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Insurance outlook: Trends, technologies, 
and tactics for a changing world

The global insurance industry is navigating a landscape 
defined by persistent volatility and rapid, multifaceted 
change. While familiar challenges like climate change and 
cybersecurity remain top priorities for senior leaders, 
they are now compounded by the need to adapt to an 
accelerated pace of technological innovation, particularly 
around generative artificial intelligence (GenAI) and 
agentic AI.

The increasing cost and incidence of natural disasters, 
such as the California wildfires, pose a challenge to the 
property and casualty (P&C) sector. Geopolitical and 
trade tensions, ongoing macroeconomic turbulence, and 
political polarization introduce new complexities. Changing 
customer behaviors and increased regulatory scrutiny 
continue to occupy C-suites and boards. The industry 
acknowledges these new factors; 65% of company leaders 
expect significant change over the next three to five years.

Despite these headwinds, the sector is largely optimistic 
about its prospects. The demand for fundamental 
insurance protections remains strong, and there is a 
growing appetite for innovative packages and ancillary 
services. New business models are gaining traction, driven 

by expanding data volumes that unlock unprecedented 
opportunities in risk assessment, pricing, and  
strategic partnerships.

The industry as a whole has delivered a relatively strong 
performance in recent years and is expected to grow 
steadily despite disruptions. Favorable pricing conditions 
are likely to persist if inflation remains in check and 
interest rates stabilize. 

Nevertheless, there is a clear need for insurers to 
adapt and strategically retool around richer data, new 
technology, and refreshed talent. Industry watchers 
stress the need for insurers to achieve greater efficiency 
by streamlining legacy processes, reducing paper, and 
applying AI across the business. A survey of more than 
500 financial services leaders conducted by HFS and Iron 
Mountain underscores the urgency for change: 78% of 
financial services executives say failure to digitize could 
lead to lasting competitive irrelevance, while 58% have 
committed to a fully digital back office within 24 months at 
an average cost of $25 million. Here are the trends poised 
to dominate insurance through 2026.
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AI transformation

GenAI and agentic AI will fundamentally reshape the 
insurance industry, both as an efficiency driver and 
the source of innovation. Insurers know this, and 99% 
have already invested in or plan to invest in GenAI, 
according to EY. An Iron Mountain survey of 500 
financial services executives found that 84% expect AI 
agents to handle more than 75% of routine back-office 
operations autonomously. The primary areas for GenAI 
implementation include distribution, risk management, 
and claims handling, which are dominated by manual 
processes that benefit from AI-enabled efficiencies and 
personalization.

AI-driven underwriting and risk assessment are at the 
forefront of this transformation. AI models can predict 
risk with greater accuracy than traditional methods, 
creating the opportunity for sculpted and dynamic pricing 
strategies. AI automates tedious manual processes such as 
data extraction, document review, and policy issuance to 
reduce costs and accelerate decision-making from weeks 
to minutes, in some cases. AI also improves dynamic risk 
modeling, fraud detection, and predictive analytics for 
claims management. Analytics is driving a trend toward 
customized products informed by rich data and precise 
knowledge of customer needs.

Leaders expect agents to do the heavy lifting. The  
HFS/Iron Mountain survey found that 81% believe AI 
agents will handle 75% or more of routine back-office 
tasks, yet only 13% have reached enterprise-scale 
deployment, indicating a clear gap between ambition and 
execution.  

Executives fret about the risk of bias, errors, and 
hallucinations introduced by AI, prompting them to 
prioritize stronger data infrastructure, governance, 
and quality standards. Nevertheless, just 5% of 
insurers in a 2024 SAS Institute survey described their 
GenAI governance framework as well-established and 
comprehensive.

The evolving risk landscape

The increasing frequency and severity of natural 
catastrophe (NatCat) events has made annual losses 
of at least $100 billion commonplace. The Los Angeles 
wildfires in early 2025, for example, resulted in over $37 
billion in losses, yet the property and casualty ecosystem 
has demonstrated resilience. The increasing frequency of 
medium-severity events is prompting the sector to rethink 
traditional approaches to risk management, pricing, and 
claims modeling.

