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Introduction

Bancassurance has always promised a powerful combination: insurer
expertise and products, bank distribution channels, and deep customer
relationships. Yet, in A&M’s experience, many bancassurance models remain
constrained by fragmented data, manual onboarding, product—market
misalignment, and regulatory friction. Agentic Al and personal financial agents
could begin to change that, shifting bancassurance from a transactional cross-
sell channel toward a proactive, embedded ecosystem that anticipates
customer needs, simplifies execution, and creates value for insurers, banks,
and customers alike.

To capture this opportunity, insurers and banks will need to move beyond
incremental automation and rethink their partnership operating models.

This thought leadership examines how agentic Al could reshape three core
dimensions of bancassurance: distribution, product design, and governance.
It also sets out a strategic agenda for insurers preparing for the shift.




From Chatbots to Autonomous
Partners

The Agent Is the Key

The previous wave of Al in financial services focused largely on conversational
interfaces and predictive models that answered questions or flagged anomalies.

In this article, we use ‘agentic Al’ to refer to systems that go further: they can plan,
execute, and orchestrate multistep workflows across insurance and banking systems,
using contextual data, real-time retrieval, and defined compliance guardrails.

In bancassurance, this shift from assistive Al toward more autonomous agentic
workflows creates three immediate opportunities:

O 1 Proactive, Life-Event-Driven Distribution

Instead of waiting for customers to seek coverage, Al agents embedded
in banking journeys could detect relevant signals and initiate parts of the
distribution workflow. For example, a mortgage approval could surface
home or mortgage life insurance, while an overseas transaction could
prompt a travel or health top-up. The agent could assess a potential
coverage gap, retrieve permitted preverified data, and prepare a
compliant quote for customer review. This could shorten the time to
insure, improve conversion, and create a more seamless experience for
the customer, insurer, and bank.




O 2 Sales Force Copilots

Frontline advisors (insurance consultants and relationship managers) no
longer need to spend as much time on manual data gathering or
administrative compliance tasks. Agentic copilots can go beyond
surfacing information by generating client briefs, identifying policy gaps,
flagging life-event triggers, and sequencing compliant next-best offers
before meetings. Al-enabled tools are already demonstrating measurable
productivity benefits in insurance distribution. Prudential, for example’,
reported a 15% increase in agent productivity in Singapore in 2025, with
its Al-enabled PRUAction platform contributing to the improvement. By
supporting pre-meeting preparation and post-meeting documentation,
these copilots could shift client engagement from product-led selling
toward more holistic financial planning.

O 3 Seamless Human-Al Handoffs

Agents can handle routine inquiries, document collection, and eligibility
checks. Complex cases, high-value clients, or nuanced risk profiles can
then be escalated to human specialists, with relevant context,
prevalidated data, and Al-drafted recommendations carried across. This
preserves continuity for the customer while allowing the insurer and bank
to resolve complex issues efficiently and retain human judgment where it
matters most

1. Prudential plc, Full Year 2025 Results, March 18, 2026 ALVAREZ & MARSAL
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Reimagining Product Design:
Working Backward From
Claims to Design

To capitalize on agentic Al, insurance product
development may need to evolve from a static,
actuarial exercise into a more dynamic, claims-
first, APIl-driven discipline. Rather than designing
products in isolation and optimizing for sales
alone, insurers can engineer products for simpler,
more automated adjudication from day one.

By structuring coverage around clear, data-rich
triggers, such as parametric flight delays,
standardized telematics metrics, or verified digital
health records, insurers can enable straight-
through processing (STP) for eligible claims. This
is already happening in parts of the market. Ping
An reports that its Al-powered image-based
vehicle damage assessment reduces claims
processing from hours to minutes. It also reports
an average claim processing time of 7.4 minutes
for its life and health Fast Claim service."

