on the shoulders” of strong existing players 
such as “Price Comparison Websites” (e.g. Adam 
Riese or Wefox Insurance at the outset) or brokers 
(e.g. Thinksurance or Neodigital). The second 
strategy, which is primarily relevant to consumer-
focused models, is to build a strong end customer 
brand, establish direct customer relationships, 
and employ technical tools to create a “lock-in” 

effect. We see InsurTechs building direct customer 
relationships either by incorporating traditional 
analogue components into their business models 
(e.g., Wefox Group) or by fighting their way through 
the jungle of different online channels to establish a 
direct digital customer access (e.g., Clark or Getsafe). 
This strategy is more arduous and a lot less certain 
to be successful. If it does work out, however, these 
companies may benefit from maintaining a greater 
chunk of the value created over the long term, rather 
than having to pass it on to the “strong shoulders”.

RECORD FUNDING ROUNDS INSTEAD OF 
PANDEMIC-INDUCED MASS EXTINCTION

At the onset of the COVID-19 pandemic, we had 
feared the emergence of financing risks. In hindsight, 
these risks did not materialize. While the financing 
market did grind to a standstill for a few months 
in 2020, InsurTechs were quick to react. Funding 
rounds were postponed and, where necessary, 
bridge financing was organized discretely among 
the existing shareholders.

By Q4 2020, plenty of financing rounds were being 
closed again and in the US the first SPACs entered 
the scene as IPO accelerators. This put an end to 
all remaining worries about the pandemic as well 
as to fears that the severe misfortune of Softbank’s 
Vision Funds would become a turning point for start-
up mega funding rounds. The bottom line is that 
funding even increased in 2020.

Financing opportunities have now also returned to 
the broader market, as well. This development is 
also being fueled by international — currently mainly 
Anglo-Saxon — venture capitalists who are finding 
themselves under investment pressure, ringing in 
a trend towards bigger and later funding rounds. 
We expect this trend to continue. In the DACH region, 
WeFox’s €650 million financing round completed in 
2021 marked the high point of this development for 
the time being. For 2021, we predict a significant 
global increase in InsurTech funding.
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Exhibit 2: Global InsurTech funding
$US Million

Source: FT Partners

RISE OF THE PLATFORM ECONOMY, INSURTECHS 
AS RELEVANT PLAYERS

Over the past years, platforms in different forms 
have steadily gained in importance, in particular 
with regard to distribution — to the point where, in 
our opinion, they have achieved a status of systemic 
relevance. We define distribution platforms as 
technology-based business models providing access 
to customers for an appropriate compensation. 
We distinguish between three different types 
of customers:

• End customers, which are target clients of 
InsurTechs in the “Price Comparison Websites”, 
“Digital Insurance Manager” and “Financial 
Partner” categories;

• Intermediaries, who are targeted by start-ups 
in the “Distribution Platform” category;

• Corporate clients, the main target clients 
for “Corporate Platforms”.

A glance at the successful pre-InsurTechs such 
as Acturis, Check24, Hypoport or Verivox reveals 
numerous platform models. Most scale-ups in the 
“Distribution” segment, including durchblicker, 
Clark, FINLEX, Thinksurance, Wefox and Xempus, 
also operate platform business models.

Platforms are not limited to distribution. They also 
feature prominently in the “operations” segment. 
Firstly, this area includes technology-based business 
models that link insurers to service providers, thereby 
serving as “distribution platforms” for these service 
providers. Secondly, there are start-ups in the “Insurer 
Platform” category that leverage economies of scale 
and scope to essentially create the “digital foundation” 
for the insurance industry of the future. The holy 
grail in this area would certainly be a business 
model translating what Plaid did in payments to 
insurance. So far, this has not emerged yet.

While the DACH region features many distribution 
platforms, significant gaps remain in other areas 
— especially with regard to platforms in the 
“operations” segment. Who will found the first 
Carpe Data, Fenris, Planck or WhenFresh in DACH 
and dare to tackle the digital foundation of a 
future data-based insurance industry?

NEOCARRIERS — THE NEW SECRET PLAYING 
FIELD OF INCUMBENTS

The established insurance industry, which many 
people like to assume is somewhat sluggish compared 
to start-ups, is a lot more active than you might think. 
Interestingly enough, the general public has barely 
noticed that incumbents are involved in at least 18 (!) 
InsurTechs on the DACH market, either through 
subsidiaries or via acquisitions. An overview is 
provided in Exhibit 3.

Most of these InsurTechs are “Neocarriers — Digital 
Process Innovation”, the new secret playing field 
for the incumbents. In such a greenfield setting, 
the vision of a fully digital business becomes reality. 
One thing that most of the InsurTechs mentioned 
in Exhibit 3 have in common, is that they are able 
to operate largely segregated from their parent 
companies, who grant them a high degree of 
independence. The objective is to not limit innovation 
ambition or speed, while at the same time laying 
the foundation for the transfer of knowledge.
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BaFin (the German Federal Supervisory Authority) 
only recently tightened its regulatory requirements 
for granting licenses to newly established insurers 
significantly, which, among other things, was due 
to the fact that the business plans of some of the 
neocarriers did not quite pan out as originally 
planned. BaFin’s declared goal was to henceforth 
issue licenses only to “fully financed” InsurTechs. 
The immediate consequence of this step is that going 
forward, any new InsurTechs in this realm will need 
even more capital and running the license application 
processes may take even longer. Accordingly, 
incumbent insurers have a clear advantage when it 
comes to establishing neocarriers, as they already 
hold a license. We therefore expect this trend 
to continue.

Exhibit 3: InsurTechs with parent companies in 
the established insurance industry

Austria (1)

smart (MGA der Helvetia)

Germany (11)

Adam Riese 
(Württembergische)

Allvest (Allianz)

Alteos (AXA)

andSafe 
(Provinzial NordWest)

Balunos (ias)

Community Life 
(acquired by HDI)

Friday (Basler)

Getsurance (acquired 
by Nürnberger)

nexible (ERGO)

nexsurance (ERGO)

Scira (Gothaer + k&m)

Switzerland (6)

Dextra (Bayrische+Pax)

Elvia (Allianz)

LINGS (Generali)

simpego (Bayrische+Pax)

Smile Direct (Helvetia)

Vias (WIR Bank Genossenschaft)

Source: InsurTech-Radar 2021 DACH

EMBEDDED INSURANCE — THE HOT TOPIC FOR 
2021 AND BEYOND

“Embedded insurance” takes up more and more 
airtime in the industry discussions in 2021. An article 
published by Simon Torrance in December 2020, in 
which he estimates the global market potential at 
3 trillion dollars, has certainly served as a catalyst for 
this development. We define “embedded insurance” 
as the inclusion of insurance coverage into third-party 
offerings. This can either take the form of a bundled 
offer (such as a premium used car that is offered with 
the same warranty as a new car, which the dealer 
implements with the help of an extended warranty 
policy) or that of an “opt-in model” (such as the offered 
travel cancellation cover in the last step of booking 
a trip on a travel website). It is it far easier to include 
bundles or “opt-in” options into digital sales journeys 
than into analogue sales processes. In addition, 
new digital services also create new risks that are 
not always comprehensively covered by traditional 
insurance policies. Digital providers can cover these 
risks in order to avoid putting their customers at 
risk — for example, the “host insurance” included 
in the fee one pays to AirBnB when renting out an 
apartment. This is why ever since the first InsurTech 
Radar published in 2016, we have considered 
“embedded insurance” an important trend for the 
digitization of the insurance industry. Founders have 
also recognized this early on, as demonstrated by 
Simplesurance, an InsurTech that was founded in 2012 
and has already grown into an international scale-
up. Traditional insurers have picked up on the trend, 
as well — both Allianz and AXA, for example, have 
bundled their related activities in a separate global 
business units. With its scale-up iptiQ, SwissRe is also 
playing in this space.
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We do not consider “embedded insurance” as a 
business model category of its own in the Radar. 
In their purest form, “embedded insurance” 
providers such as Simplesurance or iptiQ are part 
of our “Insurance-as-a-Service (IaaS)” category. 
However, some neocarriers and some players in 
the “From Insured to Protected” and “New Digital 
Risks” categories also offer “embedded insurance” 
solutions as an incidental business. The area 
has gained traction in the marketplace: 4 of the 
17 scale-ups in the “Proposition” segment are in 
the IaaS category, making this the area with the 
second-highest scale-up density (after neocarriers) 
among all 18 categories. Notwithstanding the large 
revenue potential, we need to mention an important 
challenge for “embedded insurance” propositions: 
More often than not, it is the large partners that 
have the lion’s share of the bargaining power. This 
typically results in high margins at the beginning of 
a business relationship — especially if you were able 
to convince a new partner that they would generate 
additional earnings by including insurance — followed 
by a significant erosion of margins once the contract is 
renegotiated at the end of its term. Early “embedded 
insurance” offers such as credit protection insurance 
in automotive financing clearly reflect this dynamic.

All in all, we feel that the topic of “embedded 
insurance” is well covered in the DACH InsurTech 
scene. We also anticipate significant further growth. 
What remains to be seen, is how profitable the 
segment will prove in the long term. We expect 
a consolidation in the market and assume that 
providers who can promise their partners better 
monetization of their customer base via innovative 
technology solutions will prevail.

INTERNATIONALIZATION OF INSURTECHS

A look at the global InsurTech unicorns reveals that 
they are either businesses with an international 
ambition, such as Lemonade, Shift Technologies 
or Tractable, or are active in very large markets, 
like Next Insurance or ZhongAn. The only current 
DACH unicorn, Wefox, belongs to businesses with 
international ambitions. The same holds true for 
most of the other scale-up caught on our Radar 
in DACH.

Consequently, the more DACH InsurTechs strive 
for unicorn status, the more they will be forced to 
embrace expansion abroad, especially those in the 
operations segment. Due to their relatively small 
home markets, InsurTechs in Austria and Switzerland 
tend to be even more oriented towards international 
markets from the outset. While Germany is a 
frequently chosen international market, other 
neighboring countries in Eastern or Southern 
Europe are also relevant.

Moreover, we see more and more activities of 
international digital players in DACH — from big 
vendors such as OneConnect (with SwissRe) or 
the US start-up Matterport to mid-sized InsurTechs 
with unicorn status (or at least ambitions to achieve 
it), such as Shift Technologies or Tractable, as well 
as smaller ones like Zelros (France). From the long list 
of active ones, we have only included Lemonade and 
Matterport into our Radar, but expect the list to be 
growing going forward.

Overall, internationalization is finally 
gaining momentum.
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ICOS AND STOS ARE DEAD. ARE SPACS THE 
NEXT BIG THING?

That initial coin offerings (ICOs) would no 
longer play a role in the financing of InsurTechs 
(flashback: Etherisc had dared to take this step 
in 2018) had already become abundantly clear 
in 2019. The next trend that never materialized 
was that of security token offerings (STOs), which 
Bitbond had ventured into in 2019. It appears that 
cryptocurrencies, whatever their form, have so far 
failed to establish themselves as a viable financing 
tool. And this will remain the case for the foreseeable 
future, because no InsurTech has managed to raise 
significant capital this way — that would require 
large venture capitalists, who in turn tend to avoid 
reputational risks for compliance reasons.

