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The Al landscape: traditional,
generative, and agentic Al

Traditional artificial intelligence (Al) refers to machine learning and statistical models
that operate on structured data to automate, predict, and optimise decision-making
processes. These systems are designed to identify patterns and improve outcomes in
areas such as forecasting, risk management, and operational efficiency.

Generative Al (GenAl) extends these capabilities by using large language models (LLMs)
and other generative architectures that are built to handle general inputs and outputs.
GenAl can analyse and create content from unstructured data such as text, images, or
audio, enabling more interactive and context-aware use of information. An assistant
(often used interchangeably with agent) is an LLM configured to perform a specific task
through prompt engineering and data access.

Agentic Al systems equip LLMs with a level of autonomy and access to a predefined

toolbox, allowing models to perform complex tasks such as writing code, drafting slides,
querying databases, and accessing systems.

Al has proven its significant value by
enabling us to better serve our customers,
reduce response time, and deliver

more accurate risk information. [It will]
revolutionise our business model and
pioneer the next generation of insurance

solutions.

Mario Greco, Chief Executive Officer, Zurich Insurance Group

Source:  Zurich Insurance Group (2025)
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The state of Al in commercial insurance
and reinsurance

The insurance industry is undergoing a pronounced split in its approach to artificial
intelligence. Large insurers have moved beyond proofs of concept and are now
establishing dedicated Al hubs with a focus on enterprise-scale deployment. These
organisations are investing heavily in scaling Al across claims, underwriting, and
customer operations. Mid-tier players represent a sizable segment that is willing to
commit budget, but they expect credible, implemented Al solutions rather than slide-
based promises.

The impact areas for Al in insurance are across the entire value chain, with different
levels of penetration. Cost reduction is the primary driver of adoption, with insurers
seeking tangible efficiency gains, especially in claims handling time, underwriting
throughput, and CX workload

However, progress is tempered by persistent barriers: data quality and availability
remain the single largest obstacle, closely followed by limited Al literacy across
leadership teams, leaving decision-makers uncertain about where to start, what to
prioritise, and how to execute effectively.

From a workforce perspective, the industry experts anticipate a slight net reduction

in headcount over the next three years, accompanied by a significant reskilling effort.
The shift is not towards wholesale automation but towards augmented decision-
making; adjusters supported by Al-generated summaries, underwriters accelerated by
document intelligence, and service agents complemented by conversational bots. The
near-term trajectory is one of selective, evidence-driven adoption: scaling what works,
proving value quickly, and investing in the foundational data and platform capabilities
that make enterprise Al viable.

Research indicates that insurers are
ahead in some parts of the value chain,
but systematic adoption remains
uneven

Current state of Al adoptionin commercial insurance
and reinsurance ...

Al maturity in insurance varies across the value chain, as is the case in many industries.
Claims processing and customer service represent the most advanced areas, with
agent-assist tools and chatbots already deployed or in active scaling. Pricing and
underwriting are transitioning from traditional ML models to more sophisticated
document Al and dynamic pricing engines.
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Al is presentin
parts of the value chain,

but is rarely end-to-end
transformative

34-%

of business leaders believe
that Al will have a significant
impact on their business’

Core platform vendors are embedding Al features directly into their products, lowering
the barrier to Al adoption within existing workflows.

The industry is past the proof-of-concept phase among large carriers but far from
enterprise-wide Al integration.

... 80, what is hindering adoption?

Our research finds that uncertainty about where to start is slowing adoption. The
generality of the technology provides a wealth of opportunities but having the right
people to prioritise and plan Al initiatives proves crucial to success.

Another identified barrier is fragmented, low-quality customer data. Duplicates,
inconsistent naming, and scattered profiles prevent a reliable customer master,
undermining personalisation, cross-sell opportunities, and claims analytics. Without
robust entity resolution and data cleanup, even strong models yield unreliable results,
yet these foundational efforts remain under-invested.

Lack of Al literacy leads Poor customer data
to a gap between strategy

and prioritisation

quality strongly constrains
Al solutions

Fully scaled
7%

Experimenting
28%

78%

of organisations report using Phase of Al Sc?ling
Alin at least one business use among 31%
function’ . .
organisations
————————————————————————————————— using Al'
However, only 7% of the organisations
using Al have fully scaled it, whereas
the others are either piloting, scaling,
or experimenting.
Piloting
34%
Sources: 1) Implement Analysis (2026), Rand (2024), Stanford HAI Al Index Report (2025), MIT CISR Enterprise
Al Maturity Model (2024)
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01.

