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About the Insurance Institute's Research on the
Demographics of the P&C Insurance Industry in Canada
This Executive Summary of the Demographics of the P&C Insurance Industry in Canada 2017 – 2027 has been researched and
written by the Conference Board of Canada (The Conference Board) under contract to the Insurance Institute of Canada (The
Institute). This is the Institute’s fourth research report on the workforce demographics, and as such the Conference Board was
tasked with updating and expanding upon the knowledge of the previous studies on the demographics of the sector.
Like the previous studies, the new study contains the findings from three research activities:
1. A survey of human resource professionals aimed at identifying views of senior HR professionals on the issues of
recruitment and retention of employees in key occupational categories and in strategic labour market cohorts.
2. A survey of employees aimed at identifying employees’ perceptions about their work history, work in insurance, and
their career prospects.
3. A demographic analysis of the industry’s workforce based on demographic data supplied by individual
organizations and provincial regulators. This activity includes a comparison of how the P&C insurance industry’s
demographic trends contrast with the rest of Canada’s labour force, as well as retirement projections of the industry’s
labour force to 2027.
The format of these three research phases was kept generally consistent with previous studies to ensure comparability
over time. However, the combination of new survey questions and a more detailed industry census provided the means to
explore previous topics in more detail (e.g. leadership and management), and also examine new areas (e.g. the prevalence
of remote work within the industry).
Combining insights drawn from each of the three research phases, key outcomes of the 2017/18 research include:
• An understanding of the major recruitment and retention challenges faced by employers in the P&C insurance
industry, as well as potential strategies to mitigate these challenges.
• Insights about how the skill requirements of the P&C insurance industry’s workforce are changing.
• An appreciation for how the P&C insurance industry’s demographic trends compare with the rest of Canada’s
labour force.
• A 10-year outlook (2017-2027) for the replacement of retiring workers in the P&C insurance industry – for both the
industry as a whole, and for specific occupations.
• An awareness of misalignments, if any, between the perceptions of human resource professionals in the P&C insurance
industry and the demographic realities.
This report is an Executive Summary of Demographics of the Property & Casualty Insurance Industry in Canada 2017 – 2027, and
therefore includes the ‘Key Findings and Conclusions’ of the overall study. For a more complete and in-depth understanding
of the research on the industry’s workforce demographics please consult the Full Report of Demographics of the Property &
Casualty Insurance Industry in Canada 2017 – 2027, available at: www.insuranceinstitute.ca/research.
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The analysis in this Demographics of the P&C Insurance Industry in Canada 2017 – 2027 report is complemented by
findings from additional research activities that supported the Insurance Institute’s overall study:
The Conference Board conducted a wide-ranging review of the business literature related to current trends in
technological disruption in general and what it might mean specifically for the P&C insurance industry.
This research was used to create a brief survey that was distributed to Canadian industry executives as an online
survey in the autumn of 2017. In total, 230 respondents completed the survey, representing a combined total of 72
different organizations within the industry.
The purpose of the survey was to assess which technologies will have the biggest impact on how the industry
operates. It asked executives to consider how the identified technologies will alter the performance of the sector
and the labour implications of these changes for Canada’s P&C insurance industry.
The Conference Board combined the findings in the literature review with the analysis of the executive survey to
form the Insurance Institute’s 2018 Emerging Issues Research Report entitled, A Changing Workforce: Implications
of Technological Disruption for the P&C Insurance Industry in Canada.
References to the executive survey exist within this report. To access the full report, A Changing Workforce:
Implications of Technological Disruption for the P&C Insurance Industry in Canada, please visit:
www.insuranceinstitute.ca/research.
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Foreword
The Insurance Institute is proud to publish this fourth instalment of research on the demographics of the property
and casualty insurance industry’s workforce in Canada. On behalf of the industry, the Institute has been conducting
demographic research since 2007.
The Institute believes that this decade of research has provided – and continues to provide – a wealth of information and
insight that (a) is valuable to industry employers as they develop and implement their talent management strategies, (b)
informs the initiatives of the Institute’s Career Connections and mycareer career mapping programs, and (c) influences the
Institute’s professional education programs designed to meet the needs of the industry’s employers and employees.
1. From the 2007-08 landmark research study we learned that the industry’s workforce was aging, employees tended
to retire younger than average, and retirement projections would have a significant impact.
2. For the 2009 report we compiled a resource guide to help organizations create the strategies required to meet their
hiring needs, training and development assessments and the potential leadership gaps.
3. From the 2012-13 study, we replicated the census of the industry’s workforce five years later and surveyed both
HR and employees in order to investigate the impact, if any, of recent economic and other events on employment
trending. From this study, we learned that substantial recruitment activity had taken place, despite economic
turbulence in Canada since 2008. We also learned that the level of recruitment compensated for the level of
retirement, but that the impact of retirement could increase substantially, therefore the level of recruitment (and
retention) would need to increase substantially.
4. For the 2017-18 study, we replicated the research again to benchmark the decade of change in the industry and
introduced an executive survey as well. The findings from the executive survey and the literature review form the
Institute’s Emerging Issues Research Report: A Changing Workforce: Implications of Technological Disruption for the Insurance
Industry in Canada. You are encouraged to read both reports for a full perspective on the talent and technological
challenges facing the industry.
The Institute would like to express our appreciation to the members of the Research Steering Committee who provided
guidance and insight through the four phases of the research project. Their input into the design and implementation of the
survey tools helped to ensure the online surveys and census garnered relevant and valuable data.
The Institute would also like to express our gratitude to the industry employers that participated in surveys and census, the
industry executives and employees who took the time to answer our online surveys, and to the three regulatory bodies that
provided key data on their licensees. Thank you. Without your participation, this research would not provide such collective
insight into the industry’s insurance professionals.
The Institute would like to thank the project team at the Conference Board of Canada, especially Michael Burt and Robert
Meyer-Robinson for their expertise and guidance throughout this research study and writing of the reports.
Sincerely,

Peter Hohman, FCIP, MBA, ICD.D
President & CEO, The Insurance Institute of Canada
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Introduction
This report summarizes
the research findings and
provides insights on:
• The demographics of the
industry's workforce
• The key recruitment and
retention challenges
• The talent acquisition needs and
retirement implications, and
• The impact of technology on
skills requirements.

