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Can Technology Help Solve the 
Insurance Talent Crisis? 
 
I N S U R T E C H  I N  H R  

The insurance industry has a big problem, and we all know it 

This time the problem doesn’t come from pesky regulators, unexpected liabilities, or a spate of 
natural disasters.  This one can’t be avoided by a government bailout, consumer education, or 
simple PR.  This time the problem comes from within and is largely self-inflicted. 

The Bureau of Labor Statistics (BLS) estimates that in the next 15 years nearly half of the 
industry’s (P&C, L-A, agency/brokerage) workforce will retire.  That compares to only 40% of all 
US industries as baby boomers exit the workforce.  This leads to 400,000+ open positions in 
insurance by year-end 2020 (41% higher than banking, finance and other white-collar 
industries), and, if unchecked, 425,000 by 2025.  This is voluntary labor reduction; not reduction 
owing to cost-cutting, outsourcing, productivity improvement, or enabling technology.  This is a 
straightforward talent and brain drain – or hemorrhage as some experts view it. 

The real crisis is this exodus isn’t limited to low-level, clerical workers or aging CEOs and senior 
executives. It strikes at the heart of the most skilled, experienced, and prized parts of insurance 
organizations (Figure 1). 

Figure 1:  skilled, experienced talent is retiring 

But is it really a 
“crisis”? 

Optimists will tell us 
this isn’t really a 
crisis.  After all, 
insurance was the 
10th largest US 
employer in 2019, 
largest in financial 
activities, bigger 
than even 
securities and 
banking. Growth 
prospects remain 
positive, too:  the 

BLS puts the industry’s net job growth through 2028 right on par with expected GDP growth. 
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Yet despite the size and growth prospects, the industry still can’t attract talent.  Insurance is next 
to last (behind Federal Government) in ability to fill open positions with qualified candidates 
(Figure 2).  For every 1 job 
filled, there is another one 
open that can’t be filled.  
While some industries like IT 
lag behind the industry 
average of almost 1:1 (1 
qualified hire for each open 
slot), that is often due to lack 
of qualified candidates (too 
much demand and not 
enough supply).  In insurance, 
the bigger problem is not 
enough demand for the 
available jobs.  In a survey1 by 
the management consulting 
firm McKinsey, they site three 
reasons for this: 

1. Poor REPUTATION: fewer than two of five adults in the United States feel positively 
about the insurance industry. According to their survey, the industry’s reputation, as 
measured by admiration, trust, good feeling, and overall esteem, ranked in the bottom 
quartile of all industries 

2. Poor AWARENESS:  students generally know only about sales agent careers and are 
unaware of opportunities in risk management. Additionally, high school students 
ranked insurance agents well below physicians, lawyers, engineers, accountants, and 
IT specialists. Specifically, insurance agents were ranked low on perceived 
intelligence and emotional stability, as well as in the categories of enthusiasm, 
boldness and willingness to experiment 

3. Shortfall of INSURANCE-EDUCATED graduates:  Despite placement rates close to 
100 percent, the annual yield of graduates from the nation’s risk management and 
insurance programs meets only 10 to 15 percent of industry needs 

 
While the industry has made efforts on these fronts and has made strides to align total 
compensation with the market, its progress has been glacial and its investment insufficient.  
From mid-2018 to 2019, the insurance industry spent roughly $675mm hiring new employees2 

 
1 McKinsey & Company, “Building a Talent Magnet: How the Property and Casualty Industry Can Solve Its People Needs”, 2010 
2 According to the US Bureau of Labor Statistics (Current Employment Statistics survey 8/2019), SHRM, National Association of 
Colleges and Employers, and Glassdoor.  Includes recruiting, advertising, onboarding, training, and internal and external HR 
resources. 

Figure 2:  the industry perpetually struggles to fill open jobs 
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while spending over $4bn on TV advertising for auto and general insurance alone. We are an 
industry adept at attracting new customers and inept at attracting new talent.  

