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Executive Summary
The insurance industry in the United States and the United Kingdom is on the precipice of a 

fundamental operational redesign. Over the next five years (2027–2031), the convergence of 

macroeconomic pressures, severe climate-driven catastrophe losses, and a critical 

demographic talent shortage will force the industry to abandon legacy workflows. The 

primary driver of competitive advantage—and indeed operational survival—will be the 

aggressive deployment of Artificial Intelligence, specifically the transition from static 

automation to Agentic AI and Learning Insurance Operations Platforms.

Major Findings

The U.S. P&C market, with over $975 billion in direct written premiums, is entering a period 

of margin compression as combined ratios deteriorate toward 99 percent by 2026 1  2 . 

Simultaneously, the U.K. market demonstrates robust growth, with the London Market 

contributing $187 billion in gross written premiums and Lloyd's projecting a 91.2 percent 

combined ratio for 2026 3  4 . Both markets face a common existential challenge: a 

workforce where nearly half of professionals are over 55, threatening to leave 400,000 roles 

unfilled over the next 15 years 5 .

Against this backdrop, AI adoption is accelerating at an unprecedented pace. Eighty-six 

percent of insurance organizations plan to increase AI spending in 2026 6 , and agentic AI—

autonomous systems that plan and execute complex workflows—is forecast to reach 70 

percent adoption by 2028 7 . Early adopters are already achieving loss ratio improvements 

of 3–5 percentage points and quote-to-bind time reductions of up to 99 percent 8 .

Industry Winners and Losers

Category Winners Losers



Top 10 Predictions (2027–2031)

1. Agentic AI will handle 80 percent of routine submission intake and triage by 2030.

2. The global parametric insurance market will exceed $50 billion as climate risks render 

traditional property covers unviable in high-risk zones.

3. Learning Insurance Operations Platforms will replace static RPA as the standard for 

enterprise automation.

4. Autonomous AI liability will emerge as a multi-billion-dollar insurance product line 

($14.8 billion by 2034).

5. Straight-Through Processing for low-complexity claims will approach 90 percent.

6. Embedded insurance will bypass traditional distribution, exceeding $1.2 trillion globally 

by 2033.

7. M&A activity will heavily favor tech-enabled MGAs and specialty carriers over traditional 

retail brokers.

8. Core system providers will aggressively acquire vertical AI startups to maintain 

relevance.

9. Continuous underwriting via real-time IoT and alternative data will replace annual 

policy renewals in commercial lines.

10. Regulatory market conduct exams will routinely audit AI algorithms for bias and 

explainability.

Strategic Implications for Insurance Executives

The next 12 months represent a critical window. Executives who move AI from pilot to 

production, establish auditable governance frameworks, and invest in adaptive learning 

systems will position their organizations to thrive. Those who delay face compounding 
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disadvantages: rising combined ratios, an inability to replace retiring talent, and permanent 

market share loss to AI-native competitors.

Section 1: State of the Insurance Industry in 2026
The insurance industry in 2026 stands at a critical juncture, navigating the transition from a 

prolonged hard market cycle to a period of margin pressure, slower premium growth, and 

rapid technological transformation. The fundamental economics of the industry are shifting 

as both the United States and the United Kingdom confront macroeconomic headwinds, 

changing risk profiles, and the imperative to modernize operations.

United States Market Dynamics

The U.S. insurance market remains the dominant global force, accounting for 59.1 percent 

of the entire global OECD insurance premiums. In 2024, U.S. insurance premiums written 

totaled an estimated $1.76 trillion 1 . The U.S. property and casualty (P&C) sector, a 

massive market with over $975 billion in direct written premiums, is experiencing a mixed 

outlook as it enters 2026.

Following a period of robust underwriting performance in 2024—the strongest in over a 

decade—the P&C combined ratio is expected to deteriorate. Projections indicate a 

worsening from 97.2 percent in 2024 to 98.5 percent in 2025 and 99 percent in 2026 2 . This 

margin compression is driven by persistent supply chain disruptions, labor shortages, and 

rising claims costs exacerbated by tariff-driven increases in the price of imported repair 

parts and construction materials.

In the commercial lines segment, pricing momentum has slowed considerably. Global 

insurance rates declined 5 percent in Q1 2026, marking the seventh consecutive quarter of 

rate decreases 9 . This softening is intensifying competition and pressuring underwriting 

margins. The personal lines outlook remains stable but challenging, with carriers focused 

on retaining customers eager to shop for better rates. The life and health sectors face 

headwinds as policy uncertainty causes consumers to delay or reduce coverage, 

contributing to a broader slowdown in life premium growth 2 .

A notable structural shift is the continued growth of Managing General Agents (MGAs) and 

the broader excess and surplus (E&S) lines. Improved combined ratios in specialty 

segments continue to attract investor interest, driving robust M&A activity. The insurance 

sector recorded $29.6 billion in announced deal value across 191 transactions in the six 

months ending May 2026 10 . Broker consolidation remains a dominant trend, pressuring 

carrier negotiating power and driving distribution platforms to pursue scale. Insurtech 

funding, after hitting a seven-year low in 2024 at $4.25 billion, has shown signs of 



stabilization, with Q1 2026 seeing a 26 percent increase in funding volume to $943.4 million, 

despite a 24 percent drop in deal count 11 .

United Kingdom Market Dynamics

The U.K. insurance market demonstrates robust resilience and growth, particularly within 

its specialty and London Market segments. Valued at $476.2 billion in 2025, the U.K. market 

is projected to reach $895.1 billion by 2034, growing at a compound annual growth rate 

(CAGR) of 7.01 percent 12 .

The Lloyd's of London ecosystem remains a cornerstone of the global insurance landscape. 

In 2025, the London Market contributed £61 billion to the U.K. GDP, with gross written 

premiums reaching $187 billion—a 17 percent increase since 2022 3 . Lloyd's reported a 

strong profit before tax of £10.6 billion in 2025, and its 2026 business plan projects £67.4 

billion in GWP with a highly profitable 91.2 percent net combined ratio 4 . London Market 

Specialty continues to outpace global specialty market growth, expanding at a 9 percent 

CAGR between 2022 and 2024 compared to the global average of 6 percent 13 .

