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It’s time for commercial insurers to rethink the PDF paradigm. Learn how  

to collect information and support digital agility – even for complex  

policies – from underwriting to claims and service.
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What if the “form” of the future isn’t a form at all?  
Learn to support your digital transformation strategy 
and delight customers and agents by rethinking how 
you collect and process information.
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Introduction: Why Forms Transformation
Acquiring or providing services to an insurance customer typically starts with gathering 

information via forms, often via an agent or broker. And for commercial policies, those  

forms are notoriously complex and full of if/then questions, which makes it challenging  

to complete them correctly the first time.   

That’s why industry analysts say commercial lines have lagged behind personal lines  

when it comes to brining digital transformation to the customer and agent experience. 

Let’s take policy quoting. Often, commercial insurance quotes start with capturing 

information using cumbersome PDF-based forms. Information then goes to underwriting  

to generate a quote and policy. Rating is often done manually or on spreadsheets, which 

takes time and resources. Unfortunately, this has several disadvantages:

•	 PDF forms are often difficult to complete and not an ideal customer experience.

•	 PDF forms are often very heavy on questions, requiring far more information 		

	 than necessary to provide an accurate quote.

•	 A lack of validation and data checking, combined with human error during 		

	 rekeying, can result in high numbers of “Not in Good Order” (NIGO) errors.

•	 The entire process is not intuitive for brokers, agents and customers.

The process of opening a commercial policy should be fast, seamless and mobile  

friendly — for your customers and agents — and take into account the fact that 

 increasingly tech-savvy consumers expect commercial insurers to embrace  

digital-first, frictionless customer experiences.
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“62% of insurance professionals believe the customer 
experience in personal lines impacts customer 
expectations in commercial lines. A separate study, 
focused on the perspective of the insured, found that 
70% of business owners who purchased personal 
insurance online would like to be able to purchase  
their business insurance online as well.”1  

LexisNexis

Customer experience within commercial insurance may be slower and 

more frustrating than when purchasing in personal lines, yet expectations 

are just as high. It’s time to question whether your forms are delivering an 

experience that is both personalized to the customer and the context. 

•   	Are form fields prefilled with what you already know,  

		  such as name and location?

•	   Are you confirming data rather than retyping it in?

•	   Are you asking only relevant questions? (For example,  

      do you ask people in different states the same  

		  compliance questions?)

•	   Are all of your forms accessible online, or are you still 			 

		  requiring paper or scanned PDFs?

•	   Do your agents and customers have access to the most  

		  recent version of your forms?

1
Your Forms Don’t 
Deliver a Personal 

Experience
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Where should you consider forms 
transformation?

These are just a few examples of where commercial insurance carriers  

see ROI from rethinking forms processess. 

•   Quotes

•   Policy Applications

•   Underwriting and approval processes

•   Claims

•   Policyholder updates

When filling out forms, customers want to know that you know them, especially online.  

An experience that lacks contextual understanding just creates frustration. 

Forms transformation means engaging experiences
The next generation of forms are really guided, digital interviews. These adaptive, personalized 

interviews transform forms into omnichannel, intuitive experiences designed to adapt to the 

commercial customer’s needs, device and type of interaction.

It’s similar to how tax preparation software 

works. The tool presents dynamic questions 

based on known data and new responses, and 

then delivers a complete form on the back 

end, just like you might produce an ISO form.

This eliminates unnecessary questions and the 

need to enter and re-enter information into 

a static form. Customers are guided to either 

confirm information or to provide new details 

via the shortest route possible.

“Agents are looking to partner with insurers that have strong digital 
experiences which support placing new business, communicating  
value to prospects, and retaining clients at a time of loss or renewal.”2  

Novarica



Commercial Insurers: 5 Ways Forms Are Slowing Down Your Move to Digital 

Customer expectations have changed with the pervasiveness 

of smartphones and other mobile devices, from smart office 

devices to connected cars. Now, that means they want 

information or services to be available anytime, anywhere,  

at their moment of need.

2
Your Forms Aren’t 
Really Digital – or 

Mobile

“These are digital times, characterized by advanced 
expectations for customer service, efficiency and 
innovation — regardless of industry lines. The 
good news is that those carriers that act quickly 
can grasp a competitive advantage.”1
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Digital forms transformation means delivering 
consistent experiences across ANY channel

Many organizations have found that making their web forms mobile-friendly can be difficult. 

Allowing customers to download or even complete a static PDF online isn’t really a digital 

experience. Many “smart forms” are still hard coded in HTML with static fields. Forms that render 

correctly on an older website often break on mobile devices. Commercial insurance companies 

are still presenting the same blank fields to everyone on a web form, instead of allowing the 

forms to be filled in an intuitive, adaptive manner.  

