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How Agentic AI 
Is Reshaping the 
Economics of Sales and 
Service in P&C Insurance
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Executive Summary 
Sales and service leaders across P&C insurance are operating in a 
fundamentally different economic environment than even five years ago. Growth 
remains a board-level mandate, yet the levers that historically delivered scale—
more agents, more marketing spend, more distribution partners—are delivering 
diminishing returns.

Customer acquisition costs have risen sharply across personal and small 
commercial lines, driven by digital advertising inflation, heightened price 
transparency, and aggressive re-shopping behavior. At the same time, customer 
expectations for speed, clarity, and personalization have been set by industries 
far outside insurance. Service interactions that once felt acceptable now feel 
slow and fragmented.

Carriers have responded rationally. They have modernized core platforms, 
digitized customer journeys, and introduced automation and AI across sales 

The core thesis is clear. P&C carriers that continue 
to deploy AI as a productivity layer will see marginal 
improvements. Those that deploy agentic AI as an 
operating model will reset the cost, conversion, 
and retention economics of sales and service—and 
create durable competitive advantage.

and service. These moves mattered. They reduced friction and improved 
efficiency. But they have not changed the underlying economics. Most gains 
have been incremental, while cost pressure has continued to compound.

This paper argues that P&C insurance has reached the ceiling of what task-
based automation and assistive AI can deliver in sales and service. The next 
wave of advantage will not come from doing the same work faster. It will 
come from doing fundamentally different work—and doing it with precision.

Agentic AI represents that shift. Unlike traditional AI tools that support 
isolated tasks, agentic systems are designed to own outcomes. They can 
interpret intent, coordinate actions across systems, and decide when and 
how to involve licensed professionals. In sales and service, this enables a 
move from headcount-driven execution to intent-driven orchestration.
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The Structural Breakdown in 
P&C Sales Economics

For many carriers, sales performance looks healthy on the surface. Quoting 
volumes are up. Digital traffic is strong. Yet the unit economics tell a different 
story.

Across personal and small commercial lines, customer acquisition costs have 
increased materially since 2020, driven by higher digital marketing spend, 
broker competition, and re-shopping behavior¹. At the same time, improvements 
in quote-to-bind ratios have been modest. The result is a widening gap between 
growth ambition and sales efficiency. 

The root cause is not demand. It is friction.

Digital sales journeys most often fail at moments of  complexity. Coverage 
comparisons, underwriting questions, eligibility clarifications, and regulatory 
disclosures still require licensed expertise. When customers encounter these 
moments, the experience often degrades. Journeys stall, decisions are deferred, 
and prospects defect to alternative carriers.

Sales organizations attempt to compensate by adding channels, tightening 
response-time SLAs, or expanding inside sales teams. These measures  treat 
symptoms rather than structure. Licensed agents remain the bottleneck 

because they are deployed based on availability rather than intent. BCG 
research on insurance distribution shows that top-quartile carriers do not 
win by engaging humans earlier. They win by engaging them later and more 
precisely, when customer intent and conversion probability are highest². 
Traditional automation cannot reliably make that distinction because it lacks 
contextual decision-making across signals.

This is the economic fault line agentic AI addresses.

1.McKinsey & Company, Global Insurance Distribution and Marketing Insights, 2024
2.Boston Consulting Group, Insurance Distribution Excellence, 2025
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Service Operations Are Now a 
Retention Risk
Service was once viewed primarily as a cost center. In today’s P&C market, 
it is a direct driver of retention, cross-sell, and lifetime value. Policy servicing 
interactions have increased in both frequency and complexity. Mid-term 
endorsements, billing changes, coverage updates, and claims-adjacent 
inquiries often span multiple systems and functions. Customers experience this 
as repetition, delay, and inconsistency.

At the same time, customer tolerance has declined. Industry surveys 
consistently show that policyholders now benchmark insurers against digital-
first experiences in banking, retail, and travel, not against other carriers³.

The operational impact is visible. Call volumes spike after CAT events and 
during renewal cycles. Average handle times increase as agents navigate 
fragmented workflows. First-contact resolution declines. Attrition quietly rises. 
Traditional automation helps, but only to a point. Scripts, chatbots, and IVR 
deflection can handle simple requests. The moment judgment or coordination 
is required; humans must step in and reassemble the journey.

Agentic AI changes the equation by taking 
ownership of the journey itself, not just 
individual tasks.

3. Accenture, Insurance Consumer Study, 2024
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The Licensed Talent Constraint
The most under-discussed constraint in P&C sales and service is talent.

Licensed professionals are increasingly difficult to recruit and retain. Wage 
inflation, burnout, and demographic shifts are reducing supply at the same time 
demand for expertise is rising. According to industry estimates, a significant 
portion of licensed agent time is still spent on administrative or 
low-complexity work⁴.

This is not a temporary labor issue. It is a structural misallocation of scarce 
expertise.

Carriers that continue to scale sales and service through headcount expansion 
will face deteriorating margins. The alternative is not replacing humans, but 
radically changing how and where human judgment is applied.

4. Deloitte, Future of Insurance Talent, 2023
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Why Traditional AI Has 
Reached Its Ceiling
Most P&C carriers are already using AI. Fewer are seeing material 
economic impact.

Industry research indicates that while over 70 percent of insurers have active 
AI initiatives, fewer than 25 percent have scaled those initiatives beyond 
pilot deployments⁵. Most use cases remain narrow and tactical: document 
extraction, chat-based assistance, summarization, or internal productivity 
tools.

These capabilities deliver real value, but they are inherently reactive. They 
wait for prompts. They optimize discrete steps. They do not own outcomes.

Sales and service, however, are outcome-driven domains. Value is created 
across chains of decisions: when to engage, how to prioritize, what to 
escalate, and when to hand off to a human.