The U.K. commercial insurance market is heavily influenced by the rapid expansion of 

MGAs. The U.K. MGA market is currently driving £47 billion of insurance market growth, 

capitalizing on its agility to address specific, complex market demands 14 . The London 

Company Market remains the preferred environment for MGA growth, though interest is 

building in continental Europe as firms diversify their geographic footprint.

Broker consolidation in the U.K. mirrors U.S. trends. Soft market rates in certain classes 

continue to squeeze broker margins, adding strain alongside wider macroeconomic and 

U.S. Market Metric Value Source

Total premiums written (2024) $1.76 trillion Statista

P&C direct written premium $975+ billion Insurance Insider

Combined ratio (2024) 97.2% Deloitte

Combined ratio (2026 

projected)
99.0% Deloitte

Investment yield (2026 

projected)
4.2% Deloitte

Insurance M&A deal value (H1 

2026)
$29.6 billion PwC

Insurtech funding (Q1 2026) $943.4 million FinTech Global



fiscal pressures. The global insurance brokerage market is expected to expand from $328.47 

billion in 2025 to $359.27 billion by 2026, reflecting continued demand for intermediary 

services even as the distribution model evolves 15 .

Section 2: Macro Forces Reshaping Insurance
The trajectory of the insurance industry through 2031 will be dictated by the convergence of 

powerful macroeconomic, environmental, demographic, and regulatory forces. These are 

not cyclical pressures—they represent structural shifts that will permanently alter the 

operating model.

Economic Forces

Insurers are operating in an environment of persistent global economic uncertainty. While 

inflation has moderated from its peak, the lingering effects on claims severity—particularly 

in auto, property, and casualty lines—remain profound. Social inflation, driven by 

expanded definitions of liability, rising jury awards, and the expansion of third-party 

litigation funding beyond the United States to the United Kingdom, Australia, Canada, and 

parts of Asia, continues to push up claims severity globally 2 .

Interest rate dynamics are reshaping investment strategies. In the U.S., investment yields 

are expected to rise slightly to 4.2 percent by 2026. However, if central banks initiate rate 

cuts, the differential between existing portfolio yields and new-money rates will narrow, 

potentially slowing gains in investment income 2 . Labor shortages further exacerbate 

economic pressures, driving up wage inflation and increasing the cost of claims resolution 

U.K. Market Metric Value Source

Total market size (2025) $476.2 billion IMARC Group

London Market GWP $187 billion Lloyd's/LMG

Lloyd's profit before tax (2025) £10.6 billion Lloyd's

Lloyd's 2026 GWP plan £67.4 billion Insurance Business

Lloyd's 2026 combined ratio 

target
91.2% Insurance Business

U.K. MGA market contribution £47 billion Genasys

London Specialty CAGR (2022–

2024)
9% LMG



and internal operations. Trade policy uncertainty, particularly around tariffs, is creating 

ripple effects across multiple insurance lines, from auto and homeowners to marine cargo 

and trade credit 2 .

Climate Forces

Climate risk has evolved from a modeled future threat to a present-day earnings drag of 

existential proportions. In 2025, global economic losses from natural catastrophes reached 

$220 billion, with insured losses totaling $107 billion—marking the sixth consecutive year 

that insured losses exceeded $100 billion 16 . Notably, secondary perils such as severe 

convective storms and wildfires accounted for an all-time high of 92 percent of these 

insured losses 16 .

The Palisades and Eaton Fires in California in January 2025 caused $41 billion in insured 

damages, marking the costliest wildfires on record globally and accounting for a third of all 

insured losses that year 17 . Swiss Re's modeling indicates that in a peak-loss scenario, 

insured losses could reach $320 billion in 2026, underscoring the continued need for robust 

risk transfer mechanisms 16 . At least 18 U.S. states have introduced legislation in 2026 to 

reform insurance programs to be better prepared for disaster risk 18 .

The global protection gap—the difference between economic losses and insured losses—

stands at a staggering $183 billion 2 . In response, the parametric insurance market is 

experiencing rapid growth, projected to reach $51.3 billion by 2034 19 . Parametric 

solutions offer rapid liquidity and clarity of coverage, becoming essential tools for climate 

adaptation. The broader climate risk insurance market (flood and wildfire) was valued at 

$38.7 billion in 2025 and is projected to reach $72.5 billion 20 .

Demographic Forces

The insurance industry faces a severe demographic cliff that threatens its operational 

capacity. Nearly half of the current insurance workforce is over the age of 55, and the 

number of insurance professionals in this age bracket has increased 74 percent in the last 

decade 5 . Over the next 15 years, 50 percent of the workforce is expected to retire, 

potentially leaving up to 400,000 roles unfilled 21 . Swiss Re's SONAR 2025 report identifies 

aging populations and rapid technological advancements as creating critical gaps in job 

sectors, which could lead to increased claims in workers' compensation and professional 

liability 22 .

Simultaneously, customer expectations are shifting dramatically. Policyholders and 

commercial clients demand digital-first, frictionless, and highly personalized interactions 

that legacy operating models struggle to deliver. This demographic reality makes AI 

adoption not merely a competitive advantage but a fundamental requirement for 

operational continuity.



Regulatory Forces

Regulatory scrutiny is intensifying globally, particularly concerning the deployment of 

artificial intelligence and consumer protection.

United States: State regulations are rapidly evolving to govern AI in insurance. As of early 

2026, over half of all U.S. states have adopted the NAIC Model Bulletin on the Use of AI 

Systems by Insurers or substantially similar guidance 23 . This principle-based framework, 

originally adopted in 2023, requires insurers to implement documented AI governance 

programs covering governance structures, risk management and internal controls, third-

party vendor oversight, documentation, and consumer notice 23 . The Texas Responsible AI 

Governance Act, signed in June 2025, went into effect on January 1, 2026 24 .

The critical development in 2026 is the NAIC's AI Systems Evaluation Tool, a structured 

framework designed to give examiners a standardized approach to reviewing insurer AI 

governance programs during market conduct examinations. A 12-state pilot is running from 

January through September 2026, and its results will inform how widely the tool is 

deployed 23 . A federal executive order proposing unified governance of AI laws has created 

additional uncertainty for insurers navigating a patchwork of state requirements 25 .