In addition, commercial insurance organizations aren’t really taking advantage of the tools  

now available with mobile devices. Imagine if you could empower customers to use their mobile 

devices as part of a business process or transaction to complete many standard processes via 

mobile. Being mobile-friendly can accelerate these time-consuming processes and engage 

customers and brokers in “digital conversations.” If you’re still using paper forms, you’re at risk  

of falling behind in these customer experiences.

Filing claims and providing supporting documentation using digital and mobile tools helps the 

process move faster and provide the convenience of reporting claims when they happen, even 

after hours. Your customers can upload attachments like tax documents or accident reports, 

photos of a property or vehicle from their laptop, phone or tablet. They can also sign essential 

documents via a mobile device for a seamless end-to-end experience. You can even allow 

customers to stop the process and come back to it later – without having to start over. 

By the Numbers: Technology-Led Innovation

Intelligent Insurer surveyed 300 commercial insurance leaders to understand their 

vision for technology transformation, and their goals for implementing new 

technology are as follows:3

•   Drive operational efficiency and reduce costs: 13% 

•   Create new revenue streams: 13%

•   Improve the way underwriters select, target and price risk: 12%

•   Grow existing revenue streams: 11%

•   Boost advisory excellence and customer experience: 10%

•   Reimagine business models: 10%

•   Develop new products and/or services: 9%

•   Support better decision making: 8%

•   Improve the claims experience: 7%

•   Improve profitability: 7%
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The more difficult it is for a customer to complete a form, the 

more likely they are to abandon the request, or return incorrect or 

incomplete information. Internally, a considerable amount of time 

and effort is spent on manual transactions like collecting customer 

data, correcting forms and processing forms? With core processes  

like opening a new policy or claims processing, that friction can  

have huge consequences to revenue.

Commercial insurance as an industry segment falls behind in 

technology adoption, with manual processes creating a substantial 

lag in turnaround times. Digital Insurance sums up the problems 

this way, “In fact, 89 percent of insurance professionals responding 

to the survey reported the need to manually re-evaluate insurance 

applications and, as a result, the degree of manual work required in 

commercial underwriting continues to be the leading pain point.”4

3
Your Forms Create 

Friction, Costing  
Time and Money
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Consider these additional ideas for  
removing friction…

Automate manual steps in the quote-to-bind process
Often friction comes when more than one person needs to contribute information to complete 

a transaction. For example, a commercial insurance policy may require an underwriter to 

collect dozens of data points by phone or a rater to use manual spreadsheets. The spreadsheets 

are often outdated, or there may be errors in manual data entry that require rekeying and 

updating — adding days or more to the process. Automation can reduce that turnaround  

time to minutes.  

Integrate digital signatures
If you still require customers to print and sign a document to move forward, you’re creating 

bottlenecks that put your transaction at risk. Integrating e-signature solutions like DocuSign 

directly into your forms process delivers ROI in time and cost savings. Not only does this deliver  

a better customer experience, it enables you to close new business faster.

Gain visibility into where forms are abandoned
Adaptive digital interviews allow you to evaluate the effectiveness of your questions which 

improves completion rates and ROI. Continually testing and optimizing will improve completion 

rates. If you’re not analyzing forms performance on an ongoing basis, you could be leaving 

money on the table.

Digitizing Policy Renewal Processes

One of the largest commercial P&C insurance carriers in the U.S. worked with Smart 

Communications to transform the way it collects information and processes policy 

renewals. The insurer saw significant ROI. Specifically, they achieved the following:

•   Reduced average turnaround time from 40 days to 28 days

•   Reduced the number of forms with NIGO errors by 27%

•   Improved operational efficiency by 56%

•   Increased renewal conversion rates by 1%

In total, the organization forecasted digitizing this process would deliver annual 

ROI of at least $22 million, based on renewing 150,000 commercial policies.
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4
Your Forms Are 

Disconnected and 
Error Prone

Traditional forms can lead to data integrity issues. Inaccurate 

data — illegible handwriting, typos or mistakes on paper 

or web forms — causes major problems and presents real 

compliance issues. Not to mention, errors on forms create 

operational efficiencies, requiring manual work to resolve 

and opening the door to errors.

Not in Good Order (NIGO) rates are a key metric to watch, 

linked to slower processing times and higher costs. Forms 

transformation can reduce NIGO rates, improving process 

quality, turnaround times, and positively impacting  

customer experience. 
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Collect and connect to core systems  

You can increase customer satisfaction and completion rates with adaptive interviews.  