NatCat premiums are rising globally, yet Deloitte 
estimates only 35% of the $357 billion in losses in 2023 
were insured. Insurers have implemented higher-than-
average price increases across many P&C lines, improving 
profitability but making coverage less affordable for 
consumers. Regulators worldwide are demanding greater 
transparency in how insurers account for climate risks to 
ensure more affordable coverage, especially for vulnerable 
communities.

Insurers are placing a growing emphasis on loss 
prevention and mitigation, including providing tools and 
insights to policyholders to reduce risks before they lead 
to claims. Deloitte predicts that investing $3.35 billion 
in residential dwelling resiliency measures could reduce 
losses to US homeowners by $37 billion by 2030. This new 
approach transforms the insurer’s role from a payer to a 
partner in risk prevention.

“As policyholders increasingly expect 
digital-first interactions, insurers that invest 
in AI technologies will be best positioned 
to meet demand while optimizing risk.”

- Earnix, The top 10 insurance trends for 2025

“The increasing frequency and severity 
of natural catastrophes, coupled 
with evolving cyber threats and other 
emerging risks, demand a more dynamic 
approach to risk management.”

-  Duck Creek Technologies, Global  
P&C insurance trends shaping 2026

https://www.ey.com/content/dam/ey-unified-site/ey-com/en-gl/insights/insurance/documents/ey-gl-global-insurance-outlook-01-2025.pdf
https://www.sas.com/content/dam/SAS/documents/marketing-whitepapers-ebooks/ebooks/en/your-journey-to-a-genai-future-an-insurers-strategic-path-to-success-114043.pdf
https://www.deloitte.com/us/en/insights/industry/financial-services/financial-services-industry-outlooks/insurance-industry-outlook.html
https://www.deloitte.com/us/en/insights/industry/financial-services/financial-services-industry-outlooks/insurance-industry-outlook.html
https://earnix.com/blog/10-insurance-trends-that-will-influence-the-insurance-industry/
https://www.duckcreek.com/blog/global-insurance-insurtech-trends-2026/
https://www.duckcreek.com/blog/global-insurance-insurtech-trends-2026/
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Cyber and geopolitical volatility

Cyber risk has become the top concern for business 
leaders, surpassing business interruption, according to 
Allianz. Despite this fact, the cyber insurance market is 
experiencing softening pricing and widening coverage due 
to better cyber hygiene and more prudent underwriting, 
though GenAI and state-sponsored attacks present 
formidable new risks.

Cyber is a massive growth opportunity for insurers, 
with Munich Re projecting the market to grow at a 20% 
annual rate through 2027. The underinsured small and 
mid-size business market is leading this growth with its 
demand for affordable products and preventive services. 
Partnerships with tech and security firms are becoming 
essential to enhance modeling, prevention, detection, and 
recovery services. Cyber risk is critical for insurers both 
in protecting themselves from attacks and underwriting 
client policies.

Geopolitical and trade tensions created by growing 
protectionism is forcing carriers to adapt region-specific 
strategies. Less global trade means less demand for 
marine and export credit insurance, impacting insurers 
with a broad international scope. Changing regional tax 
policies may impact affordability and accessibility of 
products in some regions. Recognizing that static risk 
assessment is insufficient, insurers are adopting real-time 
data and sophisticated scenario modeling to adjust terms 
more proactively.

Personalized and embedded insurance

Expectations for seamless digital experiences have 
policyholders expecting tailored quotes, flexible payment 
options, proactive risk mitigation advice, and digital claims 
interactions. And they’re willing to participate in the 
underwriting process; 60% told Accenture they are willing 
to share a lot of data about themselves in exchange for 
faster, easier services.

Embedded insurance, which folds coverage directly into 
the purchase of products and services, is a powerful 
distribution strategy that Deloitte expects to exceed 
$722 billion in global premiums by 2030. This frictionless 
experience aligns with consumer preferences for on-
demand and subscription-based services while expanding 
market reach and reducing acquisition costs by tapping 
into non-traditional channels.

“The global landscape can be summed up 
in one word: volatile. Accelerating climate 
risks, pockets of geopolitical instability, 
inflationary pressures, economic downturns, 
and health crises all combine to form a 
complex, interconnected web of crises that 
risk and insurance experts call a ‘polycrisis.’”

