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As a key success factor in claims management, the integration of 

the digital customer and intermediary interface must be driven 

forward with even greater force.

Fragmented digitalization projects in claims management 

require bundling into a holistic claims strategy. 

The increasing number of parties involved in the claims process 

requires significantly enhanced and digitally connected partner 

and service provider management.

In order to leverage promising potentials in claims 

management, AI approaches must be promoted and 

transferred even more consistently into day-to-day business.
5

For a profitable use of data in the claims process, there is still 

a lack of integrated and comprehensive data management.4
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Claims managers are facing several challenges: changing customer 

requirements, technical advances and continuing cost pressure 

determine the fields of action. In response, insurers are digitalizing 

their claims processes. However, this study reveals in detail that 

comprehensive action is not only needed within the individual process 

steps, but also in a comprehensive E2E view.

Since March 2020, the coronavirus pandemic has been an additional 

driver of digitalization: claims departments have also had to and 

still have to ensure productivity in order to be a reliable partner for 

employees and customers. Aspects such as digital communication 

between all parties involved and distributed work within and outside 

the insurance company are success factors in this context. However, 

there is additional potential in the digital transformation of claims 

departments. For example, the profitability of the core business 

improves enormously if claims expenses can be reduced by means 

of even more effective measures for damage prevention and fraud 

detection. In addition, as a “moment of truth,” claims have an 

enormous impact on customer loyalty. 

What’s in it for you?
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If settlement is fair, fast and transparent, then the customer is 

satisfied. If everything happens slowly and non-transparently, the 

wish to change providers often arises – even if the money has been 

paid out at some point. 

Especially in unpleasant situations such as a loss, customers 

should not feel left alone. Digital technologies provide tools to put 

each individual customer center stage. Insurers are aware of the 

importance of digital tools for customer centricity. Of all areas, claims 

management has so far been too hesitant in taking up these tools.

In this study, zeb and Eucon analyze exactly how far companies have 

got in digitalizing their claims management and in which direction 

the industry is moving. It is based on a survey of decision-makers and 

claims experts on the three dimensions of digital claims management: 

“claims management and governance”, “digital claims process” and 

“digitalization enablers”. The responses provide insight into the digital 

maturity of claims departments in the insurance industry.
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Claims management 
and governance
Claims strategy

Digital transformation

Current digital initiatives

Digital claims process
Prevention

Claims reporting and recording

Claims inspection and repair

Service and channels

Digitalization enablers
Technology 

Claims data

Automation, artificial intelligence and 
data analytics

Dimensions of digital 
claims management
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Digital starter
Any digital transformation evident in claims  
management is reactionary.

Digital explorer 
The insurance company has initiated first steps towards  
transformation of their claims department.

Digital transformer
Digital transformation of the claims department is in full swing.

Digital leader
The insurer’s claims department is transformed 
and sets market standards.

4

3

2

1

Maturity levels of digital transformation
The focus and implementation status were 
evaluated along the three dimensions and  
condensed into a digital maturity level:

Note: The maturity levels and the corresponding 
scale from 1 to 4 are used below for the quanti- 
tative analysis of the survey results.
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Claims strategy
The big picture

One result of the survey was quickly established:  
claims management is moving from the periph-
ery to the center of German insurers’ digitalization 
efforts. The vast majority of study participants 
have established a claims strategy and aligned it 
with their overall business strategy. 

That alone doesn’t tell you much about the 
importance a company’s leadership places on the 
digital transformation of its claims operations.  
A fixed budget, on the other hand, provides such 

just beginning
Transformation 

Despite tight budgets, insurers are breathing 
life into their digital strategy 

evidence. In the survey, only one in ten insurers 
stated that a viable budget was available for 
implementing the digital strategy. This is surpris-
ingly low when previously the vast majority of 
insurers had indicated that they had a long-term 
plan for digitalization. One explanation is that 
transformation is still in an early phase. This 
conclusion is also suggested by other figures in 
the study. More than half of the insurers are still 
working on pilot projects.