Product
innovation and
distribution

02.
Claims
processing

03.
Pricing and
underwriting

04.
Post-
operations

Note:

Al across the value chain of insuranceand reinsurance

Alis already transforming insurance operations and services, creating competitive
advantages for early adopters.

Use case

Personalised product
guidance and sales
augmentation

Master data cleanup and
entity resolution

Embedded insurance and
usage-based products
(loT/Telematics-driven)

Agent assist for claims
intake and caseworkers

Claims triage and straight-
through processing

Fraud detection and
complex claims insights

Al-powered pricing

Automated commercial
underwriting

Optimise existing
platforms (Guidewire /
Salesforce Al)

Autonomous customer
service

Al-powered regulatory
reporting

Dynamic reserving and
capital forecasting

Industry adoption’

Description Emerging Low Medium
Conversational guidance to determine
needed coverage, cross-/upsell, and

tailor products

Use Al to deduplicate, standardise,
and link customer profiles, improving
downstream analytics and CX

Al for product design using data from
telematics and smart-home sensors
enables UBI, parametric products, and
embedded insurance at the PoS

Augment call handlers with Al to auto-
document calls, summarise, and
extract data for faster resolution

Classify incoming claims to identify
STP candidates versus cases requiring
investigation; accelerate payouts and
contain costs

Use ML and GenAl to detect anomalies
and support complex corporate claims
with overview and evidence extraction

Leverage customer and risk data
to dynamically adjust premiums;
integrate with pricing engines
adopting Al

Ingest semi-structured submissions
and contracts; synthesise risk factors
to speed underwriting decisions

Enable and utilise native Al features
in core platforms for policy, CRM, and
service workflows to realise quick wins

Deploy intelligent chat/voice agents to
handle end-to-end self-service across
policy changes, FNOL, quotes, and
FAQs

Automate data extraction and
narrative generation for regulatory
submissions, improving timeliness and
consistency

Apply ML to claims development and
GenAl to macro factors for dynamic
reserve setting and capital forecasts

Based on numbers from 2026. Digitalisation maturity varies across the insurance sector,

and the level is considering medium to highly digitalised insurers

implementconsultinggroup.com
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01. Why:
Autonomous
customer
service
Examples:
Impact:
02. Why:
Agent assist
for claims
intake and
caseworkers Examples:
Impact:
03. Why:
Automated
commercial
underwriting
Examples:
Impact:
04. Why:
Legacy
modernisation
with Al
Examples:
Impact:
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Highlighted Al use cases in insurance

Several advanced Al use cases are implemented at full industrial scale and can deliver
significant returns on investment from day one.

High volumes of repetitive requests and demand for 24/7 support. Customers expect instant
resolutions for address changes, FNOL, quotes, and FAQs. Multilingual capability broadens
reach, with cost and customer experience as key drivers. Mainly relevant for insurance, not
reinsurance.

Conversational Al on web and mobile handles routine servicing and FNOL, triages and
completes tasks, and escalates with full context. Topdanmark and Zurich Insurance
developed internal systems. Tryg partnered with vendors.

Reduced inbound call volumes; shorter handling times; higher first-time-right.

Claims are resource-intensive and documentation quality drives speed, accuracy, and
leakage. Adjusters spend time on transcription, summaries, and data entry. Al automates
intake and extraction, so specialists can focus on judgement.

Real-time transcription and auto-summarisation extract claimant details and incident facts.
Structured outputs populate claims systems and cut re-keying errors. Adoption is strong
among large carriers like Allianz, Swiss Re, and AXA.

Shorter claims cycle times; improved adjudication accuracy; less time on admin.

Underwriting must digest large volumes of semi-structured documents. Manual review is
slow, inconsistent, and hard to scale. GenAl can automate extraction and risk synthesis.

Apply RAG, agents, entity extraction, and summarisation to broker submissions. Parse
policies, schedules, and loss runs, then present structured risk summaries with flags for
manual review. Underwriters focus on judgement and negotiation. Allianz UK developed their
own GenAl underwriting assistant, but market is dominated by vendors like Cytora.

