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As the insurance market evolves and new challenges emerge, insurance leaders and decision-makers are looking to improve their organization’s
agility, flexibility and cost base. However, many insurance organizations have historically struggled to achieve their transformation and cost objectives.
This report explains why and, more importantly, how the leading insurers are successfully delivering on their goals. We highlight industry research
and actionable insights to help organizations align, accelerate and enhance their transformation objectives.
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On the surface, the industry appears vibrant — organizations
are adopting new technologies and launching performance-
enhancing programs. And most insurance execs say they have
big transformation objectives to achieve. In a recent global
survey of insurance executives conducted on behalf of KPMG
International, 75 percent of respondents say they expect to
reduce their cost base by at least 10 percent between now and
2030; nearly a third hope to save more than 20 percent.

Respondents also identified their strategic transformation
priorities for the next two years. Perhaps not surprisingly, their
top priority is to embed Al into new ways of working, followed
closely by improving data and analytics capabilities. Both
strategies offer insurers new opportunities to transform the
organization, improve efficiency and drive out costs. Insurers are
also looking to address cyber security risks and better manage

regulatory compliance, both prerequisites for enhancing resilience.

They also want to improve the customer experience — a goal
that will likely be supported by the adoption of new technologies
and the management of risk.

In a recent global survey of
Insurance executives conducted
on behalf of KPMG International,

of respondents say they

expect to reduce their cost
base by at least 10 percent between
now and 2030; nearly a third hope
to save more than 20 percent.
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Target for 2030: Cost saving as a percentage of current cost base by insurer size
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To deliver on their goals, insurers have been implementing a Success of past transformation efforts by insurer size
range of new technology-driven approaches aimed at driving

transformative outcomes. Many are also actively implementing Al Cost-reduction goals
use cases within specific processes and value streams. The more
advanced companies are coupling their technology investments

with workforce transformation initiatives. Not successtul l 1%

2%
Yet our research shows that just 25 percent of transformation

and cost initiatives in the insurance sector are considered highly Slightly successful 30% 20%

successful by senior executives. Perhaps more worryingly, our data

suggests that many insurance executives lack confidence in their Moderately successful 46% 529%
organization’s ability to adapt. Just 41 percent think they are well
Highly successful 23% 27%

positioned to grow their revenues over the next two years.

Why are insurers struggling to achieve their cost and transformation
goals? The majority of our respondents say that they struggle with
the complexity of it all — they face significant change portfolios but
lack focus on prioritization and coordination. At the same time, only
around a third of insurers say their cost objectives are well defined
and just 35 percent say their transformation and cost objectives are

‘fully aligned” within their organization. Not successful
The big question, therefore, is what the most successful insurance

organizations are doing to achieve their objectives. Achieving clarity Slightly successful

and alignment between cost and transformation objectives is key.

The most successful organizations are more than twice as likely as

their moderately-successful peers to say they have clearly defined Moderately successful 66% 42%
cost objectives. At the same time, proper resourcing and clear

structures also seem to be critical to success. Highly successful LR 24%

B Less than $1bn B $1bn to $5bn B More than $5bn

Transformation goals

Source: Insurance transformation: The new agenda, KPMG International, 2025
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Barriers to transformation over the next two years

Significant change portfolio and a need to focus on prioritization and coordination

Significant opportunities for improvements to CX, cost and long-term capability building are not being realized

Ownership and accountability for delivery is not strong enough

Insufficient focus on surplus capacity to deploy resources elsewhere
Limited knowledge of how to manage operations (e.g. how to manage demand vs. capacity)

Source: Insurance transformation: The new agenda, KPMG International, 2025

J Key takeaways

Based on the report and our network’s extensive experience, here are five key takeaways to help insurance organizations achieve measurable and sustainable transformation outcomes.
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How KPMG can help

At KPMG we believe transformation starts with people. Our global network of experienced
insurance professionals provides clients with deep industry knowledge, actionable insights and
Implementation expertise, helping to realize the full potential of their people and technology,
and working together to achieve successful transformation. Because when people and
technology are in harmony great things happen.

Contact your local KPMG member firm to learn more about how KPMG can help you
successfully transform your insurance organization.
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