United Kingdom: The Financial Conduct Authority (FCA) and the Prudential Regulation 

Authority (PRA) are taking a proactive, principles-based stance. The FCA's Consumer Duty 

regulations mandate that AI-driven products must deliver fair value and avoid foreseeable 

harm. The Senior Managers and Certification Regime (SM&CR) requires clear accountability 

for AI governance at the executive level 26 . The FCA published its latest perimeter report in 

March 2026 highlighting emerging risks at the edge of its regulatory remit, and Parliament 

has directed the FCA to publish comprehensive, practical AI guidance for firms by the end of 

2026 27 . The FCA also launched a pilot programme in early 2026 to produce practical 

guidance for smaller consumer finance firms 28 .

Section 3: The Rise of AI-Native Insurance Operations
The integration of artificial intelligence is no longer a peripheral innovation; it is becoming 

the core engine of insurance operations. By 2026, 86 percent of insurance organizations 

plan to increase their AI spending 6 , and nearly nine in ten organizations cite AI as the 

centerpiece of their 2026 investment strategies 6 . The AI in Insurance market was valued 

at $8.63 billion in 2025 and is expected to reach $91.06 billion by 2035 29 . Despite this 

momentum, the industry remains largely stuck in the pilot phase—more than four in five 

insurance companies dedicate at least $5 million annually to AI, with 14 percent spending 

more than $50 million, yet most have not achieved production-scale deployment 30 .



Submission Intake and Document Processing

Current adoption of AI in submission intake is high among leading carriers and MGAs. 

Technologies utilizing computer vision and natural language processing (NLP) are 

achieving 92–94 percent extraction accuracy for insurance-specific entities by combining 

NLP with computer vision 8 . AmTrust has demonstrated AI agents that extract risk data 

from competitor proposals and automatically generate bindable quotes without manual 

intervention 8 . By 2031, manual data entry will be largely obsolete, with AI agents 

automatically extracting, classifying, and normalizing data from diverse sources—including 

emails, ACORD forms, loss runs, and statements of values—reducing processing times from 

hours to minutes.

Underwriting and Risk Assessment

AI is fundamentally transforming risk assessment. Currently, early adopters report that AI 

reduces underwriting processing times by 31 percent while improving risk assessment 

accuracy by 43 percent 31 . N2G Worldwide achieved a 40 percent increase in underwriter 

quote capacity alongside a 60 percent reduction in cycle times 8 . Hiscox achieved a 99.4 

percent cycle time reduction for London Market specialty lines, reducing quote turnaround 

from three days to three minutes 8 .

By 2031, underwriting will be augmented by AI copilots that synthesize vast alternative 

datasets—IoT sensors, satellite imagery, supply chain analytics—providing real-time 

portfolio intelligence and pricing recommendations. This will enable continuous 

underwriting, where risk profiles are dynamically updated based on real-time data streams 

rather than annual renewal cycles.

Claims and Fraud Detection

AI-powered claims automation is yielding significant results, with some insurers resolving 

claims 75 percent faster, reducing cycle times from 30 days to 7.5 days 32 . Computer vision 

is increasingly used for property and auto damage assessment—81 percent of insurers now 

use visual AI and photo analysis technologies to authenticate claim damage 33 . Voice AI 

Metric Current State 2031 Projection

Extraction accuracy 92–94% 99%+

Processing time Hours Minutes

Human intervention rate 40–60% <10%

Document types handled Limited formats All formats



handles initial customer intake and triage, and multimodal AI technologies are deployed to 

detect fraudulent behaviors, analyzing thousands of data points in real time to flag 

anomalies. The global cost of cybercrime is projected to reach $14 trillion by 2028 34 , 

driving demand for sophisticated fraud detection across all lines.

Policy Administration, Customer Service, and Compliance

Generative AI is streamlining policy administration by automating the generation of policy 

documents, endorsements, and renewal notices. In customer service, conversational AI and 

voice agents are handling complex inquiries around the clock, boosting service productivity 

by 40–60 percent and cutting average call times by 50 percent 35 . For compliance, AI 

systems automatically monitor regulatory changes, audit underwriting decisions for bias, 

and generate required reporting, ensuring adherence to frameworks like the NAIC Model 

Bulletin and the FCA Consumer Duty.

Distribution

AI is reshaping distribution by enabling brokers to match risks to carrier appetite 

instantaneously, automating application generation, and powering embedded insurance 

platforms that integrate coverage at the point of sale. The technology leaders in this space 

are building platforms that reduce customer acquisition costs while simultaneously 

improving the quality of risk data flowing to underwriters.

Section 4: The Evolution from Automation to Agentic 
Insurance
The insurance industry is undergoing a paradigm shift from static, rules-based automation 

to adaptive, agentic AI workflows. This evolution represents the most significant 

operational transformation since the digitization of policy administration systems.

Defining the Spectrum

Technology Characteristics Insurance Application

Robotic Process Automation 

(RPA)
Rules-based, brittle, no learning

Data re-keying between 

systems

Generative AI
Content creation, requires 

prompting

Draft policy language, 

summarize submissions

AI Copilots
Augments human decisions, 

human-in-the-loop
Underwriter decision support



The Multi-Agent Ecosystem

Unlike traditional automation that follows predetermined scripts, agentic AI operates 

within what Deloitte describes as a "multi-agent ecosystem" where specialized AI agents 

collaborate autonomously across the underwriting value chain 8 . One agent extracts data 

from a submission, another queries external APIs for risk enrichment, a third runs the 

pricing model, and a fourth drafts the quote—all orchestrated seamlessly via API-centric 

architectures. These systems maintain audit trails and human override capabilities 

throughout, reducing quote preparation time from hours to minutes while ensuring data 

quality and regulatory compliance.

Adoption Forecast (2027–2031)

2027: Widespread deployment of AI copilots assisting human underwriters and claims 

adjusters. The focus remains on human-in-the-loop systems for complex decisions. 

Generative AI is embedded in most customer-facing and internal communication 

workflows. Insurance companies move from pilot to production at scale, driven by 

competitive pressure and the talent shortage.

2028: Agentic AI adoption in commercial P&C reaches a tipping point, with forecasts 

indicating 70 percent adoption 7 . Straight-through processing (STP) becomes standard for 

low-complexity commercial and personal lines. The distinction between "AI-enabled" and 

"AI-native" carriers becomes a meaningful competitive differentiator.

2029: Multi-agent systems begin autonomously managing portfolio exposures, dynamically 

adjusting risk appetite and pricing based on real-time market conditions. Continuous 

underwriting becomes feasible for mid-market commercial risks. The first fully autonomous 

underwriting decisions for standard commercial lines are approved by regulators.