Reduced underwriting cycle times; more consistent risk triage; faster broker turnaround and
stronger competitiveness.

Legacy cores for policy, billing, and claims are costly and slow to change, and old IT systems
are a top barrier for realising value with new tech. Al agents for code development are very
mature and proven to accelerate the time spent on modernisation significantly.

Al-assisted coding can translate legacy code such as COBOL to modern languages, generate
tests, and automate refactoring. Advisory support on tools and vendors de-risks the
modernisation roadmap. It is considered best practice at many tech companies, but still
emerging within insurance, with strong potential for business value creation.

Lower modernisation costs; faster time-to-value; cleaner data enabling downstream
Al use cases.
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Al reference case

This case demonstrates how moving beyond legacy processes and adopting
an Al-first mindset can unlock meaningful impact.

Y B A - State_of'the__art agent_'c :  Aclient sought to move beyond

s e SORMNIRR Al solution with potential :  static FAQs and manual service

‘ to fully automate service ¢ handling by deploying an
requests i autonomous, agentic Al solution.

Implement Consulting Group
supported the client in designing
and deploying a decentralised
agent architecture where
specialised Al agents collaborate
directly to resolve complex
queries in real time. The solution
enables low-latency, personalised
responses while establishing a
scalable foundation for future
voice-enabled interfaces and
internal productivity workflows.

Impact
» Enabled low-latency resolution

of complex service requests,
including during peak demand

Delivered personalised
responses leveraging live core
system data

Established a scalable
foundation for 24/7 automated
service operations

.

Customer

: Agentic Al
operations
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In our experience, insurers must make
explicit strategic choices to unlock the
value of Al

There are no universally ‘right’answers — but there is a cost to not making the choices
explicit. Realising sustained Al impact is driven by a small number of deliberate
strategic trade-offs.

Our recommendation
for insurance companies

Strategic direction

For most insurers, Al initially acts as a

Mission critical < ‘—> Key tool powerful efficiency tool rather than a
mission-critical differentiator

Scope and ambition

For most insurers, Al initially acts as a
powerful efficiency tool rather than a
mission-critical differentiator

Rapid < . S Analysis

experimentation andplanning

Value creation approach

Value is often unlocked through a
_ o o _ combination of top-down focus and
Top-down < > Bottom-up bottom-up experimentation close to the
business

Capability strategy

A pragmatic approach is to buy Al
Build < ‘ N Buy capabilities where possible and build

selectively where differentiation truly
matters

Operating model

Hybrid models are preferred, with
central governance and platforms and Al
capabilities embedded in the business,
aligned with the overall operating model

Centralised <~ > Distributed

implementconsultinggroup.com 8
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In our experience, insurers must make
explicit strategic choices to unlock the
value of Al — deep dive

From potential to value — How do we translate Al capabilities
into sustained customer and shareholder value?

There is no universally right answer. In fact, there is not even a single right question.
Insurers are instead faced with a set of interdependent strategic choices that must be
navigated over time. Each choice involves trade-offs. Not choosing is also a choice, often
with a tangible cost. Together, these choices form the foundation of an organisation’s Al
strategy.

These considerations are rarely best addressed as a linear sequence. They are better
understood as a ‘choice cascade’, where decisions in one area shape what is realistic in
others. Many Al initiatives stall, not because the technology is immature, but because
underlying choices are not formally made, leaving the organisation in a state of
uncertainty.

Strategic direction

An Al strategy, like any divisional strategy, should enable the organisation’s overall
strategic direction. A central consideration is whether Al is viewed as mission-critical
to long-term competitiveness, or primarily as a powerful tool to improve and optimise
existing operations.

When Al is considered mission-critical, organisations typically accept longer investment
horizons and greater uncertainty in return for potential long-term advantage.

When Al is viewed primarily as a tool, investments tend to be more cautious and closely
tied to near-term business cases and measurable returns. Timing matters as well.
Some insurers expect Al to become mission critical over time, while remaining a useful
optimisation lever in the short to medium term.

In our experience, most insurance companies today lean towards this latter position.

