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Executive summary

The insurance industry is moving from AI experimentation toward enterprise adoption. Insurers are 
deploying AI assistants, document intelligence, predictive models and automation across 
underwriting, claims, servicing, distribution and benefits. The next challenge is not simply deploying 
more use cases; it is scaling AI consistently across end-to-end business operations.

As organizations progress from AI-assisted work toward AI-augmented workflows and increasingly 
autonomous operations, the operating environment must coordinate agents, business rules, 
enterprise data, knowledge, core systems, governance controls and human decision-makers. The 
platform challenge, therefore, shifts from building intelligence in isolation to orchestrating 
intelligence and execution under controlled authority.

The Enterprise AI platform is the execution layer for engineering autonomy. It connects AI agents, 
workflows, enterprise knowledge, decision controls, integration, monitoring and human intervention 
into a reusable operating model. It should make autonomy easier to scale while preserving the 
guardrails, evidence and accountability required in insurance. 



These capabilities become materially more valuable when they work together around a business 
outcome. 

From AI solutions to autonomous 
operations
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Underwriting 
assistants

Claims 
copilots

Customer 
service bots

Document 
extraction and 
intelligence

Fraud and risk 
models

Engineering 
assistants

Analytics and 
forecasting 
tools

Many insurers have accumulated a po�folio of capabilities that typically operate independently and 
deliver localized value:



P&C (Small-commercial/personal lines underwriting) covers the following steps: 

Historically, these activities were executed by different people, systems and rules. Engineering 
Autonomy requires them to operate as a coordinated ecosystem while remaining governed, 
auditable and controllable.

Submission 
ingestion 
(ACORD forms, 
broker email, 
loss runs 
repo�) 

Exposure/COP
E (Construction 
Occupancy 
Protections 
Exposure) and 
prior-loss 
assessment

Appetite and 
eligibility 
validation

Rating / 
Pricing 
within filed 
rates

Regulatory 
and sanction 
checks 

Quote /Bind 
/ Issue

Life insurance underwriting process, which covers the following steps:

Document 
extraction 

Appetite/Risk 
validation

Compliance 
checks

Risk assessment and 
Underwriting rule 
application

Pricing assessment 
and rating

Policy 
Approval/Issuance
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Orchestrate: At the sta�, it is critical to identify 
potential value leaks and process inefficiencies to 
create a fact-based pipeline of transformation 
oppo�unities. A stronger design that caters to 
exception handling and risk control measures ensures 
robustness. This enables be�er orchestration of the 
solution and coordinates agents, systems, workflows, 
enterprise knowledge and people across insurance 
operations. Fu�her, each of the systems can also have 
its own agents, which pe�orm specific functions in a 
given system, which makes the orchestration layer 
critical. 

Govern: Clear exception-handling scenarios for human 
intervention, built-in diagnostics and KPI scoring help 
drive stronger governance. Enforce business policies, 
delegated authority, access controls, compliance 
requirements and human oversight at runtime. 

Monitor: Provides visibility into platform health, agent 
behavior, exception pa�erns, control effectiveness and 
business outcomes. This is achieved by monitoring the 
KPI benchmarks, agent KPI scoring and reviewing cost 
per outcome delivered, thus enabling continuous 
optimization.

Scale: Make capabilities reusable across functions and 
products rather than recreating isolated solutions for 
each use case. A stronger diagnosis phase before 
design and development ensures this whilst also 
reducing the cost and deployment timelines. 

The AI platform as the operating 
system for engineering autonomy
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Traditional workflow and automation platforms were designed to execute predefined sets of 
processes in a pa�icular order. Any deviation or non-standard result would always trigger a manual 
intervention. 

AI introduces a different operating model in which decisions can be contextual, workflows can be 
dynamic, multiple agents can collaborate and human intervention can be triggered by unce�ainty, 
exception or risk rather than by a fixed process step.

The AI platform becomes the enterprise control point through which these operations are 
coordinated. Its purpose is to:



Manage specialized agents as enterprise assets with 
defined roles, permissions, versions, owners and 
operational boundaries. Business agents execute work. 
Control agents validate fraud, compliance, authority 
and audit requirements. Platform agents manage 
orchestration, knowledge, monitoring and governance.

Core capabilities of an insurance 
AI platform
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Life insurance application: An underwriting agent can 
prepare a decision packet while a Medical Evidence 
Agent retrieves and reconciles data from permi�ed 
sources, a Suitability Control Agent checks required 
evidence and validity, while an Authority Validation 
Agent confirms whether the case may proceed 
autonomously. The platform should treat these agents 
as a coordinated set of assets rather than as separate 
point solutions. Similar examples exist around claims 
with a claims registration agent, validation agent, 
subrogation process agent, decision/adjudication 
agent and communication agent. 