2030: The operating model shifts entirely. AI agents handle 80+ percent of routine 

transactions, intake, and triage. Human underwriters function as portfolio risk designers 

and relationship managers. The industry's operational headcount begins a structural 

decline, offset by the retirement wave.

2031: AI-native operations are the baseline for competitive carriers. Human expertise is 

elevated entirely to strategic portfolio management, complex risk negotiation, relationship 

Agentic AI
Autonomous, goal-driven, self-

adapting

End-to-end submission-to-

quote

Multi-Agent Systems
Multiple specialized agents 

collaborating

Full underwriting value chain 

orchestration



building, and ethical oversight. Carriers that have not completed this transition face 

existential competitive disadvantage.

Where Human Expertise Remains Critical

While agentic AI will handle the execution of workflows, human expertise will remain 

indispensable for interpreting nuanced and novel risks (e.g., emerging technology liability), 

managing complex broker and client relationships, defining the ethical and strategic 

guardrails within which AI operates, handling catastrophic or highly unusual claims, and 

providing the creative judgment required for bespoke risk structuring.

Section 5: Underwriting in 2031
By 2031, the role of the underwriter will be completely redefined. The historical model of 

the underwriter as a "data gatherer"—spending the majority of their day re-entering 

information, chasing missing data, and comparing information across forms—will be 

replaced by the underwriter as a "personalized risk designer" and strategic portfolio 

manager.

The Future-State Workflow

Automated Intake and Triage: Submissions will be ingested, structured, and triaged 

instantaneously by AI agents. Out-of-appetite risks will be declined immediately with 

automated explanations, routing only highly qualified, complex opportunities to human 

underwriters. This alone will transform productivity, as most carriers today quote only half 

their submissions—not from lack of appetite, but from inability to quickly process 

opportunities 8 .

Real-Time Underwriting and Predictive Risk Scoring: Underwriting decisions will be 

supported by predictive models leveraging vast alternative datasets including IoT sensors, 

satellite imagery, supply chain analytics, and real-time financial data. Risk scores will be 

generated in seconds rather than days, incorporating both structured data and 

unstructured intelligence extracted from news, social media, and regulatory filings.

Continuous Underwriting: Policies will no longer be static annual contracts. Continuous 

underwriting will allow for dynamic pricing and coverage adjustments based on real-time 

risk telemetry. A commercial property policy, for example, might adjust its premium 

monthly based on occupancy data, maintenance records, and local weather patterns.

Explainable AI and Decision Support: As regulatory requirements tighten—particularly 

under the NAIC AI Systems Evaluation Tool and FCA Consumer Duty—AI-assisted decision 

support systems will provide transparent, auditable rationales for every pricing and 



declination decision. Underwriters will be able to query the AI's reasoning and override 

decisions with documented justification.

Underwriter Augmentation: Rather than replacing underwriters, AI will amplify their 

capabilities. A single underwriter in 2031 will be able to manage a portfolio that previously 

required a team of five, focusing their expertise on the 10–20 percent of risks that require 

genuine human judgment while AI handles the remainder.

What Disappears vs. What Becomes More Valuable

Section 6: Claims in 2031
The claims function in 2031 will be characterized by speed, precision, and autonomous 

resolution, fundamentally altering the customer experience and the cost structure of 

insurers.

Straight-Through Processing

For high-frequency, low-complexity claims (personal auto, minor property damage, travel, 

and standard health claims), straight-through processing will approach 90 percent. Claims 

will be filed via voice, video, or app; verified against policy terms and external data sources; 

and paid within minutes without human intervention. The technology enabling this 

includes real-time fraud scoring, automated coverage verification, and instant payment 

rails.

AI Claims Triage and Computer Vision

Policyholders will submit claims via smartphone video or photographs. Computer vision 

algorithms will instantly assess damage severity, generating precise repair estimates by 

Tasks That Disappear Tasks That Become More Valuable

Manual data entry and re-keying Complex deal structuring

Basic document review and extraction Broker relationship management

Routine quote generation Portfolio strategy and optimization

Chasing missing information Interpretation of novel/emerging risks

Comparing data across forms Ethical oversight of AI decisions

Standard risk classification Creative risk transfer solutions



comparing against databases of millions of prior claims. Drone footage will be 

automatically analyzed for catastrophe claims, enabling rapid triage across thousands of 

affected properties simultaneously. Voice AI will handle the emotional and logistical 

aspects of first notice of loss, providing empathetic, 24/7 customer interaction while 

simultaneously capturing structured data for the claims file.

Fraud Detection

Advanced AI models will instantly triage complex claims to specialized adjusters while 

simultaneously running deep fraud detection algorithms. These systems will analyze 

behavioral patterns, historical data, geolocation, and synthetic media (deepfakes and voice 

clones) to identify fraudulent claims with far greater accuracy than human reviewers alone. 

Munich Re data shows that ransomware, data breach, business email compromise, and 

DDoS remain the primary drivers of cyber claims, with the line between malicious and non-

malicious events increasingly blurred 34 .

Operational Impact

Staffing models will shift dramatically. While the overall headcount in claims processing will 

decrease, there will be heightened demand for data scientists, AI auditors, catastrophe 

specialists, and adjusters handling complex litigation or large commercial losses.

Section 7: Emerging Risks Creating New Insurance 
Markets

Claims Metric 2026 Baseline 2031 Projection

Average cycle time (simple 

claims)
7–14 days Minutes to hours

Average cycle time (complex 

claims)
30–90 days 7–14 days

STP rate (personal lines) 30–40% 85–90%

STP rate (commercial lines) 5–10% 40–50%

Fraud detection accuracy 60–70% 90%+

Claims staff per $1B premium Baseline 40–50% reduction



As the technological and environmental landscape evolves, new risks are emerging that will 

drive the creation of entirely new insurance markets and products by 2031.

AI Liability and Agentic AI Risks

As autonomous systems and agentic AI become embedded in business operations across 

every industry, the liability for AI-driven errors, algorithmic bias, and autonomous system 

failures will surge. The Autonomous AI Agent Liability Insurance market, valued at $1.2 

billion in 2025, is projected to reach $14.8 billion by 2034 36 . New products will emerge to 

cover "failure to perform" by AI agents, intellectual property infringement by generative 

models, and bodily injury or property damage caused by autonomous systems. The 

insurance of agentic AI itself—covering the risks these systems pose to third parties—is 

becoming a distinct research and product development area 37 .