Al is often approached as an efficiency and productivity lever first. This can be a
sensible starting point, provided the choice is explicit and revisited as technology and
competitive dynamics evolve. Strategy is as much about choosing what not to pursue as
itis about selecting where to invest.
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Scope and ambition

One of the most practical challenges in any Al strategy is deciding how to identify
opportunity areas to pursue. Many insurers balance between rapid experimentation on
the one hand and more deliberate analysis and planning on the other.

Rapid experimentation can accelerate learning and quickly surface opportunities with
high business impact. At the same time, without clear oversight and coordination, it
risks leading to fragmented initiatives with limited scalability. Analysis and planning
provide structure and coherence but can slow learning in a fast-moving field if taken too
far.

For most insurers, the question is not which approach is right, but how to combine them.
The aim is to enable experimentation within a clearly defined scope, while ensuring that
successful initiatives can be industrialised and scaled.

Value creation

Closely linked to scope and ambition is how specific Al use cases are identified.

A top-down approach, where leadership defines focus areas, can work well where
problems and outcomes are relatively well understood. A bottom-up approach, where
teams are empowered to explore new applications, can support adoption and uncover
new value.

Each approach has strengths and limitations. In practice, insurers that are currently
focusing on using Al as an efficiency and productivity lever tend to lean towards a top-
down approach. However, all insurers are likely to benefit from a deliberate combination
of approaches, aligned with their ambition and maturity.

Capability strategy

Once priorities are clearer, the question of build versus buy becomes pertinent.
Off-the-shelf solutions typically offer faster time to value at lower cost, but with limited
differentiation. Custom solutions offer greater control and potential for competitive
advantage, but require sustained investment and ongoing ownership.

A pragmatic stance for many insurers is to always buy where possible and build
selectively where off-the-shelf solutions are not viable, particularly close to the core
of the business, where competitive advantage matter more. Given the pace of Al
development, patience can sometimes be as important as speed.

When Al becomes part of everyday operations rather than a parallel structure, value
realisation becomes more likely.
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Operating model

Regardless of sourcing choices, Al capability will be developed in-house. That capability
can be centralised or distributed across the organisation. Centralised models support
scale, consistency, and governance. Distributed models support business relevance and
adoption but are often harder to scale.

As a result, many insurers move towards hybrid models, with central governance and
platforms combined with Al capabilities embedded in the business. The optimal hybrid
is often where the Al operating model aligns with how the organisation already runs the
business.

A concluding thought for leadership teams

Despite significant investment, few organisations have yet demonstrated sustained
bottom-line impact from Al. Ironically, this is pushing many organisations towards rapid
time to market initiatives often with more promising short-term ROls - in turn limiting
longer term scalability and operational efficiency.

Realising sustained Al impact is driven by a small number of deliberate strategic
trade-offs, rather than isolated technology investments.

Future outlook

Across industries, including insurance, organisations are moving in a common
direction. Not because the destination is known, but because standing still is no
longer an option. The early leaders are not those with perfect roadmaps, but those
who take Al seriously, invest early, and remain curious and experimental.

In the near term, insurers are scaling customer service automation and claims
agent assist with proven ROl while activating native Al in core platforms with

Azure, Google suite, Guidewire, and Salesforce to capture quick wins with minimal
integration. Over the medium term, focus shifts to underwriting and pricing, with
GenAl streamlining commercial submissions and improving risk triage, and dynamic
pricing engines maturing as richer, real-time data is integrated.

The hard work lies inside the organisation. Technology matters, but the real
challenge is understanding where Al can fundamentally reshape value creation
across the organisation and value chain, and where experimentation, not
optimisation, is required.

At Implement, we see early leaders investing not just in technology, but in Al
factories, data foundations, assurance, and, most importantly, organisational
learning. Societal adoption will influence how Al evolves, but lasting impact will
depend on organisations’ ability to disrupt themselves from the inside out.
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Contact

For more information, please contact:

Claus Hgyer Madsen
Partner

+45 407060 35
chma@implement.dk

Matthias Walgenbach
Partner

+41 76 201 92 62
matw@implement.swiss

Heiko Faust
Partner

+49 151 11095803
heif@implement.eu

Mattias Bergstrom
Implement Consulting Group
+46 70474 2452
mabs@implement.se
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