Canada’s labour market is changing, and these changes are being driven by a
variety of trends. Perhaps most importantly, Canada’s labour force growth is
slowing, and the average age of the workforce is rising. At the same time, the
skill requirements of the workforce are changing, sometimes rapidly, as
technological progress leads to obsolescence for some skills and a growing
need for new ones. Indeed, in some cases entire occupational groups are
disappearing or being created.

Because of these trends, employers are having to work harder to attract
and retain employees with the skills they need to be successful, and the
property and casualty (P&C) insurance industry is not immune.

It is in this environment that the Insurance Institute of Canada contracted with
the Conference Board of Canada to conduct an analysis of the demographics
of the industry’s workforce, the key recruitment and retention challenges,
the talent acquisition needs and retirement, and the impact of technology
on skill requirements.
The intention of this report is to provide employers with the insights needed
to understand these trends and to incorporate into their strategic talent
management plans in order to mitigate their impact.

The analysis in this report summarizes the seven key findings and
conclusions from the research:
The P&C insurance industry
employment growth in Canada

1. Adapting to Demographic Change
2. Impact of Technology Will Accelerate
3. Acclimatizing to a New Talent Environment
4. Understanding the Employee Value Proposition
5. Rethinking Recruitment and Retention

126,200 people in 2017
118,600 people in 2012
110,135 people in 2007

EXECUTIVE SUMMARY

6. Who Will be the Leaders of Tomorrow
7. Expanding Diversity and Inclusion
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1. Adapting to Demographic Change
Demographic change is one of the key factors that will shape the industry’s workforce. Specifically, Canada’s P&C insurance
industry will face a wave of departures over the coming decade as most of the industry’s baby boomers will retire.
Currently, close to 30 percent of the industry’s workforce is over the age of 50, compared to only 23 percent in 2007. (See
Chart V-1.). Based on the industry’s current age and retirement profile, more than one in four workers will retire by 2027. (See
Chart V-2.) What is more, most of these retirements will occur over the next five years – 15.8 percent of the industry’s current
workforce is expected to retire between 2018 and 2022, equivalent to 3.2 percent of the workforce retiring each year. In
comparison, 11.3 percent of the current workforce is forecast to retire over the subsequent five-year period (2023 to 2027),
equivalent to 2.3 percent per year.
Chart V-1: Mature Workers are Driving the Aging of the Industry's Workforce
Share of P&C workforce, by age, percent
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Differences in age and retirement profiles mean that some segments of the industry are much more exposed to the effects
of retirements than others. (See Chart V-2.) Consider the following:
• No province will be more impacted by retirement than Saskatchewan, where 37 percent of the current workforce is
expected to retire by 2027.
• Retirements are expected to be more severe in rural areas, with 31 percent of workers in rural locations forecast to retire
by 2027 versus 26 percent of workers in urban areas.
• Among organizations within the industry, retirements will pose the largest challenge to Crown corporations:
Over the next 10 years, roughly 40 percent of their current workforce is expected to retire.
• There is also wide variation in the expected retirement rates across occupations: Retirements will result in the exit of a
third or more of the management, information technology (IT), and risk management workforces.

Given the high rate of retirement, one major concern for the industry is that its inflow of young workers is barely
sufficient to match the outflow of older workers.
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Chart V-2: Retirements Will Be Particularly High for Some Industry Segments
Share of current workforce to retire by 2027, percent
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Organizations’ capacity to grow let alone sustain their businesses over the near and medium terms will hinge on their
ability to replace retiring employees. But with boomers retiring in larger numbers throughout the Canadian economy, P&C
insurance organizations will increasingly find themselves competing with other industries for new recruits.
In this environment, having a strong cohort of young workers is advantageous insofar as it represents a buffer to the outflow
of retiring workers. Unfortunately for the industry, this buffer has weakened over the past decade. The entry-to-exit ratio,
one way to gauge the industry’s ability to replace retiring workers, suggests that the industry only has one worker under 30
for every employee aged 55 or older. This is well below the ratio of 1.6 that the industry enjoyed in 2007. (See Chart V-3.)
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Chart V-3: Young Workers Are Now Barely Sufficient to Offset the Expected Outflow of Older Workers
Ratio of those aged <30 to those aged 55+
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Although demographic change represents a key force influencing the composition of the industry's workforce, there are
a few positive takeaways for the industry as it looks to manage the impact of rising retirements:
• For one, a strong pace of recent hiring has supported a surge in the millennials’ share of the workforce over
the past decade.1 As such, millennials now represent the largest cohort within the P&C insurance industry, ahead of
both boomers and generation X. (See Chart V-4.) In fact, millennials now account for 39 percent of the P&C insurance
workforce, well ahead of their share of about 31 percent in the broader workforce.
Chart V-4: Millennials Have Become the Largest Cohort within the Workforce
Share of total workforce by cohort, percent
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For the purposes of this report, Boomers are defined as people age 51 or over, Generation X is defined as people between the ages of 38 to 50,
Millennials are defined as those between the ages of 22 and 37, and Generation Z is defined as those under the age of 22.
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• In addition, employees are beginning to retire later. Although workers in the P&C industry still retire much earlier
than average (the median age of retirement is 64.1 for all workers), the median retirement for the industry has inched
up from 59.5 in 2007 to 61.3 in 2017. This trend has been supported by changing pension plans, longer lives, rising debt
levels, the impacts of the recent financial crisis on savings, and the growing prevalence of flexible work arrangements.
Ultimately, later retirements provide welcome news for the P&C insurance industry insofar as it suggests the impact of
boomer retirements could be more gradual than initially anticipated.

2. The Impact of Technology Will Accelerate
Technological-driven change represents another key force impacting Canada’s
P&C insurance industry. Driven by the emergence of innovations in telematics,
robotic process automation, and other digital technologies, aspects of the
industry, from business models to workforce requirements, are being redefined.
Considering the pace of recent technological change, it should come as no
surprise that industry stakeholders are becoming increasingly apprehensive
about its impact. Consider these findings:
• Three in four executives believe that technological change is advancing at a
faster pace than they can adapt.2
• Over 40 percent of human resource (HR) professionals cited technology
(with respect to its potential to impact job types, functions, and skills)
as a trend that will greatly impact their organization’s recruitment over
the coming two years, more than double the share of respondents who
believed that technology greatly impacted hiring over the past two years.3

Percent of executives believe
that technological change is
advancing at a faster pace
than they can adapt.

