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Abstract: The new business underwriting journey has traditionally been a chain of manual handoffs in which submissions spend more 

time waiting than being worked, and every handoff adds delay and the risk that good business waits while poor business consumes 

attention. This paper describes a digital future-state design for property and casualty underwriting that reimagines that journey as an 

agent-orchestrated, decision-led flow in which data and automation arrive together at the moment they are needed. At its center is an 

Underwriting Decision Agent that evaluates each submission against appetite and risk the instant it enters and sorts it into one of three 

paths: RED, YELLOW, or GREEN, so that clear-cut business flows straight through while human expertise concentrates on the genuine 

judgment calls.  
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1. Introduction 
 

Most submissions spend more time waiting than being worked 

upon. A submission arrives, passes from intake to time 

consuming data entry, from data entry to a queue, from the 

queue to an underwriter who hunts for information and then 

toward a decision. Every handoff creates inefficiencies, and 

every manual step adds the risk that good business waits too 

long and poor business consumes attention it never deserves 

[3], [4]. The digital future state described here does not simply 

digitize that relay; it reimagines the journey itself, turning a 

sequence of handoffs into an orchestrated flow in which data, 

decisioning, and automation work together to create 

underwriting efficiency and effectiveness. 

 

At the center of the reimagined journey sits an Underwriting 

Decision Agent, a decisioning layer that evaluates each 

submission against appetite and risk the instant it enters and 

sorts it into one of three clear paths. The effect is to move the 

underwriter from the start of the process, where time is spent 

assembling and keying information, to the point of judgment, 

where expertise creates value [1]. 

 

This perspective is built directly on a defined digital future-

state design for commercial P&C underwriting, focusing on 

the new business journey. 

Table 1: The three signals that reshape every submission 
Green Yellow Red 

Straight-through 

processing — no 

human touch required 

Routed to manual 

underwriting, fully 

pre-packaged 

Automatically 

declined, with 

override in the 

underwriter's hands 

 

2. The Reimagined New Business Journey 
 

How the journey changes, stage by stage 

 

Table 2: The underwriting journey today versus the 

reimagined journey 
The journey today The reimagined journey 

Submission arrives and waits 

in a queue for triage 

Submission is classified and triaged 

on arrival by the Decision Agent 

Underwriter manually gathers 

third-party data and context 

External data is ingested and 

summarized before a human looks 

Every risk receives broadly 

similar manual handling 

Clear-cut risks flow straight 

through; attention concentrates on 

the genuine judgment calls 

Routing depends on whoever 

picks up the file 

Prioritization and routing send each 

risk to the right desk in priority 

order 

Pricing and cross-sell rely on 

individual recall 

Pricing guidance, cross/upsell and 

aggregation alerts are surfaced in-

flow 

 

. 
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Figure 1: The reimagined new business underwriting journey- from intake and external data ingestion, through the 

Underwriting Decision Agent and its RED, YELLOW, and GREEN paths, to a single trusted view of risk, embedded 

automation, and pricing 

 

Figure 1 traces a single submission from the moment it arrives 

to the moment it is priced. Read left to right, it makes concrete 

the shift described above: the work of understanding and 

sorting a risk happens up front and automatically, so that by 

the time a person is involved, both the decision and the context 

behind it are already in place. The four parts below follow the 

diagram. 

 

From intake to a classified risk 

The journey begins wherever the business does. A submission 

can enter by starting a quote directly in carrier portals, through 

ACORD or email intake with automatic document ingestion 

[5], or from a comparative rater, and all three are normalized 

into one consistent flow. Before a human looks, external data 

ingestion evaluates the operations and hazards of the risk and 

determines its business classification [7], [9]; the system then 

validates that classification, so that the risk is understood from 

the very first step. 

 

The Underwriting Decision Agent: three paths 

At the center sits the Underwriting Decision Agent. Using 

rules that span business classification, hazards, appetite, and 

agent and account metrics and that vary by market size and 

user authority, it evaluates each classified submission the 

instant it lands and sorts it into one of three paths: 

• GREEN: processing only. Clear-cut, in-appetite risks flow 

straight through to processing and automation with no 

manual underwriting touch. 