The latest rising star in the firmament of financing 
alternatives is the SPAC (Special Purpose Acquisition 
Company), a type of listed shelf company that then 

acquires a target company to indirectly take it public. 
In a sense, this is both a financing option and an 
exit all in one. Compared to a “normal” initial public 
offering, the process is much leaner and, above all, 
safer: Failure, which in the case of an IPO is always 
a possibility, is extremely unlikely in this scenario. 
In the US, SPACs are becoming increasingly popular. 
Metromile availed itself of this option to go public in 
late 2020, with five others following to date (Clover 
Health, CCC Information Services, QOMPLX, Doma 
and Hippo). With Lakestar Spac 1, legendary investor 
Klaus Hommels launched the first German SPAC in 
February 2021. Others have already followed suit or 
plan to do so. The InsurTech scene in DACH should 
also keep an eye on the SPAC founded by former 
Allianz CFO Dieter Wemmer with an explicit focus on 
the insurance industry. We believe that this option is 
here to stay, even if the initial euphoria has cooled. 
Especially for larger InsurTechs, this constitutes an 
interesting exit alternative. We, at any rate, could 
think of several suitable candidates.



SURVEY AMONG INSURTECH 
FOUNDERS REGARDING THE 
IMPACT OF COVID-19 ON 
THE DIGITIZATION OF THE 
INSURANCE INDUSTRY
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 INSURTECHS AS LEAD INDICATOR FOR THE 
DIGITIZATION IN THE INSURANCE INDUSTRY

The insurance industry is digitalizing — and 
hence in search of enabling solutions. With their 
digital business models, InsurTechs are core to 
this — either as digital client-facing businesses or 
as digital enablers. Their observations regarding 
the impact of COVID-19 on their business models 
therefore serve as a very clear indicator as to how 
the pandemic will impact the digitization of the 
insurance industry as a whole. 

Exhibit 4: Participating InsurTechs by business model and size

Number of participants per business model Number of participants by number of employees, %

 
Source: InsurTech-Radar 2021 DACH COVID-19 Impact Survey

Survey design

InsurTech founders in the DACH region were 
surveyed in the period from March to April 
2021. A total of 67 InsurTechs participated in 
the online survey. The survey distinguishes 
between B2C InsurTechs, which serve end 
customers directly, and B2B2C InsurTechs, 
which provide digital solutions to other 
market participants — primarily insurance 
companies and distributors. Companies 
of all sizes participated, with most of the 
respondents having between 26 and 50 
employees. This in itself is already an 
indicator for the success of InsurTechs 
in DACH: In our last survey carried out in 
2017, most companies only had between 
10 and 25 employees. Exhibit 4 provides 
an overview of the participants.
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DUE TO COVID, CUSTOMERS ARE GOING 
DIGITAL — AND WILL CONTINUE TO DO SO

When face-to-face meetings are restricted or even 
prohibited during a pandemic, but people still need 
insurance coverage, the use of digital alternatives 
is bound to increase. The question now arises as 
to whether the behavior observed is a straw-fire 
ignited by pure necessity, or whether it represents 
a sustainable, secular change in behavior. Since 2020, 
we have witnessed different phases of the pandemic, 
starting with a hard lockdown across the DACH 

region in the spring of 2020, followed by a summer 
2020 that almost felt “normal” again, and finally 
restrictions with varying degrees of severity during 
the winter months, with successive relaxation starting 
in the spring of 2021. How did the end customers 
behave overall? Will they return to their old habits 
once bans are lifted, or will they stay digital? We have 
asked the InsurTechs about their perspective. Almost 
all of them have seen a significant increase in the use 
of their digital offerings. Based on their observations, 
more than 80% of the start-ups expect this to remain 
a sustainable development.

Exhibit 5: Use of digital offerings at B2C InsurTechs
How has the usage of your digital services by end customers (e.g., number of interactions on the app, website, 
etc.) changed since the start of the COVID-19 pandemic?
Single count, absolute number

Expected development after the return to the “new normal”, %

 
Source: InsurTech-Radar 2021 DACH COVID-19 Impact Survey
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Since B2B2C InsurTechs interact not only with end 
customers (the “B2C” part) but also with partners 
such as insurance companies or brokers (i.e., the 
“B2B” part), their insights also shed light on how 
the incumbent demand for digital enablers has 

developed. The demand for these enablers has 
increased with similar ferocity and is even seen 
as slightly stronger trend than the change in end 
customers’ behavior. More than 90% of InsurTechs are 
certain that this change will prove to be permanent.

Exhibit 6: Use of digital channels by business partners of B2B2C InsurTechs
How has the usage of your digital services by your business partners (e.g., number of interactions on the app, 
website, etc.) changed since the start of the COVID-19 pandemic?
Single count, absolute number

Expected development after the return to the “new normal”, %

Source: InsurTech-Radar 2021 DACH COVID-19 Impact Survey
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INSURTECHS SUCCESSFULLY CONVERT 
INCREASED INTEREST IN DIGITAL OFFERS INTO 
NEW BUSINESS

Innovative business models are only successful if they 
create customer interest in their specific offering, 
and convert this into new, paying customers. So, are 
the InsurTechs up to the task? For most of them, the 
answer is resoundingly positive — over 80% of B2C 
InsurTechs see an increase in new customer interest, 
and more than 70% have been able to successfully 
convert that interest into real new business. Negative 
responses are likely indications that an InsurTech’s 
business model still needs to be fine-tuned, or that 
the core business area was severely impacted by 

the pandemic, as was the case in the travel sector, 
for example.

Interestingly enough, B2B2C InsurTechs have fared 
even better: More than 80% were able to increase the 
number of new customers as a result of the pandemic. 
That is remarkable in itself, as B2B sales cycles — 
the customers of B2B2C InsurTechs are, after all, 
business partners such as insurers or distributors, not 
consumers — are typically much longer than those in 
the end customer business. This is a clear indication 
that insurers are experiencing an accelerated demand 
for digital solutions and are increasingly looking 
for — and then using — enabling solutions offered 
by InsurTechs.

Exhibit 7: New B2C InsurTech end customers — interest and conversion rates
Single count, absolute number

Source: InsurTech-Radar 2021 DACH COVID-19 Impact Survey
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Exhibit 8: New B2B2C InsurTech business partners — interest and conversion rates
Single count, absolute number

Source: InsurTech-Radar 2021 DACH COVID-19 Impact Survey

THE IMPACT OF COVID ON CUSTOMER 
ACQUISITION COSTS — ADVANTAGE B2B2C!

Customer acquisition costs are the result of market 
mechanisms, with the interest of end customers 
on the one hand and the effort required to source 
and to persuade prospects to become paying 
customers against any competing offers on the 
other. In recent years, acquisition costs have 

frequently proven to be the Achilles’ heel of InsurTech 
models — especially those vying for the favor of 
end customers online. Did the pandemic change 
this situation, perhaps because many more new 
customers were going online? For B2C InsurTechs, 
the answer, unfortunately, is no. While some of them 
saw acquisition costs drop, they were clearly in the 
minority. Most players reported a further increase 
in acquisition costs.

Exhibit 9: Development of acquisition costs of B2C vs. B2B2C InsurTechs
How have your acquisition costs for new customers and partners changed since the beginning of 
the COVID-19 pandemic? 
Single count, in % of participants

 
Source: InsurTech-Radar 2021 DACH COVID-19 Impact Survey
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For B2B2C InsurTechs, where customer acquisition 
follows a slightly different logic than for their B2C 
counterparts, the situation looks brighter. In this 
area, more InsurTechs recorded a drop in acquisition 
costs. This, too, is an indicator that traditional insurers 
are increasingly using InsurTechs to drive their 
own digitization.

FURTHER SURVEY RESULTS ON THE IMPACT OF 
THE PANDEMIC ON INSURTECHS

The main focus of our survey so far has been to assess 
the impact of the pandemic on the digitization of the 
insurance industry, as seen from the InsurTechs’ front-
row vantage point. In addition, we also inquired about 
a number of further aspects, which are summarized 
below supplementing the core analysis:

• Government support: For 2/3 of the InsurTechs 
polled, government support was at least sufficient; 
only 1/3 would have preferred more state support. 
This is certainly also an indication of the resilience 
displayed by the insurance industry as a whole, 
and of the rapid return of investors, which has 
prevented any interruption of financing as 
feared initially.

• Financing situation: Due to differences in 
industry structure, we only asked B2C InsurTechs 
about the impact of COVID-19 on their financing 
situation and on their international expansion 
plans. 52% of B2C InsurTechs report an improved 
financing situation, while only 23% see a 
deterioration, a result which may also be related 
to increased end-customer demand.

• International Expansion: 55% of the respondents 
have and had no international expansion plans, as 
they are (currently) pursuing a domestic strategy. 
32% stay committed to their expansion plans. The 
remaining 13% have put their expansion plans on 
hold for the time being.

CONCLUSION: THE PANDEMIC HAS ACCELERATED 
THE DIGITIZATION — B2B2C INSURTECHS ARE 
THE MAIN BENEFICIARIES

In summary, the pandemic has further accelerated 
the digitization of the insurance industry. Customers 
are increasingly demanding digital offerings, which in 
many cases they find with InsurTechs, and more and 
more of this interest is turning into concrete business. 
It is no surprise, that the majority of the InsurTechs 
surveyed report that the COVID-19 pandemic had 
a positive impact on their own business.

But the trend toward digitization is not limited to 
start-ups. B2B2C InsurTechs have tended to benefit 
even more from the digitization push brought on by 
the COVID-19 pandemic, as traditional market players 
look to InsurTechs for digital solutions in all areas of 
their business model. This is also supported by further 
survey results. For example, 78% of B2B2C InsurTechs 
are convinced that they will find business partners 
more easily after the pandemic than before, while 
only 68% of B2C InsurTechs expect the acquisition of 
new customers to be easier. The more positive outlook 
of B2B2C InsurTechs is also reflected in a more 
upbeat assessment of the impact of the pandemic 
on the insurance industry as a whole. Among B2B2C 
InsurTechs, 47% see a positive impact, while only 
19% see negative consequences. With 32% versus 
23%, B2C InsurTechs report the same tendency, 
but it is far less pronounced. Our survey therefore 
confirms once again that the insurance industry offers 
fertile ground for start-ups that enable traditional 
market participants to digitize their business with 
innovative solutions.
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BUSINESS MODEL CATEGORIES, ACTIVITY LEVEL 
AND EVALUATION METHODOLOGY

The first core component of our work, our global 
InsurTech database, has grown to roughly 3,100 
entries. We continue to apply a narrow definition 
of “InsurTech”. Only companies offering insurance 
as an integral part of their business model are 
included. Many start-ups with business models in 
adjacent digital areas, such as FinTech, HealthTech, 
LegalTech, PropTech or RegTech, are only indirectly 
linked to the insurance industry. In contrast to 
many other industry reports, we do not count 
these companies as InsurTechs.

The second core element of our Radar is a 
consistent framework which segments the 
market into business model categories. A detailed 
description of the business model categories can 
be found in Appendix 1.

