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Foreword

The insurance industry has never been resistant to change, it has simply been deliberate about it.

For over two centuries, the business of transferring risk operated on the bedrock of human
relationships: an agent who knew your family, a broker who understood your business, and a
handshake that carried as much weight as the policy itself. That world has not disappeared. But it is
being rapidly and irreversibly reshaped.

Data its collection, analysis, and intelligent application has become the new currency of insurance
distribution. The question is no longer whether insurers and their distribution partners will be
transformed by data, but how quickly, and who will lead that transformation versus who will be left
behind.

The global insurtech market, valued at approximately $7.6 billion in 2023, is projected to exceed
$152 billion by 2030 a compound annual growth rate of roughly 52%. That number is a signal of
how fundamentally the infrastructure of insurance distribution is being rebuilt.



Chapter 1: The Old Architecture of
Insurance Distribution

To understand where distribution is going, we need to understand where it came from and why the
old model persisted for as long as it did.

Captive Agents Independent Brokers Direct Channels
Exclusive agents tied to a Place business across Mail and later telephone
single carrier, prioritizing carriers, still account for channels that bypassed
trust and local knowledge 57% of all P&C premiums intermediaries altogether,
over speed or analytical written in the US over 80% prioritizing reach over
precision in commercial lines. relationship depth

The Agent as Information Broker

In a world where consumers could not easily compare policies, assess carrier stability, or understand
policy fine print, the agent served as a trusted guide. They gathered information about the customer
their assets, liabilities, health, lifestyle and translated that into appropriate coverage
recommendations.

The average independent agency today generates approximately $1.2 million in annual revenue,
employs between three and five staff, and retains roughly 88% of its book year over year.

The Cracks Appearing

Overcome
Legacy Tools

Modernise
outdated systems
to improve
efficiency and
service delivery.

Counter Digital
Competitors

Embrace structural
change to enhance
customer
experience and
stay competitive.



Chapter 2: The Data Revolution in Insurance

What has changed is not simply the availability of data, but its nature, volume, and actionability. Insurance has always
been a data business but the expansion of data sources and the computational tools to make sense of them in real time
has changed everything.

120ZB $1.1T

Global Data Created 2023 Annual Value Potential

Projected to grow to over 180 zettabytes by 2025 McKinsey estimate for advanced analytics and Al across
the insurance value chain

30M+ 500M+

UBI Vehicles in US Active Wearables
Enrolled in usage-based insurance programmes as of Global wearable health devices now tracking steps, heart
2024, up from fewer than 5 million a decade ago rate, sleep quality, and activity levels

Telematics & Mobility Data

% Apps and connected devices track driving patterns like braking, speed, routes, and driving
times. Insurers using telematics pricing report 8-15% better loss ratios than traditional
segments.

Smart Home & loT

© Smart devices monitor leaks, temperature changes, and home security
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activity. As smart homes grow toward a $338B market by 2030, insurance is
becoming part of connected home ecosystems.

Wearable Health Technology

Wearables track activity, sleep, and heart rate data to
Qj support personalized insurance experiences. Customer

switching is also rising, with 41% of auto insurance

customers shopping for new policies in 2023.



Chapter 3: How Data Is Reshaping the
Agent's Role

The obituary for the insurance agent has been written many times and has been wrong every time. But the
role is changing and agents who understand that change will thrive.

Key Performance Metrics

Willing to Share Data Prefer Human Agents
Insurance customers willing to share personal data Consumers who still prefer to work with a human
for lower premiums or better recommendations agent for complex coverage decisions
(Accenture) (Deloitte 2023)

From Generalist to Specialist

The shift is from generalist relationship managers to data-informed advisors. Modern agency systems use
predictive analytics to identify lapse risk, cross-sell opportunities, and life events that signal new insurance

needs.
2-3x Higher 30-50% Higher 18% Book 40% Higher
Cross-Sell Lead Profitability Revenue per
Conversion Conversion Improvement Employee
Agencies using Digitally enriched Agencies Data-driven niche
predictive outreach leads versus cold- implementing CLV agencies versus
over calendar- sourced leads models over three generalist peers
based strategies (McKinsey) years (Reagan

Consulting)

Data sharpens the agent's tools it does not substitute for the agent's humanity. Empathy, trust, and

judgement in complex situations remain irreplaceable competitive advantages.




Chapter 4: Brokers in a Data-Driven World

The broker's transformation, particularly in commercial lines, may be even more dramatic than the agent's.

Commercial insurance has historically been a deeply relationship-driven business but that advantage is

becoming insufficient.

Traditional Broker Value

Expertise, carrier relationships, and
market knowledge encoded in networks
and experience not easily digitized

Analytics Investment

Top ten global brokerage firms have
collectively invested over $4 billion in
technology and analytics acquisitions since
2018

Submission Intelligence

Carrier Appetite
Tools

Wholesale & Programme Scale

Higher
Submission
Success

Rising Client Expectations

68% of commercial buyers now expect
data-driven risk insights, not just coverage
placement up from 44% five years earlier
(Advisen/Zywave)

Parametric Frontier

Global parametric insurance market
growing at ~11% annually, projected to
reach $29 billion by 2031

Relationship
Knowledge

Automated underwriting support tools are helping wholesale brokers process 40 to 60% more

submissions with the same staffing, according to programme administrator surveys a productivity gain
that directly expands capacity and market reach.



Chapter 5: The Rise of Digital Channels

No examination of insurance distribution would be complete without a serious treatment of digital
channels not as a threat to be managed, but as a fundamental restructuring of how insurance reaches
consumers.