From a workforce perspective, one of the key areas through which technological change will impact the P&C
insurance industry is its occupational makeup.

Some occupations will become less relevant as automation and other technologies eliminate tasks that were traditionally
performed by people. Potential areas this could impact include claims (which are often still reviewed manually) as well as
underwriting (which to a fair extent still depends on human judgment to evaluate risks and set premiums).4
At the same time, there will be jobs created due to emerging technologies and new product offerings within the industry.
Such jobs could fall within existing occupational categories or might require skills that are not yet fully understood.
To help shed some light onto which occupations are most at risk of disruption due to technological change,
it helps to evaluate the urgency in recruitment needs of organizations that are most sensitive to technology.

2
3
4

The Insurance Institute of Canada 2017 executive survey.
The Insurance Institute of Canada 2017 HR professional survey.
The Economist, “The Coming Revolution in Insurance.”
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Results suggest that organizations that cited technology as a trend that will greatly impact their future recruitment and
retention were much more likely to indicate greater urgency in hiring digital marketers, data analysts, and IT positions
relative to respondents that were less concerned by the impact of technology. (See Chart V-5.)
As well, technology-sensitive respondents indicate a lower urgency in hiring brokers and commercial customer service
representatives relative to their counterparts. This may reflect expectations that some of the functions provided by these
roles are more likely to be automated in the coming years.
Chart V-5: Recruitment Needs of Technology-Sensitive Respondents Centred on Digital Marketers and
Data Analysts
Over the next two years, how urgent is your recruitment need expected to be in each of the occupational categories listed below?
Share of respondents citing very urgent or somewhat urgent, percent

*Respondents that cited technology as a trend that will greatly impact their organization’s recruitment and retention in the future.
IIC 2017 HR professional survey
N=47
Source: The Conference Board of Canada
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Beyond influencing the occupational makeup of the P&C insurance industry, technological change is also
redefining the skill requirements of its workforce.

Notably, HR professionals that are more concerned about the impact of technology appear to be placing much greater
value on analytics and data analysis, technological literacy, and STEM skills than their counterparts. (See Chart V-6.)
This likely reflects the fact that these organizations are increasingly adopting data-centric approaches across all areas of
work, something that requires employees that can analyze data, recognize patterns, and draw insights from these data.
What is interesting to note, however, is that technology-sensitive respondents are also much more likely to value workplace
critical skills such as innovation or creativity and flexibility, which could be more predictive of an individual’s ability to adapt
to change.
Chart V-6: Technology-Sensitive Respondents Expect Innovation and Data Analysis Skills to Be Most Important in
Future Recruitment
Over the next two years, how important do you expect the following skills and capabilities to be relative to others when recruiting workers
(evaluating candidates)?
Share of respondents citing each skill or capability as much more important than others, percent
Technology-sensitive Respondents*

Other Respondents

Innovation Skills
Analytics and Data Analysis Skills
Creativity and Flexibility
Customer Service Skills
Technological Literacy and STEM Skills
Business Development and Sales Skills
Leadership/ Management Skills
Communication Skills
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*Respondents that cited technology as a trend that will greatly impact their organization’s recruitment and retention in the future.
IIC 2017 HR professional survey
N=47
Source: The Conference Board of Canada
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3. Acclimatizing to a New Talent Environment
Industry stakeholders agree that the largest source of competition for talent in the P&C industry remains other insurance
organizations. For example, both HR professionals and industry executives ranked “other insurance” as the strongest
competition for their candidate pool of labour, well ahead of other industries, including fintech, professional services,
and consulting. (See Chart V-7.) What is more, results from the employee survey suggest that three-quarters of departing
employees5 expect to continue working within the insurance industry.
However, the demographic and technological changes that P&C insurers are experiencing are not unique to the industry.
The result is that employers are having to increasingly compete with other industries to attract and retain employees with
the skills they need to be successful.
Unsurprisingly, HR professionals identified increased competition for talent with other industries as the number one factor
that will impact their recruitment and retention efforts over the next two years, ahead of factors such as the impact of
technology on job functions and skill requirements, and internal reorganization. (See Chart V-8.)
Chart V-7: Other Insurers Remain the Largest Source of Competition for Talent
Share of respondents indicating each industry is a competitor for recruitment, percent
Employees*
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* Expected destination for respondents who plan to leave their current employer in the next five years (excludes employees indicating
retirement as destination for their departure)
IIC 2017 HR professional survey (Chart III-14), IIC 2017 employee survey (Chart IV-39), IIC 2017 executive survey (see Chart 19 in the Emerging Issues)
Research Report, A Changing Workforce: Implications of Technological Disruption for the P&C Insurance Industry in Canada)
Source: The Conference Board of Canada

5

10

Employees who plan to leave their current employer in the next five years, excluding those that plan to retire.
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Chart V-8: Yet Increased Competition for Talent Is a Major Concern for HR Professionals in the P&C Industry
Share of respondents indicating factor would impact recruitment and retention to a great extent, percent

IIC 2017 HR professional survey
Source: The Conference Board of Canada

A key reason for this seeming discrepancy is that the sources of competition vary considerably depending on what
occupational group is being considered. In fact, the high retention of workers within the sector is heavily skewed toward
traditional insurance roles. For example, 79 percent of departing employees in underwriting occupations as well as threequarters of brokers, and 74 percent in claims are likely to consider the insurance sector for future jobs. In contrast, departing
employees in IT, an occupational category that contains occupational groups with above-average degrees of recruitment
urgency, like digital marketing and data analytics, are much more likely to consider other industries for future work
opportunities. Only half of these respondents cited the insurance sector as a likely destination for their next job.

Competition for people with digital skills is expected to be particularly high. Technology is changing the roles
that matter most for organizations, and this is making it increasingly important for organizations to attract,
develop, and retain talent in business-critical roles. Growth in demand for these skills is strong across industries,
and the supply of graduates with in-demand digital skills is not expected to keep pace. The resulting shortages of
people with in-demand skills will continue to fuel competitive pressures for existing and emerging talent. Against
the backdrop of an increasingly competitive talent landscape, a key concern for organizations is not being able to
acquire difference-making talent.