1. Ping An Insurance (Group), Driving Innovation with Generative Al,
March 10, 2025
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Al-enabled products can also be designed as modular, API-ready components.
Rather than requiring customers to seek out insurance separately, relevant coverage
can be embedded at banking and purchasing touchpoints. For example, insurance
can be offered when a customer takes out a loan or makes a payment, or travel
coverage can be presented alongside a travel purchase. Modular, API-enabled
products can make these integrations more flexible and allow insurers and banking
partners to adapt propositions as customer needs change.

Equally important is building fraud, waste, and abuse (FWA) detection into the
product architecture. Insurers are already using Al and analytics to strengthen claims
controls and reduce FWA. In a bancassurance model, permitted bank and insurance
data could potentially provide additional context for fraud detection, subject to
appropriate legal, privacy, and consent controls. For example, systems could be
designed to verify relevant transaction information or identify signals associated with
synthetic identity fraud. These controls could accelerate lower-risk claims while
directing higher-risk cases to further review.

¥ R T
X * gt ol |
* i ] s, §

ARSAL 6
ON.RESULTS:’




Governance as a Growth
Enabler, Not a Bottleneck

Al in regulated financial services cannot operate without robust governance. Institutions
can treat risk management as an enabler of responsible adoption rather than a brake on
innovation. Trust supports adoption, and adoption enables scale. Four risk domains
require proactive design:

Silent Al Exposure: Traditional policies, including professional indemnity,
directors and officers (D&O), and business interruption policies, may respond
to some Al-related losses depending on their wording. Institutions should
review policy language, clarify coverage for Al-related risks, and consider if
standalone cover is appropriate for clients deploying autonomous systems.

Algorithmic Bias and Explainability: Biased training data can contribute to
unfair underwriting or pricing and create regulatory risk. Frameworks such as
the Monetary Authority of Singapore’s (MAS) FEAT Principles and more recent
Al model risk-management guidance! emphasize fairness, accountability,
transparency, governance, and appropriate controls. In Hong Kong, the
Insurance Authority (IA) has similarly emphasized that insurers should address
Al risks through their existing governance and risk-management frameworks?,
while it develops a dedicated Al governance framework for the sector.

insurance data for Al must comply with applicable privacy, purpose-limitation,
consent or notice, security, and cross-border transfer requirements. These
requirements vary by jurisdiction and should not be described as blanket data-
residency rules. Data minimization, masking of personally identifiable
information, appropriate transfer safeguards, and transparent consent or notice
mechanisms should be built into the system architecture.

@ Data Privacy and Consent Architecture3: Using personal banking and

Third-Party, Model, and Agent-to-Agent Risk: Autonomous agents can
propagate errors when guardrails fail, and agent-to-agent interactions create
new questions about accountability. For example, who is responsible if an
automated negotiation contributes to an unsuitable sale? Contracts with Al
vendors should define monitoring, accountability, audit rights, and escalation
expectations, and institutions should establish clear human-review triggers for
high-stakes decisions.

Institutions that integrate governance into Al design from day one will be better
positioned to build trust, adapt to evolving regional regulatory expectations, and scale
responsibly.

1. MAS, Artificial Intelligence (Al) Model Risk Management, December 2024

2. |A., Chatting about Chatbots and Al, Conduct in Focus, Issue 7, May 2023

3. Singapore Personal Data Protection Commission, Guide to Cross-Border Data Transfers, updated April ALVAREZ & MARSAL
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Data Protection, Article 56; Thailand PDPC cross-border transfer notifications under Sections 28 and 29 of

the PDPA, effective March 24, 2024



The Path Forward
Three Strategic Priorities

For insurers seeking to capture the Al-enabled
bancassurance opportunity, A&M believes the
next 24 months will be an important period for
building competitive advantage. Insurers
should move with urgency, but also with
discipline, focusing on the areas that can
create lasting value. Action should be guided
by three principles:

01

Build the Governance Spine Before
Scaling Partnerships

Co-design an Al risk framework aligned with
relevant regional regulators, such as the MAS,
HKIA, Bank of Thailand, and Indonesia
Financial Services Authority, before selecting
technology vendors. Partner with regional Al
specialists that bring local-language natural
language processing capabilities, regulatory
experience, and bancassurance workflow
expertise. Require interoperability, API-first
integration, and clear data-portability clauses.