Cyber Insurance

The cyber insurance market is projected to scale from $16–20 billion in 2025 to $30–50 

billion by 2030 38 . Munich Re identifies geopolitics, supply chain vulnerabilities, the 

sophistication of cybercrime, and agentic AI as the major trends shaping the future threat 

landscape 34 . The proliferation of deepfakes, voice clones, and synthetic identities will 

necessitate new coverages for social engineering fraud and reputational damage caused by 

AI-generated misinformation. Ransomware-as-a-Service (RaaS) providers are delivering AI-

powered turnkey packages, lowering the barrier to entry for cybercriminals 34 .

Autonomous Systems

Autonomous vehicles, drones, and robotic systems are creating new liability paradigms 

that the insurance industry must urgently address. The shift from driver liability to 

product/manufacturer liability will fundamentally reshape auto insurance, potentially 

redirecting hundreds of billions in premium from personal auto policies to product liability 

and technology errors and omissions coverages. Commercial drone operations, 

autonomous shipping (where AI and autonomous ships are redefining risk in marine 

insurance), and robotic surgery systems each require entirely new coverage frameworks 

that account for software failures, sensor malfunctions, and the complex interplay between 

human oversight and machine autonomy.

The challenge for underwriters is that traditional actuarial models—built on decades of 

human-error loss data—are largely irrelevant for autonomous systems. New modeling 

approaches incorporating simulation data, software reliability metrics, and real-time 

telemetry will be required. Insurers that develop expertise in these emerging risk classes 

early will capture significant first-mover advantage as adoption accelerates.



Climate Adaptation and Supply Chain

With global supply chains increasingly vulnerable to climate events and geopolitical 

instability, new parametric products will emerge covering business interruption triggered 

by specific weather metrics or supply chain bottlenecks. The climate risk insurance market 

(flood and wildfire) was valued at $38.7 billion in 2025 and is projected to reach $72.5 billion 

20 . At least 18 U.S. states have introduced legislation in 2026 to reform insurance programs 

for disaster risk 18 .

Synthetic Media and Data Privacy

As deepfake technology becomes commoditized, insurance products covering reputational 

harm from synthetic media, identity theft via AI-generated personas, and the costs of 

authenticating digital content will emerge as a distinct market segment. Munich Re notes 

that "deepfakes, voice clones and synthetic identities, which combine real user data and 

fake information, are increasingly being used to circumvent traditional defences" 34 . The 

insurance response will include coverage for the forensic costs of identifying and 

responding to synthetic media attacks, business interruption caused by reputational 

damage from AI-generated content, and the legal costs of pursuing perpetrators across 

jurisdictions.

Critical Infrastructure and Data Privacy

The increasing digitization of critical infrastructure—energy grids, water systems, 

transportation networks, and healthcare facilities—creates systemic risk concentrations 

that traditional insurance models struggle to price. A single cyberattack on a cloud provider 

or content delivery network could trigger correlated losses across thousands of 

policyholders simultaneously. Munich Re identifies these "mono-structures" and systemic 

dependencies as requiring adapted accumulation modeling and budgets 34 . Data privacy 

regulations (GDPR, state-level U.S. privacy laws) are simultaneously creating new liability 

exposures, with class-action litigation risk growing as consumers become more aware of 

their data rights.

Emerging Risk Market 2025 Value 2030–2034 Projection

Autonomous AI Liability $1.2 billion $14.8 billion (2034)

Cyber Insurance $16–20 billion $30–50 billion (2030)

Parametric Insurance ~$15 billion $51.3 billion (2034)

Climate Risk Insurance $38.7 billion $72.5 billion

Embedded Insurance $145 billion $1.2+ trillion (2033)



Section 8: The Future of Insurance Distribution
The distribution landscape is undergoing a radical restructuring driven by technological 

enablement, shifting consumer behaviors, and aggressive consolidation.

Brokers

Brokers face a dual challenge: the pressure to consolidate for scale and the existential 

threat of AI disintermediation in simpler lines. Public broker multiples have faced 

compression due to concerns over AI's impact on traditional commission models and 

slowing organic growth 10 . PwC notes that "AI poses a threat to the traditional insurance 

brokerage model, particularly within simpler personal lines coverages" and that "the 

emergence of AI and slowing organic growth have broader valuation implications for 

publicly traded insurance brokers" 10 .

However, brokers who leverage AI to enhance advisory services and handle complex 

commercial risks will thrive. The value proposition must shift from market access—which AI 

can replicate—to deep risk advisory, alternative risk transfer structuring, and client 

relationship management that requires human judgment and trust.

MGAs

Managing General Agents are the undisputed winners in the current distribution ecosystem. 

Unencumbered by legacy core systems, tech-enabled MGAs are capturing significant 

market share, particularly in specialty lines. Their ability to rapidly deploy AI for 

underwriting and pricing allows them to outmaneuver traditional carriers, commanding 

mid- to high-teens valuation multiples 10 . In the U.K., the MGA market is driving £47 billion 

of insurance market growth, with the London Company Market remaining the preferred 

environment for expansion 14 .

Embedded Insurance and Platform-Based Distribution

Digital distribution is shifting decisively from direct-to-consumer portals toward embedded 

insurance. The embedded insurance market is projected to grow from $188.5 billion in 2026 

to over $1.2 trillion by 2033 39 . By integrating coverage directly into the point of sale—

whether purchasing a vehicle, booking travel, securing a mortgage, or completing an e-

commerce transaction—embedded models drastically reduce customer acquisition costs 

and bypass traditional broker channels for personal and small commercial lines. In the U.S. 

alone, embedded insurance distribution could exceed $70 billion in premium by 2030 40 .



Direct-to-Consumer Models

Direct-to-consumer (D2C) insurance models have proven viable primarily in personal lines 

(auto, renters, pet) and simple commercial coverages. However, the D2C model faces 

inherent limitations in complex commercial insurance, where the advisory role of brokers 

and the relationship-driven nature of underwriting create barriers to full disintermediation. 

The most successful D2C players are increasingly pivoting to hybrid models that combine 

digital self-service for simple transactions with human advisory for complex needs.