Given this situation, the fact that the industry has had difficulties attracting IT workers in recent years is a key
concern. The industry has an older-than-average IT workforce- only 20.6 percent of people who work in IT occupations
within the industry are under the age of 35, compared to 32.6 percent of IT workers in the workforce as a whole.6 In part,
the industry’s older-than-average IT workforce reflects the fact that IT recruits tend to enter the industry at an older age:
According to the employee survey, the median age of IT employees that have joined the P&C insurance industry over the
past two years is 34.
At the same time, the industry is more likely to employ older IT staff: 16.9 percent of the industry's IT workforce is over the
age of 55, compared to 12.4 percent for the workforce as a whole. One potential reason behind the industry’s current IT age
6

Based on data from Statistics Canada’s 2016 census.
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structure is its need to maintain legacy systems, something that may be less attractive to young IT talent. Looking forward,
the phasing out of legacy systems should gradually make the industry more attractive to young IT professionals. However,
considerable competition for IT talent from other industries will continue to hamper the industry’s ability to recruit IT
workers. Given the growing importance of IT to the sector’s business operations, this may be a reason for concern.

In an age of disruption, in which an organization’s competitive edge increasingly depends on its ability to
understand and adapt to its evolving talent needs, employers will need to:
• re-evaluate their recruitment and retention practices to circumvent the costs associated with labour gaps in key
occupations. This will not only require future talent strategies to be more continuous and targeted in nature, but
also that employers increasingly consider roles for non-traditional workers (e.g., contingent workers).
• provide broader access to developmental assignments and clear career paths if they are to remain attractive
to younger workers.
• expand flexible workplace solutions as a key differentiator for both millennials, who place a greater value on
them, and potential retirees, as a means to retain them longer. Although the industry performs well in terms
of work–life balance and flexible work arrangements, such as the ability to work remotely, these benefits are
becoming more common.

4. Understanding the Employee Value Proposition
Job satisfaction and employee engagement are distinct concepts.

Job satisfaction reflects employees’ contentedness with what they get
from their organization, such as pay, benefits, and job security.
Engagement reflects employees’ connection to their work and suggests
the degree to which they are willing to give back to their workplace.7

The P&C insurance industry scores highly on both these measures, and the
factors contributing to these scores have not changed much over the past
decade. This suggests that the P&C industry has a value proposition that is most
attractive to people with a certain preference set in relation to work.

Percent of employees saying
they were somewhat or very
satisfied with their job in 2017.

Overall job satisfaction in the P&C insurance industry is high, and it has
remained so over time.

7

12

Armstrong and Wright, Employee Engagement: Leveraging the Science to Inspire Great Performance, p. 9–10.
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Eighty-seven percent of employees said they were somewhat or very satisfied with their job in 2017. This high level of
job satisfaction has barely changed since 2009, which is remarkable given that the underlying sample of respondents for
the surveys has changed considerably over this period. The top factors that drive high job satisfaction for P&C industry
employees have also not changed significantly over the past decade. (See Chart V-9.) These include the following:
• A competitive salary/wages
• Good health care and other benefits
• Flexible work arrangements
• Good pension benefits
• Adequate paid time off (e.g., vacation, sick days)
• Full-time, permanent employment
The levels and drivers of job satisfaction are similar across demographic groups within the industry, although differences do
exist. Notable differences among subgroups include:
• Men are somewhat more interested in opportunities for promotion and somewhat less interested in their amount of
paid time off and opportunities for part-time work than their female colleagues.
• Millennials were much less interested in pensions and much more interested in promotions than average, although
this may reflect their younger age. They were also more interested in education and training, as well as mentorship
opportunities.
• Boomers were the opposite, with markedly less interest in promotions and full-time work but higher interest in pensions
and benefits. They also placed higher importance on job autonomy and challenging work.
Chart V-9: Top Drivers of Job Satisfaction among Employees Have Not Changed
For you personally at this point in your career, in addition to a competitive salary or wages, what are the most important aspects
of your ideal job?
Share of respondents, percent
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The P&C industry also has very high levels of employee engagement.
The Conference Board of Canada has estimated that just 27 percent of Canadian employees across all industries were highly
engaged in their work in 2014, as determined by scores across a 10-year sample of employee engagement surveys.8
In striking contrast, over half of P&C employees strongly agreed that they contribute to their company’s success (64.2 percent)
and that they are proud to work in the insurance industry (56.2 percent). (See Chart V-10.)
Although other questions about employee engagement have lower scores, in every case a third or more of respondents
report they are highly engaged. What is more, the high levels of engagement are consistent across most types of workers,
with only mid-career and lower-skilled employees displaying noticeably lower levels of engagement.
Chart V-10: P&C Employees Feel Engaged with the Industry and Their Work
To what extent do you agree with the following statements?
Share of respondents, percent
Strongly Agree

Somewhat Agree

Somewhat Disagree

Strongly Disagree

I contribute to my company's success.
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There is a clear link between my work and
my company's goals and objectives.

I am excited by my work.

My company inspires me to do my best work.
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Note: "Don't know/not applicable" results have been excluded.
IIC 2017 employee survey
Source: The Conference Board of Canada

There are a number of factors that are contributing to the high rate of employee engagement. For example:
• 83 percent of respondents to the employee survey rated their opportunities to work with respected colleagues as
excellent or good, and relationships with co-workers are a key determinant of engagement.
• a majority of employees reported they have good or excellent opportunities for career advancement (59.3 percent),
influencing workplace decisions (59.6 percent), receiving recognition (53.4 percent), and access to training (72.7 percent)
and developmental assignments (55.7 percent).
Maintaining and improving on these strengths will be essential to continuing the industry's strong performance
on engagement.
8
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THE INSURANCE INSTITUTE OF CANADA

RETHINKING RECRUITMENT AND RETENTION

5. Rethinking Recruitment and Retention
Something that most HR professionals agree on is that recruitment and retention will be more challenging in the future
than it has been in the recent past.
The need for continued organic growth in the industry will be one consideration; 7 out of every 10 industry executives
anticipate an expansion in the industry’s workforce over the coming five years.9
The need to develop and acquire new skills is also expected to support employment gains across the industry. 		
This need will be occurring in an environment where the obstacles to future recruitment and retention are mounting.
For example, employee tenures are trending down and competition for talent is increasing, two factors that are
not unrelated. (See Chart V-11.)
Chart V-11: Employee Tenures Are Becoming Shorter, Particularly among Men
Median tenure with current employer by gender, months
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Source: The Conference Board of Canada

As technological change redefines the occupational and skills landscape, targeted recruitment and retention will
likely play an increasingly important role in the staffing strategies of industry organizations.

