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Al's advantage in insurance comes from two moves:
operationalizing intelligent workflows today and reimagining

products around how customers live and manage risk.

Most insurers have proven they can deploy Al. Far fewer have proven they
can scale it across underwriting, claims, and distribution in ways that improve
business outcomes. The next phase of insurance Al will be defined not by

smarter models, but by smarter workflows.
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Why insurance Al maturity remains stuck
despite widespread deployment

Insurance’s biggest Al challenge is no longer access to tech stacks but turning isolated deployments
into enterprise capabilities.

The industry’s next wave of value will come from robust workflow execution, not chatbots, copilots,
or knowledge assistants.

Semi-autonomous operating models are emerging as the preferred architecture for balancing Al
efficiency with regulatory accountability.

Trusted data, governance, and operating-model change have become more important than model
selection.

The largest long-term opportunity lies in product innovation, using Al and expanded data
ecosystems to design more relevant, personalized, and preventive propositions, not just more

efficient operations.

The maturity gap isn’t the Al
but the operating model

Chatbots, document extraction platforms, predictive models, and internal assistants have become
commonplace across the industry. Yet despite Al being deployed, relatively few have translated

deployment into enterprise-scale transformation.

The reason is straightforward: deploying Al and operationalizing

Al are fundamentally different challenges.

Technology automates a task. Maturity requires redesigning how work is performed across an
entire function. An insurance carrier may reduce underwriting effort by automatically summarizing
submissions. A mature carrier redesigns its underwriting operating model around that capability,
measures business outcomes, and scales the gains across the portfolio. This distinction is becoming
the defining separator between carriers experimenting with Al and carriers deriving competitive
value from it. The winners are focusing less on technology adoption and more on workflow redesign,

organizational change, and measurable business outcomes.

02 www.brillio.com



Insurance enters its
workflow intelligence era

The first generation of GenAl adoption in insurance was largely focused on information retrieval and
employee productivity. Organizations deployed assistants to answer questions, locate information,
summarize documents, and improve day-to-day efficiency. The next generation is focused on

something far more consequential: helping complete work.

In underwriting, Al is beginning to review submissions, identify missing information, extract risk
indicators, and prepare draft recommendations. In claims, Al can collect information, analyze
supporting documentation, and coordinate next actions. In distribution, Al can assist producers by
preparing proposals, managing renewals, and identifying sales opportunities. The common thread
across these is process execution and not content generation. The shift represents insurance’s
move from productivity-oriented Al to workflow-oriented Al, where value is measured by business

outcomes rather than hours saved.

Why is bounded autonomy becoming insurance’s
winning design pattern?

Much of the discussion around Al focuses on full autonomy. Insurance is likely to take a different path.
Because underwriting decisions, claims determinations, and customer outcomes carry significant
regulatory and financial implications, human accountability remains essential. As a result, the industry’s

most practical path forward is not autonomous insurance, but governed autonomy.

Under this model, Al assumes responsibility for gathering information, analyzing documents, identifying
patterns, coordinating workflow steps, and generating recommendations. Human experts retain
responsibility for exceptions, policy decisions, complex judgments, and accountability—an approach
that creates a scalable framework for embedding Al into core processes without sacrificing trust,

compliance, or customer confidence. Rather than replacing expertise, Al amplifies it.
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Trusted data, not model access,
will determine who scales

Insurance remains one of the world’s most data-intensive industries. It is also one of the most
fragmented. Critical knowledge remains trapped in underwriting manuals, claims notes, policy
documents, endorsements, customer records, and legacy systems. In many organizations, these
assets were never designed to support intelligent automation. This reality exposes a misconception

that continues to slow Al adoption.

Many organizations describe their challenge as an Al problem when the underlying constraint is
actually a data problem. Without accessible, governed, and trusted information, even the most
sophisticated model struggles to generate consistent business value. This is why the conversation
around Al transformation increasingly overlaps with investments in data modernization, process

simplification, and platform renewal.

The next generation of insurance leaders will distinguish themselves not by

deploying more models, but by building more intelligent data ecosystems.

TrustOps becomes part of the
insurance operating model

As Al becomes embedded deeper within underwriting, claims, service, and risk operations, governance
can no longer function as a separate oversight activity. It must become part of the operating model
itself. This shift is driving demand for domain-aware insurance models, auditability, bias monitoring,

compliance controls, human-review mechanisms, and end-to-end governance frameworks.