In total, we continue to have 18 categories. 
However, market developments have once 
again necessitated a further refinement of the 
framework in several areas.

Changes in business model categories
More and more neocarriers see their core business 
in serving as enablers for other InsurTechs as well as 
established industry players. We capture this trend 

by creating an “Insurance-as-a-Service (IaaS)” business 
model category within the “Proposition” segment.

In the “Distribution” segment, we discontinued 
the B2C and B2B online broker business model 
categories, as — from a legal perspective — many 
InsurTechs in these categories did not (only) act as 
brokers. In addition, the distinction between retail 
customers, the self-employed and small businesses 
is anything but clear-cut. Instead, we established 
the new business model category “Digital Insurance 
Manager (DIM)”, which has absorbed some of 
the online brokers. In addition, we now include 
“Specialized Advisors”, who offer a much more focused 
range of services than DIMs. Both categories adopt 
a business approach based on long-term customer 
relationships (as distinct from purely transactional 
Price Comparison Websites) and may target retail 
and/or corporate customers.

With a somewhat heavy heart, we discontinued 
the “Life digitizers” category for lack of observable 
activity. None of the companies we followed ended 
up implementing the initial approaches to insurance 
and contract management in practice — neither the 
start-ups (filee, which we count as a pivot-out, was our 
last man standing in this category in the DACH region) 
nor the many large US tech companies (e.g. Evernote, 
Dropbox, etc.). However, we will continue to keep an 
eye on developments in the market and will “revive” 
this business model category, if necessary.
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And finally, we changed the name of the “Operations” 
category “Service and Administration” to “Insurer 
Platform”, as the original designation proved to be 
misleading in discussions with industry participants.

Classification of activity level
We have continued to adhere to the classification 
of the activity level of the start-ups in our database. 
In addition to start-ups, we are also observing 
scale-ups, which have become particularly relevant 
to the market. We also have “zombies” — companies 
that formally continue to exist, but in our eyes no 
longer have any hope of real success. We currently 
count 16 such InsurTechs, although we do not 
report on them separately.

InsurTechs that have discontinued their operations 
are classified as “Inactive”. Companies that were 
sold are categorized as “Exit/Visible”, if their 
brand name and business operations continue 
to exist, or as “Exit/Exit”, if the InsurTech is fully 
integrated into the buyer’s operations following 
the acquisition. Companies that shift the focus of 

their activities from the insurance industry to other 
sectors are classified as “Pivot Out”.

Evaluation logic
The DACH Radar 2021 shows and assesses the 
level of activity observed in the different business 
model categories along the value chain in Germany, 
Austria and Switzerland. We also evaluate the 
models on the basis of their strategic potential. 
A business model category’s strategic potential is 
determined by its market potential (premium pools 
and depth of value-creation) and its chances of 
success (customer needs and entry barriers). Further 
details on the evaluation methodology can be found 
in Appendix 2. Our conclusions per category are 
informed by comparing the current level of activity 
in each category with its strategic potential.

On the following pages, we will present the business 
model categories, the players, and our market 
assessments for each of the three segments of 
the InsurTech Radar.
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DIGITAL INSURANCE PROPOSITIONS

The number of InsurTechs focusing on new 
insurance propositions has continued to grow in 
recent years. With 69 InsurTechs (33% of the total), 
“Propositions” is now the second-largest segment 
in the DACH region. A comparison shows that at 
33%, insurance propositions make up almost the 
same percentage of the market in the DACH region 
as on an international level (30%). A striking feature 
of the Swiss market is that at 36%, proposition-
based business models tend to be more dominant, 
at the expense of distribution-oriented models. 
In Switzerland, the InsurTech wave emerged 
somewhat later than in Germany — but made up 
for it by venturing directly into the more complex 
“Proposition” and “Operations” business models. 
Start-ups in several of the business model categories 
are trying to ride international megatrend towards 
“embedded insurance” and parametric solutions.

After the addition of the “Insurance as a Service 
(IaaS)” category, our “Propositions” segment now 
comprises seven business model categories. 
Further details can be found in Appendix 1.

1. Neocarriers — Digital Process Innovation
“We offer a digital and state-of-the-
art interpretation of tried and tested 
insurance products.”

InsurTechs in the “Neocarriers — Digital Process Innovation” 
category offer traditional insurance products, in some 
cases with a modern interpretation and adapted to a 
younger target audience. The real innovation lies in 
the fully digital processes and quote-to-bind journeys 
that are often the technological foundations for micro 
modular insurance products.

In contrast to several other studies, we consider the 
category of neocarriers strictly from the customers’ point 
of view. Since the matter of actual legal implementation 
(under insurance law) is often of little relevance from 

the customer’s point of view — much to the dismay of 
InsurTechs that have completed the resource consuming 
journey through the regulatory licensing process — the 
category therefore includes InsurTechs holding their 
own regulatory license from BaFin/FINMA/FMA, those 
that operate as managing general agents (MGA), and 
offerings that are structured as digital sales wrappers for 
existing risk carriers or product providers. This category 
also includes almost all InsurTechs recently founded by 
established primary insurers.

With 44 start-ups, neocarriers constitute the largest 
category in the “Proposition” segment by far, and in terms 
of absolute numbers also the most important business 
model category in our InsurTech Radar overall. 8 of the 
InsurTechs falling into this category are from Switzerland, 
3 from Austria and 33 from Germany.

This is also the category that has produced the most scale-
ups (13), and has successfully defended this position since 
2019. For the sake of full disclosure, it should be mentioned 
that despite the host of announcements, Lemonade has 
hardly had an impact in Germany so far. However, since 
the company is indisputably a scale-up in the US, we have 
also included it in this group in DACH. And Smile Direct, 
without any doubt a scale-up in terms of growth, is certainly 
a borderline case, as the company can also be considered a 
pre-InsurTech, if you focus strictly on the date of inception.

In many cases, start-ups in this category follow a 
hybrid sales approach (a combination of online direct 
customers, Price Comparison Websites and cooperation 
with established insurance distribution channels), which 
has served them well. Price Comparison Websites in 
particular have proven to be an effective way for a number 
of InsurTechs to quickly ramp up their gross written 
premium volumes and thereby gain traction. Opinions 
are divided, however, as to whether or not this approach 
will prove to be sustainable, as it creates a very cost-
intensive dependency.

Another development we are noticing is that the neocarriers 
are beginning to follow different strategies. While some of 
them prefer to focus on specialization, others are gearing 
up to provide a full range of insurance solutions (e.g. 
Neodigital). With its young and digitally savvy client base, 
Getsafe, for example, plans to grow with its customers over 
the coming decades as a new type of “generational insurer”.

We consider the market potential in the “Neocarriers — 
Digital Process Innovation” category to be high — but the 
same also applies to the intensity of the competition.
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2. Neocarriers — Digital Product Innovation
“We are your digital insurer, using digitization to 
offer innovative products.”

InsurTechs in the “Neocarriers — Digital Product 
Innovation” category leverage “new” technologies such 
as the Internet of Things (IoT) and sensors to create new 
insurance products that to date could not be implemented 
before. As is the case with models focusing on process 
innovations, business is handled through fully digital 
processes. The heritage proposition in this area are 
telematics offerings that would not be possible in an 
analogue world.

With L’AMIE direkt from Austria as well as POWIDO, 
Wetterheld and Wetterversicherung.com from Germany, 
there are four InsurTechs in this category. Three out of 
the four offer parametric coverage — one of the most 
promising developments among insurance products. 
While parametric covers have also been possible in the 
analogue word, digital creates many new opportunities. 
Therefore, we classify all parametric propositions to 
play in this category.

Some of the neocarriers with a process focus are also 
working on insurance products that could fall into this 
business model category, meaning that they might 
move to this category in the near future. Initial tendencies 
towards telematics, which we had already observed 
back in 2019, have not progressed to a more elevated 
level, so we have not recategorized any of them.

Overall, things are still very quiet in this business model 
category — both by international standards and measured 
against the inherent underlying potential. We therefore 
remain optimistic and continue to expect further activity 
in areas such as residential building/household insurance, 
wellcare or Industry 4.0.

3. Insurance-as-a-Service (IaaS)
“We offer digital insurance solutions for our 
partners’ customers.”

We introduced the new “IaaS” business model category, 
as several neocarriers have specialized on a pure B2B2C 
approach. The category centers on digital risk transfer 
models for the customers of partners outside traditional 
insurance distribution, for example in the area of 

e-commerce. The underlying technological foundation 
is often provided by specific, fully digital underwriting 
solutions to enable instantaneous coverage. IaaS providers 
usually implement the “embedded insurance” approach 
described above.

With Element and Simplesurance, Germany is home to two 
scale-ups, while two other ones, iptiQ and Toni Insurance, 
hail from Switzerland. Axa’s wholly-owned subsidiary Alteos, 
Digital Banket (Covomo’s MGA), hepster and Movinx (joint 
venture between Daimler and SwissRe) from Germany are 
also active in this business model category, as are i-surance 
and Stonestep from Switzerland and bsurance from Austria. 
With a share of roughly 13% of the “Proposition” models, 
IaaS concepts feature much more prominently in the DACH 
region than on an international level, where only 4% fall 
into this category. Compared to other neocarrier models, 
a positioning as IaaS allows for an easier monetization of 
the developed insurance platform. We expect more scale-
ups to follow soon, with hepster being a likely candidate.

4. Situational
“We provide instantaneous short-term cover to 
meet your current needs.”

Things have gotten very quiet in the “Situational” business 
model category. Only LINGS from Switzerland continues 
to hold the fort — an InsurTech that could also be assigned 
to the “Community-based” category. Times are tough for 
providers of situational short-term coverage. Memories of 
the failure and subsequent pivot of the former international 
role model Trov are still fresh. Over time, a fair amount 
of InsurTechs falling into this category has moved on to 
become “Neocarriers — Digital Process Innovation” by 
shifting from short- to long-term insurance.

We therefore remain skeptical regarding the future of 
this category.
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5. Community-based
“We use community mechanisms to lower the 
cost of sales or risk.”

We also remain skeptical about this business model 
category. In the DACH region, only elionor and crowdheroes 
are currently venturing into the community-based insurance 
space. Another Swiss InsurTech seems to have ceased most 
of its activities.

As monetization is quite complex in this business model 
category, we do not expect significant future activity.

6. From Insured to Protected
“We not only insure you but also protect you.”

InsurTechs in this category offer a bundle of supporting 
services and insurance products which guarantee that 
a certain desired state is maintained or achieved from 
the customer’s point of view. As a result, the customer 
receives comprehensive support services for prevention, 
risk management, or in the event of damage, not just an 
isolated payment.

In Austria, only Twingz is active in this category, while 
Switzerland features MICA Insurance and mitip (although 
things have gotten awfully quiet around the latter recently).

Perhaps customers in the DACH region are not yet 
sufficiently receptive to “From Insured to Protected” 
models. After all, the insurance industry has spent decades 
cultivating an extremely product-oriented mindset among 
consumers. The high cost of sales is certainly an obstacle 
that is difficult to overcome.