The recent survey of HR professionals found that fewer than half of respondents (44 percent) reported undertaking targeted
retention activities in the past two years, while somewhat more (62 percent) undertook targeted recruitment activities.
However, those that were more sensitive to the impact of technology were more likely to implement targeted recruitment
and retention strategies. In fact, three-quarters of technology-sensitive respondents engage in targeted recruitment, well
above the 55 percent rate for other respondents. Furthermore, 48 percent of technology-sensitive respondents engage in
targeted retention compared to 42 percent for other respondents.

9

The Insurance Institute of Canada 2017 executive survey
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Something that is interesting to note is that the key motivation behind implementing targeted recruitment and
retention strategies has gradually shifted over the past five years.
• In the 2012 survey, respondents suggested that targeted recruitment was instituted by their organization largely to
meet overall staffing needs; meeting the needs of specific occupations was ranked last.
• Five years later, meeting the needs of specific occupations has become the top reason behind implementing targeted
recruitment, followed by bringing new skills into the organization. (See Table V-1.)
Table V-1: Targeted Recruitment Increasingly Geared toward Meeting the Needs of Specific Occupations
Rank, 1 to 6

Reason behind instituting targeted recruitment

2012

2017

Meet the needs of specific occupations

6

1

Bring new skills into the organization

2

2

Meet overall staffing needs

1

3

Create greater diversity in the workplace overall

3

4

Replace retiring employees

3

4

Position organization as employer of choice with targeted group

3

6

IIC 2017 HR professional survey
Source: The Conference Board of Canada

Considering that technology will only become more ingrained across business functions, recruitment and retention
will increasingly be geared toward seeking out candidates with specific skills. As such, the likelihood that organizations
implement a targeted recruitment plan in the future will likely increase.

In addition to becoming more targeted, future recruitment and retention will also become more fluid. In other
words, organizations will increasingly engage in continuous recruitment and retention.

• On the recruitment side, organizations will be required to anticipate potential skills or labour shortages. This will not
only help them avoid unfilled vacancies, but also let them keep a close eye on the talent pool independent of current
recruitment needs.
• On the retention side, organizations will need to keep an eye on key factors that support retention, particularly among
their difference-making talent. For example, an above-average share of IT employees in the industry indicated
dissatisfaction with their training opportunities. This suggests that increased training for IT staff could improve retention.
Amid increased recruitment and retention challenges, many organizations are also expected to consider an increased role
for non-traditional workers in their future talent strategies.
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For example, contingent workers10 are expected to become more prevalent within Canada’s P&C insurance
workforce in the coming years as organizations look to alleviate short-term skills gaps and respond to on-demand
hiring (e.g., to deal with peak workloads during natural disasters).
What is more, contingent work could help organizations navigate the knowledge loss stemming from retirements, in so far
as it represents an appealing work arrangement for those planning to work past retirement. A growing inclination to hire
contingent workers was highlighted in the survey of HR professionals-while contingent workers accounted for only
1.1 percent of recruitment over the past two years, HR professionals within the industry expect that 2.4 percent of recruiting
in the coming two years will be for contingent positions. (See Chart V-12.)
Chart V-12: Recruiting Efforts Are Less Focused on Regular Full-Time Positions
Share of workforce by type of worker, percent
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Source: The Conference Board of Canada

Increasingly, employers are offering flexible workplace solutions to accommodate growing demands for work–life balance
issues. However, it appears these arrangements may not always be reaching their most receptive audience.

The recent industry census suggests that 95 percent of P&C insurance organizations now allow at least some
people to work remotely. This is well above the average for other employers; in a recent survey, The Conference
Board of Canada found that 55 percent of organizations reported allowing people to work from home on at least
a part-time basis either formally or informally.11

It is also worth noting that remote work arrangements are not just offered to a handful of employees at the organizations
where they are available. In fact, over half of all employees within the industry report that they work remotely at least part of
the time. (See Chart V-13.)
10
11

Contingent workers are defined as a provisional group of workers who work for an organization on a non-permanent basis and are not included on
the payroll (e.g., freelancers, independent professionals, independent contractors, consultants).
MacLean, Flexible Work Arrangements: Transforming the Way Canadians Work.
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Chart V-13: Over Half of Employees Can Work Remotely
Share of respondents by remote working status, percent

IIC 2017 employee survey
Source: The Conference Board of Canada

Despite its prevalence, however, it is interesting to note that the industry appears to allow more remote work as a person’s
experience rises. Consider these findings:
• The tendency to work remotely increases from a low of 25 percent for workers under the age of 30 to a high of 40
percent for workers over.
• While this may be a perk to boost retention, this result may also be influenced by the fact that younger workers are more
likely to find themselves in roles that limit remote work options.
• For example, 52.7 percent of employees in sales and service occupations (whose median age is among the lowest in the
industry) never work remotely versus only 17.3 percent of managers (who find themselves on the opposite end of the
age spectrum).
In any case, multiple surveys have clearly shown that millennials place a higher value on remote work and work–life balance
than older generations. As such, the industry will find value in aligning its current practices with these preferences, especially
as it looks to become more attractive to younger recruits.
Beyond providing broader flexible workplace solutions to millennials, employers, and particularly those concerned about
retaining talent past their formal retirement, should consider more flexible arrangements for retiring employees. Interestingly:
• A striking finding from the employee survey was that 75% of those who plan to retire intend to keep working in some
capacity after their formal retirement ⎯ well above the 64.2 percent in 2012.

