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Abstract:

Due to the dual line-and-staff structure and knowledge-intensive nature of the insurance industry in Iran, insurance organizations face the
absence of an indigenous capability-based human capital management model. This study aimed to design and validate a comprehensive
model for insurance organizations within the framework of Standard 34000. The study was conducted using an exploratory mixed-methods
approach (qualitative—quantitative). In the qualitative phase, grounded theory (Strauss and Corbin approach) was employed. Twenty-two
semi-structured interviews were conducted with six groups of experts, including senior human resource managers, actuaries, data analysts,
risk managers, branch managers, and digital transformation consultants from five major insurance companies (Mellat Insurance, Iran
Insurance, Alborz Insurance, Dana Insurance, and Bimeh Ma Insurance). The data were analyzed using MAXQDA software through three
stages of open, axial, and selective coding. In the quantitative phase, a questionnaire was developed based on the qualitative categories and
administered to a sample of 250 managers and experts. The data were analyzed using Partial Least Squares Structural Equation Modeling
(PLS-SEM) with SmartPLS software. A total of 104 open codes, 27 concepts, and 6 main categories were identified: knowledge capital,
structural capital, relational capital, innovation capital, data capital, and differentiated line-and-staff competencies. The PLS-SEM results
indicated that knowledge capital (§ = 0.58, t =7.82) and structural capital (§ = 0.44, t = 5.93) had the strongest effects on the model outcomes,
namely operational productivity and the reduction of data fragmentation. The model demonstrated satisfactory fit indices (GOF = 0.52,
SRMR = 0.058). The proposed model addresses six existing theoretical gaps in the literature. Its implementation in insurance organizations
requires targeted investment in the development of actuarial and data analytics competencies, followed by the establishment of an integrated
performance evaluation system with differentiated weighting mechanisms for distinct occupational groups.
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Extended Summary

Introduction

Human capital has increasingly emerged as the most strategic organizational asset in the knowledge economy.
Contemporary organizations operate in highly dynamic environments characterized by digital transformation, technological
disruption, globalization, and growing reliance on knowledge-based resources. Under such conditions, sustainable competitive
advantage is derived less from tangible assets and more from the ability to develop, retain, and leverage human capabilities

effectively. Consequently, human capital management has evolved beyond traditional personnel administration toward a
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strategic approach focused on creating organizational value through the development of employee competencies, knowledge,
skills, and capabilities (Boudreau & Ramstad, 2007; Gholipour, 2016; Wright & McMahan, 2011).

The insurance industry represents one of the most human-capital-intensive sectors of the modern economy. Unlike
manufacturing industries, where competitive advantage may depend on production facilities and physical resources, insurance
organizations rely heavily on intellectual expertise, risk assessment capabilities, actuarial knowledge, customer relationship
management, and analytical decision-making. The quality of human capital therefore directly influences organizational
performance, operational efficiency, service quality, and long-term sustainability (Cummins & Weiss, 2014; Santomero &
Babbel, 2016). Recent developments in InsurTech, big data analytics, artificial intelligence, and digital insurance platforms
have further amplified the importance of advanced human capabilities within insurance organizations (Chen et al., 2022; Kpmg,
2019).

The growing emphasis on human capital is also reflected in contemporary research demonstrating its impact on
organizational performance, digital transformation, financial sustainability, and innovation. Studies have shown that human
capital contributes significantly to organizational competitiveness and serves as a key driver of value creation (Promise et al.,
2024; Thompson, 2025). Furthermore, recent evidence suggests that human capital plays a mediating role in the relationship
between digital transformation and firm performance, highlighting its critical role in facilitating technological adaptation and
organizational change (Kampoowale et al., 2026). Similarly, human capital has been identified as a crucial factor in fostering
sustainable development and enhancing organizational resilience in rapidly changing environments (Salari & Shahraki, 2024;
Wang & Song, 2026).

