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Sebastian Schmoeger
Managing Director & Partner
BCG Munich | Germany

Work on ecosystem strategies for insurers
Development of ecosystem playbooks 
for leading P&C and health insurers 

Work on embedded-insurance units for insurers
Design and ramp up of embedded-insurance 
units for leading P&C insurers

Work on embedded-insurance strategies for providers
Support of product or service providers in 
defining their embedded-insurance strategies
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WHERE TO PLAYWHY TO PLAY HOW TO WIN

Why learning how to play the 
embedded-insurance game will 

be crucial for (P&C) insurers

Where embedded-insurance 
plays will emerge and create 

growth opportunities

How insurers can win the 
embedded-insurance game 

by going one step back
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WHERE TO PLAYWHY TO PLAY HOW TO WIN

The nature
of digital 

ecosystems…

…allows strong 
brands to lower the 
insurance burden…

…and leverage 2nd 
order effects to 
their advantage
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…allows strong brands to lower the insurance burden…
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…and leverage 2nd order effects to their advantage

With relevance Without relevance

lacks trust
and credibility

needs more 
interaction

is prone 
to claims

requires a boost 
in after sales

suffers from 
high churn

In case a 
business 
model …

align interests 
to boost sales

create more 
touchpoints

restore a posi-
tive experience

direct claims 
into own repairs

create 
lock-in effects

… embedded 
Insurance 

can

For product business For service business

create additional 
profit streams
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WHY TO PLAY HOW TO WINWHERE TO PLAY

Opportunities will 
vary in terms of 

size…

…and nature 
of the insurance

partnership…

…affecting all 
lines of business 

in P&C
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Currency: EUR Million

Calculation: Share of new business potentially
distributed via partners across need spaces

Countries: Belgium, France, Germany, Italy, 
Netherlands, Poland, Portugal, Spain, 
Switzerland, United Kingdom 

~20bn1

~1/3 of new business in 
optimistic scenario

1. Excluding 'Manage my finances'

Buy and own a car
OEMs & used car platforms to gain full control over D2C/fleet business incl. insurance

Get from A to B
Intermodal service providers to offer insurance as integrated service/add-on 

Escape from the daily routine
Travel providers to become temporary one-stop-shops incl. insurance via companion apps

Get entertained & informed
Leisure activities to be increasingly provided bundled with tailored protection schemes

Manage a home
Emerging orchestrators to integrate insurance into all-in-one service fee 

Buy or rent a home
Platforms to strive for continuous customer relationship with insurance being one pillar 

Buy valuable items
D2C product & shop business to be enriched by insurance to boost conversion/customer stickiness  

Communicate with others
Telco providers with market-specific opportunities to integrate small-ticket insurance use cases 

Buy things for daily life
Insurance with limited added-value

Get entertained & informedGet from A to B Communicate with others

Escape from the daily routine Manage a home

Buy things for daily life

Buy or rent a home Buy and own a car Buy valuable items

Opportunities will vary in terms of size…
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…and nature of the insurance partnership…

Small and often local partnerships requiring ready-to-use plug 'n' play solutions at low marginal cost

Sizeable and often regional partnerships requiring limited customization based in modular solutions

Large and often global partnerships requiring tailored approaches for highly individualized offerings  

Pa
rt

ne
r 

Po
te

nt
ia

l

Number of 
partners

Buy things for daily life

Manage a home

Get from A to B

Buy or rent a home

Buy and own a car

Organize the finances

Communicate with others

Escape from the daily routine
Buy valuable items

Get entertained & informed



9 Co
py

ri
gh

t 
©

 2
01

9 
by

 B
os

to
n 

Co
ns

ul
ti

ng
 G

ro
up

. 
Al

l 
ri

gh
ts

 r
es

er
ve

d.

Sh
or

t-t
er

m
 m

ot
or

 in
su

ra
nc

e

Em
be

dd
ed

 m
ob

ili
ty

 a
t s

ca
le

Us
ag

e-
ba

se
d 

an
d 

de
al

er
sh

ip
s



10 Co
py

ri
gh

t 
©

 2
01

9 
by

 B
os

to
n 

Co
ns

ul
ti

ng
 G

ro
up

. 
Al

l 
ri

gh
ts

 r
es

er
ve

d.

