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FIGURE 1 (EXECUTIVE SUMMARY) - EXECUTIVE SUMMARY

The Agentic Imperative — One Architecture, Three Mandates

One Architecture - Three Mandates

The same thesis, read by the three audiences who must act on it

Carriers & Capital Markets Operators
Regulators VC - PE - FUNDS MGAS - BROKERS - UWS
C-SUITE - SUPERVISORS

Fund the rails, not Leave the portals.
Govern in code. the storefront. Build the Dossier.
Freeze the core. Price margin, not Train the system.
Make trust the theater.
product.
v

One imperative — redesign the work; never automate a
broken process.

Figure 1 The Agentic Imperative resolves into a single architecture

that three distinct audiences must each act upon — the organizing
logic of this book’s Tri-Vertical structure.
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PLATE 1 - CHAPTER |

NEAR THIS SITE STOOD THE SHOP

BELONGING TO THOMAS FARYNER.

THE KINGS BAKER. IN WHICH THE
GREAT FIRE OF SEPTEMBER 1666 BEGAN.

PRESENTED BY
THE WORSHIPEUL COMPANY OF BAKERS
TO MARK THE 500th ANNIVERSARY OF
THEIR CHARTER GRANTED BY
KING HENRY VII IN 1486

Plate 1. The plaque on Pudding Lane marking the site of Thomas
Faryner’s bakehouse, where the Great Fire began in September 1666
— the catastrophe from which fire insurance was born. (Author’s
photograph, 2026.)
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PLATE 2 - CHAPTER |

CORPVRNGIONIORIEORIVOR]

SITE OF
|BEe)(»

COFFEE HOUSE
1691-1785

mm—

B | e |

Plate 2. The City of London plaque on Lombard Street marking the site
of Lloyd’s Coffee House (1691-1785), to which Lloyd’s house moved
from its first home in Tower Street — where underwriters wrote their
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PLATE 3 - CHAPTER |

names beneath the risk. (Author’s photograph, 2026.)

Each of these was a great decoupling: a shock that

produced a new instrument and a new institution, and that

quietly separated the houses which seized the instrument

from those which did not. The industry now stands inside

another such moment. The instrument is again new — an

intelligence that does not merely read the file but operates

it — and, as before, an institution is forming around it
while the field divides. What this chapter documents is that
division, measured: not the acceleration everyone can see,

but the divergence underneath it.

three centuries

1666 1688
Great Fire Lloyd's & the slip
of London SECOND DECOUPLING
c. 1750 BCE 1680 2026
Babylonian Barbon's Fire Office The Agentic Frontier
bottomry FIRST DECOUPLING THE NEXT DECOUPLING

Plate 3. The long pattern. At every shock the industry forged a new
instrument — the priced policy, the syndicated slip, and now the
operating agent — and each decoupling separated the firms that
adopted it from those that did not.

ZERO LEGACY - THE COMPANION



FIGURE 1.1 - CHAPTER |

A Distribution Coming Apart

FIGURE 1.1

A Distribution Coming Apart

Insurers destroying economic value, among the 100 largest U.S. P&C carriers

60
Half the industry (50 of 100)
m | e e e e e e e e e e e e e e T e e e
g
3 40 A
it
[
el
$ 20 1
s 9
.
2021 Interim 2025
study study study

Source: ACORD U.S. Property & Casualty Value Creation Study (2025 edition and prior editions).

Figure 1.1 The trajectory is not noise around a stable mean — it is a
distribution coming apart, with value destroyers approaching half of
the largest carriers. Source: ACORD U.S. Property & Casualty Value
Creation Study (2025 edition and prior editions).
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FIGURE 1.2 - CHAPTER |

Capital’s Verdict on the Vanguard

FIGURE 1.2

Capital's Verdict on the Vanguard
The premium for Al, in both funding share and entry price

Al share of InsurTech funding Median 2025 seed valuation
95.2%
1Y - 20 $18.1M
77.9%

e 151 $12.9M
50 10
25 5

0 0

Q4 Q1 Non-Al Al

2025 2026
Sources: Gallagher Re Global InsurTech Report (Q1 2026 Al funding share 95.2%, up from 77.9%); 2025 seed-stage valuation data.

Figure 1.2 Capital is not merely favoring Al; it is concentrating upon
it — paying both a higher share of all funding and a higher entry price
for the vanguard. Sources: Gallagher Re Global InsurTech Report;
2025 seed-stage valuation data.
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THE OPERATING STACKS MATRIX - CHAPTER |

decisions explicit here, in terms a frontline operator can

act on this quarter.

| The Operational Infrastructure Matrix

The matrix below contrasts the two operating stacks
across the dimensions that actually determine which side
of the divergence an operator lands on. Read top to
bottom, it is a diagnostic: each row a carrier or MGA can
locate itself against, and each cell in the right-hand column
a concrete migration target.

