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Executive Summary 
Companies in the insurance sector have already invested in automation, 
and digital platforms. There is a gap in the way people interact with these 
systems and make use of them. It is directly affecting growth, service quality, 
and operational speed. 

Customers and brokers expect instant responses, clear updates, and 
support that works on their schedule. P&C insurers today still rely on calls, 
emails, and manual workflows to meet these expectations. As demand 
increases, this model becomes hard to scale.  

Conversational AI has the potential to act as an interaction layer across the 
insurance value chain, helping customers, brokers, and employees access 
information, complete actions, and move workflows forward without delays. 

When used across the sell, serve, and operate model, conversational AI can 
improve customer interactions and streamline business operations. 

As adoption matures insurers can respond faster and manage higher 
volumes without increasing costs at the same pace. Conversational data 
also becomes a valuable input for improving underwriting, and overall 
decision-making.  

The long term opportunity lies in embedding conversational intelligence 
across distribution, servicing, underwriting, and operational workflows. 

When integrated the right way, conversational AI can improve customer and 
broker engagement, speed up decision-making, reduce operational 
workload, and support scalable 24×7 insurance operations. 

This paper outlines how conversational AI fits into the P&C insurance 
operating model, where it creates the most impact, and how insurers can 
move from basic chatbot use cases to more integrated, intelligent 
operations. 



The Insurance Industry Has an Interaction Gap 
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The insurance industry is being measured on three fronts: growth, service 
quality, and operational speed. The interaction gap sits right at the heart of 
these three. Customers, brokers, and partners expect high-standard updates 
and support. 

Many companies today are still trying hard to keep up with these modern 
expectations, relying on calls and emails handled manually. 

Current interaction models may have become outdated. The implementation 
is focused on basic queries such as answering FAQs or simple service requests. 
A large part of the value chain still remains untouched. 

This gap opens up a clear opportunity for conversational AI to change how 
insurers connect with customers, brokers, and other stakeholders. 

It makes interactions faster by giving customers, brokers, and employees a 
direct path to information, actions, and support across channels and time 
zones. 

The next phase of insurance transformation is about better access to those 
systems. 

Customers and brokers today expect instant answers that fit their schedule 
more than ever before, driven in part by growing awareness of recent AI 
advancements. Insurers that cannot meet these expectations risk losing trust, 
loyalty, and future business. 

This is one of the main reasons many P&C insurers are moving toward 
conversational AI over traditional service models. It has the capability to help 
insurers manage thousands of routine interactions at the same time, without 
scaling costs at the same pace.

Why Conversational AI Is Becoming a 
Competitive Necessity 
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Hiring people every time demand rises is not feasible, and conversational AI 
can play a major role here by absorbing sudden surges and keeping response 
times stable when customers need help most.  

At the same time, policyholders and distribution partners now expect the kind 
of real-time digital experience they already receive from banking, retail, and 
technology companies. 

Experience quality is becoming a key competitive differentiator, particularly in 
claims and customer servicing. 

Insurance also operates under strict rules and complex processes. 
Conversational AI can be trained on approved workflows, policy guidelines, and 
compliance requirements, which helps teams deliver more consistent 
responses in a market where experience is increasingly tied to growth. 

McKinsey estimates Gen AI could create $50 billion to $70 billion in additional 
value for the insurance industry.  

Every industry runs on three connected functions: Sell, Serve, and Operate. 
For insurance companies, growth depends on winning new customers, the 
trust they build through service, and the efficiency of their operations. 
Conversational AI has a role across all three. 

The Insurance Operating Model: Sell, Serve, Operate 
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The main reason many insurers want this in their day-to-day operations is that 
conversational AI offers always-on availability, can manage heavy workloads, 
and delivers more consistent responses based on approved rules and 
knowledge.  

It works as strong support for human teams and gives them more time to 
focus on decisions that require judgment and experience.  

The existing conversational AI adoption in insurance is still limited in 
scope.  

In personal lines, insurers have moved faster.  

Higher volumes, standardized products, and direct digital channels 
make it easier to implement conversational AI at scale. 

In commercial P&C, adoption has been slower.  