-  Send Technology Solutions, Top 10 insurance industry 
trends underwriters should know about in 2025

https://commercial.allianz.com/news-and-insights/expert-risk-articles/allianz-risk-barometer-2025-cyber-incidents.html
https://commercial.allianz.com/news-and-insights/expert-risk-articles/allianz-risk-barometer-2025-cyber-incidents.html
https://www.munichre.com/en/insights/cyber/global-cyber-risk-and-insurance-survey.html
https://www.accenture.com/content/dam/accenture/final/industry/insurance/document/Accenture-Insurance-Consumer-Study-People-Before-Policies.pdf
https://www.deloitte.com/content/dam/assets-zone3/us/en/docs/services/consulting/2024/us-cons-unlocking-the-strategic-power-of-partnerships-in-insurance.pdf
https://send.technology/news/top-10-insurance-industry-trends-underwriters-should-know-about-in-2025/
https://send.technology/news/top-10-insurance-industry-trends-underwriters-should-know-about-in-2025/
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Growing use of autonomous vehicles, evolving mobility 
ecosystems, and smart homes are also leading insurers 
to innovate with flexible solutions such as usage-based 
coverage. Carriers must ensure their technology can 
connect easily with other ecosystems to deliver embedded 
products. Although challenges such as limited consumer 
awareness, data privacy, and partner integration remain, 
embedded insurance is poised to become a cornerstone of 
consumer-focused insurers.

Workforce evolution

The insurance industry faces an impending wave of 
retirements that the US Bureau of Labor Statistics predicts 
will lead to the loss of around 400,000 workers by 2026. 
Generational factors compound this challenge; a Free 
Partners survey found that less than one-third of young 
people in the US and UK see insurance as an appealing 
career choice. This talent gap is looming amid increasing 
pressures on underwriters to work faster, manage larger 
volumes of data, and drive profitable growth.

Investing in skills is vital, particularly as AI is creating the 
need for more specialized talent. The HFS/Iron Mountain 
survey found that 50% of executives expect back-office 
transformation to shift workers to more strategic roles 
and nearly half believe significant employee upskilling is 
required to make the transition. Insurers are relying on 
internal development, outsourcing, and shared services 
to address immediate talent needs. The industry also 
needs to better showcase its technological sophistication 
to attract data-savvy workers. Insurtech solutions have 
an edge by enabling insurance professionals to pivot 
towards complex problem-solving and innovative product 
development. As the traditional insurance workforce is 
redefined, roles that require analytical thinking, strategic 
management, and deep customer understanding will be in 
highest demand.

“Expect hyper-personalization to 
evolve from a differentiator to a 
baseline customer expectation.”

- Earnix, The top 10 insurance trends for 2025

“Insurance arguably requires more specialized 

worker knowledge than other industries, making 

it critical that departing workers are sufficiently 

replaced by humans or through other means.”

- William Blair, An AI inflection point for insurtech

https://www.insurancebusinessmag.com/us/news/breaking-news/us-insurance-sector-to-lose-around-400000-workers-by-2026-466593.aspx
https://riskandinsurance.com/perceptions-of-insurance-an-obstacle-to-attracting-young-talent/
https://riskandinsurance.com/perceptions-of-insurance-an-obstacle-to-attracting-young-talent/
https://earnix.com/blog/10-insurance-trends-that-will-influence-the-insurance-industry/
https://www.williamblair.com/-/media/downloads/ib/2025/williamblair_an-ai-inflection-point-for-insurtech-january2025.pdf


“Fragmentation is a distinct risk for 
multinationals, as jurisdictions adopt 
different rules and standards aligned 
to their different priorities.”

- EY, 2025 Global insurance outlook

“Digital Transformation is imperative for 
survival in the age of AI, [Internet of Things 
(IoT)], and cloud-based platforms.”

- NTT Data, Insurtech global outlook 2025
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A shifting regulatory environment

Insurers face stricter oversight and more detailed 
reporting requirements in an environment that is 
fragmenting along regional lines. A 2024 Mercer study 
found that 61% of insurers said evolving regulatory 
requirements as their top operational challenge.

While new regulations like the EU’s AI Act and Digital 
Operational Resilience Act impose new costs, open-finance 
initiatives like the US Personal Financial Data Rights Rule 
in the US and Europe’s Financial Data Access legislation 
pave the way for consent-based data sharing across 
pension, savings, and non-life insurance products. The 
new data economy has significant growth implications for 
insurers looking to expand their services.