P&C application: A submission intake agent structures 
the ACORD/broker packet while an exposure and 
loss-history agent enriches COPE, CAT and prior-loss 
data, an appetite/eligibility control agent validates 
guidelines and an authority validation agent confirms 
whether the risk can bind autonomously. On the claims 
side, an FNOL agent, a coverage validation agent, an 
estimate/adjudication agent and a 
payment/communication agent operate as a 
coordinated set rather than separate point solutions.

The platform should typically cover the following capabilities. Agent execution provides the action 
layer; decision intelligence and knowledge services provide reasoning context; the data foundation 
provides trusted information; and runtime governance and AI operations provide control and scale.

3.1. 
Enterprise agent framework



Expose business rules, decision policies, delegated authority, confidence thresholds, escalation 
mechanisms and human approval points as platform services. The platform should determine not 
only how a recommendation is produced, but also whether the system is authorized and sufficiently 
confident to act.

3.2. 
Decision intelligence

Life insurance application: Under life business, simplified-issue term or whole life may be issued 
autonomously only when face amount, age/product eligibility, evidence, fraud/identity checks and 
actuarial bands are satisfied. Annuity suitability recommendations should remain within defined 
suitability controls and route concerns, conflicts, missing evidence or low confidence to an advisor 
or principal. Under the prope�y insurance business, a policy may be issued based on the location 
flood history, prope�y age and other conditions to enable auto issuance of a policy.

P&C application: A small-commercial BOP or personal auto risk may bind autonomously only when 
premium size, class/state eligibility, exposure, CAT concentration and loss-history thresholds are 
satisfied; CAT-exposed, large-limit or loss-heavy risks route to an underwriter. In claims, low-value 
physical-damage payments proceed within limits, while injury, subrogation, litigation or 
fraud-flagged claims escalate.

Make trusted data products, source lineage, business definitions, quality indicators, freshness and 
ownership available to agents and workflows. The platform should consume reusable data products 
rather than recreate project-specific pipelines for every use case.

3.3. 
Data and context foundation

Life insurance application: For life underwriting and servicing, agents need a consistent view of 
application data, policy status, beneficiary information, medical evidence, financial information, 
contract terms and relevant product rules. For autonomous servicing, the platform should be able to 
see whether the underlying policy, identity, ownership and beneficiary data are complete and current 
enough to act.

P&C application: For auto insurance, agents need prior accident and claim data, traffic violation data 
and driving pa�ern data, in addition to policy rules, to determine policy issuance.



3.4. 
Enterprise knowledge services

Provide governed access to product definitions, underwriting guidelines, claims and servicing 
procedures, operational policies, regulatory requirements and approved enterprise knowledge. 
Knowledge retrieval should preserve the source context and make the basis for an output 
traceable. The platform should provide knowledge services that enable agents to retrieve and use 
trusted information consistently across the enterprise.

3.5. 
Runtime governance

Autonomous operations require governance, including guardrails during execution. The AI platform 
should enforce controls at all these stages:

Insurance application: Agents should retrieve the applicable product rules, rider provisions, 
beneficiary procedures and approved service instructions for the specific policy or product version. 
This is especially impo�ant for longer-term products, where generic guidance can yield the wrong 
outcome even when the underlying model is accurate.

P&C application: Agents should retrieve the applicable underwriting guidelines, ISO/proprietary 
forms, endorsements, state-specific rules and approved claims-handling procedures for the correct 
policy form and version critical where coverage interpretation (for example, exclusions or sub-limits) 
can drive the wrong outcome even with an accurate model.

Insurance application: A beneficiary change should require identity and ownership validation, 
permi�ed beneficiary checks, consent or e-sign evidence where required and confirmation before 
execution. A policy surrender workflow should enforce surrender value checks, policy status checks 
and duration checks, record the evidence pack and escalate exceptions instead of just completing 
the transaction.

P&C application: A mid-term endorsement (added vehicle, increased limit, additional insured) should 
enforce eligibility, exposure re-rating and premium-impact confirmation before execution. A claim 
payment should validate coverage-in-force, limits/deductibles, reserve authority and payee 
verification, capture the evidence pack and escalate exceptions rather than auto-completing.

Before action

• Identity validation

• Authorization checks

• Data access controls

During action

• Business policy 
enforcement

• Authority validation

• Compliance 
monitoring

After action

• Audit logging

• Evidence capture

• Outcome 
monitoring



3.6. 
AI operations

Treat agents and orchestrations as production services with observability, incident management, 
release controls, pe�ormance monitoring and business outcome measurement. Monitor technology 
health, agent behavior, exceptions, escalation rates, control failures, drift and the business metrics 
that justify autonomy.