Together, these capabilities are forming what many organizations are beginning to think of as
TrustOps: a discipline focused on making Al explainable, governable, and operationally safe at
scale. Just as DevOps helped enterprises industrialize software delivery, TrustOps may become the

foundational layer that enables enterprise-scale Al adoption within regulated industries.
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ROl is emerging where insurance work is
repetitive, measurable, and scalable

Despite ongoing hype, the clearest Al success stories in insurance remain surprisingly practical.

The strongest evidence of value is appearing in functions characterized by high transaction volumes,
repetitive tasks, and measurable outcomes. Underwriting organizations are seeing gains through
submission triage, risk analysis, data extraction, and faster quote turnaround. Claims feams are
improving cycle times, fraud detection, and operational efficiency. Customer-service organizations
are reducing resolution times, while distribution teams are beginning to improve productivity around

sales and renewals.

By contrast, highly autonomous use cases

remain far less proven.

Fully autonomous underwriting, fully automated claims adjudication, and customer-facing autonomous
agents continue to face operational, trust, and regulatory challenges. The lesson is becoming
increasingly clear: near-term value comes from augmenting decisions and improving workflows rather

than removing humans from the equation.

Customer experience improves only when
journeys are redesigned

Al can accelerate a process. It cannot automatically improve an experience. That distinction matters
because insurance has historically optimized for operational efficiency, often at the expense of
customer simplicity. The most successful carriers are using Al as an enabler of experience redesign
rather than process acceleration alone. Claims journeys are becoming more transparent. Service
interactions are becoming more conversational. Customer engagement is becoming more contextual
and personalized. The organizations that achieve the greatest differentiation will be those that
redesign customer journeys first and then use Al to support those experiences. Simply automating a

broken process only creates a faster broken process.
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Al's biggest prize in insurance is product
innovation, not process efficiency

Most of the Al conversation in insurance centers on doing existing work faster and better. That
operational foundation is necessary, but it is not where the largest opportunity lies. As customer
expectations evolve, the more strategic use of Al is in product innovation. Insurers can use Al and
expanded data ecosystems to design more relevant products, deliver personalized protection, and
build value-added services that extend beyond the policy itself. This reframes the strategic question.
Itis no longer only how Al can make underwriting or claims more efficient, but how Al can help

insurers create propositions that better reflect how customers live, work, and manage risk.

That shift also changes the role of the insurer. Instead of only pricing and paying for risk after the fact,
carriers can use richer data and Al-driven insight to anticipate risk, prevent loss, and offer protection
that adapts to real behavior and real-time circumstances. The insurers that move first will not just

operate more efficiently. They will compete on propositions their rivals cannot yet offer.

What insurance leaders should do next:
Key takeaways for carriers moving beyond Al pilots

Redesign underwriting workflows around Al to improve quote-to-bind ratios, strengthen loss-ratio
performance, and shorten quote turnaround times.

Target claims workflows to reduce cycle times, lower claims leakage, improve fraud detection, and
cut processing cosfs.

Equip distribution with Al to lift agent productivity, improve conversion rates, and increase renewal
retention.

Build for human-plus-agent operations so gains scale without compromising regulatory
accountability or combined-ratio discipline.

Treat trusted governed data as the prerequisite that determines whether these gains hold at
enterprise scale, then measure progress by improvements in combined ratio and customer
retention.

Invest ahead in product innovation, using Al and expanded data ecosystems to launch more
personalized and preventive propositions that lift customer lifetime value and open new revenue

beyond the traditional policy.

06 www.brillio.com



About Brillio

Brillio is a digital technology services company that drives Al-first engineering and design-led
experiences for global enterprises. Born digital in 2014, its consulting-led services span
Customer Experience, Data & Al, Product Engineering, and Digital Infrastructure. With an
industry-leading NPS of 71, Brillio accelerates time to market through its proprietary
BrillioOne.ai platform, powered by Al-ready talent with deep domain expertise.

Brillio is the offi_cid'I'Digi’roI Transformation Partner and the official Data and Al Services
Provider of Atlassian Williams Racing. Brillio partners with leading technology providers
including Microsoft, AWS, Google Cloud, Salesforce, Adobe, Databricks, and Snowflake and
operates with 6,000+ “Brillians” across 15 global delivery centers. Consistently recognized as
a Great Place to Work® since 2021, Brillio blends innovation, talent, and purpose to deliver
measurable outcomes for clients and fulfilling careers for employees.
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