No matter how much the industry spends, correcting these systemic problems will take time – 
perhaps a very long time.  Correcting misperceptions, raising awareness, and educating a 
disaffected, unaware, and ill-formed workforce can be a difficult, uphill battle. Add to this an 
incumbent workforce lacking internal champions, enthusiasts, and positive role models, and the 
industry faces a dismal downward hiring spiral rivaling that of the postal service (whom it only 
ranks marginally better than in terms of employment appeal). 

Millennials and Gen-Z to the rescue? 

Millennials (those born between 
1981 and 1996) and Gen-Z (their 
similar but younger counterparts) 
account for less than half of the 
US workforce today but will 
account for 59% by 2025 while 
Gen X and Boomers combined 
will shrink from 53% to 38% 
(Figure 3).    

Our industry has done a poor job 
marketing to, raising awareness 
in, and attracting this vital, large 
future talent pool.  A recent study 
by the Hartford found that only 
4% of Millennials are interested 
in a career in insurance.  As 
Marsh, Lloyds, and Hamilton Insurance urged in a recent open letter to the industry:  “What’s 
clear is that the critical role our industry plays is not fully understood, particularly among 
Millennials. We need to do more to engage, educate and enlist the best and brightest to join 
us...Insurance is the career trifecta: it’s stable, it’s rewarding, and it’s limitless” [their 
emphasis]. Unfortunately, this message isn’t getting through (Figure 4). 

Figure 3: workforce demographic shift 
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   Figure 4:  Millennials and Gen-Z want nothing to do with working in insurance 

 

The results of this survey are confounding because the insurance industry actually meets or 
exceeds the wants and needs of Millennials and Gen-Zers on almost every front: 

Millennial want/need: Insurance industry fact: 

• A stable industry  Having grown up during the great recession, Millennials 
seek stability more than most people suspect.  Having 
weathered the last three recessions far better in terms of 
net employment loss than most large industries, and with 
historic growth solidly at or above that of GDP, the 
insurance industry is as rock-solid and stable as it gets. 

• Not boring  Millennials see little opportunity in insurance beyond 
selling policies and pushing paper.  They are unaware that 
sales agents and brokers account for only 18% of industry 
employment, and many other jobs require analytic 
problem solving, creative solutions, and working with 
customers and teams. 
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Millennial want/need: Insurance industry fact: 

 Further, the industry is doing a great deal in new and 
exciting technologies.  45 of the top insurers (P&C and 
Life) have incubator or innovation labs separate and 
independent from legacy IT departments fostering modern, 
entrepreneurial, risk-taking, and cutting-edge thinking and 
environments. 

• Opportunity for swift 
advancement 

 The flipside of an aging, retiring middle and senior 
management is that it creates opportunity and need to 
move employees up the ladder quickly.  According to 
Accenture, the number of employees age 55 and over is 
30% higher in the P&C industry than any other: that 
equates to about 625,000 skilled, high-salaried jobs 
turning over nationwide each year for the next 5-10 years. 

• Strong compensation & 
benefits 

 For all the talk of Millenials wanting to “do good” and work 
in an industry “with a conscience,” in every survey done, 
good compensation and benefits still rank as the highest 
priority. According to 2018 BLS data, the average salary in 
the insurance industry is in the top 13% of all industries, 
just ahead of legal services and a shade behind the 
“sexier” banking and securities industries. 

• Supporting the 
community & serving a 
“greater good” 

 The insurance industry is disproportionately generous.  
While the industry accounts for just over 3% of GDP, it 
accounts for over 10% of private company charitable 
donations according to public records and GivingUSA.  
And this doesn’t include the additional $30+mm in 
community grants and over 300,000 hours of industry-
sponsored employee volunteer work each year. 