MATRIX 1 - THE TWO OPERATING STACKS

Operational The Legacy Value- The Vanguard Agentic

Dimension Destroyer Stack Stack

Data Ingestion Manual re-keying from Programmatic, agent-
email, PDF, and ACORD driven extraction; the
forms; humans orchestration layer
transcribe the parses unstructured

submission into the core input into a structured
submission object

Submission First-in-first-out human Agentic pre-clearance

Triage queue; clearance and against appetite and
appetite checks knockouts; only
performed by hand genuine exceptions

reach a human desk

ZERO LEGACY - THE COMPANION 9



THE OPERATING STACKS MATRIX

Operational

Dimension

The Legacy Value-
Destroyer Stack

CHAPTER |

CONTINUED

The Vanguard Agentic
Stack

Core System
Utilization

Pricing & Rating
Logic

Underwriting
Cognitive
Allocation

Guidelines &
Authority

Interoperability

Data Latency

Governance &
Audit

New-Line /
Regional
Expansion

Heavy system-of-record
that also executes
business logic; the
policy-admin system is
the bottleneck

Embedded in the core
or a black-box model;
difficult to audit, slow to
change

Underwriters spend the
majority of capacity
gathering, chasing, and
re-keying data

Binder, wiki, and senior
underwriters’ heads —
tribal, unversioned,
undiscoverable

Siloed systems, batch
files, and portal
scraping / RPA that
breaks the moment a
portal changes

Quarterly batch;
portfolio truth is
reported 90 days stale

Decision trail
reconstructed manually
and post hoc;
explainability is an
afterthought

A capital project — core
migration, manual
integration, incremental
headcount

ZERO LEGACY - THE COMPANION

Headless / thin core
used purely as a
booking system and
source of truth;
reasoning lives in the
layer above it

Externalized
deterministic rating
engine; rules and math
executed in code,
never by a language
model

Underwriters spend
capacity on pure risk
judgment; the machine
carries the data slog

Versioned, machine-
executable guideline
files; authority limits
and knockouts
expressed as code

REST APIs plus a
semantic layer and
open agent protocols
(e.g., MCP); systems
interoperate natively

Real-time; portfolio
state is current to the
last bound transaction

Governance embedded
in code; an auditable
Decision Dossier is
generated
automatically for every
decision

A software deployment
— configure the
guideline file and the
data connectors
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FIGURE 1.3 - CHAPTER |

The Decoupled Underwriting Pipeline

FIGURE 1.3
[ Raw Unstructured Submission Data ]

Email - PDF - ACORD forms - loss runs

PROBABILISTIC ZONE — LANGUAGE ONLY, NEVER THE PRICED
NUMBER

LLM Orchestration Layer ]
Parse - Classify - Extract

A4
[ Sub-Agents - Data Enrichment ]

Verisk - Dun & Bradstreet - geospatial
A4
Structured Submission Object ]

with per-field confidence scores

Validation Gate

schema - completeness - confidence threshold

L fails / low confidence — Underwriter Exception Queue
V passes

DETERMINISTIC ZONE — NO LLM INSIDE THE PRICED
DECISION

Deterministic Rating + Validation Engine
rules - rate tables - knockouts - code-executed math
A 4
[ Auditable Decision Dossier ]

every input traced to every output

A 4
( Underwriter Decision Dashboard j
in authority - reversible out of authority - irreversible

A 4 A 4
( Automated Quote / Bind J ( Human Risk Judgment J

Figure 1.3 The decoupled underwriting pipeline (Kozyrkov’s “lamp”):
the model touches only language, a validation gate guards the
boundary, and the regulated price is computed deterministically in
code — isolating hallucination from the priced decision.

ZERO LEGACY - THE COMPANION 11



FIGURE 2.1 - CHAPTER Il

Where the Technology Budget Goes

FIGURE 2.1

Where the Technology Budget Goes

Share of insurer IT spend: maintenance vs. innovation

=75%

locked in legacy

Il Legacy maintenance (70-80%)
[ Innovation / new capability (20-30%)

Source: Celent (legacy maintenance 70-80% of IT budgets); corroborated by PwC (~70%).

Figure 2.1 The maintenance trap that funds the case for re-
architecture: the great majority of insurer technology budgets is
consumed simply keeping the existing estate running, leaving little

for innovation. Source: Celent (70-80% of IT budgets on legacy
maintenance); corroborated by PwC (~70%).

ZERO LEGACY - THE COMPANION
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FIGURE 2.2 - CHAPTER Il

Most Core Migrations Miss Schedule and Budget

FIGURE 2.2

Most Core Migrations Miss Schedule and Budget
Insurance data-migration outcomes, by dimension

100 q
8 26%
w 801 46%
5
"E 60 - [ Late / over budget
2 Delivered on target
E 40+
o 54%
£ 204
<
2]

O -
Schedule Budget

Source: Industry data on insurance data migrations (late 54% of the time; over budget 74% of the time).

