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OpenClaw and what is changing: from “assistants” to “agents”

OpenClaw' is a widely discussed open source project that
positions itself as a personal Al assistant designed to act,
not just chat. Instead of only generating text, it can execute
tasks such as drafting emails, interacting with files, or coor-
dinating simple workflows via messaging interfaces like
WhatsApp, Telegram, or Discord. OpenClaw is typically run
in a self hosted setup, meaning the software operates on the
user’s own hardware, for example on a personal laptop.

The project has attracted significant public and media atten-
tion because it demonstrates how agent like Al systems can
be made accessible to a broad audience. At the same time,
reported security incidents and misuse cases have high-
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1. Onthe potential of Al agents
ininsurance

11 Where Al agents can create value

According to Munich Re's primary and reinsurance insights,
Al agents have the potential to create value across core parts
of the insurance value chain. In underwriting, they can support
information gathering, triage, and preparation of decisions.

To enhance risk assessment, Al agents can be deployed to
enrich information — for example, by supplementing motor
insurance data with additional vehicle attributes or by
scanning for emerging risks in casualty insurance. In claims,
they can help structure incoming information, coordinate next
steps, and accelerate handling of more standardized cases.
Here new multimodal Al capabilities and advanced workflow
automation can elevate claims handling automation beyond
previous limits. In customer and broker service, they can im-
prove responsiveness by supporting case handling, document
processing, and follow-up across channels. One of the most
prominent use cases is the implementation of Al-powered
chatbots, which enable insurers to both lower costs and en-
hance the customer experience. They can also help systemize
specialist knowledge, making expertise more accessible

Agentic workflows
defined by an expert

Autonomous agentic systems

lighted the risks that arise when increasingly capable Al
systems operate with broad system access and limited
oversight.

Beyond OpenClaw itself, the project illustrates a broader
shift in Al development: from isolated “prompt - response”
interactions toward systems that can plan, execute and coor-
dinate multiple steps across tools and data sources. This
increase in capability expands the range of potential applica-
tions — but also raises expectations around control, govern-
ance and responsible deployment, especially in regulated
environments.

Direct use of LLM;
Answers are based on trained
LLM knowledge

e.g. first version of ChatGPT

Use of LLM grounded with process
knowledge and tools for improved
answer quality

e.g. talk to your documents

e.g. system is executing an
information extraction pipeline
defined by the expert

e.g. Open Claw and its many
derivatives

across the organization and supporting functions facing capa-
city constraints or an ageing workforce. A concrete example
are chatbots with access to internal information such as
underwriting guidelines which make this information available
to other colleagues. As capabilities mature, agent-based
systems may support and selectively automate broader parts
of insurance workflows2.

1.2 What value they can create

The value of Al agents lies not only in greater efficiency, but
also in stronger operational consistency and better use of ex-
pertise. They can reduce handling times, lower cost to serve
and improve turnaround in high volume processes. When
implemented and monitored appropriately, they can also
support more consistent decisions, reduce friction across frag-
mented workflows and make specialist knowledge easier to
access and apply. In addition, Al agents can help capture and
structure information more systematically, supporting better
informed underwriting and claims decisions. By reducing the
burden of repetitive manual tasks, they may also improve
employee experience. Over time, these effects can contribute
not only to higher productivity, but also to improved under-
writing quality, claims handling and service outcomes.
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1.3  Why the opportunity matters now

The opportunity is becoming more relevant because Al capa-
bilities are advancing rapidly and moving beyond isolated
assistance towards more agent-based orchestration of tasks
and workflows. This creates new possibilities for insurers

to realize value. It is also no longer only a future prospect:
insurers and insurtechs are already using Al today in areas
such as claims handling, underwriting, customer service and
document-heavy workflows, with some players moving from
pilots into more operational deployment. At the same time,
pressure to improve productivity, service, and knowledge
transfer is increasing. For insurers, this makes Al agents
increasingly relevant not as a distant future concept, but as

a practical lever for operational improvement — provided
investments have to be focused and aligned with the existing
realities of the insurance operating model.

Realizing this potential at scale, however, requires more than

transferring technology concepts into insurance environments.

The benefits of agent based Al materialize only when these
systems are aligned with the operating realities, governance
requirements and readiness levels of primary insurers.

2. Three realities that shape Al adoption
In primary insurance

Primary insurers operate under conditions that differ funda-
mentally from many technology-led environments in which
agent-based Al is first demonstrated. Core insurance pro-
cesses are designed for reliability, auditability and long-term
accountability. They span multiple functions, systems and
legal entities, often across jurisdictions, and must reconcile
B2C and B2B dynamics across multiple distribution channels.
Operating models are typically highly cost-optimized, shaped
by long planning cycles, and built on data and system land-
scapes that reflect decades of incremental change and
mergers and acquisitions.

In this context, successful Al adoption is less a question of
technical capability and more a question of operational fits.

Al agents must work within existing operating models, gover-
nance structures, and risk appetites. Understanding these
realities is essential to focus investments on use cases that
can scale, remain controllable in production and deliver meas-
urable business value. In practice, three closely linked dimen-
sions shape whether Al initiatives succeed or fail in primary
insurance: the operating model, risk management and
governance, and Al readiness.