Sh
or

t-t
er

m
 m

ot
or

 in
su

ra
nc

e

Embedded mobility at scale
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Powering insurance 
vertical, launching 
over 300M policies 
provided by 20+ 
insurers across six 
countries

Diverse products 
including daily 
commercial motor, 
delay insurance, 
critical illness pay-
per-trip, personal 
accident,…
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WHY TO PLAY WHERE TO PLAY HOW TO WIN

Providers will disrupt 
the insurance 

game…

…by increasing control 
over the insurance 

value chain…

…forcing (P&C) 
insurers to adapt 

accordingly
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Providers will disrupt the insurance game…

Product disruption
From standard coverage schemes limited 
by legacy IT to innovative offerings built 

upon internal product engine 

Pricing disruption
From traditional pricing limited by existing 
models and lack of data to innovative pricing 
schemes leveraging AI and proprietary data

Experience disruption
From bumpy experience limited by legacy processes 
to tailored targeting, timing, and messaging as well 

as seamless integration into underlying offering
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…by increasing control over the insurance value chain…

Push of already existing 
insurance products

From B2B2C partnerships…
Pull of tailored 

insurance propositions

…to B4B2C setups

Insurer
Lead in product deve-
lopment, underwriting, 
and administration

Provider
Support in 
marketing 
and selling

Provider
Lead in product 

development, mar-
keting, and selling

Insurer
Support in 

underwriting and 
administration

Product Go-to-market Go-to-market
Requirements

Iinsurance
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Customer Provider

Product/Service
With insurance
integrated into

offering or process

Insurer
Outsourced complexity
Operational and IT complexity remains with insurer

Pick ‘n’ choose operations
Operations managed by provider or any other TPA

Off-the-shelf products 
Availability of competitive white-label offerings

Compliant setup
Safeguarding of regulatory compliance

Flexible insourcing
Enablement of provider for internally-handled processes

On-demand product development
Support in design of custom-made insurance propositions

Seamless integration 
Provision of APIs for frontend and backend integration

Pick ‘n’ choose risk taking
Risk taking by provider or any other risk carrier

International scale
Coverage of all target markets

…forcing (P&C) insurers to adapt accordingly
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Embedded insurance 
is a new chapter in insurance – time to act and position is now

Technology 
can do it

Providers 
want it

Consumers 
love it
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The services and materials provided by Boston Consulting Group (BCG) are subject to BCG's Standard Terms 
(a copy of which is available upon request) or such other agreement as may have been previously executed by BCG. 
BCG does not provide legal, accounting, or tax advice. The Client is responsible for obtaining independent advice 
concerning these matters. This advice may affect the guidance given by BCG. Further, BCG has made no undertaking 
to update these materials after the date hereof, notwithstanding that such information may become outdated 
or inaccurate.

The materials contained in this presentation are designed for the sole use by the board of directors or senior 
management of the Client and solely for the limited purposes described in the presentation. The materials shall not be 
copied or given to any person or entity other than the Client (“Third Party”) without the prior written consent of BCG. 
These materials serve only as the focus for discussion; they are incomplete without the accompanying oral commentary 
and may not be relied on as a stand-alone document. Further, Third Parties may not, and it is unreasonable for any 
Third Party to, rely on these materials for any purpose whatsoever. To the fullest extent permitted by law (and except 
to the extent otherwise agreed in a signed writing by BCG), BCG shall have no liability whatsoever to any Third Party, 
and any Third Party hereby waives any rights and claims it may have at any time against BCG with regard to the 
services, this presentation, or other materials, including the accuracy or completeness thereof. Receipt and review of 
this document shall be deemed agreement with and consideration for the foregoing.

BCG does not provide fairness opinions or valuations of market transactions, and these materials should not be relied on 
or construed as such. Further, the financial evaluations, projected market and financial information, and conclusions 
contained in these materials are based upon standard valuation methodologies, are not definitive forecasts, and are not 
guaranteed by BCG. BCG has used public and/or confidential data and assumptions provided to BCG by the Client. 
BCG has not independently verified the data and assumptions used in these analyses. Changes in the underlying data or 
operating assumptions will clearly impact the analyses and conclusions.
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