Figure 2.2 The base rate that makes wholesale core replacement a
capital hazard: a majority of insurance data migrations miss schedule,
and a still larger share miss budget — capital sunk for years against
odds no investment committee would otherwise accept. Source:
Industry data on insurance data migrations.

ZERO LEGACY - THE COMPANION 13



THE SYSTEM ARCHITECTURE MATRIX - CHAPTER 1l

independently achievable migration.

MATRIX 2 - MONOLITH VS. COMPOSABLE HEADLESS STACK

Architectural

The Legacy Monolith

The Composable
Headless Stack

Dimension
The System of The monolith is the
Record record of truth and

executes all logic;
storage and reasoning
are fused into one
inseparable system

Business & Embedded inside the

Decision Logic core, entangled with
storage; changing the
logic risks corrupting
the ledger

ZERO LEGACY - THE COMPANION

A thin core serves as
the record of truth only
— a preserved “dumb
ledger” that stores,
retrieves, and nothing
more

Externalized into a
governed agentic layer
above the core; logic
changes never touch the
ledger

14



THE SYSTEM ARCHITECTURE MATRIX

Architectural
Dimension

The Pricing
Engine Location

The Data
Standard

API
Interoperability

The Intelligence
Layer

Guidelines &
Authority

Auditability

Book-of-
Business
Integration
Speed

New Product /
Line Velocity

The Legacy Monolith

Inside the core or a
black-box module;
opaque, slow to change,
hard to audit

Rigid proprietary forms
and schema; the
meaning of data is
implicit and system-
specific

Closed; batch files,
brittle point-to-point
integrations, and portal
scraping that breaks on
change

Absent, or a bolt-on
copilot draped over an
unchanged workflow

Tribal — binder, wiki,
senior underwriters’
heads — or buried
inside core code

Decision trail
reconstructed manually
and post hoc

A multi-year conversion
through incompatible
schemas — migrations
run late 54% of the time
and over budget 74% of
the time

Months to years, gated
by core release cycles

ZERO LEGACY - THE COMPANION

CHAPTER Il

CONTINUED

The Composable
Headless Stack

An external,
deterministic rating
engine; rules and math
executed in
reproducible, auditable
code

A semantic data
dictionary; every field
carries a defined,
carrier-independent
meaning

Open by default —
REST APIs plus open
agent protocols (e.g.,
MCP); native
interoperability

A first-class governed
agentic layer
orchestrating
extraction, enrichment,
and routing

Versioned, machine-
executable guideline
files; authority limits
expressed as code

An auditable Decision
Dossier generated
automatically for every
decision

Weeks, not years — an
acquired book that
speaks the semantic
dictionary connects
rather than converts

Days to weeks —
configure the dictionary
and the guideline file

15



FIGURE 2.3 + CHAPTER Il

The Intelligence Stack Above a Preserved Core

FIGURE 2.3

INTELLIGENCE LAYER — OPERATES INDEPENDENTLY, ABOVE
THE CORE

Unstructured Intake / Broker CRM
Email - PDF - ACORD forms - submissions

A4

Agentic Extraction + Semantic Translation
parse & map to the Semantic Data Dictionary

L enriched by external data — Verisk - Dun & Bradstreet - geospatial

v

External Deterministic Pricing Engine
rules - rate tables - code-executed math

A4

Auditable Decision Dossier
every input traced to every output

N N )
\

L surfaced to the underwriter / broker Single Pane of Glass

\4
API Gateway - Strangler Facade

the only o the core — every read and write passes here

V write bound policy A retrieve policy data

QUARANTINED LEGACY ZONE — STORAGE ONLY, NO BUSINESS

I LOGIC
} Legacy Policy Admin System
! preserved as a “dumb ledger” - store - retrieve - system of record

Figure 2.3 The full intelligence stack operates above a preserved
legacy core; a single strangler facade is the only path in or out. The
model touches only language, the price is computed deterministically,
and the core executes no business logic — it merely stores. The core
is quarantined, not replaced.

ZERO LEGACY - THE COMPANION 16



FIGURE 3.1 - CHAPTER III

The Productivity Paradox

FIGURE 3.1
The Productivity Paradox
Same tool, opposite results — why the unit of measure must be the process
Defined task,
+55.8%

controlled trial =
(GitHub Copilot RCT)

Experienced devs,
own large codebase =19.0%
(METR, 2025)

T T T T T
-20% +0% +20% +40% +60%
Change in task completion speed vs. control (%)
Sources: Peng et al. (GitHub/MIT controlled trial, +55.8%); METR (2025 RCT, —19%; ~40-pt perception gap).

Figure 3.1 The same Al tool yields opposite results by task and
setting, and practitioners misjudge their own output by nearly forty
points — so the unit of measurement must be the process, not the
person. Sources: GitHub/MIT controlled trial (+55.8%); METR 2025

(—19%).