Consolidation Trends and the Impact of AI on Broker Workflows

M&A activity in distribution remains robust but increasingly selective. Private equity 

investors remain highly interested in insurance distribution, though their focus is shifting to 

the quality of organic growth, strength of technology infrastructure, and the maturity of 

reporting capabilities required to support IPO-ready platforms 10 . Willis Towers Watson's 

$1.45 billion acquisition of tech-enabled broker Newfront Insurance Holdings in December 

2025 exemplifies the trend of traditional brokers absorbing insurtech-native platforms 10 .

The impact of AI on broker workflows is multifaceted. On one hand, AI threatens to 

commoditize the market access function that has historically justified broker commissions—

if an AI can instantly match a risk to the optimal carrier appetite, the broker's traditional 

role diminishes. On the other hand, AI dramatically enhances the productivity of brokers 

who embrace it: automated application generation, instant comparative quoting, predictive 

analytics for client risk profiles, and AI-driven renewal management all allow brokers to 

serve more clients with greater depth. The brokers that survive and thrive will be those that 

use AI to elevate their advisory capabilities rather than those that resist it to protect legacy 

workflows.

PwC observes that "AI poses a threat to the traditional insurance brokerage model, 

particularly within simpler personal lines coverages" and notes that "recent valuation 

declines may force companies to re-evaluate IPO processes in the distribution space" 10 . If 

public broker multiples remain depressed, a private market pricing reset is likely, 

potentially slowing the pace of PE-backed roll-up strategies that have defined the 

distribution landscape for the past decade.

Section 9: The Next Insurance Technology Stack
The insurance technology stack of 2031 will bear little resemblance to the monolithic core 

systems of the past decade. It will be defined by modularity, interoperability, and AI-centric 

architecture.

AI Platforms and LLM Infrastructure



Large Language Model infrastructure and Natural Language Processing are no longer 

peripheral tools; they are the foundational layer for risk analysis, automation, and decision 

support 41 . Insurers are investing heavily in proprietary or finely-tuned LLMs securely 

hosted within their environments to ensure data privacy and regulatory compliance. The AI-

native full-stack insurance carrier platform market was valued at $2.8 billion in 2025 and is 

projected to reach $27.6 billion 42 .

Agent Frameworks and Workflow Automation

The stack is shifting toward multi-agent frameworks that orchestrate specialized AI agents 

executing distinct tasks—from data extraction to pricing to quote generation—

communicating with each other via APIs. This replaces static Robotic Process Automation 

with dynamic, context-aware workflow automation that adapts to novel inputs and learns 

from outcomes.

Data Infrastructure and Knowledge Graphs

Data infrastructure is evolving from static data lakes to dynamic knowledge graphs that 

map the complex relationships between entities, risks, historical claims, and market 

conditions. These graphs provide underwriters with deep, contextual intelligence and 

enable portfolio managers to query concentration risks conversationally—asking questions 

like "Where are we over-exposed to California earthquake?" and receiving instant, data-

driven answers 8 .

Knowledge graphs are particularly powerful in commercial insurance, where a single 

insured entity may have complex relationships across subsidiaries, joint ventures, supply 

chains, and geographic locations. Traditional flat databases cannot represent these 

relationships effectively; knowledge graphs enable underwriters to understand the full risk 

picture of an account, including hidden accumulations and correlated exposures that might 

otherwise go undetected until a loss event.

Emerging Technology Categories

Several additional technology categories are gaining traction in the insurance technology 

stack:

Voice AI and Conversational Platforms: Voice AI agents specifically tuned for insurance 

workflows are handling claims intake, policy inquiries, and renewal conversations at scale. 

The full stack—voice API, speech-to-text, text-to-speech, LLM hosting, and telephony—is 

increasingly available on unified platforms 44 .

Geospatial Analytics: Drones for roof inspections, satellite imagery for catastrophe triage, 

and IoT sensors for real-time monitoring are enabling insurers to predict and minimize 



losses across business lines. Regulators are supportive of these data-driven, science-based 

approaches to improve risk awareness 2 .

Blockchain and Smart Contracts: While adoption has been slower than initially predicted, 

blockchain-based smart contracts are finding niche applications in parametric insurance 

(automatic payout triggers) and reinsurance (streamlined treaty administration and claims 

settlement).

Document Intelligence and Underwriting Intelligence Platforms

Document intelligence platforms are becoming standard, converting unstructured 

submission packages—ACORD forms, loss runs, statements of values, supplemental 

applications—into structured, bindable data instantly. These platforms increasingly 

incorporate semantic understanding, interpreting qualitative information (e.g., "MFA 

enforcement" in a cyber application) rather than merely extracting text strings.

Major Vendors and Emerging Categories

Section 10: Case Study – The Emergence of Learning 
Insurance Operations Platforms
As the industry moves beyond static automation, a new category of enterprise software is 

emerging that represents a paradigm shift from rules-based extraction to adaptive, 

continuously improving intelligence. This category—Learning Insurance Operations 

Platforms—may prove to be the defining technology architecture of the next decade in 

insurance.

Defining the Category

Category Established Leaders Emerging Challengers

Core Systems Guidewire, Duck Creek, Majesco AI-native startups

Data & Analytics Verisk, LexisNexis, Moody's Specialty AI vendors

Document Intelligence Indico Data, Roots Automation Cazimir, V7 Labs

Underwriting Workbench Hyperexponential, Federato Agentic AI platforms

Claims AI Shift Technology, Five Sigma Voice AI specialists

Distribution Tech Applied Systems, Vertafore Embedded platforms



Learning Insurance Operations Platforms are systems that do not merely execute a task; 

they learn from the execution. They are defined by five core capabilities: learning from 

underwriter corrections and adjustments; learning from broker behavior and submission 

patterns; improving data extraction accuracy and semantic understanding over time; 

creating institutional underwriting intelligence that compounds with use; and reducing 

repetitive manual work through closed-loop feedback mechanisms.

The fundamental limitation of static automation—whether RPA or first-generation AI 

extraction tools—is brittleness. When a form changes, when a broker submits an 

application in a novel format, or when a new line of business introduces unfamiliar 

terminology, static systems break. They require manual reprogramming, new rules, or 

retraining by technical teams. Adaptive systems, conversely, recognize the anomaly, flag it 

for human review, and learn from the human's correction, ensuring the system handles the 

variation autonomously the next time it is encountered.