 

Is there another solution? 
Obviously, there is no “silver bullet” solution to this complex problem very long in the making. 
The industry must and is taking steps to improve its image in recruiting, especially at the college 
and post-graduate levels, is looking for talent in non-insurance and non-traditional settings rather 
than only from within, and is getting better at marketing the industry’s virtues:  flexible and 
remote working options; innovative training; and developing and encouraging young talent. 
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But these efforts may not yield benefits for many years; time we unfortunately don’t have.  In the 
meantime, while not a panacea, some innovative insurers are using new technologies to 
alleviate the problem.  Some of these “InsurTech” initiatives are happening now; some are 
possibly not so far off in the future. 

Big Data in HR 

Big Data refers to leveraging massive and exponentially growing amounts of employee, 
customer, and transactional data available within organizations and from external (some new 
and non-traditional) sources. In the case of HR, organizations have huge amounts of talent and 
people-related data (e.g. skills, performance ratings, tenure, expertise, educational background, 
certifications, manager, prior roles, etc.) which can be used to better understand the 
organization's current composition, performance, and optimal characteristics for employee 
development, retention, and best-fit talent recruitment.  

Integrating and analyzing these internal metrics with the extensive array of external benchmarks, 
social media information, and government data can deliver a more informed solution to the talent 
acquisition and retention problems facing insurers today. 

One of Quincy Analytics clients, a $1.5bn P&C carrier, used a 3rd party Big Data platform along 
with internally developed tools to perform prescriptive, predictive, and people analytics on its 
internal employees and identify characteristics of best performing and lowest turnover existing 
employees.  They then combined this with external sources and datasets and search “robots” to 
scour and identify key high-potential recruits to target.  This was used not only with online job 
boards but with college campus recruiting, executive search, and other referrals (especially for 
non-entry level positions).  While the program has only been up and running for a year and a 
half, the results are already promising: 

• Reduced average time-to-hire from 67 to 40 days 
• Reduced average interview-to-hire ratio from 9.7:1 to 3.8:1 
• Improved offer acceptance rates from 45% to 56% 
• Lowered average, fully-loaded cost to hire from ~$5,300 to $4,100 
• Lowered 1-year turnover rates from 22% to 15% 

Big Data is not Big Brother.  Using additional, new data sources and advanced analytics need 
not cross ethical, regulatory, contractual, or legal boundaries.  Data (especially internal data) are 
often “anonymized” and no data that could be considered profiling need be employed to get 
effective results.  For example, our client stripped internal data of employee names and any 
other internal data that could uniquely identify an employee (e.g. employee ID, social security 
number, etc.).  Only employee function and job level were included along with requisite metrics 
to gauge “fit” and “performance” (tenure, performance ratings, and other proprietary metrics 
developed by the client HR team and consultants). 
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Using Big Data in HR recruitment and retention will require new skills – and titles – often not 
found in today’s insurance HR departments.  Identifying sources, collecting and rigorously 
analyzing datasets to identify key metrics and drivers requires technical, quantitative, and 
analytical expertise.  Do not be surprised to see titles like Data Scientist, Data Engineer, Data 
Analyst, Database Manager/Developer/Engineer cropping up in forward-looking insurance HR 
departments. 

Robotic Process Automation (RPA) 

The “R” in RPA are not physical robots but software that has the ability to execute business 
tasks normally performed by humans – especially simple, rote, and repetitive tasks – on 
enterprise applications.  Think of RPA as a virtual workforce handling data entry, transcription or 
other mundane tasks still critical in underwriting, claims management, and policy 
servicing/administration but that often slow the overall organization’s efficiency. 

RPA has been one of the earliest and widely deployed InsurTech applications insurers have 
embraced.  This is due to the large number of demonstrated use cases, field-tested, robust 
technology architecture and vendors, and proven ROIs. 

According to Grandview Research, the global RPA market was valued at $1.1bn in 2019 and is 
expected to grow at an annual rate of 34% from 2020 to 2027.3  Accenture, Gartner, and other 
specialists in RPA have 
shown that effective 
implementations in the 
banking and insurance 
industries can increase 
customer satisfaction, 
significantly reduce direct 
costs, and improve 
productivity (Figure 5 shows 
select benchmarks).  

