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“You see a threat, I call it opportunity”                                                         
– founder of a UK InsurTech

危 机 会
Crisis Opportunity

Perceived
threat

Change
Trigger

Confidence based on 
capability

When changes happen, our mindset makes a difference in the outcome



Agenda

1. Intro: learning from mother nature 

2. From lens of customers: Insurance’s role in future 
customer journey

3. From lens of insurers: “NextWave” business 
models and the journey to innovate

4. “How” - Essential capabilities of NextWave insurers

5. Innovation is not a sprint, but a journey - What did 
we learn from successful cases
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Velocity and scalability are key for innovation, but they all rely on a 
stable foundation

1   INTRODUCTION
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Learning from the trees: pace layers

Complex systems consist of fast layers and slow layers. Slow layers remember and give stability; Fast layers learn and 
give agility –It’s a dynamic system to survive external shocks and changing environments. 

Stability
(slow layers)

Agility                   
(fast layers)

1

SOIL

Over thousand 
years

2

ROOTS

Over centuries

3

TRUNK

Over decades

4

BRANCHES

Over years

5

LEAVES

On-goingTime scale of 
change

Environment 
and climate 

System absorbs external shocks: the more stable the foundation (soil and roots), the more 
resilient the system against large external shocks.

Industry 
Foundation

Company’s 
Purpose

Business
Model

Operating                      
Model

Products & 
Services

Insurer’s 
match

Source: EY analysis; 4th edition of EY insurance thought leadership “Dying, Surviving or Thriving” on Innovation – “Are you innovating your business or just testing your creativity”
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In which climate are insurance players acting? 5 key trends that shaped 
the industry

Source: EY NextWave Insurance 2019

1   INTRODUCTION
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What if… there is a platform that 
summarizes her life situation with 
data points and enables her 
insurer to become a holistic 
advisor for her financial-wellbeing 
and risk management? 

How many 
insurance 

products are 
needed in this 
journey? And 
where should 

insurer 
engage the 
customer?

How can we talk about “customer-centricity”, if our customer journey is 
still product-centric? 

 Caroline

 33 years

 Married

 Two children 
(6&8)

 Lives in an city 
apartment

 Works as a 
kindergarden
teacher

 Mother (70) lives 
in Germany, alone, 
recently had a 
brain stroke

2 CUSTOMER LENS

Life-changing event: Caroline’s 
mother did not cover well from 
brain stroke and has to be taken 
care of 
Decision: Caroline and her husband, 
Ben, decided to take her mother to 
live with them

Information-gathering: Caroline 
went online to search for 1) bigger 
apartment close to medical 
facilities and the current school 2) 
private care provider – service and 
cost, 3) formalities for moving her 
mother 

Personal advisor: what Caroline 
realizes is that her financial 
situation changes and she is also 
not clear about what does it 
mean for her and her family risk 
profile as an insurance 
policyholder. She has to call 
someone, but whom?

Everything that could go wrong, 
will go wrong: They are living 
together now with her mother, yet 
with a lot of issues, e.g. pension of 
her mom, reducing working hours 
for herself (which is not supported 
by her boss), legal dispute with the 
private care, liability of accident 
happened caused by her kids, life 
is a mess!

4

321

56

And… the holistic advisor could 
orchestrate services and 
recommendations on what to do, 
which partners to chose, and there 
the gap is in her current policy 
coverage?
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True customer centricity is about understand the scenario the customer 
is facing and help them through towards the goals

2 CUSTOMER LENS

40 events that 

shape our 

lifecycle

(Non-exhaustive)

1. Birth

2. Nursery

3. Kindergarten 

4. School

5. First liability

6. Apprenticeship

7. Colleague

8. Moving out from parents’ home

9. First bank accounts

10. First income

11. Graduation 

12. Employment

13. First relationship

14. Cohabitation (agreement)

15. Marriage

16. (Temporary) Disability 

17. Children

18. Household helper

19. Death of the main income provider

20. Buy a house

21. Self-employment

22. Working part-time

23. Unemployment 

24. Separation 

25. Heritage

26. Divorce

27. Remarriage

28. Grandchildren 

29. Medical care 

30. Early retirement

31. Cash-out Company’s pension fund

32. Cash-out state pension fund

33. Pay-off mortgage 

34. House sale 

35. Endowment

36. Home care service

37. Become a widow 

38. Move to nursing home

39. Arrange the will (for heritage)

40. Death
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The proximity to customers’ life events and core needs will define the 

insurers business model (C2B2B or C2B2B)

C2B2B C2B2B

“Voice of 
customer”