21 Operating model: structural complexity

shapes Al adoption
Insurance operating models are built to protect policyholders
through consistent execution across underwriting, claims,
distribution and service. Outcomes typically depend on
multiple handovers between functions, local adaptations
across markets, and interactions with a wide range of IT
systems. The legal entity structure, product mix and distri-
bution setup all influence where and how Al agents can
realistically create value.
As aresult, there is no universal blueprint for deploying
Al agents in insurance. The diversity of insurance operating
models - ranging from centralized monoline carriers to decen-
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tralized multiline organizations — means that the opportunities
and challenges for deploying Al agents vary significantly
depending on product structure, legal entity setup, market
footprint, and distribution channels.

2.2 Risk management and governance: escalation,
oversight and accountability are non negotiable
Primary insurers operate in a regulated environment and carry
long term obligations toward customers. These characteristics

can slow the transfer of new Al patterns into production, but
they also provide a strong basis for scaling Al in a controlled
and trustworthy way. Even without Al, governance require-
ments such as documentation, peer review, traceability and
oversight are integral parts of insurance operations. Professio-
nal standards, particularly in actuarial and underwriting
contexts, require transparency around data quality, model
assumptions, and limitations. This also limits the options to
redesign processes for Al adoption due to regulatory
requirements.

Governance raises the requirements for successful Al adoption
and adds to the effort needed to deploy Al agents at scale in
insurance. At the same time, some governance-related tasks,
such as documentation or control evidence generation, may
themselves become suitable applications for narrowly scoped
Al agents.

2.3 Alreadiness: agent-based Al places higher

demand on processes and systems
In practice, Al readiness has three components: the data &
technology foundation, the maturity of underlying workflows,
and the skills and confidence of employees to work effectively
with Al agents.

2.31 Dataand technology readiness
Al agents place higher demands on data and technology than
many earlier Al applications. Their performance depends not
only on model capability, but also on access to high-quality,
well-governed data, curated metadata and on access to
operational systems. A useful rule of thumb is that if humans
struggle to understand the meaning, structure or context of
data, Al agents are unlikely to do so reliably at scale. Likewise,
realizing the full potential of agent-based Al increasingly
requires systems and tools to be made accessible through
standardized interfaces such as Model Context Protocol (MCP)
servers. In many insurers, fragmented data landscapes,
missing metadata, limited interoperability and legacy infra-
structure — often shaped by past mergers and incremental
system evolution - still influence how easily Al can move
beyond experimentation into reliable deployment. Insurance
has gone through several waves of automation, but many
initiatives struggled to scale where technical environments
remained fragmented. At the same time, rule based systems
provide a clear counterexample: when applied to well defined
processes, they have delivered significant efficiency gains
through automation in the insurance sector. Agent based
Al may ease some long standing constraints by working more
flexibly with unstructured information and legacy environ-
ments. However, this flexibility does not eliminate underlying
differences in technical readiness, which continue to shape
how far such solutions can scale in practice.
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2.3.2 Workflow readiness
Workflow readiness is another important factor. Al tends to
perform more reliably where processes are clearly structured,
decision steps are consistently defined and operational varia-
tion is limited. Where manual workarounds, fragmented hand-
overs or multiple process variants dominate, the effort required
to embed Al generally rises. As a result, use cases located in
parts of the value chain where workflow adaptation is feasible
are often more attractive than those that depend on extensive
redesign of highly regulated processes.

2.3.3 Skill readiness
Skill readiness also matters. The value of Al agents depends
on whether employees are familiar with their outputs, limita-
tions and potential failure modes, and on how confidently they
can work with Al-supported decisions in practice. Insurtechs
may start from a higher baseline of Al readiness by design,
while established carriers often operate from a more uneven
starting point. As a result, readiness can vary not only across
insurers, but also across functions and use cases within the
same organization.

These realities do not reduce the relevance of Al in insurance;
they define the conditions under which investment can scale.
The practical question is therefore not only where Al can cre-
ate value, but how insurers should build the foundations and
controls that allow that value to be realized.

3. Building Al readiness as a foundation
for successful Al adoption

Sustainable Al investment in primary insurance depends less
on individual model choices than on the conditions that deter-
mine whether use cases can move beyond experimentation
and scale reliably. Across Munich Re’s reinsurance, primary
insurance and specialty insurance activities, the following
foundational capabilities stand out as particularly important
for generating sustainable value from Al.

- Accessible and governed data, including metadata.
Al agents require reliable access to relevant information
as well as sufficient context about its meaning, quality
and limitations. One open question is how far increasing
model capability will change these requirements —
for example by enabling agents to infer context more
effectively from data or to support the generation and
maintenance of metadata.

- Technology choices with a view beyond the first use case.
Core Al technologies are likely to become increasingly
commoditized. Buy-versus-build decisions therefore
need to balance speed to value against longer-term
dependencies on vendors, platforms and pricing models,
particularly once use cases transition from pilots into
sustained production.