Why Learning Systems May Outperform Rules-Based Automation

The economic argument for learning systems over static automation rests on the concept of 

compounding returns. A rules-based system delivers a fixed productivity gain on day one 

that does not improve over time—and may degrade as the environment changes. A learning 

system, by contrast, delivers an accelerating return: each submission processed, each 

correction made, and each decision validated by an underwriter trains the underlying 

models. Over months and years, this creates a proprietary intelligence engine that is 

uniquely tuned to the organization's risk appetite, operational preferences, and market 

position.

This distinction is particularly critical in insurance, where the information problem is acute. 

Commercial insurance submissions arrive in dozens of formats—ACORD forms, bespoke 

applications, loss runs, statements of values, property schedules, supplemental 

questionnaires—from thousands of brokers, each with their own conventions. No static rule 

set can anticipate every variation. Only a system that learns from exposure to real-world 

diversity can achieve the accuracy and consistency required for production-scale 

automation.

Cazimir: An Industry Case Study

Cazimir exemplifies this emerging category. Positioned as an AI-powered insurance intake 

and underwriting intelligence platform, Cazimir transforms submission packages into 

structured underwriting intelligence while continuously learning from user feedback and 

underwriting decisions. The platform operates on a four-stage workflow: upload 

(submission packages, applications, schedules, loss runs, and supporting documents), 

process (organize documents, extract information, prepare data for review), review (team 



validates results, investigates flagged issues, makes corrections), and improve (corrections 

and feedback enhance future processing) 43 .

The platform's "evidence-first" approach—where every extracted field is linked directly to 

its source document and page—addresses a critical concern in AI adoption: auditability. 

Review teams can instantly verify information without digging through dozens of files, 

providing the transparency required by both internal governance and external regulators.

The Economic Impact of Continuous Learning

The compounding value of a learning system manifests in several measurable ways. First, 

the percentage of submissions requiring human intervention decreases over time, allowing 

the organization to scale premium volume without a linear increase in headcount. Second, 

the accuracy of extracted data improves, reducing downstream errors in pricing and policy 

issuance. Third, institutional knowledge—the accumulated expertise of experienced 

underwriters—is captured within the system rather than lost to retirement.

This last point is particularly significant given the industry's demographic crisis. As 400,000 

experienced professionals retire over the next 15 years, the knowledge they carry—about 

specific risks, broker relationships, and market nuances—will be lost unless it is 

systematically captured. Learning Insurance Operations Platforms represent a mechanism 

for encoding this institutional intelligence into a persistent, scalable system.

The Future of Feedback Loops in Underwriting Operations

The transition from static automation to organizational learning systems is the critical 

enabler for surviving the impending demographic talent cliff and achieving top-quartile 

combined ratios. As AI-native insurance operations evolve, the feedback loop becomes the 

central organizing principle: every human interaction with the system is simultaneously a 

productive work output and a training signal that makes the system more capable.

Section 11: Competitive Landscape
The competitive dynamics of the insurance industry are being redrawn along technological 

lines, creating a new hierarchy of winners and losers.

Traditional Carriers

Traditional carriers possess vast historical data, established distribution relationships, and 

significant capital reserves. However, they are burdened by technical debt and legacy core 

systems that impede rapid AI deployment. Many remain stuck in "pilot purgatory"—

experimenting with AI in isolated use cases without achieving production-scale 

transformation 30 . Those that successfully modernize their technology infrastructure and 



partner with vertical AI vendors will maintain their market position; those that do not will 

face structural competitive disadvantage.

Insurtechs

The insurtech landscape has matured significantly. The era of venture-funded startups 

attempting to disrupt carriers with direct-to-consumer models has largely ended. The 

market has shifted toward B2B enablement—insurtechs that build tools and platforms to 

make incumbents more efficient rather than competing with them directly. Funding 

patterns reflect this shift: while overall deal volume has declined, the average deal size has 

increased, indicating investor preference for more mature, revenue-generating platforms 11

.

AI-Native Insurance Vendors

A new category of vendor is emerging: companies built entirely on modern, API-first, LLM-

driven architectures specifically for insurance workflows. These include vertical AI 

companies building highly specialized, domain-specific applications (e.g., automated 

submission triage, specific peril modeling, claims fraud detection) and full-stack AI-native 

carrier platforms. The AI-native full-stack insurance carrier platform market was valued at 

$2.8 billion in 2025 and is projected to reach $27.6 billion 42 .

Likely Consolidation and Acquisition Targets

We expect significant consolidation in the vertical AI space over the next five years. Major 

core system providers (Guidewire, Duck Creek) and data infrastructure giants (Verisk, 

LexisNexis) will aggressively acquire successful vertical AI startups to integrate into their 

broader ecosystems. Tech-enabled MGAs with proven underwriting profitability and strong 

organic growth will command premium valuations and attract both strategic and financial 

buyers 10 .

Section 12: Five-Year Forecast (2031)
To navigate the next five years, executives must plan against multiple trajectories of AI 

adoption and market evolution. The following scenarios provide a framework for strategic 

planning.

Conservative Case

In this scenario, regulatory hurdles, data privacy concerns, and organizational inertia slow 

AI deployment. AI is primarily used for back-office automation and basic document 

extraction. Operational improvements are marginal (1–2 percent expense ratio 



improvement). Underwriting and claims productivity increases by 10–15 percent. The 

talent shortage is acutely felt, constraining premium growth. Combined ratios remain 

elevated. Premium growth tracks GDP at 2–3 percent annually.

Base Case

In this scenario, broad adoption of AI copilots and agentic workflows for intake, triage, and 

routine underwriting occurs across the majority of top-50 carriers. Operational cost 

reductions reach 15–20 percent for early adopters. Combined ratios improve by 3–5 points. 

Claims cycle times drop by 50 percent. Underwriting capacity increases by 40 percent 

without adding headcount. Premium growth reaches 4–6 percent annually as insurers can 

process more business with existing resources.

Aggressive AI Adoption Case

In this scenario, agentic AI achieves 70+ percent adoption across commercial and personal 

lines 7 . Multi-agent systems autonomously manage portfolios. Expense ratios plummet as 

STP reaches 80+ percent for standard lines. The traditional underwriting role is entirely 

replaced by portfolio risk designers. Insurers operate as highly efficient, tech-driven capital 

allocators. Premium growth accelerates to 7–10 percent as new markets (AI liability, 

parametric, embedded) expand rapidly.