▪ Direct trust built to insurance brand

▪ First-hand data collection from all touchpoints – “data is the new currency”

▪ Premium price/revenue generation being the orchestrator and leader of ecosystems

Type 1: Engagement model (C2B2B) Type 2: Invisibility model (C2B2B)

▪ Accelerated scalability with the right partners in the front

▪ While behind the scenes, opportunity to analyze aggregated data shared from multiple partners 
and generate insights that can be commercialized

▪ Cost-efficiency and lean set-up by focusing on part of the value chain

High direct customer interaction Low direct customer interaction

Health

“Make me live healthier 
and longer”

Property

“Protect my home and 
belongings and help me 
dealing with damages”

Cyber

“Protect my data and 
privacy, and digital 
presence” 

Liability

“Help me preventing unexpected 
legal exposures and protect me if it 
still happens”

Mobility

“Take me from A to B in 
the smoothest way”

Life

“Retain the living standard of 
myself and my loved ones”

▪ Resistance to change in organizational structure from product-centric to customer segment-
centric

▪ Lack of real “customer services” excellence compared to other industries (e.g. retailer)

▪ Became a “commodity” player – easier replaceable unless with existing scale and risk knowledge 
excellence

▪ “Let go” the customer relationships is a very tough decision

▪ End-customer data won’t be shared with the insurer

▪ Insurer becomes the ecosystem orchestrator and face to the customer ▪ Insurer becomes a risk management service provider in the background of ecosystems
Description

Your customer decides the nature of your business relationship, 

3  BUSINESS MODELS

Source: EY analysis; 4th edition of EY insurance thought leadership “Dying, Surviving or Thriving” on Innovation – “Are you innovating your business or just testing your creativity”

✓


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Taking a more specific look into the C2B2B vs. C2B2B model, we 
identified 6 viable NextWave Insurance business models

Source: EY NextWave Insurance

Vertical 
integration
Own the entire value 

chain across consumer 
producer, distributor 

and servicer

Product 
producer

Create timely insurance 
products and leave the 

customer relationship, experience, 
and 

distribution 
to others

In ongoing dialogue with industry leaders and 

stakeholders, we has identified a number of business 

model templates that will guide insurers as they seek the 

optimal business model for their markets and objectives. 

These are not mutually exclusive and insurers will 

combine and merge elements in line with their strategies 

and objectives.

NextWave 
business 
models

Digital 
native

Build stand-alone business 
model on greenfield, 

digital native platform 
to target a specific 
segment and/or 

value proposition

Ecosystem 
integrator
Aggregate products 

and service providers 
in a marketplace 

ecosystem

Digital risk 
manager
Extreme focus on 

risk data, analytics and 

Insights with focused 

target segments
with best-in-class 

products

Capability 
specialist

Become the invisible 
back-end and/or data 

custodian for intelligent 
risk assessment                            as a 

service

C2B2B

C2B2B

3   BUSINESS MODELS
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Each of the 6 business models is for particular stage of growth and non-
static, yet the growth trajectory has to focus

Key take away

• In the early stage, products need to be focused and 
simple to penetrate the market with speed, 
whatever growth trajectory to choose

• With a big enough customer base and established 
trust, players were able to learn and meet multiple 
customer needs with a growing product portfolio 
and complexity

• Or some players focus on a specific customer 
segment first, orchestrate all services for them 
and try to replicate overtime

• Digital and Mobile-only allows easy and fast 
scalability, but won‘t guarantee customer loyalty 
in a long run

• And no player ever managed to scale for being 
everything to everyone, within or beyond financial 
industry 

Source: EY analysis

3  BUSINESS MODEL

Narrow

Broad

Customer base

Product range

Digital risk 
manager

Product 
producer

Capability
specialist

Ecosystem 
Integrator

6

2

3

5

4

Scale through 
product focus

Replicate through 
segment focus

LargeSmall

Vertical 
integration

First 10 years

Today
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Blockchain

E2E insurance value chain

Telematics

Precise underwriting, claims 

management and product  innovation

Drones

Claims and underwriting

Artificial intelligence

E2E - entire value chain  

Robotics
Workflows and 

operations

Internet ofThings
Risk monitoring and mitigation

techniques  

4   CAPABILITIES

Innovative 

insurers  combine 

these  technologies

across  the value

chain.