ZERO LEGACY - THE COMPANION
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FIGURE 3.2 - CHAPTER III

Agility Becomes an Asset Class

FIGURE 3.2

Agility Becomes an Asset Class
The U.S. managing general agent market, by scale and economics

U.S. MGA premium volume Why capital pays the premium
>$100B

40
>30%

20-30%

2020 2024 PE-owned EBITDA
are

S| argj
Sources: S&P Global (U.S. MGA premium >$1008 in 2024 vs <§508 in 2020) BalSitte (PE owns >30BPUS. MGAS; EBITDA margins 20-30%).

Figure 3.2 Agility has become a priced asset class: the U.S. MGA
market more than doubled in five years, and capital now pays a
premium for the structural advantages — high margins and PE-grade
ownership — that agility produces. Sources: S&P Global (premium
volume); Deloitte (ownership and margins).

ZERO LEGACY - THE COMPANION 18



THE OPERATING MODEL MATRIX - CHAPTER 11l

The matrix below contrasts the two operating models
across the dimensions that determine whether an
organization merely accelerates yesterday’s process or
rebuilds it. The left column is enablement — bolting Al
onto an unchanged workflow. The right column is
reinvention — the model Deepa Soni and Mike Ram
describe, in which the work itself is redesigned. Each row
is a discrete cultural and structural choice.

MATRIX 3 - ENABLEMENT VS. REINVENTION

ZERO LEGACY - THE COMPANION 19



THE OPERATING MODEL MATRIX

Operating

Dimension

The Legacy Enablement
Model (Bolting Al On)

CHAPTER Il

The Agentic
Reinvention Model
(Rebuilding the Process)

CONTINUED

Core Objective

Al Posture

Productivity
Measurement

Engineering
Talent

Team
Structure

Failure
Tolerance

Feedback

Mechanisms

Human Role

Knowledge
Capture

Make existing tasks faster;
the workflow is left intact

A bolt-on copilot draped
over an unchanged
process

The person — “hours
saved” per seat, a metric
contradicted by rigorous
study and mis-perceived
by nearly 40 points

Generic developers in a
separate IT function,
taking tickets across a
hand-off wall

Functional silos —
business and IT separated
by requirements
documents and queues

Zero-defect, blame
culture; mistakes are
punished and therefore
hidden

A static model; fire-and-
forget; human corrections
evaporate

The operator who
processes files

Tribal — resident in senior
underwriters’ heads, lost
when they leave

ZERO LEGACY - THE COMPANION

Redesign the workflow
around the intelligence
while preserving the
human relationship at
its center

Built-in — the process is
rebuilt so intelligence is
structural, not additive

The process — end-to-
end throughput from
submission to bind,
straight-through rate,
and loss ratio

Domain-fluent engineers
embedded in
underwriting pods who
know what a renewal is

Cross-functional pods —
underwriters and
engineers building
together and deciding
what to build

Safe sandboxes — the
learning zone of high
standards paired with
the safety to experiment

A continuous learning
loop in which every
human judgment is
captured and folded
back

The Wisher who directs
the system and trains it
with high-quality
judgment

Codified — every
decision and its
rationale written into
the dictionary and the
rules

20



FIGURE 3.3 - CHAPTER III

The Institutional Learning Loop

FIGURE 3.3

parse - enrich - structure the submission

Authority + Confidence Check

[ Agentic Intake + Processing J

in authority - reversible exception - out of authority
- s "
Automated Quote / Bind Routed to Senior
+ Decision Dossier Underwriter
v analysis pre-drafted
AN /
Outcome Monitored - v
did the bound risk perform? Underwriter Makes the
Judgment
correct - override - decline - price
the edge
- J
A 4
4 A

Judgment Captured
the decision and its rationale recorded

1 also fed by the loss & performance signal from monitored outcomes
\ 4
Codified into the Semantic Dictionary + Rules
versioned guideline files
\ 4
System Updated

the next submission inherits the new rule

U closes the loop — every submission leaves the
: institution smarter than it found it i

Figure 3.3 The institutional learning loop: human judgment at the
exception is captured, codified into the dictionary and rules, and
inherited by the next submission — while monitored outcomes feed
the longer-term signal. The exception is the training event; the
rationale is the asset.
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PLATE 4 - CHAPTER III

MACHINE-FIRST, HUMAN-GOVERNED

THE LEARNING LOOP THE UWOS

this book Grimaldi et al., 2026

Agentic intake & processing Multisource ingestion

Routing by complexity,

Authority + Confidence Check confidence & authority level

Exception to senior underwriter Expert ‘exception handlers’

Decision quality from past
cases, claims & portfolio

Outcomes — semantic dictionary

System updated each cycle Nerve-center intelligence layer

Plate 4. Two independent derivations of one machine. The
practitioner’s learning loop and McKinsey’'s underwriting operating
system describe the same architecture: work routed by authority and
confidence, exceptions reserved for human judgment, and a system
that learns from every decision it records.