Section 13: Strategic Recommendations

Metric Conservative Base Case Aggressive

AI adoption rate (2031) 30–40% 55–65% 75–85%

Expense ratio 

improvement
1–2 pts 4–6 pts 8–12 pts

Underwriting 

productivity gain
10–15% 35–45% 60–80%

Claims productivity 

gain
15–20% 45–55% 70–85%

Staffing impact (net) -5% -15–20% -30–40%

Premium growth 

(annual)
2–3% 4–6% 7–10%



For Carriers

Next 12 Months: Audit existing AI pilot programs and identify those ready for production 

deployment. Prioritize submission intake and triage automation for immediate ROI. 

Establish a formal AI governance framework compliant with NAIC Model Bulletin 

requirements and prepare for market conduct examinations using the AI Systems 

Evaluation Tool. Begin documenting AI system inventories and bias testing protocols.

Next 24 Months: Partner with vertical AI vendors to implement Learning Insurance 

Operations Platforms that capture institutional knowledge before the retirement wave 

accelerates. Begin transitioning underwriters from transactional data-gathering tasks to 

portfolio management and complex risk advisory roles. Invest in workforce reskilling 

programs.

Next 60 Months: Completely decouple from legacy core systems. Transition to a fully API-

driven, agentic AI architecture capable of continuous underwriting. Develop proprietary 

data assets and knowledge graphs that create sustainable competitive moats. Explore new 

product lines in AI liability, parametric, and embedded insurance.

For MGAs

Next 12 Months: Leverage organizational agility to implement AI-driven submission 

extraction and automated triage immediately. Maximize quote-to-bind ratios to outpace 

traditional carriers in speed-to-market. Use AI to demonstrate superior risk selection to 

capacity providers.

Next 24 Months: Deploy AI portfolio intelligence to provide capacity partners with real-time 

visibility into portfolio performance. Develop proprietary underwriting algorithms that 

become the MGA's core intellectual property.

Next 60 Months: Expand into adjacent specialty lines rapidly, using AI to keep operational 

overhead flat while scaling GWP. Position for acquisition or IPO by demonstrating 

technology-driven scalability and superior loss ratios.

For Brokers

Next 12 Months: Adopt AI tools to automate application generation, carrier market 

appetite matching, and submission packaging. Focus on reducing the administrative 

burden on producers to free time for client advisory.

Next 24 Months: Shift the value proposition from market access to complex risk advisory. 

Utilize AI analytics to provide clients with predictive risk modeling, benchmarking, and 

proactive coverage recommendations.

Next 60 Months: Prepare for the commoditization of simple commercial lines by expanding 

services into alternative risk transfer, captive management, and enterprise risk consulting. 



Acquire or build technology capabilities that differentiate the firm from AI-enabled 

competitors.

For Reinsurers

Next 12 Months: Invest in advanced catastrophe modeling incorporating climate change 

scenarios and AI-driven loss prediction. Develop parametric reinsurance products for 

emerging perils.

Next 24 Months: Build platforms that provide cedants with real-time portfolio analytics 

and risk insights, strengthening relationships beyond capital provision.

Next 60 Months: Explore AI-native reinsurance models that enable dynamic, continuous 

risk transfer rather than annual treaty renewals.

For Insurtech Founders

Pivot away from direct-to-consumer carrier models, which have proven capital-intensive 

and difficult to scale. Focus on building Vertical AI and Learning Operations Platforms that 

solve specific, high-friction pain points for incumbents—particularly in complex submission 

intake, specialty underwriting, and claims triage. Demonstrate clear ROI within 90 days of 

deployment to accelerate enterprise sales cycles.

For Insurance Technology Investors

Target tech-enabled MGAs with proven underwriting profitability, stable capacity 

relationships, and strong organic growth. In the B2B SaaS space, prioritize platforms that 

demonstrate closed-loop feedback mechanisms, high net revenue retention among 

enterprise carriers, and the ability to capture and compound institutional intelligence. 

Avoid investments in static automation tools that lack adaptive learning capabilities.

Top 10 Strategic Takeaways
1. AI is no longer optional. With 86 percent of insurers increasing AI spend and the talent 

cliff accelerating, AI adoption is a survival requirement, not a competitive luxury.

2. The transition from automation to agentic AI is the defining shift. Static RPA is being 

replaced by autonomous, learning systems that compound in value over time.

3. MGAs are the structural winners. Unencumbered by legacy systems, tech-enabled 

MGAs will continue to capture market share and command premium valuations.

4. The underwriter role is being elevated, not eliminated. Manual tasks disappear; 

strategic judgment becomes exponentially more valuable.



5. Climate risk demands new products. Parametric insurance, climate adaptation 

covers, and supply chain resilience products represent multi-billion-dollar growth 

opportunities.

6. Regulatory frameworks are maturing rapidly. Carriers must build auditable AI 

governance now—before examinations become standard.

7. Embedded insurance will reshape distribution. A $1.2+ trillion market by 2033 will 

bypass traditional broker channels for simpler lines.

8. Learning systems create sustainable moats. Platforms that capture institutional 

intelligence through feedback loops will outperform static tools.

9. Consolidation will accelerate. Core system providers will acquire vertical AI startups; 

PE-backed platforms will merge for scale.

10. The next 12 months are decisive. The gap between AI leaders and laggards is 

widening exponentially. Delayed action compounds disadvantage.

Appendix: Key Data Tables

Global Insurance Market Overview (2025–2026)

AI Adoption Metrics in Insurance

Market Size Growth Key Trend

U.S. Total Premiums $1.76 trillion (2024) Moderate Margin compression

U.S. P&C $975+ billion Slowing
Combined ratio 

deteriorating

U.K. Total Market $476.2 billion (2025) 7.01% CAGR Specialty-led growth

London Market GWP $187 billion +17% since 2022
Outpacing global 

specialty

Global Cyber $16–20 billion 12–18% CAGR Scaling rapidly

Embedded Insurance $145 billion (2025) 30%+ CAGR
Transforming 

distribution

Metric Current (2026) Projected (2031)
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This report synthesizes publicly available data from leading industry research firms 
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Business Magazine). Market size projections are drawn from multiple independent research 

firms and cross-referenced for consistency. Adoption forecasts are based on executive 
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