7. New Digital Risks
“We protect you from the pitfalls of digitization.”

Hardly a week goes by without new cyber-attacks making 
headlines, with the media have long started talking about 
a “cyber war”. Even large companies with the strictest 
security standards are affected. The market potential 
related to cyber risks is enormous. However, the chances 
of success, which we had also always considered high, 
seem to have declined somewhat due to the evident 
hardening of the market. In view of mounting claims, 
insurers and reinsurers show decidedly less appetite in 
covering cyber risks. All InsurTechs within this business 
model category act as MGAs. It remains to be seen whether 
the hardening of the cyber risk market will have an impact 
on the development of start-ups. Companies active in this 
category include Cogitanda Dataprotect and CyberDirekt 
in Germany, as well as Silencio in Switzerland.

One company worth mentioning in this context is Insurninja, 
which specializes on new digital risks related to gaming 
and eSports.

Areas such as the gig economy (lately also referred to as the 
“human cloud”), the sharing economy, and new risks related 
to Industry 4.0, connected supply chains, and distributed 
ledgers remain largely underdeveloped in DACH. Will we see 
more activity in the future? We are no longer certain. One 
thing is sure, though: On an international level, the category 
is almost twice as active as in DACH (11% of all “Proposition” 
models, vs. only 6% in DACH).
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Scale-ups GERMANY
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FRIDAY
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nexible
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GERMANY
ELEMENT
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Start-ups AUSTRIA
Feelsafe Segurio Smart

AUSTRIA
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AUSTRIA
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AndSafe
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hepster
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i-surance
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SWITZERLAND
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SWITZERLAND
MICA Insurance
mitipi

SWITZERLAND
Silenccio

Pre-InsurTechs Bavaria Direkt
HUK 24

R+V 24
Sparkassen Direkt

Active 44 4 11 1 2 3 4

Inactive, Exit/Exit, 
Pivot Outs 3 N/A N/A N/A 1 N/A N/A

Strategic potential

Market potential ●●●●● ●●●●● ●●●●● ●●○○○ ●●○○○ ●●●●● ●●●●●

Chances of success ●●●●○ ●●●●○ ●●●●○ ●○○○○ ●●○○○ ●●○○○ ●●●○○

Overall value ●●●●◐ ●●●●◐ ●●●●◐ ●◐○○○ ●●○○○ ●●●◐○ ●●●●○

Activity level ●●●●● ●○○○○ ●●●○○ ●○○○○ ●○○○○ ●○○○○ ●○○○○

Source: InsurTech-Radar 2021 DACH
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Conclusion Proposition
The strong activity among neocarriers, which was 
already evident in 2019, has continued to increase, 
with the main driver being the “Neocarriers 
— Digital Process Innovation” business model 
category. As many as 14 of the players involved 
in the digitization of sales, service or operational 
processes have their own insurance license 
(GER: 11, AT: 0, CH: 3), and at least two others are 
currently going through the insurance license 
application process. Most of the other start-ups in 
this category have entered into close partnerships 
with insurers based on MGA models.

Interestingly, the general public has barely noticed 
that established industry players are involved in 
at least 18 InsurTechs, either through subsidiaries 
or via acquisitions. We expect this development 
to continue.

The newly created “IaaS” business model category 
is also starting to take shape. We believe it has 
great potential for the future.

Real-world practice has confirmed our skepticism 
regarding the “Community-based” and 
“Situational” models.

“New Digital Risks”, and in particular cyber risks, 
have gained a lot of visibility in recent years. The 
potential is enormous. But now it remains to be 
seen, whether or not the ongoing hardening of 
the market will prompt risk carriers to cancel the 
InsurTechs’ coverage capacities.

We see considerable room for innovation, primarily 
in the “Neocarriers — Digital Product Innovation” 
business model category. However, market 
success will require further customer education, 
as these offerings are new to end consumers 
and are difficult to compare with established 
insurance products.

24
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DISTRIBUTION OF INSURANCE PRODUCTS

Digitization creates new ways for InsurTechs 
to interact with potential customers to sell 
insurance solutions.

Back in 2016, nearly two thirds of all InsurTechs 
were active in this segment. Today, this number 
has declined to approximately 27%, which is 
roughly in line with the international average of 
26%. A comparison between the different DACH 
countries offers interesting insights. While in 
Germany around 32% of all InsurTechs pursue 
distribution-oriented models, this group accounts 
for only 19% in Austria. In Switzerland, its share 
is even lower at 14%. These differences are quite 
understandable. Both Austria and Switzerland are 
significantly smaller than Germany. As a result, 
the potential for the monetization of distribution-
based intermediary models, which are often 
strongly tailored to a specific market, is lower 
overall. Furthermore, there are fewer insurers 
and consequently fewer products, which limits the 
added value of independent distributions models 
providing navigation or comparison services to 
customers. Another factor: Tied distribution is much 
more prevalent in Austria and Switzerland, which is 
why many products are not accessible to third-party 
distributors such as InsurTechs. Another reason 
may be that the start-up boom in the insurance 
sector in both countries set in later than in Germany, 
allowing the players to learn from the mistakes 
made in Germany.

In the area of distribution, we see six business 
model categories:

1. Price Comparison Websites (PCW)
“We find the cheapest insurance for you.”

In 2019, we had mentioned that things might get interesting 
again in this otherwise difficult business model category 
for start-ups. Joonko, a FinLeap venture, was planning to 
create a new comparison portal in Germany with well-
known investors — Ping An included — in direct competition 

to Check24. Things did get interesting — but not in the 
way most people had expected: The promising start was 
followed by an abrupt retreat. Among other reasons, the 
financial buffer was not substantial enough to stand up to its 
cash-flow rich competitors. In 2020, barely a year after it was 
founded, Joonko was forced to close its doors again. With 
Joonko, a historic opportunity for the insurance industry 
to build a true competitor to Check24 in Germany came to 
an end.

2. Distribution platform
“We are the intermediary connecting different 
parties involved in the sales process.”

Due to their very large market and strategic potential, 
distribution platforms are among the most promising 
business model categories. InsurTechs in this category 
create a digital infrastructure to support the long-term 
interaction between different players involved in the sales 
process. For this, they use their proprietary software for 
sales purposes, in some cases offering white-label solutions 
to integrate partners in the market (from insurers to pools 
and brokers to end customers) into their platform.

It comes as no surprise that the “Distribution Platform” 
category features three scale-ups (FINLEX, Wefox Group 
and Thinksurance). Wefox just recently made a splash with 
a mega-financing round. FINLEX and Thinksurance are also 
said to be working on a new funding round in the coming 
months. We have moved Simplesurance — a scale-up that 
had been included in this category in 2019 — to the “IaaS” 
category, as the company’s business model has evolved as it 
increasingly offers own products for distribution partners.

Six further start-ups have positioned themselves as 
distribution platforms, including one in Austria (Finabro), 
four in Germany (Covomo, Valu-X, vers.diagnose, Virado) 
and one in Switzerland (Lyyna, with an innovative approach).

Distribution platforms allow insurers to make their sales 
processes more efficient. InsurTechs handle anything from 
digital policy issuance and underwriting to interfaces to 
third-party systems, and from autorating, rate comparisons, 
and product integration into insurance broker management 
software. Accordingly, they enjoy active support 
from insurers.

In 2019, we had already anticipated that these generally 
young scale-ups would gain more and more systemic 
relevance, and they have lived up to this expectation. 
Insurers have a natural incentive to reduce complexity in 
their collaboration with external partners, which creates 
an effective barrier to entry against new competitors.
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Pre-InsurTechs like Hypoport with its Smart InsurTech 
unit, broker pools such as blau direkt, providers of 
insurance broker management software like Acturis, 
rate comparison websites for existing rates such as 
Franke & Bornberg — they all form part of the competitive 
environment. The winners will be the ones that control 
interfaces, as well as relationships to insurers, other 
market participants and customers. An exciting 
competition is underway in this arena.

3. Corporate Platform
“We deliver insurance to employees.”

The “Corporate Platform” business model category, which 
has become very popular on an international level, offers 
employees benefits, including discounts, insurance and 
savings plans for retirement. In the US, for example, pre-
InsurTech “workday” has succeeded in growing to become 
a major company in this category. While insurers initially 
tended to deploy only their own (low-tech) online portals 
for operations, business has been increasingly shifting to 
tech-enabled corporate platforms.

Overall, however, this business model category has not 
yet gained broad acceptance in the DACH region. In Austria 
and Switzerland, there are no InsurTechs at all in this arena 
(although the InsurTech Vlot could become a “Corporate 
Platform”; however, we included it in the “Digital Sales 
Enabling” category due to its current white-label sales 
approach). In Germany, only scale-up Xempus (formerly 
xbAV) has been able to successfully grow its own platform 
solution to a meaningful level. When it comes to insuring 
employees, online portals operated by incumbent insurers, 
such as FirmenOnline by Allianz, are quite capable of 
holding their ground against InsurTechs — even though 
some are still based on dated technology.

We continue to see considerable potential for these types 
of digital distribution solutions related to company pension 
plans and employee benefits business. As an extremely 
high reach has already been achieved, any functional 
enhancement of modern, cloud-based human resources 
software — as offered, for example, by unicorn Personio 
or by HeavenHR — would prove an effect catalyst for this 
business model category. A possible market entry might 
also take the form of an InsurTech being acquired by one 
these HR software providers. So far, however, no such 
developments have been observed. We will have to wait 
and see.

4. Digital Insurance Manager (DIM)
“We administer and optimize your 
insurance portfolio.”

The newly created “Digital Insurance Manager (DIM)” 
category is the digital counterpart to the traditional 
insurance broker for retail and corporate customers. 
It includes some of the B2C and B2B online brokers. 
The main focus is on a comprehensive consulting 
approach designed for long-term support, covering 
the entire insurance portfolio with a digital contract 
management solution.

As is well known, this business model category was one 
of the first to be tackled by InsurTechs in DACH. But it 
is also one that the majority of start-ups have failed 
to scale, as it didn’t turn out to be quite as easy as it 
looked at first glance. While in 2016 this business model 
category included more than a third of the InsurTechs in 
the “Distribution” segment, this number has dropped to 
roughly 14% of the sales-oriented InsurTechs in the DACH 
region today. In Switzerland, only the digital SME broker 
esurance remains active, while Austria currently does not 
have a single start-up in this category.

Over the years, the scale-up Clark has managed to rise to 
the top of the “Digital Insurance Manager” category and 
expand into other countries. Finding the right category for 
Friendsurance was once again a difficult task: Currently, 
we are classifying this company as a “Specialized Advisor”. 
This is only partially correct, however, as in truth a second 
company has emerged under the Friendsurance Business 
brand, which offers a white-label DIM solution with a focus 
on bancassurance. So you could also consider the company 
a Distribution Platform.

Wechselgott has shown an interesting development. With 
its roots in the optimization of utility contracts, the start-
up has steadily moved into the insurance space, gaining 
considerable traction through partnerships, especially in 
the co-operative sector. Volders (not the part acquired by 
Finanzguru) has a similar focus.