• The top driver for retirees to keep working past their formal retirement date has shifted from earning additional income
to interest and enjoyment. (See Chart V-14.)
• Despite this, almost three-quarters of retiring employees (73.2 percent) said part-time work was not available or not
applicable to them, and 62.0 percent said this about phased retirement. Although restrictions on “double-dipping”
for those who are collecting a pension but still working would be a challenge that would need to be overcome.

These figures suggest that employers who are concerned about retaining talent past their formal retirement
should be considering more flexible arrangements for retiring employees, or strive for greater awareness of
existing options.
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Chart V-14: Most Near-Retirees Want to Keep Working for Interest, Enjoyment.
Which of the following best describes your reason for working after retirement?
Share of respondents who intend to retire and keep working, percent

IIC 2017 employee survey
N=535
Source: The Conference Board of Canada

As the industry looks to acclimatize to a new talent environment, retention strategies for key employees will need to include
remaining competitive in terms of career development and advancement opportunities. Indeed:
• The number one barrier to retention raised by HR professionals was limited career prospects within the organization.
• This problem was most apparent among smaller organizations, where opportunities for lateral and upward movement
are more limited.
• This finding is consistent with the common perception among employees within the industry, who are pleased with
their access to training and the financial support they receive for it, but much less content with their opportunities for
career advancement, lateral moves, and developmental assignments.
• For example, more than half of employees (55.8 percent) said that job rotation was not available to them, while 45.7
percent of employees reported that there are an insufficient number of positions above them.
Against this backdrop, employers will need to both broaden access to developmental assignments and provide
clear career paths for their employees to retain experienced talent. Otherwise, employees will look outside their
organization for the challenges they desire.
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6. Who Will Be the Leaders of Tomorrow?
Due to its influence on an organization’s performance across a variety of HR metrics, leadership and management continues
to remain an important pillar of any organization. Research studies have demonstrated that effective leadership contributes
to improved employee engagement and performance, and that higher employee engagement leads to a measurable
reduction in turnover.
There is also evidence to support the link between effective leadership and retention within The Institute’s survey of HR
professionals. For example, HR professionals were asked to identify the key factors that make retention less difficult in
their organizations, and the number one factor identified was fit with corporate culture, with 77 percent of respondents
identifying it as a top five factor influencing retention. (See Chart V-15.) Unquestionably, an organization’s leadership team
is one of the key determinants of culture.
Chart V-15: Fit with Corporate Culture Is a Key Issue Impacting Retention
Where it has not been difficult to retain employees, what are the top five factors that make retention less difficult?
Share of respondents, percent
Fit with corporate culture.
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IIC 2017 HR professional survey
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Source: The Conference Board of Canada

Despite its conventional importance to organizations, several factors have propelled leadership and management into
the spotlight:

To begin with, the leadership skills that are required for success in the industry are changing. In contrast
to leaders of the past, who were often tasked with executing predetermined strategies, increasing efficiency, and
improving pre-existing processes, future leaders will increasingly be relied upon to make strategic decisions and
must be willing to create something entirely new.12
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The need to create and support a culture of adaptability will require new skills and practices from the industry's
managers and leaders. At the same time, effective leaders in an era of accelerating change will still require
traditional leadership skills (e.g., the ability to inspire and motivate others).
Against this backdrop, not everyone agrees that today’s leaders are fully prepared to tackle tomorrow’s challenges.
For example, Deloitte’s 2017 Global Human Capital Trends Survey found that only 5 percent of financial services CEOs feel
that they have strong digital leaders in place.13

In addition to the evolving role of managers and leaders, management finds itself exceptionally exposed
to retirements.

By 2027, one in three managers are forecast to retire – the highest share across all occupational categories within
the industry.
Even more concerning, 52 percent of existing senior managers are expected to retire over the next 10 years, versus
37 percent of middle managers and 31 percent of front-line managers.
Although replacing senior management positions will remain a significant challenge in itself, a high rate of
attrition in the primary pipelines into senior management roles will further complicate matters.
When one combines the industry’s need to replace retiring managers with evolving leadership requirements, it is
understandable why HR professionals identified leadership and management as the most important issue they are currently
facing. (See Chart V-16.)
Chart V-16: Leadership and Management Was Ranked as the Most Important HR Issue
How important were the following issues, compared to other human resource management issues facing your organizations?
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Abbatiello et al., “Leadership Disrupted.”
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P&C insurance organizations are addressing their leadership and management concerns in various ways:
1. Organizations are increasingly seeking out leadership skills when hiring. Indeed, leadership and management
skills were one of the highest ranked skillsets HR professionals expect to be looking for when evaluating candidates
over the coming two years, with technology-sensitive organizations placing greater value on leadership skills than
their counterparts. A greater future recruitment emphasis on leadership and management skills should come as no
surprise when one considers the fact that C-suite respondents14 ranked leadership and management skill as the most
important skill of the future for the industry.
2. Organizations are also using succession planning to address future departures of key leaders. Our research
suggests that succession planning has been most effective for the industry when targeting senior management
positions. (See Chart V-17.)
Chart V-17: Succession Planning Is Most Often Used and Most Effective with Senior Management
How effective has your formal succession planning process been at managing your organization's retention issues among the following positions?
Share of respondents, percent
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Although a greater emphasis on a combination of hiring leadership skills and succession planning should help to mitigate
leadership and management gaps, the industry will also need to reconsider where it sources future managers and leaders.

14
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• On the one hand, this may involve a greater willingness to consider external candidates for leadership and management
roles. Traditionally, the industry has promoted people into management positions from within, but the rising influence
of technology on the P&C industry is putting a premium on leaders who bring outside experience and knowledge.
• On the other hand, the industry will need to evaluate its traditional internal pipelines of potential managers and leaders.
For example, women accounted for only 35 percent of senior management positions in the P&C insurance industry in
2017, despite accounting for 62 percent of its total workforce. (See Chart V-18.)
• Even though women’s share of management positions in the industry has improved over the past decade, such that
women are better represented in management positions within the P&C insurance industry than comparative industries
(e.g., professional services and financial services), there is still noticeable room for improvement in expanding the role of
women in management positions.
Chart V-18: Share of Women in Senior and Middle Management Positions Has Increased
Share of female employment in P&C insurance management occupations, percent