Long-term claims strategy with fixed budgets

Long-term claims strategy

Short-term operational claims strategy

Independent initiatives

Not known

10%

39%

39%

6%
6%

Claims management  
and governance
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Claims transformation 
The path to strategy implementation

Long-term claims strategy with fixed budgets

Long-term claims strategy

Short-term operational claims strategy

Independent initiatives

Not known

Not known

Reactionary approach

Monitoring of claims trends

Piloting of new claims solutions

Digital claims agenda

26%23%19%3%

Digital 
starter

Digital 
explorer

Digital  
transformer

Digital 
leader

29%

Another reason for the lack of fixed budgets: all 
insurers are facing cost pressure. Claims depart-
ments cannot escape this trend either. This also 
has consequences for strategy. Instead of spend-
ing a lot of time and resources on developing 
their own digital solutions, insurers can turn to 
external service providers. This is clearly shown 
by a survey result: more than 90 percent of the 
respondents stated that their companies use the 
services of one or more specialists at least 
partially and depending on the topic. So in all 
likelihood, the days of pure in-house develop-

ment will soon be a thing of the past. Important 
for insurers: every make-or-buy decision requires 
unbiased and open-ended analyses. This also 
includes a comparison of different service 
providers. Over time, any company is likely to 
increasingly use the services of multiple provid-
ers. Their management and coordination will 
therefore become more and more strategically 
important in the coming years.

1 2 3 4
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advantage

Aut omation
Data analytics and AI

Digital   communication

Claims inspection
Claims settlement

Current digital initiatives in 
claims management
The terms shown were provided by the study participants  
as currently ongoing digitalization initiatives.  
The larger the term, the more often it was mentioned.

Competitive
One current focus topic of insurers in their 
respective claims strategies emerged in the 
survey: more than a third of the companies 
surveyed is looking into process automation. 
This may be due to the desire for acceleration, 
standardization and the associated increase in 
customer satisfaction. There was a wide spectrum 
of initiatives mentioned. It ranged from the 
automation of individual processes to the 
automation of the entire claims process chain.  
In any case, significant performance improve-
ments are expected in terms of efficiency, 
customer orientation and regulatory outcome. 
This applies in particular to the restructuring of 
processes that run through the entire company, 
i.e. end-to-end processes, as well as to sub-areas 
such as fraud prevention. 

Our study thus shows that automation of the 
claims process is emerging as a key competitive 
advantage in the industry. The coronavirus 
pandemic and the contact restrictions issued by 
the authorities have once again accelerated 
developments, particularly at the customer 
interface. A number of insurers have, for exam-
ple, initiated or intensified the digitalization  
of claims reporting and assessment in the form  
of video appraisal and image recognition. But 
also independently of this, process automation 
and thus the increase in transparency and speed 
is a core issue for customer satisfaction in claims 
management.



Dr. Alexander Erdland, 
Member of the Advisory Board, Eucon

“ Claims management sets a  
new tone: efficiency and customer 
satisfaction are two sides of the 
same coin. Accordingly, digital-
ization initiatives are gaining 
momentum to significantly 
enhance networking, 
transparency, speed and service .”

11

Claims reporting 

Digital claims file

Aut omation
Process optimization

Digital   communication

Fraud detection

Customer service



So far we know: the insurers surveyed have 
a digital strategy for claims management 
and are launching corresponding initiatives 
– under the condition of tight budgets and 
increasingly with the help of external specialists. 
But just how far have companies come in the 
transformation process? At what point in  
the claims process do they have what levels of 
readiness and capabilities?