Overall, however, we stand by our assessment that 
becoming a sizeable Digital Insurance Manager is not easy. 
Competition remains fierce — not only from InsurTechs, 
but especially from incumbent brokers and distributors. 
It therefore comes as no surprise that there has not been 
a single new InsurTech start-up in this category in DACH 
since 2018.
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5. Specialized Advisor
“We find the right insurance solution for your 
specific problem.”

We have introduced the new “Specialized Advisors” business 
model category in order to better reflect observable 
developments in the market. “Specialized Advisors” have 
focused their business model on solving specific customer 
problems in the insurance sector. Their value proposition is 
therefore narrower than that of holistic DIMs. In this, they 
are similar to a traditional broker, whom you only get in 
touch with to solve a specific insurance need, rather than 
to manage your entire portfolio.

With Friendsurance and Finanzchef24, this category boasts 
two scale-ups. We have identified a total of 18 InsurTechs, 
of which two are based in Switzerland, which focus on 
life insurance (EmmaLife and SafeSide) and one in Austria 
(HiHealth, which we have included here in the expectation 
that the company will expand its focus, which is currently 
limited to submitting invoices to private health insurers, 
to offer insurance products).

Given the right setup, a successful start-up can also be 
established in this business model category. The Chinese 
unicorn Duobaoyu has shown that a traditional broker 
can be replaced by a digital business with a broad product 
offering which is not immediately forcing the customer 
into a comprehensive, long-term relationship as Digital 
Insurance Managers do. In the medium term, however, 
many of the InsurTechs with a very tight focus will have 
trouble to reach feasible revenue levels.

We are expecting that some of the InsurTechs will start 
making their technology available to other market 
participants as a white-label solution. A development 
towards “Digital Sales Enabling” therefore appears 
likely. This is a typical move, which by now can almost 
be considered a “classic move” in the InsurTech arena.

6. Financial Partner
“We optimize your personal finances.”

Already in our first InsurTech Radar published in 2016, we 
had held high hopes for digital versions of financial advisors 
offering data-driven, holistic financial, investment and 
risk planning services, subsequently to be implemented 
using both financial and insurance products. Our main 

reason: The enormous market potential. “Bancassurance”, 
“financial health”, “financial wellness” — this business model 
category has never shown a lack of new buzzwords. What 
it has failed to produce, however, are truly performant 
solutions. As a result, in mid-2021, we have to conclude 
that neither the established banks, nor the incumbent 
insurance players, nor the InsurTechs have so far succeeded 
in implementing a “Financial Partner” that enjoys genuine 
commercial success. To be sure, there are some promising 
approaches, such as the bancassurance collaboration 
between Friendsurance Business and Deutsche Bank. 
And good financial apps with potential to purposefully 
integrate the insurance sector (e.g. Finanzguru after the 
purchase of Volders Versicherungsvermittlung). All of 
them, however, are still a long way from exploiting the 
true potential inherent in the topic. Established players 
and start-ups alike regularly find partnership models with 
InsurTechs interesting — the former to generate leads, 
the latter to offer their clients added value. But in the end, 
not surprisingly, both are fighting for the same customers. 
Consequently, these implementation methods often do not 
involve deep technical integration, which is why customers 
are never truly wowed by their services. In our view, white-
label partnerships are more promising. Here, InsurTechs 
serve banks as pure technology vendors, allowing them 
to offer a customer-friendly, comprehensive package. 
However, such an operating model would place them in 
the “Digital Sales Enabling” category.

We have identified 6 start-ups in this category, one of 
which is headquartered in Switzerland (myChoice). This 
corresponds to approximately 11% of the sales-oriented 
InsurTechs, which incidentally is also the exact percentage 
we observed on an international level. But things are 
moving. Retail as well as SME neobanks are ramping up 
their insurance offerings (although perhaps not always 
with the highest priority). Meanwhile, further providers of 
financial apps (such as Germany’s staxter) are also waiting 
in the wings to attack the insurance sector.
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1.
Price Comparison 
Websites (PCW)

2.
Distribution 
platform

3.
Corporate Platform

4.
Digital Insurance 
Manager (DIM)

5.
Specialized Advisor

6.
Financial Partner

Scale-ups AUSTRIA
durchblicker

GERMANY
FINLEX
Thinksurance
Wefox Group

GERMANY
Xempus (xbAv)

GERMANY
Clark

GERMANY
Finanzchef24
Friendsurance

Start-ups AUSTRIA
Finabro

AUSTRIA
HiHealth

Start-ups GERMANY
autoversicherung.de
besser beraten 
(i-finance)
Bürgschaft24
EINFACHSPAREN24
Sachversicherung24
Safe.me

GERMANY
Covomo
Valu-X
vers.diagnose
virado

GERMANY
belonio (beeline)
Onnest
ePension
eVorsorge
Penseo
smart!bAV

GERMANY
allesmeins
FinanzRitter
fragWILHELM
TED
Versicherungsakte
Volders
Wechselgott

GERMANY
assona
easy insurance
feather (Popsure)
Finanzchecks
GoNetto
OnlineVersicherung.de

Rabatto
Riopo
Snoopr (b-tix)
Versicherungscheck24
Worksurance
yoursurance

GERMANY
Finanzguru
finatra
Moneymeets
TEO
treefin

SWITZERLAND
bonus.ch

SWITZERLAND
Lyyna

SWITZERLAND
esurance

SWITZERLAND
EmmaLife SafeSide

SCHWEIZ
MyChoice

Pre-InsurTechs Check24
Verivox

Acturis
Hypoport

Active 8 9 7 9 17 6

Inactive, Exit/Exit, 
Pivot Outs 6 0 4 3 12 3

Strategic potential

Market potential ●●●●○ ●●●●● ●●●●○ ●●●●○ ●●●●○ ●●●●○

Chances of success ●●○○○ ●●●●○ ●●●●● ●●○○○ ●●●○○ ●●●●○

Overall value ●●●○○ ●●●●◐ ●●●●◐ ●●●○○ ●●●◐○ ●●●●○

Activity level ●●○○○ ●●●○○ ●●○○○ ●●○○○ ●●●●○ ●●○○○

Source: InsurTech-Radar 2021 DACH

Conclusion Distribution:
Eight of the scale-ups included in the InsurTech 
Radar hail from the “Distribution” segment. 
Distribution oriented business models aimed 
at acquiring (private or commercial) direct 
customers are struggling with steep customer 
acquisition costs. While this insight is not a new 
one, Joonko provided an impressive example 
illustrating the point. On the other hand, we have 
not witnessed a mass extinction since our last 
radar from 2019. On the contrary: The number 
of InsurTechs has actually increased slightly. Like 
many other InsurTechs, start-ups launched in 
recent years (such as Lyyna in Switzerland and 
Valu-X in Germany) rely on sales multipliers. 
Almost all of the scale-ups in this segment of the 
value chain follow the same path.

Our survey among founders has shown that the 
strong increase in online customers caused by the 
COVID pandemic did not bring about a turning 
point in B2C customer acquisition costs. They 
remain very high.

Overall, however, we expect the number of 
distribution-oriented InsurTechs in DACH to 
remain relatively stable. Growth seems unlikely.

High

Medium

Low
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DIGITIZATION OF OPERATIONS

In this segment of the value chain, we capture 
InsurTechs that use technology to optimize business 
processes and methods to create risk-coverage 
solutions within the insurance industry and beyond.

With 84 active start-ups in this segment, the 
operations business model segment constitutes 
of 40% of all InsurTechs in the DACH region, marking 
a new record high! Since our first survey in 2016, 
this share has risen steadily against its original level 
of merely 22%. On an international level, 44% of 
all InsurTechs fall into this segment. We identified 
7 start-ups in Austria (44% of all InsurTechs in 
the country), 22 in Switzerland (50%) and 55 in 
Germany (37%).

In this Radar 2021, we have not made any 
structural changes to these five Radar categories. 
However, we changed the name of the “Service 
and Administration” business model category 
to “Insurer Platform”. In practice, the category 
was frequently reduced to the administration 
of contracts and customer relationships, which 
according to our intended definition was merely 
a subset. The category essentially covers the full 
software suite as well as business processes related 
to insurers’ core activities. Appendix 1 contains a 
chart illustrating the insurance tech stack.

1. Digital Sales Enabling
“We digitally enable your sales force.”

The “Digital Sales Enabling” category was able to maintain 
its leading position from 2019. Currently, 36 InsurTechs 
from the DACH region fall into this business model category 
— only “Neocarriers — Digital Product Innovation” boasts 
a higher number.

The scope of digital solutions offered ranges from lead 
generation tools to comparison tools and complex 
consulting tools.

With Nect, this category contains one scale-up. Riskine 
from Austria, however, is already warming up for a future 
scale-up status.

As before, some insurers are investing a lot of money into 
digitizing their captive sales channels. All other customer 
groups in the established insurance industry targeted by 
InsurTechs, however, are either not able or not willing to 
commit larger budgets. In addition, incumbent players 
and pre-InsurTechs are catching up, while multi-sector tech 
vendors are moving into the “insurance industry” vertical. 
Both factors mean one thing: Competition is getting more 
intense by the minute. While it may seem obvious that 
InsurTechs should benefit from monetizing any technology 
they developed for themselves by offering it as a white-label 
solution to a larger number of clients, practice has shown 
that this approach does have its pitfalls. As a result, we 
remain skeptical as far as its strategic potential is concerned.

2. Proposition/Underwriting
“We enable new products and new ways in 
underwriting and pricing.”

InsurTechs in this business model category focus on the 
effective use of technology to support underwriting and 
pricing. Naturally, the amounts of data that need to be 
collected and analyzed are always enormous. Buzzwords 
are never in short supply: References to “proprietary 
algorithms”, which were prevalent in 2016, were soon 
joined by “big data” and “machine learning”. Currently, 
almost every InsurTech (not only in this arena) seems to 
be working with “neural networks”, “deep learning” and 
“artificial intelligence (AI)”.

Our Radar has identified a total of 16 InsurTechs in this 
category. Due to its traction and the scope of its funding, 
we rank Swiss based Dacadoo (originally founded as a 
HealthTech) as a scale-up. In 2019, we had already pointed 
out that German founders seemed to be neglecting this 
category. Overall, not much has changed in this regard: 
Only five of the start-ups were launched in Germany, and 
one in Austria. With a total of ten InsurTechs, Switzerland 
dominates this category, serving as a driver of innovation 
in the underwriting market.

On the whole, we see a lack of innovative approaches that 
combine, for example, models such as CarpeData or Planck 
with the provision of data and risk factors relevant to pricing 
decisions. As a result, we continue to see potential for new 
start-ups in this area. With London-based Tractable, this 
category also boasts a European unicorn.
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3. Insurer Platform
“We empower your insurance operations.”

This category has enormous market potential, as the 
question of how to further improve all operational processes 
is always top of mind for insurance carriers. In order to drive 
digitization and automation, many companies buy software 
solutions on the market, frequently in combination with 
customization and integration services (also see Appendix 1).

We count 13 active InsurTechs in the DACH region, including 
two in Switzerland (Paladino and Zenai) and 11 in Germany. 
As in 2019, Sum.cumo remains the only scale-up, although 
tech11 might soon follow in its footsteps.