Current State of Adoption 



The Conversational Insurance Value Flywheel 
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Distribution is broker-driven, underwriting is more complex, and submissions 
often involve multiple documents and custom coverage structures. 

That said, this is starting to change. Advances in Gen AI and document 
intelligence are making it easier to apply conversational AI in underwriting, 
operations, and more complex workflows. 

Conversation AI Insurance Reference Architecture 

A growing pool of business intelligence shaped 
by every interaction 

A single interface connects people to core insurance systems instead of 
separate access points. This helps move work forward and resolve queries 
faster. 

Each interaction creates useful signals across customers, brokers, and 
operations. Throughout insurance operations, these signals build on each 
other, helping insurers improve overall performance. 
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The value flywheel operates through a continuous cycle: 



High-Impact Use Cases in the Insurance Value Chain 
To understand Conversational AI better, let us take you through some 
high-impact use cases across the insurance value chain. 
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Stage 3: Intelligent Assistants 
AI starts supporting employees as well as customers. It can understand 
business context, assist with workflows, and help teams in their day-to-day 
work. 
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Stage 1: Basic Chatbots 

The move from manual service models and basic chatbots to advanced AI 
usually happens in stages. The growth is gradual, and insurers implement 
conversational AI systems based on how they support decisions, workflows, 
and enterprise operations. Have a look at these stages. 

Stage 2: Transaction Support 

This is where many insurers begin. AI is used to answer common questions, 
share policy details, guide website visitors, and reduce pressure on support 
teams. 

It helps with volume, but the role is still limited. These systems can respond to 
requests, though they are not built to handle deeper tasks or more complex 
decisions. 

This is where AI starts connecting with core systems such as claims, billing, 
CRM, and policy platforms. 

That gives customers and brokers a faster way to complete actions such as: 

• Checking claim status 

• Retrieving documents 

• Updating policy details 

• Requesting quotes 

This is where insurers begin seeing clearer business value through speed, 
convenience, and better service access. 

Maturity Journey from Basic Chatbots to 
Intelligent Insurance Operations 
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Stage 4: Autonomous Insurance Operations 

Long-Term Advantage of Conversational AI 

For example:

• Underwriter assistants that summarize submissions 

• Broker support tools that answer appetite questions 

• Claims assistants that help triage cases 

• Internal knowledge assistants for policy and compliance guidance 

This stage improves productivity and speeds up decision-making. 

This is the most advanced stage. AI systems can handle multi-step tasks, work 
across orchestrated systems, and trigger actions with limited manual 
involvement. 

For example: 

• Underwriting intake and routing 

• Automated claims workflows 

• Proactive risk alerts 

• Connected partner interactions across digital channels 

These systems can initiate actions and proactively monitor risk across 
connected platforms. 

A lot of insurers today remain in Stage 1 or Stage 2. The best part is that 
advances in Gen AI and Agentic AI are helping enterprises move toward more 
intelligent and integrated operations. 

The attributes of conversational AI immediately translate into faster 
responses and prompt customer support. This is just the surface of the sea. 
When you go deeper into the uses of conversational AI, there are other 
long-term advantages as well. 
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It’s best to adopt conversational AI in stages, with each phase focused 
on outcomes aligned with its operations. 

Strategic Roadmap for Insurance Leaders
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For years, insurers invested in systems. The next shift is making those systems 
easier to interact with. Conversational AI is transitioning from a customer 
servicing tool into a strategic layer for insurance operations. 

Up until now, customers, brokers and other stakeholders were 
waiting for updates.  

Implementing conversational AI changes that. 

• Customers get support when they need it. 

• Brokers receive quicker responses that help place business faster. 

• Underwriters spend more time on risk decisions instead of admin work. 

• Operations teams handle higher volumes with greater consistency. 

• Leadership teams gain clearer signals from daily interactions. 

This doesn’t mean people are replaced. Humans will remain in the loop for 
underwriting judgment, complex claims, relationship management, and 
strategic decisions. Conversational AI strengthens that expertise by removing 
friction around it.  

The next operating model insurers need to adapt to is one where 
conversational AI is embedded across sell, serve, and operate activities in the 
insurance value chain. 

What Insurance Leaders Should Focus On 

Next Operating Model for P&C Insurance  
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