ZERO LEGACY - THE COMPANION



FIGURE 4.1 - CHAPTER IV

The ROI Reckoning

FIGURE 4.1

The ROI Reckonin

A small vanguard captures outsized returns — by reallocating effort, not buying models

Return per $1 invested in Al How the leaders allocate effort (the 10-20-70 rule)

12.5
$10.30
10.0
7.5 ﬁ
5.0 $3.70
2.5
0.0
Al Average M People, process & culture [Ml Data & technology [l Algorithms
leaders

Source: McKinsey (Al high performers return >$10.30 per $1 vs ~$3.70 average; 46 of 876 firms; 10-20-70 allocation).

Figure 4.1 The returns are real but concentrated: a small vanguard
earns multiples of the average — and does so by reallocating effort
toward people and process, not by buying bigger models. Source:
McKinsey (returns per dollar; the 10-20-70 allocation).

ZERO LEGACY - THE COMPANION



FIGURE 4.2 - CHAPTER IV

Where the Capital Is Flowing

FIGURE 4.2

Where the Capital Is Flowing

Capital is concentrating in Al — and rotating toward the firms that build the rails

Al's share of insurtech
funding (Q1 2026) Capital rewards the rails
58%
60 record high

35%

Share of P&C insurtech deals (%)

95.2% 40 record low
is Al-focused
20
0
B2B MGA - lead-gen
infrastructure - brokers

Sources: Gallagher Re (Al 95.2% of Q1-2026 funding); B2B infrastructure 58% of P&C deals vs MGA/lead-gen 35% (record low).

Figure 4.2 Capital has concentrated almost entirely in Al — and is
rotating decisively toward the firms that build the compounding
infrastructure rather than those that merely originate business.
Sources: Gallagher Re (AI funding share); sector P&C deal data.

ZERO LEGACY - THE COMPANION
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THE GOVERNANCE ARCHITECTURE MATRIX CHAPTER IV

moment of execution and proves it.

MATRIX 4 - LEGACY COMPLIANCE VS. ENGINEERED
GOVERNANCE

Governance

Dimension

Legacy Compliance
(Retroactive)

Agentic Governance
(Engineered)

Governance A policy document in Executable logic —
Artifact Word or PDF; adherence  versioned config, rules
assumed files, and code the system
cannot bypass
Posture / Retroactive; a breach is Preventive; the rule is
Timing discovered at exam or enforced before the
after a loss decision executes
Audit Post-hoc sampling of a A 100% automated,

Mechanisms

small percentage of files

immutable Decision
Dossier on every single
decision

Authority Written underwriting Hard-coded logic gates

Limits guidelines an individual that cannot be exceeded
may or may not follow or overridden silently

Bias Testing Periodic or annual Continuous automated

Explainability

Human
Oversight

manual review

A black box; the
rationale is
reconstructed after the
fact

Ad hoc and discretionary

ZERO LEGACY - THE COMPANION

regression testing on
every model and rule
change

Deterministic lineage
captured at decision time
— inputs, rules fired,
version

Risk-tiered mandatory
intercept on high-stakes,
irreversible decisions

25



THE GOVERNANCE ARCHITECTURE MATRIX - CHAPTER IV - CONTINUED

Governance Legacy Compliance Agentic Governance
Dimension (Retroactive) (Engineered)

Drift None, or noticed late Continuous monitoring of
Detection model behavior against

versioned guidelines

Change A memo is circulated; Every change is version-
Management compliance is presumed controlled, tested, and
logged on deployment

Evidence for A manual document- A query-ready, exam-ready
Regulators production scramble dossier repository

during a market-conduct

exam
System of Mutable systems whose Immutable WORM storage
Record records can be edited — tamper-evident and

time-stamped
Data Lineage Fragmented and difficult =~ Full provenance from raw
to trace end-to-end input through to the
executed decision
Read down the right-hand column and a single property
emerges: in engineered governance, the firm does not
describe its controls to a regulator — it demonstrates

them, on demand, for every decision it has ever made.

“We satisfy the regulator’s requirement
not with a binder, but with an
architecture.”