One of Quincy Analytics 
clients, a top 10 P&C insurer, 
successfully deployed a 
customized 3rd party RPA 
technology in its claims organization to assist with first notice of loss (FNOL).  Historically, the 
client relied on teams of 40 offshore call and processing center workers manually intaking 
70,000+ claims per year across layers of administrative systems with varying document formats. 

 
3 Grandview Research, “Robotic Process Automation Market Size, Share & Trends Analysis Report”, Feb. 2020 

Figure 5: typical RPA improvements in banking and insurance 

Successful RPA implementations lead to 
dramatic improvements in costs and productivity
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leads to up to…

80% total cost savings

Source:  Accenture, “Innovations in Finance and Risk – Robotic Process Automation, 2016”; ABBY, “Accelerating Digital Agility in Insurance,” 2018; Avasant
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The process began with customers, brokers, and agents submitting FNOLs in various forms, 
including handwritten notes, photographs, and texts. The teams then indexed and allocated 
relevant information, extracted details – such as names, addresses, loss amounts, and so on – 
and keyed them into appropriate fields before manually inputting the data into the company’s 
legacy claims system. These relatively complex steps and interfaces meant staff often ended up 
entering the same information across multiple fields and screens and left much room for human 
error.  The processes were not only inefficient they also took an inordinate amount of time, 
slowing the claims adjudication process end-to-end, negatively affecting customer satisfaction, 
and ultimately driving claims costs up.   

The client’s IT and claims business process optimization units identified RPA as a potentially 
viable tool to help achieve cost reduction and efficiency gains in the FNOL process while 

simultaneously improving the customer experience.  Working 
with a 3rd party financial services RPA technology provider 
and customizing the software to their specific processes, 
claims systems, and needs, the client deployed 8 “bots” to 
take over 85% of FNOL handling. The bots replicated 
everything from data entry to creating and sending 
acknowledgment letters, and finally archiving at far greater 
speed and scale than their human counterparts and with 
99%+ accuracy.  While the initial business case for this 
initiative anticipated direct costs savings of $3.5mm and an 
ROI of 35%, the actual results were closer to $7mm and an 
ROI of almost 70% in roughly 18 months. 

RPA solutions are not limited to very large insurance 
organizations.  Another client also looking for an FNOL 
solution achieved similarly impressive results from RPA (see 
sidebar).  This carrier, a $1.2bn regional, mainly personal 
lines and small commercial writer, ultimately tracked its 
blended loss ratio improvement of 4 points directly back to 
this FNOL RPA initiative.  It was also able to reduce 
headcount (mostly temporary and high churn – less than 1-
year employment – workers) in FNOL intake and processing 
by 65%.  
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RPA and Human Resources 

RPA not only allows for headcount reduction, especially low-level or temporary staff, it also can: 

• Create a better employee experience to recruit and retain talent 
• Increase job satisfaction by reducing repetitive tasks that no one wants to perform 
• Give HR and other professionals more time to spend on tasks that enhance business 

performance 

According to Gallup, 87% of employees are not engaged in their work; this disengagement costs 
US companies $450bn to $550bn in lost productivity each year.  Furthermore, companies with 
highly engaged workers outperform their peers by 147% in earnings per share.4  By automating 
redundant, rote, mundane and tediously repetitive tasks, RPA can free up resources across an 
organization (including in HR departments themselves) to focus on the most interesting – and 
value-adding – aspects of their jobs. 

In HR departments themselves, the days of being an administrative, compliance, and policing 
function are coming to an end.  Leading HR and Talent Management organizations are 
increasingly relying on a digital transformation approach to improve the effectiveness and 
productivity of their processes.  More importantly, when HR departments advocate an 
automation-first mindset to enhance competitiveness, it makes them strategic agents of change 
within an organization. 