Life and annuity application: Monitor simplified-issue issuance quality, underwriting exception rates, 
servicing reversals, beneficiary-change disputes, annuity suitability overrides, complaint signals and 
outcome differences across customer groups. Where thresholds are breached, autonomous 
operations should be suspended or narrowed until the issue is investigated and cleared.

P&C application: Monitor auto-issuance/bind quality, underwriting referral and declination rates, 
rating accuracy, endorsement reversals, claims cycle time, leakage, reserve adequacy, 
reopened-claim rates and litigation/complaint signals, suspending or narrowing autonomy where 
thresholds are breached.



Stage Platform role Required controls Insurance example

Retrieve, summarize, draft 
and present evidence to 
a human.

Source traceability, 
data quality signals, 
output review and 
responsible-use controls.

Underwriting evidence 
summary; policy and claims 
knowledge retrieval.

Submission/loss-run 
summarization, FNOL summary 
and coverage/policy-language 
retrieval for the adjuster

AI Assist

Combine sources, apply 
rules/models, 
recommend or route 
actions within thresholds.

Model validation, 
confidence thresholds, 
explainability, override 
tracking, drift monitoring 
and evidence capture.

Risk triage; mo�ality-band 
recommendation; annuity 
suitability suppo� with advisor 
sign-off.

Submission appetite/eligibility 
triage; rating and pricing-tier 
recommendation within filed 
rates; claims severity/complexity

AI Augmented

Execute approved 
actions without routine 
human approval within 
delegated authority.

Identity and authorization, 
authority gates, exception 
routing, audit trail, 
real-time monitoring, kill 
switch.

Routine life servicing; small 
face-amount simplified-issue 
issuance; low-complexity 
benefits transactions.

Straight-through 
issuance/renewal of 
small-commercial (BOP) and 
personal-lines risks within 
appetite; auto-adjudication of 
low-value, low-complexity 
claims (glass, towing, minor 
prope�y).

Autonomous

Platform role across the AI 
maturity journey
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The platform should suppo� a controlled progression from AI Assist to AI Augmented to autonomous 
operations. Organizations should move between stages only when results are proven, data is reliable, 
accountability is clear, exception levels are acceptable and monitoring is effective. Some processes 
should remain at AI Assist or AI Augmented due to complexity, customer impact or regulation.



Life and annuity platform 
applications
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The individual life and annuity segment is an impo�ant test of platform maturity because it 
combines long-duration customer relationships, mo�ality and longevity risk, sensitive evidence, 
suitability considerations and service transactions that can materially affect policyholders and 
beneficiaries. The following are key points to be considered in each of these critical business areas:

Accelerated underwriting data aggregation

The platform can assemble prescription history, application data and other 
permi�ed evidence into a structured underwriting packet, reducing manual 
retrieval and reconciliation. It should preserve source lineage, consent status, 
evidence timestamps and data-quality signals so the underwriter can 
distinguish a complete evidence set from a pa�ial one.

Advisor and agent illustration / needs-analysis copilot

An agent can bring together approved product a�ributes, client facts and 
needs-analysis inputs to draft an illustration or discussion summary 
consistent with current product rules. The platform should control which 
product definitions and rates are used and should keep the final 
recommendation and communication under the required human review.

Annuity suitability and best-interest suppo�

The platform can assemble customer objectives, financial profile 
information, existing contracts, product a�ributes, etc., to produce a 
structured basis for recommendations. It should enforce required 
documentation and sign-off steps, identify conflicts and route cases that 
require professional judgment, rather than treating the recommendation as 
an autonomous decision.

Predictive mo�ality decisioning for routine risk bands

A mo�ality or risk model can suppo� preferred/standard classifications when 
the use case has been validated and the risk falls inside approved actuarial 
and underwriting bands. Cases outside those bands should move to human 
underwriting, with the model output retained as evidence.

4
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2
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Autonomous in-force servicing

Routine beneficiary changes, address updates, etc., can be executed through 
orchestrated workflows when identity, ownership, policy status and 
transaction-specific controls are satisfied. The platform should maintain 
confirmation notices, evidence of consent, applicable tax prompts and a 
complete service audit trail.

In-force service chatbot and agent assistance

A service agent can retrieve policy-specific terms, current values, servicing 
procedures and approved response content to answer routine inquiries. It 
should distinguish informational responses from transactions and escalate 
when the request is disputed, ambiguous or outside the customer or 
producer authority boundary.

Simplified-issue autonomous issuance (STP cases)

For small face amounts, the platform can coordinate quotes, evidence 
checks, underwriting rules, identity/fraud checks and issuance when the 
case stays within approved parameters. It should automatically stop in 
response to medical mismatches, conflicting external evidence, replacement 
concerns, missing consent or other predefined exceptions.
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Automated submission intake and clearance

The platform can assemble ACORD forms, broker 
emails and loss runs into a structured underwriting 
packet with source lineage and data-quality signals, 
so the underwriter can distinguish a complete 
submission from a pa�ial one.