THE GOVERNANCE ARCHITECTURE
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FIGURE 4.3 - CHAPTER IV

The Governed Autonomy Pipeline

FIGURE 4.3
[ Agentic Intake ]

parse - enrich - structure the submission

Low stakes - reversible Medium stakes High stakes - irreversible

Fully Autonomous Autonomous Mandatory Human
Bind / Decision Decision Intercept
+ queued senior audit total loss - claim denial
(sampled)
Senior Underwriter /
Adjuster Decision
VvV EVERY PATH CONVERGES Vv
Immutable Decision Dossier
inputs - rules fired - model + guideline version - authority check - rationale
v
WORM Repository
tamper-evident - time-stamped - query-ready
v
Exam-Ready Evidence
satisfies NAIC AIS documentation on demand

U senior judgment on the irreversible call is codified back into
classification & rules (the Chapter lll loop)

Figure 4.3 Stakes and reversibility decide who acts, but every path
converges on the same immutable Decision Dossier — written to
WORM and rendered exam-ready. Accountability is a property of the
pipeline, not the human path.
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FIGURE 5.1 - CHAPTER V

The Claims Disconnect

FIGURE 5.1

The Claims Disconnect
The payout is the product — and the industry still mails it

The expectation gap Preference vs. reality

100 100
82%

80 80

60 60

40 33% 40
v - v
0 0

Want Get an Prefer Still paid
real-time instant payout push-to-card by check
Sources: industry cf research availability; real-time preference; push-to-card preference; check prevalence).

Share of claimants (%)

Figure 5.1 The disconnect at the moment of truth: the overwhelming
majority of claimants want real-time payment, but only a third receive
one — and while most prefer an instant card, most are still paid by
check. Sources: industry claims-payments research.

The strategic reading is unforgiving, and — as Part B will
argue in capital terms — lucrative: a paper check is not
merely a slow payment but a churn event, because slow
payouts measurably push policyholders to switch carriers.
The claims experience, as the category’s payments
research puts it, does not end when a claim is approved; it
ends when the money arrives.

“The claims experience does not end
when a claim is approved. It ends when
the money arrives.”

THE CLAIMS DISCONNECT

ZERO LEGACY - THE COMPANION 28



PLATE 5 - CHAPTER V

Use Al somewhere in 75%
the shopping journey

~60-point gap

capability is ahead of demand

Would trust an agent 14%
to buy autonomously

0 25

ul
|
a

100%

Plate 5. Capability is ahead of demand. Most consumers already use Al
somewhere in the shopping journey; few will yet let an agent buy on
their behalf. Build the rails — but do not anchor the launch to a
behavior that has not arrived.
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FIGURE 5.2 - CHAPTER V

The Machine Channel Converts

FIGURE 5.2

The Machine Channel Convert:
The agentic channel converts at a multiple of legacy routes — and the advantage is compounding

Al-referred shoppers convert 9x The Al-referral reversal
10.0 9x . 504 +42%

254 -
oA

-38%

75

5.0

vs. standard (%)

Relative conversion rate

Al-referred
|
N
5

Al Early Mar
referred 2025 2026
d convert 9x social; sales growth for shopper-agent brands); Adobe (Al-referred conversion ~38% early-2025 ~ +42% Mar-2026; revenue per visit +37%)

Figure 5.2 A near-zero-CAC channel that also converts at a multiple
of legacy routes is the most powerful margin lever in distribution —
and the conversion advantage is widening quarter over quarter.
Sources: Salesforce (conversion multiple); Adobe (the Al-referral
reversal and revenue per visit).

The unit economics are unambiguous: a near-zero-CAC
channel that converts at a multiple of legacy channels is
the single most powerful margin lever in distribution. We
therefore underwrite an API multiple — a structural
valuation premium for carriers and MGAs whose systems
are agent-ready — and we discount, toward stranded-asset
status, those whose distribution depends on a human

reading a screen.

I THE THESIS - THE API MULTIPLE l

TarT 1 .u . . 1 1
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THE DISTRIBUTION ARCHITECTURE MATRIX - CHAPTER V

machine-to-machine negotiation and that settlement is
migrating to instant rails. Part C is the plumbing that
makes both real — and it completes the architecture this
book has built, because the agentic frontier runs on the
same primitives as every prior chapter: a quarantined
core, a deterministic pricing engine, an immutable
Decision Dossier, and now an open, machine-legible
interface through which agents transact. We translate the
thesis into the protocols, the lifecycle, and the team
directives required to build it.

THE FULL ARCHITECTURE - EVERY PRIMITIVE THE BOOK HAS
BUILT

Open Machine-Legible  semantic API/ MCP — the surface

oL/ Interface agents transact against

Immutable Decision every decision evidenced - WORM -

Y -
Dossier exam-ready

Deterministic Pricing versioned, explainable,

-1 Engine reproducible rules

Quarantined Legacy the system of record, walled behind
Core the Strangler fagade
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CHAPTER V -

replace the workflow with a machine-native contract.