It remains to be seen whether the technological trend 
towards no- or low-code platforms, which has been drawing 
a lot of attention internationally (see US start-ups airdev or 
unqork) will also find its way into DACH. Undeniably, some 
of the well-funded start-ups in the US have successfully 
implemented a large number of projects with big-name 
customers and are also active in DACH. Whether no- or 
low-code platforms will ultimately prove to be no more than 
“old wine in new bottles” or whether they actually have 
the potential to solve core issues in the insurance industry 
through technological innovation is yet an open question. 
One company on our DACH radar bent on exploiting this 
trend is Nuclicore, founded in Germany in 2020.

4. Claims
“We optimize your claims processing and 
decision-making.”

InsurTechs in this category provide technologies and 
services to make the insurance industry’s claims processes 
more efficient and customer-friendly. As is the case in the 
“Proposition/Underwriting” category, data analytics plays 
a major role alongside the implementation of user-friendly 
processes. Accordingly, many innovative technologies 
are being employed in this area as well, ranging from 
algorithms to artificial intelligence (AI).

16 InsurTechs from the DACH region are focused on this 
issue, of which two are headquartered in Austria (Digital 
Claim and Schaden-Manager) and another two hail from 
Switzerland ( Jarowa and Spearhead). This means that 
nearly one-fifth of the start-ups in the “Operations” 
segment fall into this category, which corresponds 
almost exactly to the distribution observed internationally.

Actineo was the first company to advance to scale-up 
status, but the German InsurTech omni:us as well has 

the US start-up Matterport have now followed suit to join 
this exclusive group. What holds true for Lemonade in 
the “Propositions” segment also applies to Matterport: 
We considered the scale-up status achieved in the US for 
the DACH region, as well. Claimsforce and Jarowa could 
become the next scale-ups in this category.

In the “Claims” business model category, InsurTechs face 
serious competition, not only from the large software and 
technology vendors, but also from extremely successful pre-
InsurTechs such as ControlExpert, Eucon and the Innovation 
Group. Nevertheless, we remain very positive about the 
prospects in this category and see clear opportunities for 
start-ups — after all, with France-based Shift Technology, this 
category boasts one of the first European InsurTech unicorns.

5. Balance Sheet and Financial 
Resource Management
“We optimize investment decisions and 
financial processes.”

Start-ups in “Balance Sheet and Financial Resource 
Management” aim at improving the transparency of 
insurance companies’ financial, investment and reporting 
processes and enhancing their efficiency and effectiveness. 
In view of tightening regulatory requirements and pressure 
on returns in many asset classes, there is more than enough 
to do in this respect. Coming from the investment side of the 
business, the global megatrend “ESG” has also reached the 
insurance industry.

Technology-driven specialists — such as XTP in the area of 
investment optimization and investment governance — may 
very well become international success stories. However, this 
is a tricky playing field for software start-ups, as it requires 
a deep dive into a company’s inner workings. Established 
insurers and reinsurers are sometimes reluctant to offer 
external parties a glance at their cards. Large software 
vendors such as msg or SAP are at times at an advantage, 
as they are able to exploit cross-industry synergies and apply 
their financial expertise to the insurance sector.

Alternative technologies transferring insurance risks to the 
capital market represent a challenging but, in our view, very 
attractive long-term playing field. Among DACH InsurTechs, 
only Ryskex is trying to tackle this issue with its blockchain-
based parametric risk transfer solution.

e-Trading/placement platforms for reinsurance, such as 
the one offered by Lloyd‘s, might be able to stir up the 
market again.

The bottom line is that this is and will remain a challenging 
business model category.
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1.
Digital Sales Enabling (DSE)

2.
Proposition/Underwriting

3.
Insurer Platform

4.
Claims

5.
Balance Sheet 
and Financial 
Resource Mgmt.

Scale-ups GERMANY
Nect

SWITZERLAND
Dacadoo

GERMANY
sum.cumo

GERMANY
Actineo
Matterport

omni:us

Start-ups AUSTRIA
Allver baningo netinsurer riskine

AUSTRIA
prewave

AUSTRIA
Digital Claim Spearhead

GERMANY
4yourfinance
Appsichern 
(SituatiVe)
asuro
BANKSapi
bisure
BrokingX
digidor 
(experten- 
homepage)

feelix
Finhome
Finlytics
flexperto
Flixcheck/ 
Denkpark
Insurgo
KASKO

maklerhome- 
page.net
massUp
Mobilversichert
Netzwerkzeug 
(mydiVersO)
Personal 
Business 
Machine

prima 
beraten
profino
Shore
simplr 
(Dionera)

smoope
VorFina

GERMANY
AdaEngine
AktuarMed
Minds Medical

Perseus
SkenData/ 
Wert14

GERMANY
1blick
Alyne
b2b Protect
EMIL
Etherisc
f-fex

Nuclicore
Reportix 
(Eve Contract)
Syncier
tech11

GERMANY
Claimsforce
faire Regulierung
MotionsCloud
Oqio
Scanbot (doo)

SchadenFUX24.de
Schadenhelfer
picsure (Snapsure)
unfallhilfe24

GERMANY
Ryskex

SWITZERLAND
anivo.ch
Arilla
AutoMate 
Insurance

Innoveo Skye SOBRADO Vlot
SWITZERLAND
CelsiusPro
Cubiq
CyQuant
Kasko2Go
Luminant 
Analytics

Remoto 
(BrightBox)
Riskwolf
SatSure
Sustema

SWITZERLAND
Paladino
Zenai

SWITZERLAND
Jarowa Spearhead

SWITZERLAND
Asure 
Foundation
B3i

Pre-InsurTechs Finanzen.de
Franke 
& Bornberg

is2
Nafi

Morgen & Morgen
Softfair

Allfinanz
Magnum

Faktor10
MSG

Control Expert
Eucon

Innovation 
Group

Prophet
SAP
Solvara

Active 36 16 13 16 3

Inactive, Exit/Exit, 
Pivot Outs 18 3 6 5 17

Strategic potential

Market potential ●●●○○ ●●●●○ ●●●●○ ●●●●● ●●●○○

Chances of success ●●●●○ ●●●●● ●●●○○ ●●●●● ●●○○○

Overall value ●●●◐○ ●●●●◐ ●●●◐○ ●●●●● ●●◐○○

Activity level ●●●●● ●●●●○ ●●●●○ ●●●●○ ●○○○○

Source: InsurTech-Radar 2021 DACH High

Medium

Low

The Future of InsurTech in DACH

Conclusion Operations:
The importance of the Radar’s “Operations” 
segment has steadily increased since 2016. 
The distribution of the individual business 
model categories within the “Operations” 
segment has become more balanced. The 
“Digital Sales Enabling” category remains the 
heavy-weight in this arena, which, in comparison 
to international averages, is much more 
pronounced in the DACH region.

Within DACH, the Swiss InsurTech scene gives 
a particularly strong showing, featuring several 
highly innovative, promising start-ups. Based on 
the total number of InsurTechs in the country, 
Austria, too, is well-represented in this area. 
Due to the size and structure of the local market, 
start-ups are forced to make their way onto the 
international stage early on. This visibly boosts 
their innovative strength.

New scale-ups in the “Proposition/Underwriting” 
and “Claims” categories have appeared on the 
Radar, primarily due to the geographic expansion 
of our analysis from Germany to the DACH 
region. In both business model categories, 
however, we continue to see considerable 
potential for new start-ups with an in-depth 
knowledge of the insurance industry.

31



CONCLUSION 
AND OUTLOOK



© Oliver Wyman 33

Conclusion and OutlookThe Future of InsurTech in DACH

The InsurTech Radar 2021 shows that a lively 
InsurTech scene has sprung up throughout the 
entire DACH region and has grown to a level 
where the insurance industry can no longer 
afford to do without it. On the contrary: it has 
become an integral part of the industry’s digital 
transformation. InsurTechs can rightly be 
considered catalysts in this journey.

So what developments do we expect to see over 
the next few years?

QUALITY BEFORE QUANTITY

The market has matured in lockstep with 
international developments. The start-up boom 
has leveled off, the number of active start-ups has 
decreased slightly. Many of the InsurTechs are 
not all that young anymore — some of them have 
already celebrated their 10-year anniversary or are 
about to do so. While there will certainly be more 
new start-ups and market entries going forward, 
we do not expect a significant increase in numbers. 
Continuity in disruption, if you will.

More than ever, the future mission objective will 
need to be: Quality before quantity. The DACH region 
has already produced quite a few very promising 
InsurTechs. These scale-ups are located not only in 
Germany, but also in Austria and Switzerland. The 
relevance of innovative, technology-driven products 
and services will continue to grow, and InsurTechs 
stand to benefit from this trend.

COVID BOOSTS DIGITIZATION OF THE 
INSURANCE INDUSTRY

Our survey among InsurTech founders underscores 
that the COVID pandemic has further accelerated 
the digitization of the insurance industry. Both B2C 

InsurTechs and those pursuing B2B2C models are 
benefiting from this trend. From the InsurTechs’ 
perspective, the conditions for start-ups and growth 
have improved. Start-ups offering innovative, digital 
solutions to incumbent insurance industry players 
— or targeting end customers directly — continue to 
enjoy tailwinds.

INSURTECH THEMES WILL BE ABSORBED 
BY THE DIGITAL TRANSFORMATION OF THE 
INSURANCE INDUSTRY

In the past, the term “InsurTech” has served as a clear 
differentiator. Insurance industry start-ups used the 
term to position themselves as the antithesis to the 
establishment. As the InsurTech industry matures, 
however, we are noticing that the line is starting to 
blur. A clear indicator: On many scale-up websites, the 
term “InsurTech” is no longer to be found. We firmly 
believe that the development sparked by InsurTechs 
will gradually be absorbed by the overall digital 
transformation of the industry.

REGULATORY CHANGES MAY CREATE 
NEW OPPORTUNITIES

Digitization also has its downsides. Increased price 
transparency — generally a positive development 
— also creates its own set of problems. If too many 
customers focus primarily on price in their purchasing 
decisions, this invariably leads to “window dressing”. 
Initial prices are used which are appealing to 
customers. Insurers, however, need several rounds 
of annual price increases called “price walks” to bring 
the sold products into the profit zone. Customer 
loyalty is punished, the only true winners are the 
Price Comparison Websites — a vicious circle sets in.
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The development in the UK shows how this can 
play out. The British regulators felt compelled to 
get involved by banning the so-called “price walks”. 
Over the next 18 months, we will see whether or 
not this will have a positive impact on the market. 
For sure, regulators in DACH will be monitoring the 
situation in the UK very closely. An introduction of 
similar regulations in the DACH region would trigger 
shifts in the market. Digital models which currently 
enjoy success might well find themselves in difficult 
waters all of a sudden, while other models that are 
currently struggling with difficult conditions could 
unexpectedly gain traction.

INSURTECH GOES ESG

“Environment Social Governance”, or “ESG” for short, 
is a global megatrend.

