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Global specialty carrier modernizes
underwriting intake with flexible,
headless automation

A top-tier global specialty insurer writing
business across more than 30 lines and
multiple international markets including North
America and London set out to modernize how
underwriting submissions enter the business.
With 10,000 submissions arriving each month
across regions and lines of business, the carrier
needed to improve accuracy, increase straight
through processing, and establish a scalable
foundation for future automation.

After a rigorous evaluation process that included
multiple proofs-of-concept and deep executive
review, the carrier selected Indico Data’s Intake
and Orchestration Platform for insurance.

Indico was chosen over Meq, Roots and Cytora
for its flexibility, enterprise maturity, pricing
transparency and ability to integrate seamlessly
into the carrier’s existing environment.

Today, Indico powers a high volume, production
grade underwriting intake workflow that spans
four continents and all lines of business, enabling
faster processing, improved data quality, and a
future ready foundation for expansion.

The challenge: modernizing
submission intake without
disrupting the business

The carrier processes approximately 10,000
underwriting submissions per month across

the Americas, Europe, Asia Pacific, and other
regions. Submissions include new business and
renewals and often contain lengthy PDFs, broker
presentations, applications, and other complex
attachments.

Prior to Indico, the carrier relied on a third-party
offshore extraction service provider integrated
into an internally-built data validation tool.
Extracted data flowed into this legacy system,
where underwriting operations teams manually
reviewed each data point and validated
individual fields on each submission before
routing data downstream into their

pricing system.

While the process functioned, there was very little
flexibility to expand into additional document
types or new use cases and accuracy was very
low. Leadership wanted to:

¢ Increase extraction accuracy and improve
straight through processing rates

* Maintain full control over workflow design
and long term development

« Avoid unnecessary business disruption or
wholesale system replacement

« Establish a foundation that could scale
globally across lines of business




The carrier also placed a premium on
technology partners who were built for
insurance, production-ready, and capable
of operating securely within enterprise
environments.

As one executive shared during the selection
process:

“We needed something that actually works
in the real world, not just in a demo. It had
to handle the complexity of our submissions,
run reliably at volume, and fit into our
environment without creating more work for
our teams.”

The solution: a flexible,
headless intake and
orchestration layer

Following two proofs of concept and executive
level review, the carrier selected Indico Data over
ten other vendors, including Mea and Cytora as
their final contenders.

While all three vendors demonstrated strong
performance, Indico stood out for its platform
maturity, transparent pricing model, and
flexible delivery approach. The carrier valued
the ability to learn the toolset, configure
workflows internally, and gradually assume
greater ownership over time. A key differentiator
was Indico’s ability to deploy in a headless
implementation model and deliver against
the Carrier’s defined data schema rather than
having to conform to rigid, pre-defined
output structures.

The carrier wanted a smaller transition for

the team in the short-term, so they chose to
maintain their own in-house data validation
interface. Because of this, Indico was integrated
directly into the existing workflow. Extracted
data is delivered into the carrier’s internal data
validation tool, preserving the user experience
for the initial rollout.

This approach allowed the carrier to:

* Replace only the extraction layer while
maintaining downstream systems

« Connectdirectly to legacy systems
through APIs

« Deliver structured outputs aligned to their
defined schema

» Surface confidence scores and
traceability data within existing workflows

Time to value was accelerated through Indico’s
Generative Al architecture and the flexibility of
Agent Studio and Agent Gallery. Out-of-the-
box Agents from the Agent Gallery provided a
production-ready starting point for underwriting
submissions, enabling rapid deployment while
still allowing customization to the carrier’s
coding standards and business rules. Because
the workflow is powered by GenAl-driven
Agents rather than rigid templates, new fields
and interpretive logic can be introduced
without retraining traditional models, enabling
quick interaction and the ability to expand as
requirements evolve.

We needed something that actually works in the real
world, not just in a demo. It had to handle the complexity
of our submissions, run reliably at volume, and fit into our
environment without creating more work for our teams.”



Indico now ingests underwriting submissions
across all lines of business and regions, extracting
core data fields consistently and reliably. The
workflow was designed to be LOB-agnostic,
enabling deployment across property, casualty,
marine, specialty, and other underwriting
segments through a single foundational intake
workflow. As one project leader noted:

“We wanted a platform we could build on
ourselves over time. Indico gave us that
flexibility while still delivering the production
grade reliability we needed.”

The results: high volume
production performance
and a foundation for expansion

Since going live with Indico, the carrier
has experienced:

+ Improved extraction accuracy and higher
straight through processing

* Faster delivery of clean, system ready data
into downstream underwriting systems

+ Minimal business disruption during
implementation

« Strong platform reliability under sustained
production volume

The carrier is already planning expansion into
additional document types such as Loss Runs and

Statements of Values, and has begun discovery on
expansion into Claims use cases. The strategy has

been to first deploy broadly across regions and
lines of business, then deepen into more complex
document types and additional data sets.

Keep insurance work in motion

Visit IndicoData.ai to learn more.

Importantly, the carrier views Indico as a long term
enabler rather than a fixed point solution.

By investing in training and platform knowledge,
the team is building internal capability to
configure and expand workflows over time.

This approach aligns with the carrier’s broader
strategy of maintaining control over its technology
roadmap while partnering with vendors who
bring insurance specific expertise and scalable
infrastructure. With Indico in place as the intake
and orchestration layer for underwriting, the
carrier has established a scalable foundation to
modernize how work enters the enterprise.



http://indicodata.ai