Respondents were asked to answer the question 
about their digital maturity in detail. The claims 
process was divided into the following four stages:

 → Prevention

 → Claims reporting and recording

 → Service and channels

 → Claims inspection and repair

The survey revealed major differences in the digi-
tal maturity of the individual process steps. There 
are only few digital offers relating to prevention. 
For example, one in two insurers admitted that 
they do not provide their customers with solu-
tions such as smart home, telematics or health 
apps to prevent losses. Nevertheless, respondents 
were aware of the strategic value of prevention. 
The main reason for the low level of digital ma-
turity in this area is therefore probably the lack 
of viable business cases, innovations suitable for 
mass use and concrete added value for customers 
with regard to preventive measures.

for prevention
Few offers

Not in focus and/or not relevant

Preventive services are currently being piloted

Preventive services are partially available

Digital preventive services

26%

26%

48%

Digital claims process
Only few participants achieve the maturity level of  
a digital leader in the claims process 
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Overviews of digital maturity levels in the individual 
steps of the claims process

Digital 
starter

Digital 
explorer

Digital  
transformer

Digital 
leader

Digital claims process

1.0

1.0

1.0

1.0

1.5

1.5

1.5

1.5

2.0

2.0

2.0

2.0

2.5

2.5

2.5

2.5

3.0

3.0

3.0

3.0

3.5

3.5

3.5

3.5

4.0

4.0

4.0

4.0

Average

50% of all respondents

Prevention

Claims reporting and recording

Service and channels

Claims inspection and repair
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1 2 3 4
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The picture is quite different at the claims re-
porting and recording stage. Here, 84 percent of 
insurers offer their customers digital solutions. 
Technologies available on the market or devel-
oped in-house are quickly integrated by insurers 
into the overall claims process. For 19 percent of 
the companies, the digital reporting and re-
cording tools do not just provide a supporting 
character; they even allow claims to be reported 
completely digitally. Only 6 percent of insurers 
communicate claims information to their cus-
tomers exclusively in the traditional way, i.e. by 
letter, telephone or e-mail. A further 6 percent  
are piloting their first tools.

Claims reports from customers can also be 
accepted or entered by intermediaries. In any 
case, in the digital claims process, the interfaces 
to sales units – even if they are often neglected – 
are important, not least for regulation. However, 
both the nature and extent of intermediaries’ 
support tools look surprisingly different from 
those offered to end customers. This is where a 
gap opens up between the companies surveyed: 
42 percent of insurers equip intermediaries with 
digital tools for claims acceptance and settle-
ment. One third of the companies do not yet do 
this or are only in the pilot phase. These insurers 
are in danger. They have to be careful not to be 
left behind. 

Philip Franck,  
Practice Lead Insurance DACH, zeb

“ There is an urgent need for action 
regarding the integration of 
intermediaries in claims 
settlement via digital tools.”
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Digital claims reporting and recording tools for  
customers

Digital starter

Digital explorer 

Digital transformer

Digital leader

Digital maturity level Share Description

Digital tools generally allow 
fully digital claims reporting

Digital claims reporting  
and recording tools used  
in isolated cases

Digital claims reporting and 
recording tools are piloted

Digital tools for claims  
reporting and recording  
are not available

No answer given

19%

65%

6%

6%

4%

1

2

3

4
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In the services and channels sub-process, appli-
cations for transparent communication of the 
claims status are not yet very widespread. Chat-
bots in particular are hardly used. 

The analysis of the sub-processes – in con-
junction with the previously identified trend 
of increasing use of external service providers 
– yielded another important finding: although 
93 percent of insurers surveyed work with exter-
nal service providers on digital transformation, 
only 58 percent use digital provider management.  
There is clearly a need for more action here.  
In general, several service providers and partners 
are involved in the claims process. As a result of 
digitalization, their number is even growing – 
the key concept here is “digital ecosystem”. All 
these providers must be managed – ideally, by a 
centralized system.

Innovative digital solutions for managing service 
providers can do more than just coordinate 
partner involvement and schedule appointments 
– they ideally also offer a wide range of analysis 
and monitoring functionalities. So-called service 
level agreement tracking which tracks promised 
services is just one example. In addition, solu-
tions of this kind enable document management 
on a standardized platform. For example, the  
real-time status, the availability of partners and 
all types of feedback are always available. By 
using a central digital application, insurers avoid 
considerable manual coordination effort and 
thus costs. 

