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Executive 
Summary

Commercial insurers have invested heavily in pricing sophistication, 
underwriting transformation, analytics, and AI. Many organizations can 
identify portfolio issues, pricing opportunities, and emerging risks faster 
than ever before.


Yet a common challenge continues to surface across the industry: the 
ability to operationalize decisions consistently across the enterprise.


Pricing leaders often find that the obstacle is not identifying the right  
action. The obstacle is implementing that action efficiently across pricing, 
underwriting, governance, and deployment functions. A pricing adjustment 
may require updates to business rules, underwriting guidance, approval 
structures, workflows, and operational processes before it reaches 
production. As organizations grow, these dependencies become 
increasingly difficult to coordinate.


This challenge helps explain why many insurers continue to struggle with 
responsiveness despite significant investments in transformation. While 
analytical capabilities have advanced rapidly, operational capabilities have 
often evolved more gradually.


The result is a growing gap between insight and execution.


Leading insurers are responding by focusing on how decisions move 
through the organization. They are reducing operational friction, improving 
coordination between pricing and underwriting, strengthening governance, 
and creating greater visibility into how decisions are implemented across 
products, regions, and business units.
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The Execution Gap: 
When Insight Moves 
Faster Than Action

Many commercial insurers can identify changes in portfolio performance 
faster than they can act on them.


Over the last decade, organizations have invested heavily in analytics, 
predictive modeling, pricing sophistication, and AI. These investments have 
improved the industry's ability to generate insight. In many organizations, 
however, the processes required to operationalize those insights have not 
evolved at the same pace.


This creates a growing gap between insight generation and  
operational execution.

The Execution Gap Divergence Curve
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The Execution Gap

Time/Evolution

Analytical Velocity


The ability to identify 
opportunities, risks, 
and portfolio trends.

Operational Velocity


The ability to implement 
decisions efficiently across 
pricing, underwriting, 
governance, and 
operational functions.

Organizations that improve both capabilities are often better positioned to 
respond to changing market conditions. Organizations that improve 
analytical capabilities without improving execution often experience a 
different outcome: strong insights exist, but business results arrive more 
slowly than expected.
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Strategic Initiatives for Carriers

78%
Leveraging AI technologies

61%
Optimizing business processes

43%
Implementing an underwriting platform

35%
Incorporating new data sources

30%
Underwriting profit improvement strategies

Strategic Initiatives for Carriers (pricing precision); 2026 Strategic 
Initiatives Survey (underwriting transformation and AI adoption).

Industry Investment Priorities

Pricing precision remains a leading driver of carrier investment decisions.


91% of insurers are actively pursuing underwriting transformation initiatives.


78% are leveraging AI technologies.

The industry's challenge is not determining where to invest, but in 
translating those investments into operational outcomes.
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Complexity 
Creates a 
Coordination 
Problem

Many execution challenges are fundamentally coordination challenges.


As organizations grow, decisions must move across pricing teams, 
underwriting teams, governance functions, analytics groups, operational 
stakeholders, and technology environments. Products become more 
specialized, regional requirements expand, and governance  
expectations increase.


Over time, operational complexity accumulates.


The result is an environment where implementation often depends less on 
identifying the correct decision and more on coordinating the activities 
required to execute it.

Framework

Five Sources of Operational Friction

System Fragmentation01

Rule Fragmentation02

Governance Fragmentation03

Organizational Fragmentation04

Deployment Fragmentation05

Each source of friction can create delays, inconsistencies, 
or visibility challenges. Together, they often become a 
significant constraint on responsiveness.
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Why Pricing and 
Underwriting 
Alignment Is No 
Longer Enough

Most commercial insurers understand the importance of aligning pricing 
and underwriting strategy.


The more important question is whether alignment exists at the  
operational level.


Strategic alignment occurs when leaders agree on profitability targets, growth 
objectives, risk appetite, and portfolio priorities. Operational alignment occurs 
when those decisions are implemented consistently across the organization. 
The distinction matters because agreement does not automatically  
produce execution.


A pricing adjustment may require updates to underwriting rules, referral 
processes, workflows, approvals, and deployment schedules. Even when 
strategic alignment exists, operational dependencies can create delays and 
inconsistencies that affect business outcomes.