IIC 2017 census
Source: The Conference Board of Canada

Finally, the industry should be receptive to contemporary thinking on development practices as it looks to recruit
and develop future leaders and managers. For instance, whereas past leaders may have been selected based
on experience, tenure, performance, or simply for having paid their dues, future leaders may be identified early
in their careers based on their creativity and ability to lead teams, and thus be given outsized responsibilities to
develop their leadership skills. Moreover, leaders may increasingly be developed through problem-solving and
real-world projects in addition to training and professional development programs.
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7. Expanding Diversity and Inclusion
When it comes to diversity and inclusion in the industry, there is room for improvement.
Several minority groups remain under-represented in the P&C insurance industry compared to the workforce as a whole.
For example:
• In 2017, 2.2 percent of employees identified as indigenous. In comparison, 4.3 percent of people who were working at
the time of Statistics Canada's 2016 census identified themselves as Aboriginal.15
• Visible minorities represent another group whose representation remains below average-16 percent of P&C employees
reported being part of a non-white ethnic group in 2017, compared to 21.3 percent of people who were working at the
time of Statistics Canada’s 2016 census. However, in the case of visible minorities, it is worth noting that representation
has improved from 13.6 percent of the P&C insurance workforce in 2009.
• By providing employees with the option to identify as being lesbian, gay, bisexual, or transgender (LGBT) or a person
with a disability, the 2017 employee survey helped highlight the prevalence of other minority groups within the
industry. In total, 2.8 percent of respondents self-identified as LGBT, and 1.9 percent identified themselves as a person
with a disability. These figures establish benchmarks for future Insurance Institute demographic studies and initiatives to
promote diversity and inclusion in the P&C insurance industry.
Beyond identifying the under-representation of minority groups relative to the Canadian labour market, our demographic
research highlighted noticeable variation in representation of minorities across industry occupations. Consider:
• On the one hand, minorities tend to have average to above-average representation across occupations in underwriting
and claims. (See Chart V-19.) For example, 17.6 percent of underwriters belong to a visible minority group, and 2.9 percent
of underwriters self-identified as Indigenous.
• On the other hand, minority groups were generally under-represented in management occupations. Most notably,
only 5.0 percent of senior managers were part of a visible minority, while 8.1 percent of front-line managers were
in this group.
• There were a couple of exceptions to this trend. For example, an above-average share of front-line managers
(3.2 percent) identified as LGBT.
In light of these findings, it is important to note that the P&C insurance industry is not unusual in having low representation
of visible minorities in senior roles. According to a study presented by the Diversity Institute in 2017, for instance, visible
minorities in Toronto make up a mere 3.3 percent of corporate boards (down from 4.8 percent in 2014), even though more
than half the population identifies as a visible minority.16
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Chart V-19: Minorities Are Generally Under-Represented in Management Positions
Share of respondents by demographic group in select occupations, percent
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Although engagement levels are high among minority groups, they are lower than the average levels of
engagement seen across the P&C insurance workforce. For example:
• Most visible minorities (59.8 percent) feel that they contribute to their organization’s success – slightly lower than the
61.1 percent of the overall workforce.
• What is more, 45.2 percent of visible minority groups perceive a link between their work and their organization’s goals
and objectives, compared to 49.8 percent for the overall workforce.
• 31.8 percent of visible minorities and 26.6 percent of LGBT employees strongly agreed that their organization inspires
them to do their best work, noticeably lower than the 38.4 percent for all P&C employees.

EXECUTIVE SUMMARY

25

DEMOGRAPHICS OF THE P&C INSURANCE INDUSTRY IN CANADA

Various factors may help to explain lower engagement among minority groups within the industry.
• To begin with, minority groups generally held less positive opinions about the promotion process within the industry.
Compared to 73.9 percent of all employees, a lesser 68.1 percent of visible minorities believed that the hiring process
was fair. This sentiment may well stem from their under-representation across key management positions.
• However, it is interesting to note that minority groups do appear to have access to promotions, with only a slightly
below-average share of members of visible minority groups (51.5 percent) and the LGBT community (51.1 percent)
having been promoted with their current employer, versus 54.6 percent for all employees.
• Interconnected with their perceptions on promotion, respondents who identified as being visible minorities,
francophones, and persons with disabilities also had slightly below-average scores on questions concerning career
advancement, lateral moves, and developmental assignments.
• Finally, results from the employee survey suggest that 26 percent of visible minorities were dissatisfied with diversity
initiatives versus 20 percent for the entire sample.
One potential consequence of below-average levels of engagement among minorities is that individuals within
these groups are more likely to leave their organization.
According to the employee survey, two in five LGBT respondents and 35 percent of visible minorities intend to leave their
current employer over the next five years. (See Chart V-20.)
Such elevated departure intention rates are only rivalled by boomers, whose elevated rate can partially be explained by a
higher retirement rate: 46.4 percent of those planning to leave plan to retire.
Chart V-20: Share of Employees Planning to Leave Their Employer Varies by Group
Share of employees planning to leave their employer in the next five years, percent
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To improve retention of minority groups and promote greater diversity within the industry, P&C leaders will need
to consider ways that the industry can expand diversity at the top and across their organizations.
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Key Findings and Conclusions
The research presents
seven key findings and
conclusions:
1. Boomer departures will have
significant impact.
2. Technology is redefining
workforce needs.

This report has discussed some of the key trends shaping Canada’s P&C
insurance workforce. Combining a comprehensive demographic analysis of the
industry’s workforce with perspectives from HR professionals and employees, it is
apparent that the P&C insurance industry finds itself in a period of transformative
change. Against this backdrop, few factors will be as critical as the skills of the
industry’s workforce in navigating this change successfully. As such, the industry
will continue to devise strategies to acquire or develop critical skills across its
workforce. In doing so, insurance organizations should keep these seven key
findings in mind.

3. Competition for talent is set to
intensify.
4. Future talent strategies need to
be rethought.
5. Leadership and management
gaps are looming.
6. Diversity and inclusion need
promoting.
7. Understanding and cultivating
culture will be important to
attracting talent.

The Growing Talent Challenges:
• The gap between capabilities that organizations have and those
they require keeps widening.
• The industry is facing a significant outflow of workers due to
retirement.
• Industry employers will increasingly find themselves competing
for talent with other organizations both within and out of the
insurance industry.