Just a few of the areas where forward-looking HR organizations are using RPA to automate and 
streamline processes while improving overall employee satisfaction in dealing with HR: 

• Sick, leave, and vacation time requests 
• Expense and reimbursement processes 
• Standard onboarding and offboarding procedures/paperwork 
• Applicant sourcing (especially searching and scouring online job boards like LinkedIn, 

Indeed, Glassdoor, CareerBuilder, etc.) 
• Responses to frequently asked questions from job candidates or employees with the 

help of chatbots 
• Any processes where data entry and other repetitive processes are central 

 
4 Forbes, “Our Approach To Employee Engagement Is Not Working,” September 30, 2018. Gallup, (2018) 
Employee Engagement: The Engaged Workplace. 
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The client mentioned earlier who 
achieved the significant benefits 
in recruiting and retention was 
able to automate large portions of 
the recruiting process very quickly 
(within 8-12 weeks) and hit 
promised ROI targets within 8-12 
months.  The portions of those 
functions automated through RPA 
are shown in Figure 6. 

Artificial Intelligence (AI) 

AI (also called machine learning) 
is one of the most talked about, 
hyped, and often feared 
InsurTech innovations.  The fear is generated from the notion that while RPA may eliminate low 
level, lower-skilled positions, AI has the potential to replace higher-skilled and even 
managerial/oversight white-collar jobs.  However, in insurance, where many of these vital 
positions are coming open with potentially a limited supply of eager applicants to fill them, 
executives are intrigued by the notion – perhaps far off – of machines filling these gaps, or at 
least bolstering the workload capacity and productivity of the dwindling few remaining in these 
vital roles. 

At its simplest, AI is a set of computerized tools designed to achieve objectives that usually 
require human intelligence.  As the machine “learns” and builds skill, it has the potential to 
replace or even outperform its human counterpart.  Think of an underwriting unit with multiple 
levels of oversight and authorities.  Theoretically, AI (especially married with existing and new 
big datasets) could assist the desk underwriter in better pricing risk and possibly replace middle 
levels of underwriting management providing review and oversight.  Given the median salary of 
a P&C underwriting manager is just north of $100k, with the upper bounds approaching $175k,5 
one can see the allure of eliminating some of these positions or having a technology solution to 
fill open ones. 

McKinsey has estimated the total potential annual value of AI at its “full potential” for 19 
industries.6  They estimate the potential annual benefit in the insurance industry at $1.1tn, 4th 
largest of the 19 industries included.  Significantly, insurance has the highest potential as a 

 
5 Salary.com February 26, 2020 
6 McKinsey & Co., McKinsey Analytics interactive online, “The Executive’s AI Playbook,” Value & Assess, 2020 

Figure 6: results of automation in an insurance carrier recruiting function 



 

 

Page 11 

percent of industry revenue (24.4%), 60% higher than banking and even higher than the high 
tech, pharmaceutical, and retail sectors.  While the benefit to HR is the smallest segment of the 
$1.1tn (sales & marketing is by far the largest), it still is estimated AI can have a positive $8.6bn 
hiring and retention impact on the industry overall. 

In the McKinsey analysis, “full potential” is defined as including these elements of AI technology: 

• Machine learning: involves training computers to identify patterns in data and/or predict 
outcomes 

• Deep learning: an application of machine learning where a model can analyze and draw 
conclusions from data and solve problems without being trained or given explicit 
instructions or frameworks. These models “learn” by themselves 

• Natural language processing: helps computers understand, interpret, and respond in 
written text or speech. This tech is commonly used by chatbots 

• Neural networks and pattern recognition: algorithms designed to mimic the human 
brain and recognize patterns in data. They can identify, classify and analyze diverse data 
and find patterns that are too complex for humans to see 

However, even if the insurance industry never reaches “full potential” and just stays on its 
current course, McKinsey says the positive impact will still be a whopping $764bn ($5.2bn of that 
in recruiting and retention). 

Who are some of 
the significant 
players in these 
promising 
technologies? 