MATRIX 5 -

Distribution

Dimension

Legacy Portal
Scraping

PORTAL SCRAPING VS. OPEN AGENT PROTOCOLS

Open Agent Protocols
(Commerce 3.0)

Integration
Method

System

Interoperability

Broker
Workflow

Data Entry

Transaction
Speed

Carrier
Selection
Quote

Construction

Auditability

Claims FNOL

Claims
Settlement

Human Role

Brittle RPA and screen-

scraping that breaks
on every UI change

Point-to-point scrapers,
re-engineered each
time a portal shifts

Fifteen logins, manual
navigation, repeated
rekeying

A human rekeys the
same submission into
each carrier portal

Minutes to hours per
portal, sequentially

Route to the three
easiest portals to
transact with

Manual and sequential,
one carrier at a time

Fragmented logs; a
placement is hard to
reconstruct

Phone, email, or paper;
manual intake and
triage

A 30-day paper check

A data-entry clerk
navigating portals

ZERO LEGACY - THE COMPANION

Semantic APIs and open
agent protocols (MCP)
exposing structured
capability

A version-stable semantic
contract one agent can rely
on across markets

A Single Pane of Glass —
one agent reaching every
market

Structured data passed
once, machine-to-machine,
with no rekeying

Milliseconds, agent-to-
agent, in parallel

Route to the best-fit
markets by machine-
matched appetite

Simultaneous across all
eligible carriers at once

An Immutable Decision
Dossier emitted on every
placement

Digital first notice of loss
with structured capture

Instant push-to-card or
push-to-wallet

The governor of the agent
and the client’s coverage
counsel
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FIGURE 5.3 - CHAPTER V

The Commerce 3.0 Lifecycle

FIGURE 5.3

® Human Broker — Governs

sets risk appetite + coverage parameters - provides counsel - approves exceptions

- configures & governs - does not rekey data -

PLACEMENT LIFECYCLE - QUOTE TO BIND

Carrier Agent +

[ Broker’s Al Agent ] - Ople.\glslehr’:\ggtic 2 Pricing
structures + submits T appetite -pcriieg::rministic
v
[ Immutable Decision Dossier + Bound Policy ]

V¥ the bound policy is the object a future claim is filed against ¥

CLAIMS LIFECYCLE - FNOL TO SETTLEMENT

[ Digital First Notice of Loss
structured capture
v
( Automated Adjudication + risk-tier check
low stakes - reversible high stakes - irreversible

Human Adjudicator Decision
V¥ both paths converge ¥

U

( Push-to-Card API Gateway
v
( Instant Funds in Customer Account

L every adjudication emits an Immutable Decision Dossier

- the broker also owns the high-stakes adjudication judgment

Figure 5.3 The full quote-to-claim lifecycle: agents negotiate only
through the open semantic interface, the claims path inherits risk-
tiered autonomy, and both sides emit the same immutable record. The
human governs everywhere and rekeys nowhere.
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FIGURE 5.3

The protocol
boundary is the
enforcement
point

Agents negotiate only
through the open
semantic interface —
behind which the
carrier’s
deterministic pricing
engine and authority

CHAPTER V -

Claims inherits
risk-tiered
autonomy
Low-stakes,
reversible payouts
flow autonomously to
the push-to-card
gateway; high-stakes,
irreversible decisions
are intercepted for a
human adjudicator.

CONTINUED

The loop is
closed by the
Dossier

The bound policy is
what a future claim
is filed against; both
placement and
settlement emit
immutable records,
so the whole lifecycle
is reconstructable.

gates govern what
may actually be
bound.

PRACTITIONER NOTE

Two Hard Realities at the Last Mile

First, distribution. A Single Pane of Glass that cannot write back
into the broker’s Agency Management System — Applied Epic,
Vertafore AMS360 — will be rejected, however elegant its
interface. The AMS is the broker’s system of record for
commissions, renewals, and client data; any tool that forces
double-entry dies on contact with a producing office. Native,
bidirectional AMS integration is not a feature, it is the price
of adoption. Second, claims. Instant push-to-card disbursement,
celebrated earlier in this chapter, has an unforgiving corollary:
an instant payment is an irreversible payment. The float and
clearing time that made the legacy check slow also made fraud
recoverable. Remove them and a fraudulent claim is money gone
the moment it is approved. Instant settlement is therefore safe
only when paired with real-time fraud scoring that executes
in the milliseconds before the funds move — not a nightly
batch review. Speed on the payout rail must be matched by
speed on the fraud rail, or the saving is handed straight to the
fraudster.

ZERO LEGACY - THE COMPANION
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APPENDIX

Practitioner Addenda

Edition 1.1 - Five deep-dives for the institutional reader

The five notes below extend the core argument at the points where
an institutional reader presses hardest: the protocol stack beneath
agent-to-agent distribution, the cross-border regulatory overlay, the
payment rails under instant claims, the arithmetic of the valuation
multiple, and the limits of underwriting precision. Each is written to
be read alongside the chapter it names.