In the insurance sector, the importance of human capital extends beyond individual expertise to encompass organizational
knowledge structures, relational networks, innovation capabilities, and increasingly, data-driven competencies. Research on
intellectual capital has consistently emphasized the significance of human, structural, and relational capital in improving
organizational performance and financial outcomes (Calvo et al., 2017; llukena et al., 2024; Rahimi & Nourbakhsh, 2019).
However, contemporary insurance organizations face new challenges associated with digital transformation, requiring
additional dimensions such as data capital, innovation capital, and digital competencies to be integrated into human capital
management frameworks (Chen et al., 2022).

Another distinctive characteristic of insurance organizations is their dual line-and-staff structure. Line employees are
primarily responsible for operational activities, sales, customer interactions, underwriting, and claims management, whereas
staff employees engage in planning, policy development, risk management, data analytics, and organizational governance.
These differences necessitate distinct competency profiles and performance expectations. Nevertheless, many existing human
capital management systems continue to apply uniform approaches across occupational groups, often neglecting the unique
capability requirements associated with different organizational roles (Hosseini et al., 2021; Moreno et al., 2019).

The competency-based approach has emerged as a promising framework for addressing these challenges. This perspective
emphasizes the identification, development, and deployment of critical organizational capabilities rather than focusing solely
on job descriptions or functional tasks. Competencies are regarded as integrated combinations of knowledge, skills, attitudes,
and behaviors that enable superior performance. Previous studies have demonstrated the effectiveness of competency-based
management systems in improving organizational outcomes and enhancing strategic alignment (Gholipour & Azizi, 2022;

Gholipour et al., 2019). Moreover, competency models specifically designed for the insurance industry have highlighted the
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importance of aligning human capital development initiatives with organizational strategy and industry requirements (Hosseini
et al., 2021).

At the international level, the emergence of 1ISO 30400 and related standards has provided a comprehensive framework for
human capital management. These standards emphasize value creation, capability development, strategic alignment, and
evidence-based decision-making in human resource management (International Organization for, 2018). In Iran, efforts have
been made to localize these standards and adapt them to national organizational contexts, recognizing the importance of
integrating international best practices with local cultural and managerial realities (Gholipor et al., 2022; Gholipour & Azizi,
2022).

Despite growing interest in human capital management, significant gaps remain in the literature. Existing studies often focus
on isolated dimensions of human capital or intellectual capital, rather than proposing comprehensive capability-based
frameworks. Furthermore, limited attention has been paid to data capital, differentiated line-and-staff competencies, and the
integration of 1ISO 30400 principles within the insurance industry. Additionally, much of the existing research relies on
quantitative approaches and lacks qualitative exploration of context-specific dimensions of human capital management
(Qolipour, 2024; Sobouri Pour et al., 2025). Therefore, the present study sought to develop and validate a comprehensive
capability-based human capital management model tailored to insurance organizations within the framework of Standard
34000.

Methods and Materials

This study employed an exploratory mixed-methods design consisting of qualitative and quantitative phases. The qualitative
phase was conducted using grounded theory methodology based on the Strauss and Corbin approach. Twenty-two semi-
structured interviews were carried out with experts from five major Iranian insurance companies, including senior human
resource managers, actuaries, data analysts, risk managers, branch managers, and digital transformation consultants.
Participants were selected through purposive sampling based on their professional expertise and extensive industry experience.
Interviews continued until theoretical saturation was achieved.

Interview transcripts were analyzed through open, axial, and selective coding using MAXQDA software. The coding process
resulted in the identification of major categories, concepts, and relationships that formed the foundation of the proposed model.

In the quantitative phase, a researcher-developed questionnaire was designed based on the findings of the qualitative
analysis. The instrument measured the dimensions extracted from the grounded theory phase and was distributed among 250
managers and specialists working in insurance organizations. Participants represented both line and staff units and various
functional areas within the insurance sector.

Data analysis was conducted using Partial Least Squares Structural Equation Modeling (PLS-SEM) in SmartPLS software.
Measurement model evaluation included assessments of factor loadings, reliability, convergent validity, and discriminant
validity. Structural model evaluation involved examining path coefficients, coefficients of determination, predictive relevance,
effect sizes, and overall model fit indices.