35% 70%+ $7OOB

US Personal Auto Online UK Comparison Platforms = Embedded Insurance 2030

Online and direct channels' Share of personal lines new Projected global embedded
share of personal auto business handled by insurance premiums, up from
premium written in the US, up comparison platforms in the approximately $63 billion in
from 18% in 2013 United Kingdom 2022
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DIRECT-TO-CONSUMER: AGGREGATORS & EMBEDDED INSURANCE:
(35% US Auto Share) COMPARISON PLATFORMS: (3-5x Higher Encounter Rate)
Fastest growing. (60-80% Mature 0) O (20-40% Above Cold
Large data collection. Market New Biz) 2 Digital Conversion)
(28-35% First-Year Lapse) Large datasets. Projected $7008B
Conversion insights. by 2030.

The challenge for digital channels is retention. Digital-direct carriers report first-year lapse rates

averaging 28 to 35%, compared to 12 to 15% for agent-written business a gap that significantly
affects lifetime customer economics.




Chapter 6: Personalization at Scale —The
New Competitive Battleground

The convergence of distribution data, behavioral analytics, and Al is enabling true mass
personalization in insurance. Traditional segmentation is no longer enough, and the performance gap
between segmented and personalized engagement is becoming increasingly measurable.

10-30% Revenue Lift

Insurance companies deploying
personalization at scale from
targeted cross-sell and retention
interventions (BCG)

15-20% Accident Rate
Reduction

Among engaged telematics users
through behavioural feedback
loops

The Data Advantage Race

15-20pt Satisfaction
Improvement

When customers receive
proactive, contextually relevant
outreach versus standard
renewal communications

8-12% Conversion on Al
Outreach

Carriers using next-best-action
recommendation engines, versus
1-3% for untargeted campaigns

The competitive advantage in personalization goes to those with the best data and the most

intelligent ways to act on it.

Data Depth

Incumbents hold years of
behavioural and claims
records.

Modern Infrastructure

Challengers bring clean data
pipelines and analytics

Al Investment

Significant funding drives
advanced models and
distribution tech.



Chapter 7: Regulatory Dimensions of Data-
Driven Distribution

Data-driven distribution does not operate in a regulatory vacuum. As the use of data in insurance has expanded,
regulators around the world have intensified their scrutiny with implications that every distributor must
understand.

UNITED STATES EUROPEAN PROGRESSIVE
UNION MARKETS

* NAIC Al Working » GDPR Compliance * Controlled Sandbox
Group (2020) €1.3B/Year Programmes

* 12+ States with e EU Al Act 2024 * UK, Singapore,
2024 Legislation (High-Risk Al) Australia

* External Data / e Risk Assessments & e Proportionate
Algorithms focus Human Oversight Regulation

The Core Regulatory Concern

As algorithmic underwriting and distribution models expand, the potential for proxies that embed and amplify
historical discrimination increases. A 2023 study by the Consumer Federation of America found that credit-based
insurance scores result in premiums 20 to 50% higher for lower-income consumers compared to otherwise
similar higher-income policyholders.

The Governance Gap

i

Governance Gap

Only 38% of
insurance
executives see
maturity

£
Regulatory
Pressure

Rules are advancing
faster than
readiness




Chapter 8: The Human-Digital Hybrid

Model

Research consistently shows that insurance purchasing behaviour is more nuanced than the simple

digital disruption narrative suggests. A 2024 EY Global Insurance Consumer Survey of over 18,000

respondents across 14 markets revealed a clear pattern of channel preference by task.

L

Prefer Digital for Research

Customers who prefer digital channels for
research and comparison

8@

Want Human in Claims

Customers who want human involvement in the
claims process

Al-Augmented Human Interaction

Prefer Human for Complexity

Customers who prefer human interaction for
complex coverage decisions
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Single Customer View

Insurers who report having achieved a single
customer view across all distribution channels

Leading insurance distributors are equipping agents with real-time coaching and information tools

that surface relevant data during live customer conversations. Pilot programmes at several large US

carriers have shown that agents using real-time Al prompting achieve:

Repeatable Success
Establish a formula for ongoing achievement.

Maintained Satisfaction
Ensure consistent client contentment.

Higher Premiums
Command increased value for offerings.

Higher Placement
Achieve superior market positioning.

Technology investment without talent investment does not deliver returns.



Chapter 9: What Comes Next, The
Distribution Model of 2030

Looking forward to the end of this decade, several themes are likely to define how insurance

distribution continues to evolve.

Al as Core Infrastructure

By 2027, Al will automate or augment over
40% of insurance distribution interactions
currently handled entirely by humans.

9]
Open Insurance & Data Portability

Customer acquisition costs could fall by 15 to
25% as data portability reduces incumbents’
information advantage.
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Ecosystem-Based Distribution

Embedded insurance is projected to reach
25% of the global insurance market by
2030, up from under 5% today.

%

Climate Data Integration

The protection gap now exceeds $280 billion
annually, creating demand for distributors
who can explain climate risk and coverage

gaps.



Conclusion: Distribution as Competitive
Advantage

Insurance has historically been sold through distribution, but not strategically managed through it.
Data changes that calculus and the numbers are beginning to prove it.

15-30% 2-3X  8-12pt

CAC Reduction Policy-in-Force Growth Loss Ratio Improvement
Distribution analytics Analytical carriers outperform Better data-selected segments
peers

The Opportunity Ahead

The distributors that will lead the next decade are those embracing data as an opportunity, not a
threat. The future of insurance is data and people working smarter together.

See how Lemnisk helps insurers unify customer data, predict intent, and drive personalized

engagement at scale.
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