Lighter federal oversight may offer US companies an 
advantage, though this may be countered by tighter 
state-level scrutiny. New global minimum tax rules, such 
as Pillar Two, are likely to impact insurers’ profitability, 
especially those in low-tax jurisdictions. They will also 
necessitate additional investment in compliance, reporting, 
and scenario planning. Insurers must proactively engage in 
regulatory dialogues to anticipate future changes.

Process streamlining and  
business reinvention

The imperative for insurance companies to streamline 
processes and significantly reduce their reliance on  
paper-based operations is a critical ongoing trend. 

McKinsey has estimated that 60% of an underwriter’s time 
is spent searching for documents. That can extend policy 
decisions from days to weeks, while raising error rates 
and operational costs. Legacy systems and technological 
debt are pressing challenges that hinder agility when the 
industry can least afford it.

Digital transformation, automation, and the strategic 
integration of AI need to be top priorities. Intelligent 
document processing can convert free-form data in 
emails and documents into useful structured formats. 
Machine learning-based risk assessment employs pattern 
recognition and predictive analytics for more accurate 
risk scoring and anomaly detection. Workflow automation 
enables smart routing, automated compliance checks, and 
real-time policy pricing adjustments.

The Iron Mountain survey found that 79% believe the 
back office as we know it will cease to exist within three 
years. Streamlined processes lead to faster decisions, 
which are crucial in customer acquisition and retention. 
AI models enable more granular risk assessment and 
dynamic pricing, differentiating insurers in a market where 
customers expect digital convenience and customization. 
Investments in modern cloud technology also reduce 
cybersecurity risk and related regulatory penalties.

https://www.ey.com/content/dam/ey-unified-site/ey-com/en-gl/insights/insurance/documents/ey-gl-global-insurance-outlook-01-2025.pdf
https://de.nttdata.com/files/Insurtech-Global-Outlook-25-CXO-Survey.pdf
https://www.mercer.com/assets/global/en/shared-assets/global/attachments/pdf-2024-global-insurance-investment-survey-report-040524.pdf
https://www.oecd.org/en/topics/sub-issues/global-minimum-tax/global-anti-base-erosion-model-rules-pillar-two.html
https://www.mckinsey.com/industries/financial-services/our-insights/insurance-2030-the-impact-of-ai-on-the-future-of-insurance
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Iron Mountain’s perspective 
on insurance trends

Accelerate and scale AI and  
advanced analytics

Insurers must move rapidly to scale AI technologies 
to address inefficiencies, manage risk complexity, and 
enhance decision-making. Technologies like intelligent 
document processing, natural language processing, 
and optical character recognition for automated data 
extraction are well established. Machine learning has 
demonstrated value in predictive risk assessment, fraud 
detection, and anomaly detection. Generative AI is a 
relatively new technology that shows significant promise 
in relieving workers of tedious and time-consuming 
tasks. With 94% of insurance CIOs believing AI adoption 
is critical for success in the next five years, the time for 
waiting is over.

Modernize core systems and embrace  
cloud-native platforms

It is paramount for insurers to break free from legacy 
debt by overhauling core systems and adopting 

integrated cloud-native software-as-a-service solutions. 
Modernization will allow insurers to always be on the 
latest, most secure, and most functional version of their 
software, freeing IT teams to focus on innovation rather 
than maintenance. Cloud infrastructure is crucial for its 
scalability, flexibility, and cost-effectiveness, enabling more 
efficient underwriting and improved risk management. 
Iron Mountain research found that just 20% of financial 
services executives are aggressively pursuing a fully 
digital back office. Legacy systems and technological debt 
are currently among the most pressing challenges the 
industry faces, making digital transformation imperative 
for survival.

Drive hyper-personalization and  
customer engagement

Policyholders are demanding personalized experiences, 
from tailored quotes to risk mitigation advice. Insurers 
need to tap into their expansive data ecosystems, including 
IoT devices and real-time inputs, to understand customers 
at a granular level. Embedded insurance is a powerful 

To adapt to these complex and accelerating challenges, 
insurers should prioritize the following actions as they 
head into 2026.