Digital services and channels

Digital maturity level

Digital leader  

Digital transformer 

Digital explorer 

Digital starter

Average maturity level in three core use cases

Claims status 
tracking via 

digital channels

Chatbots  
in customer  
interaction

Video telephony  
in customer  
interaction

1

2

3

4
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Digital service provider 
and partner management

Michael Rodenberg,  
Managing Director, Eucon Digital

“ Open platforms that consolidate 
innovative technologies and services 
and make them available to all 
market participants are required. 
Service providers and insurers need 
to rethink, overcome fragmentation 
and jointly offer new standards  
for the industry.”

... is not in focus

...is being planned/piloted

... is available and enables the exchange  
of information

... has functional-
ities for monitoring

23%35%29%10%

Digital 
starter

Digital 
explorer

Digital  
transformer

Digital 
leader

1 2 3 4



Technology as  
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Insurers have a large amount of data, or rath-
er unstructured information. However, the IT 
infrastructure with the appropriate tools to use 
data for optimizing claims operations is usually 
lacking – even though they are available on the 
market.

Every insurer knows the importance of technol-
ogy and data. Insurance has always been about 
assessing risks based on data. What is new, how-
ever, is that data is available in such huge quanti-
ties that corresponding technologies are needed. 
According to the study results, the touchpoints at 
which information is received by the insurer are 
now also more numerous and increasingly digi-
tal. However, this flood of data does not necessar-
ily result in greater knowledge about individual 
customers and their needs.

The available data can only be used intelligently 
with the help of modern technologies. The most 
successful insurers of the future will be those that 
use their data with a focus on customer centricity 
to generate the greatest customer satisfaction. 

The problem from the insurers’ point of view: 
limited internal IT resources. Nearly 60 percent 
of insurers surveyed reported a lack of capacity 
for implementing claims initiatives. Although 
approximately 40 percent of respondents have 
sufficient budget for claims initiatives, it is often 
not enough to compensate for the bottlenecks  
in internal IT resources. As a result, even exter-
nally purchased software and services can only 
be introduced slowly. On top of that, there are 
many legacy systems that also have a need for IT 
support. Ultimately, all of this inhibits the im-
plementation and use of innovative technologies 
needed to optimize claims management. Many 
insurers thus face the challenge of integrating 
their genuinely very innovative ideas for a digital 
claims process into their operational production 
processes. 

Digitalization 
enablers

driver and bottleneck 
for change

60%have insufficient IT resources  
to implement the initiatives.
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Digitalization 
enablers Overview of the digital maturity level of enablers of 

the claims process

Digital 
starter

Digital 
explorer

Digital  
transformer

Digital 
leader

1 2 3 4

1.0

1.0

1.0

1.5

1.5

1.5

2.0

2.0

2.0

2.5

2.5

2.5

3.0

3.0

3.0

3.5

3.5

3.5

4.0

4.0

4.0

Average

50% of all respondents

Technology

Claims data

Automation, AI and data analytics 
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It is true that many insurers already have an 
extensive pool of data at their disposal. How-
ever, a large proportion of respondents do not 
fully leverage this data. This is also due to the 
poor data quality. At one out of every two insur-
ers, even current claims data is only partially 
available in a structured form – the availability 
of historical data is significantly lower. This is 
surprising, because the required software and 
services have been tried and tested and available 
on the market for a long time. If they are not 
used, however, it is difficult for insurers to identi-
fy correlations or gain other meaningful insights 
from their data. As a result, less than half of the 
companies use their data to optimize claims 
management. This leaves a significant amount of 
potential untapped. 