The Changing Talent Requirements:
• Analytics and data analysis skills are growing in importance and
urgency as organizations look to increase their ability to collect,
interpret, and monetize data and their competitive advantage.
• Customer service skills are a key ingredient to greater customer
centricity and the increasing digital engagement of consumers as
organizations look to improve the customer experience and brand
loyalty.
• Management and leadership skills are changing: leaders will need
to think divergently about new ways of doing things and make
strategic decisions, often with less information and greater risk
tolerance – as organizations look to create a culture of adaptability.
Insurance organizations will not only need to become more
targeted in skill acquisition, but also foster lifelong learning to
ensure the continuous skill development of their workforce.
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1. Bracing for Boomer Departures
One-quarter of Canada’s P&C insurance workforce is expected to retire over the coming decade, with most of these
retirements expected over the next five years. To date, a strong inflow of young workers has allowed the industry to manage
the impacts of retirements; however, the industry’s entry-to-exit ratio is declining. In fact, the industry now employs only
one worker under 30 for every employee aged 55 or older. At this level, the industry will be able to maintain its employment
levels but will be unable to grow.
Considering that 75 percent of those who plan to retire intend on working in some capacity after their formal retirement,
many organizations may look to expand their portfolio of flexible work arrangements to manage the impact of retirements.
In fact, few impending retirees know much about their options leading into retirement, such as phased retirement and
part-time work. In making retirees aware of their options, organizations will need to be mindful of the fact that interest and
enjoyment have overtaken income as the key motive behind work after formal retirement.

2. Technology Is Redefining Workforce Needs
Increasingly, technological-driven change is influencing the skill and labour requirements of the P&C insurance industry
workforce. To better understand how this change is manifesting itself, our analysis separates organizations by their attitude
toward technology. From an occupational perspective, technology-sensitive organizations expressed a greater urgency to
hire digital marketers, data analysts, and IT positions, and a lower urgency to hire brokers and commercial customer service
representatives than their counterparts. This may be a reflection of the fact that the IT workforce at technology-sensitive
organizations is much older than average and will therefore have a much higher need to replace retiring IT workers in the
years to come.
On the skills front, technology-sensitive organizations are much more likely to stress the hiring of technical skills, such as
analytics and data analysis, to facilitate their transition toward data-centric approaches across all areas of work. At the same
time, they value workplace critical skills, such as innovation, creativity, and flexibility, which could be more predictive of an
individual’s ability to adapt to change. Ultimately, the hiring habits of technology-sensitive organizations gives us a glimpse
into the future composition of the industry’s workforce.

3. The Competition for Talent Is Set to Intensify
The demographic and technological trends discussed in this report are not unique to the P&C insurance industry.
This means that employers in a wide variety of industries will not only be seeking to replace retiring workers, but also
looking to hire or develop people with in-demand digital skills. Considering the supply of graduates with in-demand digital
skills is not expected to keep pace with this pickup in demand, there will be a high degree of competition for both existing
and emerging talent.
While our research suggests that much of the competition for talent is internal to the P&C insurance industry, this result is
skewed toward traditional insurance roles (e.g., underwriting, brokering, claims). In contrast, P&C insurance organizations are
much more likely to be competing with other industries for recruits in occupational categories like IT or for digital skills
across other job types.

28

THE INSURANCE INSTITUTE OF CANADA

KEY FINDINGS AND CONCLUSIONS

4. Rethinking Future Talent Strategies
In an environment in which an organization’s competitive edge is increasingly defined by its ability to understand and adapt
to evolving talent needs, employers are having to rethink their talent strategies. Organizations will increasingly engage
in targeted recruitment and retention to seek out candidates with specific skills. At the same time, some employers will
consider a role for non-traditional workers to alleviate the impacts associated with short-term skills gaps. Others, particularly
those that face pressures to retain talent in rural communities, will benefit from enticing existing employees to relocate
to these areas. Finally, organizations will increasingly explore flexible workplace solutions as a perk to both millennials and
potential retirees, but must also define clear career paths and expand development opportunities to retain younger workers.

5. Navigating Leadership and Management Gaps
The P&C insurance industry faces large potential leadership gaps in the future. Not only are leadership skills that are required
for success in the industry changing, but the industry is expected to witness strong attrition among managers caused by
retirements over the coming decade. Considering that organizations are becoming increasingly reliant on leaders to help
them adapt to digital change, this development is far from favourable for the industry.
To navigate the looming leadership and management turnover, P&C insurance organizations will need to engage in
succession planning and place a greater emphasis on leadership skills when hiring and developing future talent.
At the same time, the industry will need to reconsider where it sources future leaders and managers, becoming more
open to hiring external candidates, as well as women, into these positions.

6. Promoting Diversity and Inclusion
Our research highlighted several potential areas for further improvement in the P&C insurance industry when it comes
to diversity and inclusion. Although the proportion of employees in the industry who are visible minorities has risen
over the past decade, this share remains below average for the Canadian workforce. What is more, engagement levels of
visible minorities are lower than average. It is also evident that visible minorities—as well as Indigenous employees, LGBT
employees, and people with disabilities—have less positive opinions about the promotion process and are less likely to
be in management.
The P&C insurance industry needs to reflect the diversity of the communities it serves. Moving forward, P&C leaders
should consider ways that the industry can expand diversity at the top and at all levels within their businesses. Showing
diversity within leadership will contribute to setting the tone for an industry that is open and welcoming to workers of
all backgrounds.

7. Understanding the Importance of Culture
Our research has highlighted the importance of workplace culture in the industry’s ability to attract and retain workers.
Culture is also critical to the industry’s success in maintaining high employee engagement and satisfaction. As such,
understanding the key value propositions of the industry for employees will be critical to future success in attracting and
retaining the skills that the industry needs.
In terms of engagement, workers report high satisfaction in terms of working with respected colleagues, their ability to
influence workplace decisions, receiving recognition, and strong opportunities for personal and career development.
Also of note, workers in the industry have consistently ranked factors such as flexible work arrangements, good pension
and health benefits, and the availability of full-time permanent positions as the key things that they look for in their ideal job.
These are the key strengths of the industry’s workplace culture and should be highlighted when seeking to attract
new entrants to the industry.
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