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Extended Abstract

Introduction and Objectives: The insurance industry plays a fundamental role in eco-
nomic development, financial stability, and social welfare by transferring and managing
risk. However, rapid technological advancement, evolving customer expectations, and
increasing environmental uncertainty have significantly challenged traditional insurance
business models. In recent years, the emergence of InsurTech startups and the growing
importance of data-driven decision-making have transformed core insurance functions,
including underwriting, pricing, claims management, and customer engagement. Tech-
nologies such as big data analytics, artificial intelligence, blockchain, and digital plat-
forms are reshaping the global insurance landscape and intensifying competition.
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Despite these developments, the Iranian insurance industry has experienced a compara-
tively slow pace of digital transformation. Structural constraints, regulatory rigidity, lim-
ited technical infrastructure, and shortages of specialized human capital have restricted
the effective adoption of advanced technologies. Consequently, the future trajectory of
the Iranian insurance industry remains uncertain and highly dependent on the evolution
of key driving forces.

Under such conditions, traditional forecasting approaches are insufficient to capture al-
ternative future developments. Scenario planning, as an exploratory and forward-looking
method, provides a systematic framework for understanding plausible futures by focusing
on critical uncertainties. Accordingly, the primary objective of this study is to identify
and prioritize the key drivers shaping the future of the Iranian insurance industry and to
develop alternative future scenarios based on these drivers. In particular, this research em-
phasizes the role of InsurTech collaboration and the adoption of data-driven and big data
analytics. The study aims to support strategic decision-making by insurance managers,
policymakers, and industry stakeholders facing high levels of uncertainty.

Method: This study adopts a mixed-method research design grounded in scenario plan-
ning methodology. The research was conducted through several sequential stages. In the
first stage, a comprehensive review of academic literature, industry reports, and policy
documents was undertaken to identify global trends, challenges, and technological de-
velopments affecting the insurance industry. In parallel, semi-structured interviews were
conducted with insurance executives, industry experts, academic scholars, and technol-
ogy specialists. As a result, an initial list of 33 potential driving forces influencing the
future of the Iranian insurance industry was identified.

In the second stage, the extracted drivers were screened and refined using the Fuzzy Del-
phi method. This approach was selected to address uncertainty and ambiguity in expert
judgments and to facilitate consensus building. Experts assessed the importance of each
driver using linguistic variables, which were then converted into triangular fuzzy num-
bers. Following aggregation and defuzzification, drivers that did not meet the predefined
threshold were eliminated. This process resulted in the selection of eight key drivers for
further analysis.

In the third stage, the selected drivers were prioritized using the Combined Compromise

Solution (COCOSO) method. This multi-criterion decision-making technique integrates
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the strengths of several ranking approaches and provides a robust mechanism for evalu-
ating the relative importance of drivers. Finally, the two highest-ranked drivers—namely,
the level of collaboration between insurance companies and InsurTech startups and the
extent of adoption of data-driven and big data analytics—were selected as critical uncer-
tainties. These drivers were used to construct a two-by-two scenario matrix, forming the
basis for developing four alternative future scenarios.

Results: The results of the Fuzzy Delphi analysis indicate that eight out of the initial 33
identified drivers achieved acceptable fuzzy values and were considered critical for shap-
ing the future of the Iranian insurance industry. These drivers represent a combination
of technological, organizational, regulatory, and market-related factors, highlighting the
multidimensional nature of change within the industry.

Subsequent prioritization using the COCOSO method revealed that two drivers possess
significantly higher importance than the others. The first driver is the nature and inten-
sity of collaboration between insurance companies and InsurTech startups. The second
driver is the degree to which data-driven approaches and big data analytics are utilized in
insurance operations. These drivers were identified as both highly influential and highly
uncertain, making them suitable foundations for scenario development.

Based on the interaction between these two drivers, four distinct future scenarios were
developed. Each scenario represents a different combination of opportunities and chal-
lenges. The first scenario depicts a future characterized by strong InsurTech collaboration
and extensive adoption of big data analytics, leading to a highly innovative, digitalized,
and customer-centric insurance ecosystem. The second scenario reflects strong InsurTech
collaboration but limited use of data-driven analytics, resulting in partial digital transfor-
mation and operational inefficiencies. The third scenario illustrates weak InsurTech col-
laboration alongside advanced data analytics adoption within traditional insurers, lead-
ing to incremental improvements rather than disruptive innovation. The fourth scenario
portrays a pessimistic future with weak collaboration and minimal use of data-driven
approaches, resulting in stagnation and declining competitiveness.

Discussion and Conclusions: The findings of this study highlight InsurTech collaboration
and data-driven decision-making as the most critical levers shaping the future of the Iranian
insurance industry. The scenario analysis demonstrates that sustainable growth and com-

petitiveness are unlikely to be achieved without simultaneous progress in both dimensions.
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Collaboration with InsurTech startups can accelerate innovation, improve operational effi-
ciency, and enhance customer experience, while data-driven analytics enable more accurate
risk assessment, fraud detection, personalized products, and optimized pricing.
Nevertheless, the results also reveal major challenges, including insufficient technologi-
cal infrastructure, data governance issues, and a shortage of skilled professionals in data
science and artificial intelligence. Without targeted investments in digital infrastructure
and human capital development, the potential benefits of emerging technologies may
remain unrealized. Moreover, concerns related to data privacy, security, and regulatory
compliance must be carefully addressed to maintain customer trust and ensure sustainable
digital transformation.

From a managerial and policy perspective, the study suggests that insurance companies
should adopt proactive digital strategies focused on strategic partnerships with InsurTech
firms and the gradual integration of data-driven tools into core processes. Policymakers
and regulators also play a crucial role in facilitating innovation by establishing supportive
and adaptive regulatory frameworks.

In conclusion, this study contributes to the literature by integrating Fuzzy Delphi, COCO-
SO, and scenario planning to explore the future of the insurance industry in a developing
economy context. The proposed scenarios provide a structured framework for strategic
thinking and decision-making under uncertainty.
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