NextWave innovation - technologies are the surf board, it still comes to 
the capabilities of the surfer

Technologies – selected 6 features of the “surf board” Business capabilities – the “surfer” skills

The future belongs to the connected  

R&D

Agility

Workforce & 
culture

Customer  
activation

Cyber & data 
security

CX design

Data & Analytics

Digital  architecture

Digital  governance

Engaging purpose and 
transformative leadership
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Ping An overview – its business foundation                                           
and key facts

Market momentum

Differentiation

Technological advancement
• Original Purpose: accompany China’s economic growth in the open 

market economy

• Founded in 1988, with subscribed capital of USD 6m

• 31.12.2020: Shareholders’ Equity ca. USD 763 billion; revenues ca. USD 
180 billion; and net income of ca. USD 21 billion

• Grew into Forbes 500 in 2007 and stayed until today

• 190’000 employees and about 1.2m tied agents

• Orchestrator of 5 ecosystems

• O2O – online-to-offline, dual dimensional process: it provides services 
online and it is crucial to maintain the connection also offline  

• Build an integrated financial services platform that is in line with the 
vision of “One Customer, One Account, Multiple Products and One-
Stop Services”

• Business model serves players beyond direct Customers (2B, 2C, 2F –
financial institutions and 2G – governments)

• Efficiency – claims within 30 minutes at average and “trusted claims” 
in car insurance within 3 minutes  

• Ahead of all emerging technologies – AI,  Blockchain, Biometrics, Blockchain 
and IoT

• Interconnected network that provides and updates big data

• Focus on development of cloud and blockchain based platforms and 
products

• 22’000+ IT developers, 500+ big data scientists, 2000+ global patents 

5  PING AN CASE

Source: EY Research

Key success factors

• Right time, Right location, Right people

• Leadership – 80% of the success goes back to Peter Ma

• Learning culture: from leading global insurers, from global banks, 
from internet companies (BAT) and from management consulting 
firms

• Purpose aligned with the national pride – building a leading Chinese 
company 

• Business scenario – based capability building

• Risk Management as key differentiator and a discipline to build trust
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The journey from a niche property insurer to a true ecosystem 
leader empowered by Tech

Insurance
Property

Life
Pension
Health

Banking

Finance + 
Ecosystems

Health
Real Estate

Auto
Smart City

Finance + 
Technology

Finance as 
an ecosystem

Ping An Group

Ping An Technology: 
ABCD: (AI, Blockchain, Cloud, Data)

Ping An’s journey step-by-step

Integrated financial institute (Bancassurer) 

• Always has a sense of urgency to change

• Service Speed and operational excellence, learn from the best

• Responsibility + Professionalism (responsibility for employees, customers, shareholders and community)

Technology transformation in 3 steps

1. 2002-2003: Optimization and consolidation – consolidation of tech landscape and data for CX – 3A 
(anytime, anywhere, anyway)

2. 2003-2007: Tech platform – 4A (3A + any product)

3. 2008 – now: Tech enabling ecosystems - Ping An Tech as an incubator of innovation and start-ups with 
own revenue (e.g. OneAccount) through

• Invest into key technology: Example: Investing into AI and other new technologies: e.g. 

− 2011: Claims within 3 days; 2013: within 2 days; 2017: Claims within 30min

Use Tech to transform Financial Services into its own ecosystem

• All customer needs will lead to demand of finance solution (e.g. payments, bank accounts) 

• Fin-tech to support the ecosystems (e.g. OneAccount, Payment)

Ecosystems as multiple entry points for more financial services

• New business models beyond FS (Good Doctor, HealthTech)

• Ecosystems: Health, Real Estate, Auto and Smart City

1 3

2

4

1

2

3

4

Source: EY analysis

5  PING AN CASE
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Deep dive health ecosystem – how Ping An facilitated collaboration 
among players with technology and data

Source: Ping An annual report 

5  PING AN CASE



15

Key take-away’s
SUMMARY

Think big from “outside-in”: 

• Which ecosystems have the 
most volume and stickiness 
for customers (NOT which 
brings money)

• Key areas in each 
ecosystem where insurer 
adds real value

1
Think big

Bring the vision to micro level 
– what do customers face in 
their lives:

• What are the value for 
them, how do they think? 

• Start with solving particular 
problem in specific 
segment

Remove organizational 
blockers and build capabilities 
in convergence between 
Business and in-house IT: 

• “Scenario-based” problem 
solving between business 
and IT

• Less structure, more agility

Repeat with reflection on 
learnings, esp. the decision-
making process: Decisions are 
made with two fundamental 
principles:

• Always based on clear 
vision and aggressive 
targets

• “zero-based”: always 
forward-looking 

2
Start small

3
Act now

4
Repeat 

LEADERSHIP

”What keeps me awake at night is that we are not fast enough” 
– Jessica Tan, Co-CEO of Ping An