Figure 7 illustrates some 
of the most active 
players in Big Data, RPA 
and AI who have a 
particular focus and use 
cases in P&C, Life 
insurance, and 
agent/brokerage.  The 
list is not exhaustive but 
does provide a 
representative sample.  

Big Data in HR RPA AI

Sample providers to the insurance industry

Figure 7 
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Conclusion:  don’t fall for the hype; invest in the most tangible, measurable 
ROI solutions 
As the cartoon at the right 
shows, it is easy to get caught 
up in InsurTech mania and lose 
perspective on reality.  In the 
near term, it is most wise for the 
industry to digest the wide array 
of cloud-based, SaaS7 
applications recently adopted 
and already adding proven 
value, cost savings and 
efficiencies.  The next logical 
step (especially in insurance, 
where data is at the heart of the 
overall business model) is to 
pursue ethical, legal uses of Big 
Data in decision-making, including HR.  The use of RPA to eliminate, augment, or improve rote 
tasks such as data entry, transcription, and other mundane or repetitive tasks is a logical next 
step given the bevy of scaled, successful use cases.  RPA can also deliver direct cost savings in 
temp or lower-level headcount reduction or alleviate the challenge of filling these low level, high 
churn, tedious, low appeal jobs.   

The allure of AI is great, and many large insurance company innovation and incubation labs are 
pursuing insurance-specific solutions aggressively (especially in underwriting, pricing and 
claims).  For mid-sized carriers, it is probably best to leverage the enormous private investment 
dollars in AI InsurTech start-ups and more established technology companies as scaled use 
cases and proven results materialize. These mid-sized companies will likely reap more benefits 
and better ROIs using external solutions or being “fast followers” as larger insurers prove out the 
viability of specific AI technologies and applications. 

According to Novarica’s 2018 “Insurer IT Budgets and Projects” report, 70% of insurers currently 
use and 63% percent were looking to expand the migration of their legacy applications to the 
cloud.  These SaaS alternatives have proven themselves with very tangible, positive results; 
however, many insurers often fail to validate actual ROIs achieved versus those anticipated.  
Insurers are just scratching the surface of harnessing the full potential of Big Data and are 
aggressively pursuing RPA (and its chatbot sister) opportunities, but again few are meaningfully 
quantifying and tracking achieved benefits and returns of these initiatives ,as well. 

 
7 SaaS:  software as a service; software stored and maintained on the internet (“cloud”), not on physical hardware 
(e.g. a PC, laptop, or mainframe computer) 
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Any company investing and deploying any InsurTech or new technology solution must 
simultaneously develop consistent, rigorous, and realistic processes and metrics to monitor and 
track anticipated savings, revenue, productivity and customer satisfaction improvements, 
successes and failures, and (ideally audited) returns on investment.  Better to know that ROIs 
are being achieved for new technologies already deployed than to double down on the next 
promising (but perhaps distant) complex technology idea. 

About Quincy Analytics 
Brian Kelley is Managing Director of Quincy Analytics.  QA is a specialized consulting firm with 
deep expertise in the P&C, Life-Annuity, and Disability insurance industries. We specialize in 
InsurTech as well as strategies for profitable growth in insurance including: net promoter 
analysis; core product and adjacency product line growth; profit pool opportunity assessment; 
organizational design and span-of-control optimization; strategic vendor management; vendor 
complexity reduction; and M&A advisory and post-merger integration.  See more about us at 
www.quincyanalytics.com. 

http://www.quincyanalytics.com/

	Millennials (those born between 1981 and 1996) and Gen-Z (their similar but younger counterparts) account for less than half of the US workforce today but will account for 59% by 2025 while Gen X and Boomers combined will shrink from 53% to 38% (Figur...
	RPA solutions are not limited to very large insurance organizations.  Another client also looking for an FNOL solution achieved similarly impressive results from RPA (see sidebar).  This carrier, a $1.2bn regional, mainly personal lines and small comm...