• YELLOW: manual underwriting. Risks that need human 

judgment are routed to an underwriter, but they arrive 

prioritized and accompanied by a full risk summary rather 

than a bare file. 

• RED: automatic decline. Risks outside appetite are 

declined automatically; the Agent compiles a list of auto-

declines so that the underwriter can review and override if 

required. 

 

With each submission assigned to RED, YELLOW, or 

GREEN, the journey already knows where human attention 

belongs, freeing underwriters to focus on the judgments that 

change the result [3]. Because declining a risk is the heaviest 

of those judgments, the system treats an automated decline as 

a recommendation rather than a verdict. An underwriter can 

review every declined submission and override the decision if 

necessary. The rules behind those declines are themselves 

governed and regularly tested for fairness [8]. 

 

A single, trusted view of risk 

Submission priority is determined and the risk is routed to the 

right underwriter, who is presented with a single pane of 

account summary that collates third-party and internal data so 

the underwriter never has to go on a scavenger hunt. It brings 

together: 

• an AI summary of operations and highlighted hazards [2]; 

• testimonials, reviews, and photos of the risk; 

• an account view of risk and insights drawn from internal 

data; and 

• a confidence score for the data, so the underwriter knows 

not just what the system found, but how far to trust it [9]. 

 

That confidence score is the quiet centerpiece of the view: it 

informs judgment rather than replacing it, and signals exactly 

where a human should investigate further. 

 

Automation and pricing 

For the risks that qualify, automation is embedded directly in 

the workflow rather than bolted on beside it. The solution aims 

to prefill fields, rate the risk when possible, automate 

property-inspection requests, and gather data and attach 

supporting documents [4], [6]. Finally, pricing and 

recommendation turn a sound decision into a stronger offer: 

cross-sell and upsell within the quote proposal, enhanced 

pricing guidance for consistent and defensible rates, and alerts 

for underwriter capacity, risk aggregation, and related-entity 

exposure [1]. By surfacing those signals as the quote is built, 
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the journey lets underwriters price not just the risk in front of 

them but its effect on the wider portfolio. 

 

3. What the Reimagined Journey Delivers 
 

Read end to end, the future state describes a single, coherent 

shift. The underwriting journey stops being a chain of manual 

handoffs and becomes a decision-led flow in which 

classification, data, and automation arrive together, and 

human expertise is concentrated where it counts. The potential 

scale is real: McKinsey has estimated that up to 95% of 

policies could be bound through straight-through processing 

with no underwriter involvement, though the achievable share 

is smaller for the more heterogeneous risks of commercial 

lines [10]. 

• Decisioning moves to the front. The Decision Agent 

triages every submission on arrival into RED, YELLOW, 

or GREEN, with rules tuned to market size and user 

authority. 

• Context arrives before the underwriter does. External data 

ingestion and a confidence-scored view of the risk replace 

the underwriter's manual discovery effort. 

• Clear-cut business flows straight through. Embedded 

automation lets in-appetite risks reach an outcome with no 

manual touch. 

• Attention is aimed, not spread. Prioritization and routing 

put the most important risks on the right desks first. 

• Judgment is amplified, not removed. Override on auto-

declines, confidence scores, and aggregation and related-

entity alerts keep the underwriter in command [8]. 

 

4. Conclusion 
 

The future of underwriting function is not one that does less, 

but one that decides faster, sees more, and spends its expertise 

where expertise is the difference. Getting there depends on 

more than connecting the workflow: the quality of the 

ingested data and the discipline of the decision rules determine 

whether the gains are real. The failure of letting automated 

black-box underwriting models replace human judgment is 

very real, which can lead to performance deterioration and 

underwriters losing faith in the tools [11]. The reimagined 

journey is less about removing people from work than about 

making sure the right submission lands on the right 

underwriter’s desk. 
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