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The System of Action

for Insurance. 
The emergence of agentic orchestration  

across Sales, Service, and Claims workflows

Insurers are investing heavily in digital 

transformation, yet many core workflows still 

depend on manual effort to move work forward.  

A new operating layer is emerging to close this gap: 

systems that do not merely store and route work, 

but execute it safely end-to-end. This brief 

introduces the System of Action category for 

insurance, outlines what it is, why it is needed,  

and how insurers can adopt it pragmatically.


Who this brief is for

Operations leaders seeking 
measurable improvements in 
claim cycle time, policyholder 
satisfaction and retention,  
close ratio, and combined ratio


Claims and servicing executives 
modernizing high-volume 
workflows without replacing 
core platforms


Technology and transformation 
leaders moving AI from pilots 
into production safely




Executive Summary

The insurance industry has largely completed the first wave of digitization: moving critical workflows into systems of record such 
as policy, claims, billing, and agency management platforms. These systems are essential, but they were not designed to execute 
work across every customer and agent channel, coordinate actions across multiple tools, and deliver fast resolution under surge 
conditions. As a result, carriers still rely on significant manual effort to bridge gaps between channels, data sources, and 
back-office systems.


A System of Action for Insurance is an execution layer that sits above and around systems of record. It converts real-world 
interactions into validated, structured work, applies playbooks and controls, and completes workflows through governed 
write-back to core systems. It is designed for production reliability and trust: auditability, human-in-the-loop escalation, 
permissioning, and continuous monitoring.

Key takeaways

The next era of insurance transformation is execution:  
moving from assist to resolve for high-volume workflows


A System of Action complements core platforms by handling  
omnichannel intake and governed completion of work


Trust mechanisms (supervision, audit trails, guardrails) are  
foundational in insurance


Outcome modules are the fastest path to measurable value and  
scalable autonomy


Why now

Three forces are accelerating the need for a System of Action: 


	Customer expectations for always-on, near real-time service


	Sustained cost pressure and the need to improve operational efficiency 


	The growing feasibility of AI-driven execution when paired with governance and monitoring


Together, these forces create a practical mandate: deliver faster resolution at lower unit cost without increasing risk.
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1.    From systems of record to systems of action
Systems of record are optimized for correctness and transaction integrity. They define the authoritative 

source of truth for policy, claims, billing, and customer data. However, they are not optimized for end-to-end 

execution of work that originates in unstructured channels (calls, emails, texts, documents), requires 

playbook adherence, and depends on coordinated actions across multiple downstream systems.


In practice, the execution gap is filled by people who interpret requests, gather missing information, 

navigate system constraints, and perform manual updates to move work forward. This human middleware 

is costly, variable in quality, and brittle under surge conditions.

2.   Definition: System of Action for Insurance 

	A System of Action for Insurance is a software layer that executes insurance workflows end-to-end.  

	It sits above the system of record, interfaces with multiple tools and data sources, and is designed to  

	complete work safely and measurably.

Transforms unstructured interactions into validated, structured intent and data


Applies insurer-specific rules, playbooks, and guardrails to determine next actions


Executes actions via governed write-back (with approvals where needed)


Escalates exceptions with full context, audit trail, and recommended resolution steps


Measures success in work delivered: resolutions completed, cycle time reduced,  

and quality maintained

What a System of Action is Not

A System of Action is not a narrow voice bot, a copilot confined to a single core UI, or a generic 

customer support automation platform. It is purpose-built to execute insurance work across 

channels and systems with governance and proof
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3.   Category criteria: what “good” looks like in practice

	A System of Action program does not require replacing the core. The most effective deployments start  

	supervised, prove reliability and outcomes, and expand autonomy as confidence grows.


Criterion Why it matters

Omnichannel structuring 


Governed write-back
 

Supervisor control plane
 

Reliability at scale
 

Outcome measurement

Ingest voice, SMS, email, and documents;  

validate and normalize data.


Complete workflows by updating systems of  

record with approvals and exception handling.


Audit trails, monitoring, human-in-the-loop  

decision points, and escalation paths.


Idempotency, retries, rollback patterns,  

and operational observability.


Resolution rate, cycle time, unit cost, and  

quality metrics tied to business impact.



4.   High-value workflows: where Systems of Action

create impact first

The fastest ROI typically comes from high-volume workflows that are repeatable, bounded, and measurable.

Claims intake (FNOL)  
and triage

Claims documentation  
and evidence chase

Policy servicing and  
billing inquiries

Capture structured FNOL 
data across channels 


Create the claim and route 
next steps automatically

Request missing documents 
through preferred channels 


Track responses and update 
claim records

Resolve common questions 
with authoritative context 


Make permitted updates  
with approvals

	Adjacent opportunities include agency and distribution support, where the same execution pattern can  

	reduce handling time and improve responsiveness
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5.   A pragmatic adoption roadmap

	A System of Action program does not require replacing the core. The most effective deployments start 

	supervised, prove reliability and outcomes, and expand autonomy as confidence grows

Step 1: Select an outcome module 

Choose one workflow with a clear done state. Pilot design principles

Step 2: Define guardrails and success metrics 

Align on permissible actions, approval thresholds, 
audit needs, and KPIs.

Step 3: Launch in supervised mode 

Use human-in-the-loop approvals for high-risk actions; 
ensure every action is tracked.

Start where volume is high  
and completion is measurable


Anchor the pilot to governed 
write-back (not just answers)


Define escalation and audit 
requirements up front


Prove work delivered with 
operational metrics, then 
expand scope


Step 4: Operationalize monitoring 

Instrument dashboards and review loops;  
expand autonomy for low-risk cases.

Step 5: Expand to a suite 

Add adjacent workflows to create compounding 
operational leverage.

How Liberate supports Systems of Action

Liberate provides a System of Action platform designed specifically for insurance operations. Liberate combines 

omnichannel intake, insurance-native workflow reasoning, and a Supervisor control plane to execute high-volume 

workflows safely. It integrates with core systems of record and downstream tools to complete work via governed 

write-back, while preserving auditability and operational controls.

Insurance-native playbooks to drive consistent execution


Supervisor control plane for approvals, monitoring, audit trails, and exception handling


Outcome module approach to deliver value quickly and expand into a suite


Production reliability patterns and observability to operate at scale under surge

Systems of Action represent a practical next step in insurance transformation: a layer focused on completing 

work reliably and measurably. For carriers, the opportunity is to convert high-volume operational load into 

controlled autonomy—improving service and efficiency without increasing risk.
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