Accelerate & scale  
AI & analytics

Cultivate an agile 
workforce

Drive  
hyper-personalization

Modernize systems with 
cloud-native platforms

Purge paper processes

Fortify AI cybersecurity 
and governance

Insurers must proactively address several key areas:

https://www.williamblair.com/-/media/downloads/ib/2025/williamblair_an-ai-inflection-point-for-insurtech-january2025.pdf
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distribution strategy that expands reach and reduces 
acquisition costs by leveraging non-traditional channels. It 
helps improve customer satisfaction and boost retention.

Fortify cybersecurity strategies and  
governance for AI

Robust cybersecurity is no longer just an IT concern but 
a fundamental business imperative. Insurers must move 
beyond traditional perimeter defenses to implement 
zero-trust authentication and continuous threat 
management. AI presents new security risks, including 
data bias and model manipulation. Strong governance 
principles and guardrails are needed to keep models within 
acceptable boundaries and policies. Regulatory scrutiny 
on cybersecurity is increasing, necessitating technology 
investments and a strategic focus on security are a core 
business function.

Cultivate an agile workforce

The traditional insurance workforce is undergoing a 
significant redefinition. Automation will handle many 
routine tasks and require human workers to become 
more analytical, strategic, and customer-centric. Insurers 
should make AI tools broadly available, encourage 
experimentation, and foster a culture of adaptability. This 

includes upskilling existing employees in digital literacy 
and AI knowledge, as well as emphasizing the industry’s 
expertise in data science, analytics, and AI to attract young 
professionals. As the Harvard Business Review put it, “AI 
won’t replace humans, but humans with AI will replace 
humans without it.” Fostering a symbiotic relationship is 
crucial for addressing the talent shortage and enhancing 
overall effectiveness.

Purge paper processes

Insurance companies face a critical need to embrace 
automation and migrate away from paper-based 
processes. Automation slashes manual errors, significantly 
lowers operational costs, and accelerates core processes 
from policy issuance to claims handling. Digitization 
allows serial processes required by paper records to be 
reinvented in parallel. AI enables the underwriting process 
to be powered by vastly larger datasets for more accurate 
risk assessment, dynamic pricing, and personalized 
customer offerings. Automating routine tasks frees 
human talent to engage in the kind of strategic, high-
value work that attracts the next generation of digital 
natives. Insurers know this; 77% of respondents to the Iron 
Mountain survey said reducing physical document storage 
and retrieval costs is a top-two transformation objective. 
The hard part is delivering on that promise.

https://csrc.nist.gov/glossary/term/zero_trust_architecture
https://hbr.org/2023/08/ai-wont-replace-humans-but-humans-with-ai-will-replace-humans-without-ai
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Sectors to watch in 2026

Property and casualty

The outlook for property and casualty insurance in 2026 
is strong, despite the many challenges of a changing 
landscape. Global non-life premium growth is expected 
to moderate to a 2.3% compound annual growth rate in 
2025-2026, compared to 4.3% in 2024. However, return 
on equity in major markets is projected to reach 10%, 
exceeding the cost of capital.

The sector continues to grapple with the increasing 
frequency and severity of NatCats; insured losses from 
such events exceeded $100 billion for the fifth consecutive 
year in 2024. “Social inflation,” or the costs of increased 
litigation, larger jury awards, and shifts in public 
perception of liability, remains a significant concern.

Insurers are rapidly adopting AI and machine learning 
to move from manual processes to intelligent risk 
assessment, reducing processing times from weeks to 
minutes and enhancing accuracy. The shift to cloud-native, 
“evergreen” core systems will enable faster innovation and 
adaptation to market shifts. The sector is also leveraging 
external data sources and IoT insights for hyper-granular 
risk assessment and dynamic pricing.

Life insurance

The outlook for life insurance in 2026 is broadly positive, 
with projections for above-average growth and improving 
profitability. Global premiums are expected to grow 3.0%, 
more than double the historical average. The “silver 
tsunami” of aging populations and increased longevity is 

Across three vital segments of the insurance industry—
property and casualty, life insurance, and the rapidly 
evolving cyber insurance space—organizations face 
distinct challenges and opportunities. From managing 
risk and regulatory complexity to harnessing digital 

tools for operational efficiency, each sector demands 
tailored solutions. Let’s take a closer look at how the right 
transformation partner can drive measurable impact 
across these critical domains.