The looming threat of dramatic climate change has 
given the goal of investing sustainably tremendous 
momentum. Institutional investors around the globe 
are thinking hard about how they can align their 
investments with sustainability. And increasingly, 
their actions are beginning to reflect their thinking. 
Investment product providers are adapting to 
this trend, as are index and reporting service 
providers. For insurers, however, the implications 

go far beyond investments. Studies show that for 
consumers, sustainability is significantly more 
important when choosing an insurance company 
than in their choice of bank. No wonder, then, 
that sustainability has become a top priority for 
insurance companies, including at the product level.

While ESG has long reached the established insurance 
industry, surprisingly few InsurTech companies are 
embracing this trend. We expect this to change and 
believe that sustainability will become a dominant 
theme among InsurTechs, as well.

WAITING FOR THE NEXT UNICORN

Start-ups valued at more than one billion US dollars 
can be found in Germany, Austria and Switzerland. 
This list continues to grow. Most of these players are 
either FinTechs (especially neobanks and crypto) or 
focus on the logistics and travel industry. So far, the 
insurance industry has produced only one: WeFox.

We are confident that it is only a matter of time 
before the next one emerges. However, we believe 
that a bit of patience may be required. But the digital 
transformation of the insurance industry is certain 
to help things along.
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APPENDIX 1: THE INSURTECH BUSINESS 
MODEL CATEGORIES

The InsurTech Radar introduced by Oliver Wyman 
and Dr. Nikolai Dördrechter (co-founder of Policen 
Direkt) in 2016 is based on a systematic classification 
of market activities into distinct business models. 
They follow the three stages of the insurance 
industry’s value chain: Proposition, Distribution 
and Operations.

In this latest update of the report, we have retained 
this tried-and-tested principle. As in previous years, 
however, we have included a few enhancements:

Changes in Business Model Categories 
compared to our 2019 InsurTech Radar
• Segment Proposition: More and more 

neocarriers which serve as enablers for other 
InsurTechs as well as established industry players 
are emerging. This has created an “Insurance-
as-a-Service (IaaS)” business model category 
in the “Proposition” segment, that needed to 
be reflected.

• Segement Distribution: In the area of 
digital insurance distribution, the two broker 
categories were gradually becoming a catch-all 
encompassing two different business models: 
Those who handle the longer-term management 
of insurance portfolios on the one hand, and 

those who solve specialized problems on a 
more transactional basis on the other. The new 
categories “Digital Insurance Manager (DIM)” 
and “Specialized Advisor” now explicitly reflect 
this distinction and replace the previous broker 
categories. As part of this realignment, we are 
also doing away with the previous differentiation 
of whether the target customers are consumers 
or companies. 
 
With a somewhat heavy heart, we discontinued 
the “Life digitizers” category for lack of 
observable activity.

• Segment Operations: And finally we changed the 
name of the “Operations” category “Service and 
Administration” to “Insurer Platform” (without 
making any amendments to its contents), as the 
original designation proved to be misleading.

Overall, the number of categories therefore 
remained unchanged at 18. The business model 
categories are defined on the following pages.
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Radar segment: Digital 
insurance propositions

Digitization offers opportunities for innovation in the 
range of services offered by insurers on several levels. 
For one, well-known products can be delivered to 
customers or sales partners in new ways — making 
them simpler, more understandable and cheaper. In 
addition to this, insurance products can feature new 
digital capabilities and enhanced value propositions. 
And finally, digitization of our society creates new 
risks which require insurance cover.

InsurTechs in the area of digital insurance propositions 
tend to be structured either as insurers with their 
own licenses or as managing general agents (MGA). 
The crucial factor for us is whether from a customer’s 
point of view an InsurTech is introducing a new digital 
proposition on the market — irrespective of its legal 
form of implementation.

In the area of digital insurance propositions, we have 
identified seven business model categories:

1. Neocarriers — Digital Process Innovation
“We offer a digital and state-of-the-
art interpretation of tried and tested 
insurance products.”

Neocarriers with digital process innovation focus on 
the digitization of service provision in order to offer 
customers significantly enhanced convenience, realize 
agility benefits and/or exploit cost benefits. Neocarriers 
with process innovation feature fully digital processes, 
including underwriting and policy issuance. However, 
they “only” offer traditional insurance products, albeit 
with the occasional modern interpretation. The design of 
these products does not require specific characteristics 
of new digital technologies (such as IoT).

The sales process is usually hybrid in nature, i.e. customers 
are free to choose between established policy distribution 
channels (e.g. brokers) and online purchases via the 
websites. We have carved out B2B2C models without 
independent access to end customers, which enable 
partners outside of traditional insurance sales channels 
to offer insurance solutions to their customers. These 
form the new category “Insurance-as-a-Service”.

2. Neocarriers — Digital Product Innovation
“We are your digital insurer, using digitization 
to offer innovative products.”

The second category of neocarriers brings innovative 
solutions to the market which would not be possible 
without digitization or new technologies such as the 
Internet of Things (IoT). Similar to models focusing 
on process innovations, business is handled through 
fully digital processes. Examples for implementation 
options include the micro-modular adjustment of 
coverage or premiums through the use of the IoT, or 
technology-driven, data-based contract amendments 
to adapt to changing circumstances (e.g. telematics 
rates or “connected life” products). In this business 
model category, full implementation may also result in 
a risk partner offering customized risk coverage which 
adapts flexibly to changing risk situations. We have also 
included parametric insurances in this category. These tie 
disbursements to neutrally determined parameters and 
pay out even without proof of damage — meaning that 
strictly speaking, they are no longer true insurance policies. 
We also chose to exclude offerings with a primary B2B2C-
orientation from this category.
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3. Insurance-as-a-Service (IaaS)
“We offer digital insurance solutions for our 
partners’ customers.”

IaaS models allow partners outside of traditional insurance 
sales channels to offer their customers digital risk transfer 
models. To this end, they deploy basic digital technologies 
such as APIs, preconfigured adapters for digital backbones 
widely used in the partner industries, or robo-optimizers 
for customer journeys. The insurance coverage is usually 
designed as an “opt in” upgrade to the partner offering, 
for example to cover the credit default risk of an individual 
delivery. That is why these offers frequently require specific, 
fully digital underwriting solutions to guarantee coverage 
without delay.

4. Situational
“We provide instantaneous short-term cover to 
meet your current needs.”

Situational business models offer coverage for temporary 
risks such as travel abroad, ski excursions or temporary 
suspensions of the age limit in motor insurance when you 
let your child borrow the car for the weekend. Dynamic 
adaptation is controlled either by app or — if possible — 
through a digital connection to the insured object, such 
as the vehicle. Situational insurance can cover risks to 
both persons and property.

5. Community-based
“We use community mechanisms to lower the 
cost of sales or risk.”

Community-based approaches use digital technologies to 
create a specific risk collective, which — based on group 
dynamics and trust — is expected to suffer fewer damages. 
In addition, the community concept is also used in sales 
in various ways: It starts with digital recommendation 
marketing and ranges from laser-sharp digital targeting 
of specific interest groups and types of proposals that 
are tailored precisely to specific niches to peer-to-
peer approaches.

6. From Insured to Protected
“We not only insure you, but also protect you.”

This business model reflects a fundamentally new 
approach to insurance: Instead of selling insurance 
products to be a stopgap in the event of damage, the 
provider here comprehensively addresses the customer’s 
need for protection. In short: The service provider delivers 
“experienced safety”, usually as a bundle of services, 
software and hardware components, as well as insurance 
coverage. To this end, services from the areas of prevention, 
risk consulting/transparency, risk management and even 
support in the event of a claim are combined. Ultimately, 
such combinations allow providers to step out of the 
insurance niche and address customer needs with a positive 
emotional impact. Well-known examples include offerings in 
(corporate) health management. The pure insurance policy/
indemnity insurance takes a back seat, and accordingly, 
the providers in this category are usually not established 
insurance companies.

7. New Digital Risks
“We protect you from the pitfalls of digitization.”

The more digitization determines our lives, the more we 
are threatened by the new risks it creates. Cyber risk is 
undoubtedly the best known among these. New risks 
also arise from digital business models based on digital 
innovations such as blockchains, or from models such as 
the sharing and platform economy, where we interact with 
people whom we know only through digital channels.

Increasingly, there is also a need for coverage related to 
products resulting from the combination of technological 
innovations and digital applications. Examples include 
autonomous vehicles, drones, computer games or products 
that make independent decisions via artificial intelligence 
and thereby trigger certain actions. Finally, digitization is 
enabling new forms of work: In the gig economy, traditional 
employee insurance propositions such as occupational 
pension plans no longer apply, giving rise to a need for 
innovative solutions.
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Radar segment: Distribution of 
insurance products

Digitization creates new ways to interact with potential 
customers and sell insurance solutions. In the area 
of digital insurance distribution, we see six business 
model categories:

1. Price Comparison Websites (PCW)
“We find the cheapest insurance for you.”

“Price Comparison Websites” (PCW) create transparency 
by comparing the prices and possibly also high-level 
proposition features of different providers for the 
desired coverage.

2. Distribution Platform
“We are the intermediary connecting different 
parties involved in the sales process.”

Distribution platforms are intermediary business models 
creating a digital infrastructure for long-term interactions 
between different players involved in the sales process. 
The most common solutions are those used by distributors 
to evaluate and compare insurance products and digitally 
issue policies. Platforms always offer propositions to various 
parties, such as insurers, pools, brokers and end customers. 
Depending on the service provider, these options may be 
directed at specific target groups to different degrees. An 
important added value is created when they offer a certain 
function to all parties involved — such as autorating and rate 
comparison, allowing insurers to provide their rates only in 
one place, rather than having to provide and continuously 
update information for the rating engines of numerous 
different market participants.

If a platform succeeds in anchoring itself firmly in one 
(group) of the parties (e.g. insurers), this creates a market 
position that can be monetized vis-à-vis the other parties. 
A typical example for such a platform is the Global 
Distribution System (GDS) in the travel industry, allowing 
online as well as offline travel agencies to access all 
providers of travel products and to compare their offers 
against a fee paid not by the distributor, but by the provider. 
Newer examples include AirBnB and Uber.

3. Corporate Platform
“We deliver insurance to employees.”

“Corporate Platforms” are widely used on an international 
level. They are considered a promising distribution model. 
On such a “Corporate Platform”, employees are offered 
discounts and other benefits, including insurance and 
retirement products. In some cases, the employer may 
also participate directly in premium and contribution 
payments. For employers, the platforms usually offer 
HR and/or accounting software or solutions, ensuring 
efficient processes by integrating with existing corporate 
systems. InsurTechs usually contribute value through five 
levers: They increase the participation rate, sell additional 
employee-financed voluntary covers, establish group rates 
for private lifestyle policies and benefits, offer additional 
benefits, e.g. in corporate health management, and 
digitize the traditionally complex settlement processes 
for workplace pension plans. Employees may furthermore 
receive benefits such as discounts on sports and leisure 
activities or even a comprehensive range of corporate health 
management services. This business model is particularly 
popular in the US and Asia.
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4. Digital Insurance Manager (DIM)
“We administer and optimize your 
insurance portfolio.”