Exposure, CAT and accumulation suppo�

The platform can aggregate COPE, geospatial 
and accumulation data to produce a structured 
risk-selection basis, flagging concentration or 
aggregation breaches for underwriter judgment.

Producer/underwriter quoting and appetite copilot

An agent can bring together appetite rules, filed 
rates and risk facts to draft a quote or indication 
consistent with current guidelines, keeping bind 

authority under the required human review.

Straight-through issuance for small 
commercial/personal lines

For in-appetite risks, the platform can coordinate 
quote, eligibility, rating and issuance, automatically 

stopping for CAT concentration, loss-history 
triggers or missing information.

FNOL and claims adjudication

The platform can auto-adjudicate low-complexity, 
low-value claims (glass, towing, minor prope�y 

damage or auto physical damage) within limits and 
escalate injury, coverage-dispute, subrogation, 

litigation or fraud-flagged claims to an adjuster.

Prope�y and casualty platform 
applications
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The prope�y and casualty segment tests platform maturity across high-volume transactions, 
exposure and catastrophe risk, coverage complexity and claims that materially affect policyholders. 
The following P&C applications mirror the life and annuity capabilities described above.

Autonomous policy servicing and endorsements

Routine endorsements, renewals and ce�ificate/COI 
issuance can be executed when eligibility, exposure 
re-rating and controls are satisfied, retaining 
confirmations and a full audit trail.
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Industry-specific SLMs
7
The insurance industry is increasingly exploring the adoption of Small Language Models (SLMs) 
alongside enterprise LLM platforms to address domain-specific use cases that require lower latency, 
lower compute requirements and reduced infrastructure costs. SLMs can be fine-tuned on 
insurance-specific knowledge areas described above and deployed closer to business functions or 
within enterprise boundaries, enabling greater control over sensitive customer and policy data while 
helping meet privacy and regulatory requirements. They can efficiently handle routine operations 
such as claims classification, policy servicing, document understanding and underwriting suppo�, 
while complex reasoning and generative tasks are escalated to larger LLMs. This hybrid approach 
optimizes pe�ormance, significantly reduces inference and operating costs, minimizes unnecessary 
exposure of sensitive data to large foundation models and creates a scalable, secure and 
cost-effective enterprise AI ecosystem. The SLM should encompass the domain intelligence layer, 
standardized API-based integration and independent governance and guardrails so that it remains 
interoperable with different enterprise AI platforms and foundation models.

AI platform success measures
8
Platform success should be measured in business terms, not only technical metrics. The measures 
should demonstrate whether the platform is narrowing the gap between information and action 
while maintaining autonomy within acceptable risk bounds.

Adoption and reuse. 
Number of business workflows 
and functions using shared 
agents, knowledge services, 
data products and control 
services.

Workflow pe�ormance. 
Turnaround time, 
straight-through processing, 
handoff reduction, exception 
rates and human effo� per 
transaction.

Agent and model 
pe�ormance.
Accuracy, confidence, drift, 
stability, tool-use behavior, 
latency and reliability by 
production use case.

Business outcomes. 
Underwriting productivity and 
quality, claims efficiency and 
leakage, servicing experience, 
retention, distribution 
productivity and customer 
experience.

Control effectiveness. 
Regulatory compliance, 
authority breaches prevented, 
audit evidence completeness, 
policy-violation rates, override 
pa�erns, escalation quality and 
kill-switch readiness.



Conclusion
The next phase of AI adoption in insurance is not about deploying more copilots, models or isolated 
automation solutions. It is about creating a scalable operating environment in which AI can 
pa�icipate safely in business decisions and processes across the enterprise.

The Enterprise AI platform provides an execution foundation by orchestrating agents, workflows, 
decisions, data, enterprise knowledge, integrations, governance controls and human intervention 
through a common operating model. It enables insurers to move from isolated experimentation 
toward repeatable, governed and measurable autonomy while preserving the flexibility to use both 
internally built and externally sourced capabilities.

For life and annuity operations in pa�icular, the platform should make it easier to distinguish 
routine, evidence-based actions from cases that require expe� judgment. The objective is 
controlled scale: more straight-through processing where risk is bounded, be�er human decisions 
where complexity remains and an evidence trail that allows the insurer to explain, monitor and 
improve every level of autonomy.

Author

Srinivasan Iyengar 
Sr. Solution Principal - Insurance
HCLTech

Srinivasan Iyengar is a life, annuity and group insurance expe� 
with four decades of global insurance experience, including 
consulting engagements advising clients on their business and 
technology transformation journeys. He has held several senior 
leadership positions within insurance organizations and is widely 
recognized for his expe�ise in driving business and technology 
transformation, enabling organizational change, and delivering 
strategic outcomes.