To reiterate the relevance of claims data: analyz-
ing data serves to better understand individual 
customer needs. Not only customer master data 
can contribute to this, but also all information 
that a customer transmits to their insurer. Know-
ing the customer’s preferred contact channel 
can already lead to significantly higher customer 
satisfaction. Information relevant to the policy-
holder can then be displayed in the right place. 
Especially in the event of a claim, when the cus-
tomer puts their insurer to the test, so to speak, 
this can contribute to their goodwill. In this way, 
the customer insights gained from the data can 
be consistently used for customer centricity.

In the event of a claim, the time factor also plays  
a decisive role in providing information to the 
customer. This is where the study revealed 
deficits. It is true that – as described – claims are 
often recorded via digital customer interfaces. 
Subsequently, however, many insurers do not 
process the data in a structured and automatic 
way, but manually and with media disruptions. 

Many companies are also still a long way from 
making intelligent use of data. In the course  
of the claims process this leads to loss of time 
and additional expenditure. In this respect, a 
structured and comprehensive data basis is a 
mandatory prerequisite for smooth and rapid 

in claims management

Handling of claims data

... no structured 
filing system

... partly structured filing

... structured filing,  
e.g. in data warehouse

... supplemented by 
historical data

20%27%43%10%

Digital 
starter

Digital 
explorer

Digital  
transformer

Digital 
leader

The new currency

1 2 3 4
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claims processing. Here, it is important to ensure 
uniform data structuring and provision, regard- 
less of the systems used or different service 
providers: data literacy and focus are increasingly 
playing a role in all process steps and tools used.

The digital deficits are surprising because spe-
cialized solutions for the structured collection of 
data are available by now. For this reason, insur-
ers without such tools can quickly fall behind 
competitors with intelligent automation systems. 

Even in the future though, people will continue 
to be necessary. Although the majority of process-
es are likely to run automatically with the help  
of artificial intelligence and the rapid processing 
of large volumes of data, humans will control,  
intervene and prescribe rules. It is therefore all the 
more important that employees are given target-
ed training in these areas to develop and expand 
their skills.

Untapped 

40%In the survey, only approximately                         
said they already systematically used data to  
optimize claims management.

potential
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Use of automation, artificial intelligence and data  
analytics in claims management

100%50% 75%25%0%

Claims recording

Claims calculation

Fraud detection

Data preparation

Document management

SP management

Claims / document check

Analysis of audit needs

n/a

not in focus and/or not piloted

is planned or piloted

is used for individual use cases

is used comprehensively
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Overall insurers have recognized the potential 
of artificial intelligence and data analytics for 
claims management. This is reflected in the large 
number of initiatives that have been launched, 
but these have not yet been fully implemented in 
day-to-day operations. 

As many as 70 percent of respondents have start-
ed initial pilot projects in artificial intelligence 
and data analytics. Experience has shown that the 
greatest challenges remain creating a usable data 
basis and successfully integrating it into produc-
tive processes. The remaining 30 percent of the 
study respondents do not (yet) use artificial intel-
ligence and data analytics in claims management.

These data-driven methods are tested and applied 
in particular in fraud detection as well as data 
preparation and claims/document verification. 
What is interesting is that many respondents 
hardly use these technologies to predict verifica-
tion requirements. Here, results are also predict-
ed on the basis of historical data, and internal 
and external testing efforts could be minimized. 
However, many insurers have recognized precisely 

this potential, and the topic area is in a planning 
or pilot phase. It effectively comes down to using 
AI early in the process to streamline and speed 
it up. Nevertheless, according to the survey, 
insurers consider the benefits of artificial intel-
ligence and data analytics in the claims process 
to be rather limited. At any rate, the respondents 
currently often lack ideas for suitable use cases. 
While many digital approaches to claims report-
ing already exist, they have not yet succeeded in 
being used for structured data recording. This 
in turn makes the use of these methods more 
difficult. 