02

Pilot at High-Intent Moments

Launch agentic Al use cases at high-intent
banking moments: mortgage origination,
wealth onboarding, payroll integration, and
digital payment flows. Equip insurance
consultants and relationship managers with
copilots that surface potential coverage gaps.
Measure conversion improvement, reduced
cycle time, and productivity, rather than Al
accuracy alone.

ALVAREZ & MARSAL
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Design Machine-Native Products in Partnership

Use Al to analyze claims data, identify coverage mismatches, and co-create
embedded products with banking partners. Where appropriate, test dynamic,
segment-specific covers in regulatory sandboxes or controlled pilots. Iterate using
adoption and loss-experience data, moving from fixed annual reviews toward more
frequent, evidence-based product refinement.

A&M’s capability building an Al-powered bancassurance
business

* We help financial institutions design and launch integrated
bancassurance businesses that overcome the limitations of traditional
bank-insurer partnership models.

* Using our ZeroOps methodology (aiming to minimize manual
intervention), we integrated A&M'’s digital capabilities with available
technology to build an operating model designed for cost efficiency and
embedded distribution across key banking journeys.

» Our teams work with clients to reimagine products, distribution, and
servicing models from first principles, ensuring they fully capitalize on
the capabilities available today while remaining adaptable to future
innovation.
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Conclusion

The convergence of insurance expertise, banking data, and agentic Al is
creating a new model for financial protection: more proactive, personalized, and
embedded in the moments when customers need it. Over the next five years,
institutions that use Al effectively as a distribution multiplier will be better
positioned to capture market share as speed, personalization, and trust
become more important sources of differentiation.

The remaining challenge is execution. Insurers and banking partners that align
around modular, regulation-aware Al architecture, equip frontline teams with
intelligent copilots, and treat governance as a growth enabler will be better
positioned to shape the next generation of bancassurance.

A&M expects personal Al agents to play a growing role in comparing and
arranging insurance as more providers make products accessible through APIs.
The question for today’s bancassurance partners is not simply whether to
participate, but whether their partnership models can adapt as the customer’s
agent, rather than the bank’s relationship manager, becomes a more important
distribution interface.
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About A&M FSIG

Alvarez & Marsal’s Financial Services Industry Group (FSIG) combines its
operational heritage with consulting expertise to address complex challenges facing
financial institutions in Asia. We provide transaction and performance improvement
advisory services for insurance companies and private equity firms investing in the
industry.

FSIG Solutions

DEAL VALUE REALIZATION

Deal Strategy

Deal Value & Due Diligence
Deal Planning & Execution
Value Capture & Optimization

New Business Models

Customer Value Proposition

Revenue and Pricing Optimization
Distribution Strategy & Transformation

OPERATIONAL EXCELLENCE SOLUTIONS

Sustained Finance Enhancement
Cost Transformation
Customer Journey Simplification
Operating Model & Shared Service Execution DISTRESS
Financial Crime Compliance Optimization
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Managing Director Senior Director
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ABOUT ALVAREZ & MARSAL

Founded in 1983, Alvarez & Marsal is a leading
global professional services firm. Renowned for its
leadership, action and results, Alvarez & Marsal
provides advisory, business performance
improvement and turnaround management
services, delivering practical solutions to address
clients’ unique challenges. With a world-wide
network of experienced operators, world-class
consultants, former regulators and industry
authorities, Alvarez & Marsal helps corporates,
boards, private equity firms, law firms and

government agencies drive transformation, mitigate |

risk and unlock value at every stage of growth.
To learn more, visit AlvarezandMarsal.com.
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https://www.alvarezandmarsal.com/
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