
WHY INSURERS ARE ADOPTING AGENTIC AI · UNDERWRITING

The insurers that act now will define the market. 
The rest will follow.

”
6.1× SHAREHOLDER 

RETURN

AI leaders in insurance have created 6.1x the total shareholder return of 

laggards over five years. That is a spread wider than in any other sector in the 

world.

— McKinsey · 2025

87%
YoY growth in insurance AI deployments in 2025

16%
of P&C insurers currently use AI in underwriting

70%
of insurers plan to adopt AI by 2028. Up from 16% today.

Agentic AI now accounts for 1 in 5 public insurance AI deployments. The window to move first is open. But it will not stay open for long.
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RESULTS FROM LIVE DEPLOYMENTS

What leading insurers are already achieving.

3–5pts
Loss-ratio improvement

$40M
Annual profit gain on a $1B portfolio

99%
Faster quote turnaround · 72 hrs → 180 sec

40%
More underwriter capacity, same team

CASE STUDY

Hiscox

Cut underwriting time from 72 hours to 180 seconds. 

A 99% reduction with no drop in decision quality.

72 hrs

180 sec

CASE STUDY

N2G Worldwide

40% more underwriter capacity alongside 60% shorter cycle times. 

Same team, significantly more output.

capacity +40%

cycle −60%
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Sources: Hiscox & N2G Worldwide case data. Figures illustrative.

https://www.hiscoxgroup.com/news/press-releases/2023/12-12-23
https://www.hiscoxgroup.com/news/press-releases/2023/12-12-23
https://www.celent.com/en/insights/135643013
https://www.celent.com/en/insights/135643013
https://www.hiscoxgroup.com/news/press-releases/2023/12-12-23
https://www.celent.com/en/insights/135643013


THE REAL PROBLEM

But "agents everywhere" creates new problems.

01

Rising token costs
Calling a premium AI model on every step is 

expensive. Token spend grows with every 

submission you process. Most teams have no idea 

which steps actually need AI and which ones are 

just burning budget.

Cost scales with every submission

02

AI governance & auditability
Regulators require a full audit trail for every 

decision (NAIC, NYDFS, ECDIS). When a language 

model prices a risk, you cannot explain exactly why. 

That makes the output hard to defend and almost 

impossible to approve.

Pricing you can't defend to regulators

03

Human-in-the-loop complexity
Most platforms give you two options: fully manual 

or fully automated. Neither works well in practice. 

Routing complex cases to senior underwriters while 

letting standard risks move through automatically is 

genuinely hard to build and even harder to maintain.

All-or-nothing automation

04

Talent & operational gaps
70 to 80% of digital talent needs to be in house to 

sustain an AI transformation. Most underwriting 

teams do not have the engineers to build, improve, 

and adapt these workflows over time.

Engineers you can't hire fast enough

THE TENSION Getting AI into underwriting is not the hard part. Keeping the cost down, staying compliant, and staying in control is.

unmeshed CHALLENGES 03 / 06



HOW UNMESHED HELPS

Unmeshed is the orchestration layer between AI and production.
Deterministic where you can. AI where you must.

ORCHESTRATION ENGINE

WITHOUT

$0.32
WITH

$0.013 96%
lower

COST

Token 
costs

Only 2 of 10 steps actually need AI. Code handles the rest, with 

built-in caching. That brings the cost from $0.32 down to $0.013 

per submission. A 96% reduction.

96% lower cost per submission

GOVERNANCE

Auditability

Pricing and risk scoring run as code, not AI estimates. Every step is 

exact, reproducible, and logged. Fully ready for NAIC, NYDFS, and 

ECDIS.

Audit-ready by design

HUMAN

Human in the loop

Standard risks move through automatically. Complex cases go to 

senior underwriters. Underwriters review the AI summaries and 

make the final call.

Underwriters keep final say

OPS

Operational fit

One engine for AI, code, APIs and humans. Workflows live in 

weeks. Swap models without re-architecting.

Live in weeks, not quarters
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THE UNDERWRITING OPERATING SYSTEM · 45 CAPABILITIES

We run AI on just 9 of 45 capabilities. And we measure every one.
WHERE AI RUNS · BY DOMAIN AI Deterministic

INTAKE 3 AI

RISK SELECTION 3 AI

PRICING 1 AI

QUOTE, BIND & ISSUE 2 AI

PORTFOLIO MANAGEMENT
all 

det.

OPERATIONAL PERFORMANCE all 
det.

AI ACCURACY · THE 9 WE TRUST TO A MODEL

Document understanding
INTAKE

94%

Schema-led extraction
INTAKE

93%

Broker outreach
INTAKE

95%

Rationale generation
RISK SELECTION

92%

Complexity triage
RISK SELECTION

91%

Claim intelligence
RISK SELECTION

90%

Recommendation outputs
PRICING

92%

Quote generation
QUOTE, BIND & ISSUE

95%

Exception handling
QUOTE, BIND & ISSUE

89%

9/45
9 of 45 capabilities use AI. Only where language and 
judgment add value. 36 36 run as deterministic code, rules, and APIs. 100% 

reproducible, zero cost. ~80% lower AI cost per submission. From $0.41 down to 
$0.08.
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Capability framework: McKinsey "underwriting operating system" (45 capabilities, 6 domains). Accuracy/reliability & cost figures illustrative.

https://www.mckinsey.com/industries/financial-services/our-insights/insurance-blog/the-future-underwriting-operating-system-from-inbox-to-ai-nerve-center


unmeshed INSURANCE UNDERWRITING

Ready to cut your 
underwriting costs?
We will map your current workflow, show you exactly where 

the cost is, and have Unmeshed running in weeks. Not months.

Book a Demo → unmeshed.io

Weeks to live, not months Auditable, deterministic core 96% lower cost per submission
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https://unmeshed.io/contact
https://unmeshed.io/contact
https://unmeshed.io/contact
https://unmeshed.io/contact
https://www.mckinsey.com/industries/financial-services/our-insights/insurance-blog/the-future-underwriting-operating-system-from-inbox-to-ai-nerve-center
https://www.hiscoxgroup.com/news/press-releases/2023/12-12-23
https://www.n2gworldwide.com/