Traditional AI struggles in this environment because it lacks persistence, 
autonomy, and contextual awareness across time and systems.

5. Sikich, Why P&C Insurance Must Evolve Its AI Strategy with Agentic AI, 2025
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Agentic AI systems operate with three defining characteristics.

First, they are goal oriented. An agent is designed around an outcome, 
such as progressing a prospect toward bind or resolving a service 
request end to end.

Second, they maintain context and memory. They understand where 
a customer is in a journey, what has already occurred, and what should 
happen next.

Third, they act autonomously within guardrails. They can initiate 
actions, coordinate systems, and adapt based on new information, 
while escalating to humans when regulatory, financial, or relationship 
thresholds are reached.

What Makes Agentic AI Different

This is not about replacing licensed professionals. It is about allowing humans 
to focus on moments that truly require expertise, judgment, and trust.
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The Agentic Sales and Service 
Operating Model
Agentic AI enables a shift from people-centric execution to intent-centric 
orchestration.

Instead of organizing sales and service around queues and availability, carriers 
can organize around signals.
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Figure 1: Agentic AI–Led Sales and Service Orchestration Model

Intent and complexity assessment 

across customer, product, and risk dimensions

Targeted human engagement 

for licensed advice and decisioning

Autonomous action, 

including follow-ups, document collection, and status updates

Signal intake 

from digital, broker, call, and renewal channels

Continuous learning 

based on outcomes

Agentic AI–Led Sales and Service Orchestration Model

This model allows carriers to improve conversion and service quality without linear increases in cost.
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In sales, agentic AI pre-qualifies 
leads, manages follow-ups, and 
sequences engagement before human 
involvement. Licensed agents enter 
conversations with context rather than 
starting from scratch.

Early deployments show measurable 
improvements in quote-to-bind ratios 
and licensed productivity, particularly in 
small commercial and specialty lines⁶.

In service operations, agentic systems 
can resolve routine endorsements, 
proactively detect churn risk, and 
coordinate cross-system changes. 
Humans focus on exceptions and high-
value interactions.

This reduces handle time while 
improving first-contact resolution and 
customer satisfaction.

Agentic AI does not replace underwriting 
judgment. It removes noise.

By gathering data, synthesizing 
submissions, and managing follow-ups, 
agents free up underwriters to focus on 
appetite, pricing, and portfolio quality.

10

The Agentic Sales and Service Operating Model

6. Insurtech Insights, Is Agentic AI Changing the Fundamental Economics of Insurance, 2026

Sales Conversion 
Without Linear Cost 
Growth

Service That Protects 
Retention

Underwriting 
Enablement Without 
Overreach
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Governance and Trust Are
Non-Negotiable
Sales and service decisions sit under regulatory scrutiny. Any autonomous 
system must be transparent, auditable, and controllable.

This is essential not only for regulators, but for internal adoption and trust.

Successful agentic deployments embed:

Explicit decision 
boundaries

Human-in-the-loop 
escalation

Full audit trails Policy- and 
jurisdiction-specific 

rules
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Treating agentic AI as a pilot rather than an operating model

Fragmented ownership across IT and business

Poor change management for frontline teams

BCG notes that nearly three-quarters of large-scale insurance transformations 
still fail due to governance, prioritization, and adoption issues rather than 
technology limitations⁷.

Most failures are not technical. They are organizational.

Common pitfalls include:

Why Many Agentic Initiatives Fail

7. Boston Consulting Group, How Agentic AI Can Power Core Insurance IT Modernization, 2026
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A Practical Adoption Roadmap for Sales and Service Leaders

Phase 1: 
Target High-Friction 
Journeys

Focus on personal and small 
commercial sales and servicing 
where breakage is visible and 
measurable.

Phase 2: 
Deploy Agentic 
Orchestration

Introduce agents that manage 
sequencing, follow-ups, and 
coordination before 
expanding scope.

Phase 3: 
Redefine 
Human Roles
Shift licensed professionals 
toward advice, negotiation, 
and retention.

Phase 4: 
Scale With 
Governance
Extend across products and 
geographies with embedded 
controls and performance 
tracking.
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Artificial Intelligence. Automation. Cloud Engineering. Advanced Analytics. For Enterprises, these are key factors of success. For us, they’re our core expertise.

We work with global iconic brands. We bring them a unique value proposition through market-leading technologies and business process excellence. At the heart of it all is Digital Engineering Services – the foundation that powers rapid innovation and sca lable business 
transformation.

We’ve created 363 unique and independent inventions, 250 of which are AI-based and rolled up under several patent grants in critical technologies. Leveraging our advanced products and platforms, we drive digital transformation at scale, optimize critical business 
operations, reinvent experiences, and pioneer new solutions, all provided through a seamless “as-a-service” model.

For each company, we provide new keys for their businesses, the people they work with, and the customers they serve. With proven strategies and agile execution, we don’t just enable change – we engineer digital outcomes.

sutherlandglobal.com

The Strategic Implication for
P&C Leaders
Agentic AI is not a technology upgrade. It is an economic lever.

Carriers that use it to save  handle time will see limited gains. 
Those  who use it to re-architect how workflows across sales 
and service will unlock step-change improvements in growth, 
cost, and customer trust.

The future of P&C sales and service will not be defined by 
how many agents a carrier employs. It will be defined by how 
intelligently human expertise is deployed.

https://www.youtube.com/c/sutherlandcorp?utm_source=internal&utm_campaign=-emailsignature-
https://twitter.com/sutherlandcorp??utm_source=internal&utm_campaign=-emailsignature-
https://www.linkedin.com/company/sutherland-global-services/??utm_source=internal&utm_campaign=-emailsignature-
https://www.sutherlandglobal.com/