EXTENDS CHAPTER V - THE AGENTIC FRONTIER
4 2\

PRACTITIONER NOTE

The Protocol Question — MCP Does Not Replace
ACORD

The agentic distribution thesis rests on machine-legible interfaces,
and the Model Context Protocol (MCP) is the emerging standard for
exposing tools and data to an autonomous agent. But MCP is a
young, general-purpose protocol; it is not an insurance data
standard. The industry’s interoperability already runs on ACORD —
the AL3 transaction formats and ACORD XML reference models that
carriers, brokers, and their systems have exchanged for decades. An
agent that ignores ACORD does not reach the carriers; it reaches a
greenfield that does not exist. The correct architecture is layered,
not substitutive: ACORD remains the semantic contract that
defines what a policy, a submission, and a claim are, while MCP
becomes the access layer through which an agent reads and writes
those ACORD-standardized objects. Treat MCP as the agent’s hands
and ACORD as the language it must speak. Build the agent to emit
and consume ACORD-conformant payloads, expose them through
MCP, and the autonomous layer inherits decades of industry
plumbing instead of fighting it.
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EXTENDS CHAPTER IV - THE ACCOUNTABILITY LAYER

y-

\

Beyond the EU — The Canadian and Cross-Border
Overlay

A global accountability framework cannot stop at the NAIC Model
Bulletin or even the EU AI Act. For a carrier or MGA operating in or
into Canada, two instruments bind directly. OSFI Guideline E-23
governs model risk management across federally regulated financial
institutions, including insurers; it expects a documented model
inventory, independent validation, and lifecycle governance for
every model that informs a material decision — and a pricing or
underwriting agent is squarely a model under that definition.
Quebec’s Law 25 adds a privacy dimension with teeth: where a
decision is based exclusively on automated processing, the
organization must inform the individual and, on request, allow them
to submit observations and obtain a review. The same logic appears
in GDPR Article 22, which grants the data subject the right to
human intervention and to contest a solely-automated decision
producing significant effects. The pattern is consistent across
jurisdictions: automation is permitted, but an auditable model-
governance trail and a genuine human-review path are not optional
— they are the price of deploying the agent at all.

EXTENDS CHAPTER V - THE AGENTIC FRONTIER

Y-

The Rails Beneath Instant Claims

“Instant payout” is a product promise; the rail beneath it is specific.
Push-to-card disbursement runs over network services such as Visa
Direct and Mastercard Send, which move funds to a card
credential in near real time rather than through multi-day ACH
settlement. That speed is the feature and the exposure at once.
Consumer disbursements in the United States fall under
Regulation E, which implements the Electronic Fund Transfer Act
and sets the rules for authorization, error resolution, and liability
for unauthorized transfers — obligations that do not pause because
the payment is fast. Networks also impose transaction and velocity
limits on push-to-card, so an agent cannot simply size a payout at
will. The operational consequence for an agentic claims flow is
unambiguous: the fraud decision and the compliance check must
clear before the funds instruction is released, because a real-time
credit to a card is effectively irreversible. Design the payout as the
last step after scoring, not the first step of convenience, and the rail
becomes an asset rather than a liability.
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EXTENDS CHAPTER IIl - THE OPERATING MODEL IS THE STRATEGY

y-

.

The Arithmetic of the Agentic Multiple

The valuation premium this book describes is not a mood; it is
arithmetic, and the arithmetic turns on two ratios. The first is the
lifetime value of a policy relative to the cost of acquiring it — the
LTV-to-CAC ratio. The second is payback: how many renewal
cycles pass before a customer’s retained premium repays what it
cost to win them. Traditional distribution loads acquisition cost into
human channels — commissions, marketing, and the underwriter’s
time — so CAC is large and payback runs for years. The agentic,
API-embedded model attacks the numerator and the denominator at
once. When acquisition is embedded inside a partner’s transaction
flow, the marginal cost of winning the next policy approaches the
cost of the API call itself, compressing CAC toward zero. Hold
retention constant and the LTV-to-CAC ratio widens structurally,
while payback can collapse toward the first renewal. The discipline
is to prove this per cohort with measured retention, not to assume it
— but where the mechanism holds, the multiple is the mathematical
shadow of a cost structure that incumbents cannot replicate without
rebuilding their channel.

EXTENDS CHAPTER | - THE GREAT DECOUPLING

y-

The Limits of Precision — Pooling, Anti-Selection, and
the Tail

Hyper-granular underwriting is sold as pure progress, but precision
has a counterweight a responsible operator names out loud.
Insurance works by pooling: the many who do not suffer a loss fund
the few who do, and the pool holds because risks are grouped
before they are perfectly known. An agent that prices every risk to
its individual expected cost erodes that pool from both ends. The
best risks, now seen and rated, defect to ever-cheaper cover or self-
insure; the worst risks, equally seen, are quoted toward a price that
approaches the loss itself — which is to say, toward uninsurability.
Left unchecked, the logical endpoint of perfect segmentation is the
disappearance of the product for the people who most need it. This
is not only an ethical problem; it is a regulatory one, because rates
may not be unfairly discriminatory, and precision pursued through
proxy variables invites exactly that scrutiny. The mandate is to
deploy granularity with a deliberate ceiling — to decide, as a matter
of strategy and license, where the pool must be preserved even
when the model could resolve it further.
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