Organizations that perform well in dynamic markets often focus on reducing 
the distance between strategic decisions and operational execution.

Pricing Precision Remains a Strategic Priority

50% 41% 33%

Personal Lines Mid/Large Commercial Small Commercial

Carriers have invested heavily in pricing precision. The next challenge is 
ensuring those insights can be operationalized consistently across pricing 
and underwriting workflows. 
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Operationalizing 
AI Requires More 
Than Models

AI has become a central component of many insurance  
transformation strategies.


For many insurers, the question is no longer whether AI can create value. 
The greater challenge is embedding AI into day-to-day decision-making 
in ways that improve responsiveness, consistency, governance, and 
portfolio performance.

AI Adoption Is No Longer the Question

of insurers are leveraging AI technologies within 
underwriting transformation initiatives.78%
of carriers and MGAs expect AI to provide significant 
value in underwriting risk analysis.68%
identify pricing as the area where AI can create the 
most value.30%

2026 Strategic Initiatives Survey; AI in P&C Insurance in 2023 and Beyond

Framework

Three Layers of AI Operationalization

Models generate predictions and 
recommendations.

Business rules, governance structures, 
workflows, and approvals determine how 
insights are used.

Operational processes ensure decisions 
are implemented consistently across 
pricing and underwriting environments.

Intelligence

Decisioning

Execution

Many organizations invest heavily in intelligence. Long-term value is often 
created through decisioning and execution.
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What Leading 
Organizations Are 
Doing Differently

Leading insurers are increasingly focused on operational capabilities 
rather than isolated technology initiatives.

Industry Perspective

"Sophisticated workflow management 
is becoming table stakes. 
Competitive differentiation 
increasingly comes from better 
decisioning capabilities embedded 
throughout the insurance lifecycle."


Mark Breading


Senior Partner, 
ReSourcePro

Several common themes emerge:

Reduced operational friction between functions


Greater consistency in rule management and deployment


Improved visibility into pricing and underwriting outcomes


Faster implementation cycles


Stronger governance and oversight


Closer coordination across pricing, underwriting, and analytics teams

These capabilities help organizations create more value from existing 
investments while improving responsiveness and execution.
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Looking Ahead Commercial insurance pricing is entering a period where operational 
effectiveness plays a larger role in business performance.


Most insurers have already invested in pricing sophistication, 
underwriting modernization, analytics, and AI. The next phase of 
transformation focuses on how effectively organizations 
operationalize those capabilities across the enterprise.


Organizations that improve coordination, reduce operational friction, 
strengthen governance, and increase visibility are often better 
positioned to improve profitability, maintain underwriting discipline, 
and respond more effectively to changing market conditions.


The question facing many insurers is no longer whether they can 
generate better insights. The more important question is how 
efficiently those insights move from analysis to action.


If your organization is evaluating ways to improve pricing agility, 
strengthen governance, increase operational visibility, or improve 
coordination between pricing and underwriting teams, we would 
welcome the opportunity to discuss your objectives.


Contact the Earnix team to learn how leading insurers are 
modernizing pricing, underwriting, and enterprise decision execution.

10

https://earnix.com/contact/


Next Steps

Contact 
Earnix 
today
Earnix is the first AI company purpose-built for insurance decisioning, 
providing the industry with the intelligence, governance, and decisioning agility 
to drive profitable growth, improve resilience, and operate with speed and 
precision in a rapidly changing risk environment. A trusted provider of 
production-grade AI and decisioning technology, Earnix builds on more than 
25 years of experience in artificial intelligence risk, pricing, rating, analytics, 
and decisioning. Earnix brings vertical AI into the workflows and decisions that 
shape insurance performance across insurers’ pricing, underwriting, claims, 
customer engagement, retention, and other insurers high-value insurance 
moments. Earnix’s AIOS enables insurers to orchestrate intelligence across the 
insurance decision lifecycle and drive governed, real-time decisions that deliver 
measurable business outcomes. For more information, visit www.earnix.com.

Sources:

Strategic Initiatives for Carriers (2025)


2026 Strategic Initiatives Survey (2026)


AI in P&C Insurance in 2023 and Beyond


Mark Breading, Senior Partner, ReSourcePro

https://earnix.com/
https://earnix.com/
https://www.linkedin.com/company/earnix/
https://x.com/Earnix_Inc
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