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From AI promise to AI advantage

Investing in technology, not transformation, limits achievable success.

Customer expectations are accelerating faster than insurers can adapt.

73% of today’s consumers expect better personalization. Insurance customers are no different.

P&C insurers have an opportunity with AI:

51% of customers say they’re very comfortable with insurers using AI 
to provide proactive services

Investments aimed at transformation are often misallocated, leaving the 
high-potential areas underleveraged:

Low potential

Foundational training to build 
AI literacy

Incentive and 
workflow
redesign

Advanced AI skill 
development

Governance and 
risk management 

frameworks

High potential

86% 52% 46% 27%

42%
insurers aren’t 
setting KPIs to 
measure AI success

AI investments are 
going toward 
technology and 
infrastructure

72%

28%
AI investments are 
aimed at change 
management

Only

stuck in the 
exploration or POC 

stage of AI adoption

60%

As a
result

The “architecture mismatch”– technology moves faster
than the organization can absorb it.

Absence of 
clear ROI

55%

Technical constraints Organizational barriers

Legacy systems 
and IT architecture

81%

Data quality and 
cross-functional accessibility

74%

Regulatory and 
compliance constraints

Shortage of 
AI skills

Lack of clear ownership 
of AI initiatives

61%

67%

55%

Strategy and talent gaps

of the top twenty P&C insurers globally 
link their AI strategy to business 

outcomes beyond efficiency¹. 

Only 35%

of AI decision-makers expect quick ROI, 
creating a trade-off between 

short-term pilots and long-term 
enterprise capability building.

47%

  of insurance company employees cite 
limited or zero foundational AI 

training, even though 87% of them use 
publicly available Gen AI tools.

85%

About 10% of P&C insurers treat AI as a core operating capability:
we call this group “intelligence trailblazers.”

From 2021–2024, these industry leaders hit 21% higher revenue growth and 
51% higher share-price growth, versus mainstream insurers.

More likely to direct 
investment to change 
management beyond 

basic training

More likely to systematically track 
AI experimentation and learning

More likely to give 
comprehensive 
training, from AI basics 
to role-specific uses

3.9X 

2.9X 

1.7X 

Strategy and talent alignment 

Technology amplification

Organizational adoption

More likely to elevate 
IT into an enterprise 

orchestrator

1.6X 
More likely to 

develop capabilities 
to scale AI models

3.1X 
More likely to possess 
data integration and 

cloud capabilities

2.5X 

More likely to 
embed centralized

AI governance

1.3X 
More likely to 

explicitly define 
AI-related 

responsibilities

1.7X 
More likely to organize 

cross-functional
teams around 

shared-outcome KPIs

2X 

 Intelligence trailblazers are paving the way forward, but three
key AI-adoption challenges remain.

46% 38% 21%

Desire user-based
pricing

Want personalized
advice

Would value risk 
prevention alerts

86% of policyholders describe their insurer relationship as reactive 
and transactional

Trailblazers scale AI through three reinforcing pillars

The intelligence imperative: How to redesign the 
organization for the agentic era?

Become a P&C intelligence trailblazer: build an 
expert-centric organization for lasting

competitive advantage.

Cite job security worries
43% 

Believe the transition to AI 
will increase, not decrease, 
their workloads

25% 

Become an expert-centric P&C insurer, powered by agentic intelligence and 
operating through four interconnected layers:

Sets direction and 
defines AI-human 

boundaries.

Leadership 

Across disciplines 
define outcomes 

and establish 
accreditation 

frameworks that 
synthetic 

workforces must 
meet before 
they can act.

Human 
experts  

Have capabilities 
that set leading 

organizations 
apart: they 

translate business 
strategy into AI 

principles and 
govern how 

intelligence scales 
across the firm.

Orchestration 
managers   Handles 

high-volume 
work, but 

escalates it for 
human 

involvement 
when a task’s 

complexity 
exceeds defined 

thresholds.

Synthetic 
execution    

• Build leadership conviction 
and strategic clarity

• Understand where AI creates 
competitive advantage and 
where human judgment 
must prevail

• Redefine how success
is measured

• Shift from measuring what 
AI automates to tracking 
what it changes – across 
loss ratios, fraud detection, 
and decision quality

Now Soon Later

Building an expert-centric organization unfolds across three horizons,
each building on the prior one: 
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• Choose priority value 
streams

• Evaluate options for build, 
buy, and partner decisions, 
and establish orchestration 
manager roles

Collaboration 
Remains largely untouched: 49% of employee time goes to cross-team 

collaboration, yet AI tools still focus on individual tasks.

Unstructured data readiness  
Is still low: only 12% of insurers report very high 

maturity in data readiness.

Core processes  
Remain unchanged 

and employee AI 
concerns persist:
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