Property & casualty
	> NatCat losses exceed $100B  

annually, driving urgency for 
innovation

	> AI adoption accelerates risk 
assessment and reduces processing 
times

	> Cloud-native systems enable faster 
adaptation to market shifts

Life insurance

	> Aging populations fuel 
demand for retirement and 
annuity solutions

	> Digital transformation drives 
hyper-personalization and 
mobile-first offerings

	> Talent shortages and 
regulatory demands 
challenge industry growth

Cyber insurance

	> Cyber risk remains the 
top global business 
concern

	> AI enhances risk 
assessment, pricing, and 
fraud detection

	> Bundled policies with 
cybersecurity tools 
enable proactive 
protection

Insurance 
sectors to 
watch in 

2026
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fueling increased demand for retirement solutions. High 
interest rates have boosted annuity sales, while pension 
de-risking deals are projected to generate over $300 
billion in transfers in the UK and US over the next  
three years.

As in other sectors, digital transformation and AI adoption 
are imperatives to enabling hyper-personalization and 
reaching underserved markets through mobile-first 
and embedded offerings. Generation Z’s preference 
for fully digital and self-service solutions is a priority 
as the industry cultivates that increasingly influential 
cohort. Challenges include macroeconomic uncertainty, 
geopolitical tensions, evolving regulatory demands, and 
the industry’s ongoing talent shortage. Insurers must 
continue to innovate, leverage data, and adapt their 
workforces to navigate these complexities.

Cyber insurance

The outlook for this market in 2026 is characterized 
by both significant growth potential and intensifying 
challenges. Cyber risk is the concern for businesses 
globally for the third consecutive year, according to 
Allianz. Despite growing threats, market conditions are 

generally buyer-friendly, with by ample capacity and 
increasingly flexible pricing. Munich Re expects the global 
cyber insurance market to grow at a 20% annual clip 
through 2027. There is a substantial protection gap within 
small and medium-sized enterprises in particular.

Insurers are responding by investing heavily in AI and data 
analytics to enhance risk assessment, pricing accuracy, 
and fraud detection. They are also increasingly bundling 
cyber policies with cybersecurity tools and preventive 
services to enable a more proactive, service-based model. 
The industry must navigate new AI-related vulnerabilities, 
including data bias and model manipulation, and address 
systemic risks as highlighted by the 2024 CrowdStrike 
outage. Advanced controls and continuous threat 
management are critical for achieving competitive 
differentiation.

https://commercial.allianz.com/content/dam/onemarketing/commercial/commercial/reports/Allianz-Risk-Barometer-2024.pdf
https://commercial.allianz.com/content/dam/onemarketing/commercial/commercial/reports/Allianz-Risk-Barometer-2024.pdf
https://www.munichre.com/en/insights/cyber/global-cyber-risk-and-insurance-survey.html
https://edition.cnn.com/2024/07/24/tech/crowdstrike-outage-cost-cause
https://edition.cnn.com/2024/07/24/tech/crowdstrike-outage-cost-cause
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How Iron Mountain can help

Paper files have become a liability for insurers’ digital 
transformation initiatives. Underwriting packets,  
claims files, loss runs, and reinsurance treaties can  
span decades, creating a costly burden of documents  
that can’t be searched or used for AI training. Paper  
drags down efficiency and complicates compliance.  
State-by-state retention rules and long-tail liabilities  
make manual cleanup a risky endeavor.

AI can automatically classify policy and claim documents, 
detect sensitive information, apply legal holds, and 
enforce retention rules at a fine-grained level. It can even 
help insurers prioritize what to digitize first,  and enable 
consistent, defensible disposition when records expire.

Iron Mountain helps carriers, agents, and administrators 
design a structured cleanup and digitization program, 
secure executive sponsorship, pick the right tools, and 
track progress. Iron Mountain’s digital mailroom digitizes 
paper documents as they enter the organization for 
automated underwriting intake, backfile conversion with 
chain of custody, file-level classification, certificates of 
destruction, and dashboards that show cost savings,  
cycle-time gains and risk reduction.

Explore all the Iron Mountain insurance solutions.

https://www.ironmountain.com/industries/financial-services/insurance-companies
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