Findings

The qualitative analysis resulted in the identification of 104 open codes, 27 concepts, and six major categories. These

categories included knowledge capital, structural capital, relational capital, innovation capital, data capital, and differentiated
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line-and-staff competencies. Together, these dimensions constituted the conceptual framework of capability-based human
capital management in insurance organizations.

The measurement model demonstrated satisfactory psychometric properties. All factor loadings exceeded acceptable
thresholds, and reliability indicators, including Cronbach’s alpha and composite reliability, confirmed internal consistency
across constructs. Average Variance Extracted (AVE) values supported convergent validity, while the Fornell-Larcker criterion
confirmed discriminant validity.

Structural model results revealed that all six dimensions significantly influenced organizational outcomes. Knowledge
capital emerged as the strongest predictor, with a path coefficient of p = 0.58 and a t-value of 7.82. Structural capital represented
the second strongest predictor (B = 0.44, t = 5.93), followed by data capital (p = 0.39, t = 5.12), differentiated line-and-staff
competencies (B = 0.36, t = 4.88), relational capital (B =0.31, t=4.21), and innovation capital (f = 0.28, t = 3.76).

The model demonstrated strong explanatory power. The coefficient of determination for operational productivity was Rz =
0.67, while the coefficient for reducing data fragmentation was R? = 0.62. Predictive relevance indicators were also satisfactory,
with Q2 values of 0.41 and 0.38, respectively. Overall model fit indices indicated an acceptable fit, including GOF = 0.52 and
SRMR =0.058.

The findings suggest that capability-based human capital management in insurance organizations extends beyond traditional
human resource practices and incorporates knowledge, organizational structures, relationships, innovation, data capabilities,
and differentiated competency systems tailored to organizational roles.

Discussion and Conclusion

The results of this study demonstrate that human capital management in insurance organizations is a multidimensional
phenomenon that cannot be adequately addressed through traditional human resource management approaches alone. The
identification of six interconnected dimensions highlights the complexity of value creation in contemporary insurance
organizations and underscores the need for integrated management systems that align human capabilities with organizational
objectives.

The prominence of knowledge capital confirms the central role of specialized expertise in insurance operations. Insurance
organizations depend heavily on actuarial competencies, risk assessment capabilities, regulatory knowledge, and analytical
skills. Therefore, investments in learning, professional development, and knowledge transfer mechanisms are likely to generate
substantial improvements in organizational performance.

The significant influence of structural capital indicates that human capabilities must be supported by organizational systems,
standardized processes, competency frameworks, and performance management structures. Human capital becomes
strategically valuable when embedded within organizational routines and institutionalized practices.

The emergence of data capital as a distinct dimension reflects the ongoing digital transformation of the insurance industry.
Modern insurance organizations increasingly rely on data-driven decision-making, predictive analytics, and integrated
information systems. Consequently, employees must possess not only traditional insurance expertise but also advanced
analytical and technological competencies.

The identification of differentiated line-and-staff competencies represents one of the study’s most important contributions.
The findings suggest that insurance organizations should abandon one-size-fits-all approaches to human capital management

and instead develop competency frameworks tailored to specific occupational roles and organizational functions.
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Furthermore, the integration of innovation capital and relational capital into the model highlights the importance of
adaptability, customer orientation, collaboration, and stakeholder engagement in achieving sustainable organizational success.

Overall, the proposed model provides a comprehensive framework for understanding and managing human capital in
insurance organizations. By integrating capability development, data-driven management, differentiated competencies, and
ISO 30400 principles, the model addresses critical gaps in the literature and offers practical guidance for insurance companies
seeking to enhance operational productivity and reduce organizational inefficiencies. The findings suggest that successful
implementation requires strategic investment in actuarial expertise, data analytics capabilities, organizational learning systems,
and competency-based performance management practices. Such initiatives can contribute significantly to organizational
effectiveness, competitiveness, and long-term sustainability within an increasingly complex and digitalized insurance

environment.
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