- Operational processes and systems that Al agents can
interact with. Value depends less on model capability
than on whether Al agents can reliably read from and act
within operational systems. Where interaction remains
manual, fragmented or poorly defined, automation
potential and scalability remain limited.
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- Governance embedded by design. Al deployment in

insurance operates within established control environ-
ments. Accountability, traceability, escalation paths and
human oversight are prerequisites for production use
and shape which use cases can scale. At Munich Re we
have established and published our guiding principles for
Al adoption®. As regulatory expectations for Al evolve
quickly, compliance needs to be reassessed continuously,
particularly for use cases involving sensitive data or
material decisions. In this context, the potential cost of
error —including regulatory, financial and reputational
impact — must be factored into use case selection and
operating design, alongside a risk aware culture that
defines acceptable error tolerance and when human
intervention is required.

- Cost control, both prospective and proactive. Initial
business cases alone are insufficient. Insurers require
ongoing visibility into unit economics, inference costs
and vendor charges to avoid erosion of value as usage
and complexity grow. This is particularly relevant given
the currently high levels of investment across the Al
ecosystem, which may translate into rising prices for
models, platforms and compute over time. In this
context, vendor diversification and architectural flexibility
can act as important levers to mitigate cost concentra-
tion and pricing risk as Al adoption scales.

- The human element. Al agents only create value if they
are used appropriately in day-to-day work. This depends
on whether employees understand Al outputs, limita-
tions and failure modes, and know when to rely on them
and when to intervene.

Taken together, these foundations are not a playbook for

Al adoption, they define the conditions under which Al invest-

ments can scale sustainably once a use case moves beyond

experimentation.

For concrete implementation of Al use cases, three investment
questions matter most for primary insurers:

- Use case selection: which use cases justify attention
based on operational relevance, scalability and
proximity to the core insurance value chain.

- Business case: whether the economics are attractive
once implementation effort, ongoing operating costs and
value capture across technology providers and partners
are taken into account.

- Timing: balancing early learning and differentiation
against the risk of committing too early to immature
technology or use cases that depend on broader
organizational readiness.

There are no generic answers to these questions. The attrac-
tiveness of a given use case, its business case and its optimal
timing depend heavily on the insurer’s operating model, gov-
ernance requirements and level of Al readiness described in
the previous section. Pilots remain an important instrument
to answer these questions in a systematic manner.
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4. Al liability and cyber expertise
at Munich Re

Even with robust governance, controls and training, Al adop-
tion leaves residual risks that need to be managed through risk
transfer as well as prevention. In this context, Munich Re can
be a reliable partner. Through aiSure™?, we offer coverages for
Al providers and corporate adopters against losses arising
from Al performance failures, including business interruption,
legal damages and other financial losses, while our cyber
solutions® complement cybersecurity measures with clearly
defined protection against cyber incidents. This combination
becomes even more relevant in the age of agentic Al, Munich
Re's 2026 cyber risk outlook” highlights that agentic Al is likely
to increase the frequency of cyberattacks in the near term and
to amplify exposure across interconnected systems. In that
sense, we can support insurers on both sides of the challenge:
de-risking the use of Al itself and strengthening resilience
against the evolving cyber threats that increasingly accompany
Al-enabled operating models.

Sources

Open Claw: https://openclaw.ai/
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5. Al agents are a transformation challenge
— on the scale of digitalization

Al agents are becoming increasingly relevant to primary insur-
ers because they can create meaningful value in selected parts
of the insurance value chain. Realizing that value, however,
depends not only on better technology, but on where invest-
ment is focused, when capabilities are built and how Al is
embedded within the realities of the insurance operating
model.

The challenge is therefore not simply one of adoption, but of
disciplined value creation. Insurers that build readiness early
and create the foundations for scale are likely to be better
positioned than those that treat Al as a purely technical
upgrade.

The opportunity is real — but so is the need for a clear invest-
ment logic that combines operational fit, governance by design
and long-term economic value.

McKinsey “The future of Al in the insurance industry”: https://www.mckinsey.com/industries/financial-services/our-insights/the-future-of-ai-in-the-insurance-industry

1.
2.
3. BCG “Insurance Leads in Al Adoption. Now It's Time to Scale": https://www.bcg.com/publications/2025/insurance-leads-ai-adoption-now-time-to-scale
4.

Munich Re Al Governance Directive:

https://www.munichre.com/content/dam/munichre/contentlounge/website-pieces/documents/Factsheet2026 _Al%20Governance Directive EN.pdf,

jer content/renditions/original./Factsheet2026 _Al%20Governance Directive EN.pdf

5. Munich Re Al Sure: https://www.munichre.com/en/solutions/for-industry-clients/insure-ai.html

6. Munich Re Cyber Solutions: https://www.munichre.com/en/solutions/reinsurance-property-casualty/cyber-solutions-from-munich-re.html

7. Munich Re “Cyber Risk and Trends": https://www.munichre.com/en/insights/cyber/cyber-insurance-risks-and-trends-2026.html
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