For example, approaches based on artificial 
intelligence have great potential, especially in 
the field of image analysis. With AI not only can 
the extent of the damage be identified at an early 
stage, but the customer can also be informed 
directly at the time of claims recording which 
photos are still required for further processing. 
This not only reduces the cost of claims analysis, 
but also significantly speeds up the settlement 
process, which in turn significantly improves the 
customer experience. 

methods are  
beginning to work

Data-driven

Christine Utendorf,  
AI & Analytics Expert, zeb

“ For the use of AI in claims,  
the biggest challenges are  
in data management.”



Digital leader 

Digital transformer

Digital explorer

Digital resister 7%

0% 20% 40% 60%

39%

54%

0%
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The time when claims management was only 
treated as an afterthought in the digitalization 
efforts of German insurers is over. This is demon-
strated by the large number of digital initiatives 
– some of them accelerated by the coronavirus – 
that insurers have launched, often with the 
support of external partners and service provid-
ers. Such initiatives include, in particular, those 
for the automation of claims processes and the 
digitalization of the customer interface. These 
efforts not only help to overcome current chal-
lenges and increase profitability in the core 
business: insurers can boost customer satisfac-
tion by digitalizing the claims process and thus 
gain competitive advantages. The insurers 
surveyed are aware of this potential. Accordingly, 
they have established digital strategies, which, 

however, often represent rather fragmented  
digitalization projects and do not include E2E 
consideration and integration. There is also often 
a lack of backing for the strategy with projects 
and clearly defined budgets. 

A look at the individual stages of the claims 
process shows: although the transformation is in 
full swing, none of the participants in the study 
are digital leaders and have a claims department 
that is digitally equipped for the future. Neverthe-
less, the majority of respondents are piloting and 
planning innovative, often AI-driven solutions.  
So there is a will to change. 

However, there is still a long way to become  
a digital leader in claims

Transformation  
in full swing

Digital maturity level Share Distribution

50% of respondents rate the  
digital maturity of their claims  
department as 2.5 or lower 



80% 100%

avg. 2.4 avg. 2.4 avg. 2.3
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Many of those surveyed achieved a relatively high 
digital maturity level when it came to claims 
reporting and recording – here, it is important to 
systematically connect to follow-up processes. 
That the topic of consistency in systems and 
processes is an field of action is also illustrated by 
the fact that a large proportion of companies 
neglect the connection to intermediaries. 

Due to tight budgets and a lack of internal IT 
resources, insurers are resorting to external 
service providers that need to be integrated and 
managed. Cooperation models are also an option. 
The development of appropriate provider strate-
gies and the establishment of centralized, 
data-driven provider management are therefore 
essential fields of action.

A good data basis is a necessary prerequisite for 
the value-adding use of modern technologies. 
Here, too, the study shows that there is a great 
need for action on the part of insurers. It would 
be important to have an appreciation of the value 
of data. Companies can only use artificial intelli-
gence and data analytics to make processes more 
efficient and develop further profitable use cases 
or even new business models when the structure 
and quality are right.

Transformation  
in full swing

Digital maturity per dimension

Claims manage-
ment and gover-

nance

Digital 
claims 
process

Digitalization 
enablers



Eucon is an experienced digitalization partner for 
insurers in both automobile and property claims 
management. The company analyses, automates 
and accelerates the entire claims process and offers 
insurers intelligent solutions for data and document 
processing. Customers benefit from more effective 
claims management through AI-based automation 
and the unique combination of forward-looking 
technologies, data and expert knowledge. Eucon 
has received numerous awards for its data-driven 
innovations.

zeb is one of the leading strategy and management 
consultancies specializing in the financial services 
sector in Europe. Since 1992, we have been offering 
transformation expertise along the entire value 
chain in the financial services sector. We have 17 
offices in 13 European countries. Our clients include 
European large-cap and private banks, regional 
banks, insurers as well as all kinds of financial 
intermediaries. Several times already, our company 
has been classed and acknowledged as “best consul-
tancy” for the financial sector in industry rankings.

We are  
partners for  
change

We are  
trailblazers for  
digital change
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