Digital Insurance Managers (DIMs) are the digital version 
of a classic insurance broker providing long-term support 
to private or corporate customers, rather than simply 
addressing a specific (product) need. In addition to a 
digital insurance portfolio, they offer a needs analysis 
as well as an optimization of the existing insurance 
portfolio, frequently on the basis of machine learning or 
artificial intelligence. Most Digital Insurance Managers 
legally act as insurance brokers, which also matches the 
fundamental value proposition of the business model. 
However, multi-agent model offerings are also uncommon, 
usually established with the purpose of minimizing liability 
risks. In the corporate sector, we have identified initial 
approaches to integrating these managers into existing 
financial or ERP solutions.

5. Specialized Advisor
“We find the right insurance solution for your 
specific problem.”

Specialized Advisors identify optimal insurance solutions 
for specific customer needs, e.g. risk coverage during a 
temporary business-related stay abroad. The difference 
to PCWs is that the main focus here is not on the price, 
but rather on “risk discovery”, i.e. the decision on what 
needs to be covered and what is unnecessary. In short: 
The main objective is transparency regarding the value 
of a policy, rather than with respect to the best price for a 
well-defined insurance need. The price is, of course, taken 
into consideration, as well. But it tends to be of secondary 
relevance. The main focus is on the decision regarding 
what needs to be covered and what not.

6. Financial Partner
“We optimize your personal finances.”

“Financial Partner” are digital versions of advisors catering 
to both financial and insurance needs. An independent 
360-degree financial advisory service is labor-intensive 
and therefore expensive. Today, it is therefore almost 
exclusively offered by private banks catering only to (ultra) 
high net worth individuals. The use of digital technology 
allows for cost-efficient and effective processes, so that 
high-quality advisory services can now also be made 
available to a broader audience. A positive side-effect: in 
certain life situations, insurance needs often change hand 
in hand with financial requirements, be it when starting a 
career, upon the birth of a child, or when building a house 
or buying a car. Financial partners try to optimize all financial 
aspects of these life events holistically — a development 
which most recently has been promoted under the value 
proposition of “financial wellness”, even if the road ahead 
is still very long. As a “life coach”, they can furthermore 
derive dynamic recommendations, for example, by analyzing 
spending behaviors, managing a broader portfolio of non-
insurance contractual obligations (such as energy supply or 
telecommunications contracts) or helping to achieve defined 
savings targets. The current bancassurance cooperation 
model only covers a fraction of what a financial partner is 
able to offer in this respect. However, innovative banks have 
recently begun to launch initial financial partner solutions 
as an extension of their digital banking offering. Taken 
to its logical conclusion, a financial partner embodies the 
convergence of InsurTech, WealthTech and FinTech trends.
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Radar segment: Digitization 
of operations

At their core, insurance companies are information-
processing companies that produce virtual products. 
This is precisely why digitization creates so many 
opportunities within this industry. Every element of 
the services provided by an insurer can be revisited and 
reconsidered from a digital point of view. Successful 
InsurTechs then become equipment suppliers to the 
insurance industry.

In the area of digital insurance operations, we distinguish 
between five business model categories:

1. Digital Sales Enabling (DSE)
“We digitally enable your sales force.”

InsurTechs focusing on “Digital Sales Enabling” create 
digital software tools and platforms to improve the sale 
of insurance products — either by digitally supporting 
personal sales activities or by allowing for direct 
digital distribution. These business models are usually 
implemented as Software-as-a-Service (SaaS) or 
Platform-as-a-Service (PaaS) solutions.

2. Proposition/Underwriting
“We enable new products and new ways in 
underwriting and pricing.”

Which risks should be underwritten at which price? 
This is the key question that insurers ask themselves on 
a daily basis. InsurTechs can provide support in various 
ways: In the acceptance process, the risk assessment 
can be optimized, for example, by using more data or 
better analyses to assess risk more precisely or to clarify 
open issues with less effort. Furthermore, establishing 
access to external data from publicly available sources 
or, with the customer’s consent, from customer-owned 
data sources, such as (potentially) a digital health record, 
can replace risk questions in the quotation process 
and facilitate the purchase of insurance. Naturally, this 
also includes the delivery of data from the Internet of 
Things (IoT) and other innovations, such as drones. In 
some cases, new technologies can also be used to create 
completely new propositions, such as telematics rates or 
products offering “experienced safety” via new services. 

Technologies used to optimize pricing also fall into this 
category. They range from rebate management to customer 
group segmentation, from the correct positioning on price 
comparison websites to so-called yield management. The 
latter is also used in travel and tourism to simultaneously 
optimize prices, lead costs and lifetime customer value.

3. Insurer Platform
“We empower your operations.”

The “Insurer Platform” business model used to be called 
“Service and Administration”. In discussions, this term 
was frequently taken in its narrow, literal sense, which 
regularly resulted in misunderstandings. This prompted 
us to change the name, even if we continue to assign this 
category to InsurTechs and other tech companies that 
digitize internal processes. This affects not only the core 
systems of insurers and other market participants but 
also insurance-specific standard components such as 
data analysis, the use of artificial intelligence or process 
automation across all internal functions. This category also 
includes digital solutions for specific functions such legal 
and compliance issues.

4. Claims
“We optimize your claims processing and decision-
making.”

InsurTechs in this category offer leaner and more customer-
friendly claims processes as well as better claims adjustment 
decisions. A new type of customer interaction, such as the 
use of photos for damage assessment, can already be very 
helpful in many cases. In addition, there is the digitization 
of the supply chain and payment processing, the digital 
management of partner networks, the evaluation of 
external data sources and the detection and fight against 
fraud. In order to assess a damage, the Internet of Things or 
specific services used in the event of a claim (such as images 
taken by drones) can provide new data. Much can also be 
improved with regard to customer interaction: In the case of 
so-called digital restitution in kind, for example, the insurer 
promises a claimant compensation in form of goods rather 
than payment of money. The person concerned can select 
a replacement product in a shop, which is then delivered 
and installed.
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5. Balance Sheet and Financial 
Resource Management
“We optimize investment decisions and 
financial processes.”

The financial processes of insurance companies 
primarily focus on greater transparency, efficiency and 
effectiveness. Affected areas include governance processes 
such as controlling, accounting or risk management at 
the corporate level. The focus is also on faster and more 
informed decision-making processes, such as asset 
liability management (optimization of financial assets 
against the background of possible future claims and 
benefit obligations), investment management, capital 
investment or strategic corporate planning. In addition, 

digitization can also, for example through the use of 
blockchain technology, create new opportunities in 
reinsurance or facilitate the procurement of risk capital 
(transfer of insurance risks via digital platforms to the 
capital markets).

Together, the business models cover the insurance-
specific digital elements of an insurer’s operating model. 
The following illustration provides a complete overview. 
For the sake of full disclosure, it should be mentioned that 
digital insurers also use horizontal technologies which 
we do not include in our definition of InsurTechs, as they 
lack features specific to the insurance industry. These may 
range from customer-facing marketing technologies to 
basic technologies, e.g. for internal communication, and 
to technical infrastructure, such as IT security solutions.

Exhibit 10: Insurance-Tech-Steck. Software-Suite and Business Processes of Insurer Core Activities

Lead Generation

Digital Advice

Comparison Tools

API/Interface
Management

Sales Management

Street Pricing/
Yield Management

Technical Pricing

Underwriting Data

Product Enablers

Underwriting Platforms

Prevention

Claims Management

Claims Appraisal

Claims Adjustment/
Benefit Management

Subrogation/Regress

Fraud DetectionCRM/DRM

Supply Chain/
Network Management

Finance (Accounting,
Controlling, Treasury)

Risk Management

ALM

Investment
Management

Alternative Capital/
Risk Transfer

Insurance Platform

Digital Sales Enabling (DSE) Preposition/Underwriting Claims Balance Sheet/Financial
Resource Management

Process Infrastructure

Field Force Management

Partner Management

Client & Partner Infrastructure incl.
Interaction Management

Support Infrastructure: Compliance,
Governance, Legal, RegTech, etc.

Digital Twin of Insured Object/
Insured Person

AI Infrastructure

Policy Adminstration

Data Management & Analytics

Source: InsurTech-Radar 2021 DACH
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APPENDIX 2: BUSINESS MODEL CATEGORY 
EVALUATION LOGIC

In order to strategically evaluate the identified 
business model categories, we developed our own 
systematic approach. For one, we evaluate a business 
model’s market potential. In addition to this, we 
estimate its chances of success. Both assessments 
are then combined to determine the strategic 
potential. We introduced this logic in 2016 with the 
first edition of the German InsurTech Radar. As it 
has proven its worth in countless discussions, we 
continue to use it as our assessment framework. 
The classification of business model categories 
can be found in the main part of this report.

Market potential
The market potential of an InsurTech business model 
is determined by the addressable premium pool and 
the addressable section of the value chain.

• The addressable premium pool is derived from 
the types of insurance and the associated premium 
amounts which an InsurTech’s business model is 
targeting. The logic is quantitative and simple: 
the larger the premium pool, the higher the 
possible revenue potential and thus the economic 
attractiveness of a business model. For example, 
a niche price comparison website for funeral 
benefit insurance addresses a considerably 
smaller premium pool than an online broker 
advising on entire insurance portfolios.

• The addressable section of the value chain 
describes the share of the insurance value chain 
that an InsurTech’s business model is targeting. 
Here, too, the rule applies: the greater portion of 
the chain that is addressed, the higher the revenue 
potential of an InsurTech. In property insurance, 
for example, the value added generated by sales 
amounts to only approximately 15% of the total 
premium (idealized), while indemnity payments 
may account for around 60%. If an InsurTech 
with a new business model succeeds in reducing 
the losses, even small changes can have strong 
leverage on profitability. The distribution of value 

added across the individual steps of the insurance 
value chain varies by insurance product. For some 
general insurance insurance policies, for example, 
the distribution costs can be well over 15%.

Chances of success
We estimate the chances of success of an InsurTech 
business model using two dimensions: Consistency 
and differentiation. The chances of success determine 
whether an InsurTech could actually succeed in 
exploiting the market potential with a convincing 
business model.

• In order to assess a business model’s consistency, 
we determine whether a business model mirrors 
the actual behavior of all parties involved. Is 
it aligned with the preferences of customers, 
distributors or other partners? An important 
aspect is whether it is a so-called “pull” or “push” 
product. In the case of compulsory insurance 
such as motor third party loss insurance, for 
example, private customers actively search 
the Internet for attractive offers (“pull effect”). 
For many other insurance products, however, 
reality looks somewhat different. So far, 
customers have rarely actively demanded more 
complex or niche-oriented insurance products. 
These products require an active sales process 
(“push”). An InsurTech business model that 
ignores these basic facts is doomed to fail.

• When assessing a business model’s 
differentiation, we determine whether there is 
the possibility to erect effective market entry 
barriers. If, for example, an InsurTech is able 
to build up a large proprietary database on a 
specific benefit in the market, use it for analyses 
and derive processes from it, it is harder to copy 
than a business model based solely on better 
customer experience. Only if a business model 
is able to permanently differentiate itself from 
the competition with the products and services 
offered will it have sufficient time to grow and 
achieve adequate margins.
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