However, connecting your digital forms with core systems is where you’ll find real value.  

Flexible tools based on open standards offer prebuilt integrations using open APIs and standards 

such as REST. This enables you to present customers with an interview prefilled with information 

you already know, so they can simply confirm or change data as needed. Then you can automatically 

update your system, rather than relying on manual rekeying or unreliable OCR tools.

By integrating adaptive digital interviews as a system of engagement with the systems of record 

and third-party data sources you already have, you can extend your IT investments and avoid 

introducing data errors from customer transactions. Meanwhile you can use known data to provide 

an even more personalized, relevant experience.

“Commercial lines business is traditionally regarded as complex, 
relationship-based, and slow-moving. It has lagged personal lines in 
embracing technology. But as more business processes become digitized, 
more data is accessible to be analyzed with more powerful tools, and 
relationships are augmented and supported by technology rather than 
replaced by it.”5 

Steven Kaye, Vice President of Research, NovaricaOrganizations typically find value in in 
connecting digital and mobile forms to:

•   Back office core data systems like Guidewire or Duck Creek

•   Customer relationship management (CRM) solutions like Salesforce or  

     Microsoft Dynamics.

•   Enterprise content management (ECM), like SharePoint, IBM or Documentum,  

     so you can archive documents and other information automatically 

•   Business process management (BPM) solutions like IBM or Pega in support  

     of highly advanced back-office automation

•   Digital signature solutions, like DocuSign or OneSpan
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Customers want answers fast. Especially when they submit information to you online or 

via mobile. However, organizations still require significant manual processing of forms 

data. Perhaps your back office staffs hundreds or even thousands of people to handle 

customer requests? And so customers wait. And the cost of such inefficiency runs high. 

In contrast, adaptive forms leverage actionable workflow to trigger tasks such as 

confirmation emails or text messages, as well as other core processes. Instead of 

requiring multiple departments and reviews, the adaptive interview flags urgent issues 

and alerts a customer in real time when additional information or action is needed,  

such as a personal call with an agent.

Looking ahead, commercial insurers see the opportunity to transform commercial 

lines through automation, AI and other technologies. Reporting in Digital Insurance 

concludes, “If carriers expand their automation capabilities to include advanced use 

of predictive modeling and automated quoting through prefilled data, they can get 

closer to their efficiency goals by reducing errors and unnecessary rework on policies, 

improving turnaround times, and advancing their competitive advantage.”4

5
Your Forms Don’t  

Deliver Fast Enough

“As technology changes, so do the servicing 
expectations of our customers.”

David Birittieri, Head of Policyholder Services, MassMutual
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Conserve valuable IT resources: Empower  
business users

Your internal stakeholders want instant gratification, too. Imagine your organization wants  

to introduce a new product or business process. How long does it take IT to build web forms, 

workflow and on-demand communications templates given current demands on their time? 

With guided forms solutions, business users are empowered to create adaptive interviews  

quickly and easily via drag-and-drop, browser-based tools. They create dynamic questions with 

rules and conditions to make the conversation intuitive, and use prebuilt connectors to bring  

in system data, without the need to know programming languages. 

Business users create customer communications templates for instant personalized document 

generation – via any channel – without the need for coding. You control permissions and  

branding to minimize risk while liberating the business to go to market faster.

Customer and market demands require a more agile, flexible approach to building new  

processes. You can’t wait months or years to build a new web-based customer experience.  

And you don’t need to. 

Collaborate with brokers, underwriters and other 
intermediaries

Sometimes the forms you need to transform and digitize are used not by customers but by 

employees, underwriters and other business partners. Many organizations are looking for 

opportunities to reduce data entry and streamline interactions for their customer service 

representatives (CSRs) or other agency principals in interactions like claims processing.

Before Digital: The True Costs of Manual 
Rating and Quoting

A Midwest insurer with 500,000 policyholders, 1,000 affiliates and 450 agents 

faced daily challenges related to manual processes. Using spreadsheets to collect 

information and conduct risk calculations, then rekeying information into a document, 

brokers found it difficult and time-consuming to produce a quote. This resulted in  

the following metrics:

•   NIGO rates from 60%-90%

•   Quote-to-close conversion rates around 25%

•   Up to 2,000 data points required for underwriting

•   12-15 different policy iterations before signature

Through adaptive interviews, low-code platforms like SmartIQ allow multiple parties in a single 

project or interaction to engage with different screens and see different questions tailored to  

their role and step in the process. Manually combining responses into a single document or  

system isn’t necessary. This speeds up transaction time and delivers an elevated experience  

to everyone involved.

Working with SmartIQ from Smart Communications to automate processes, this 

commercial insurer has streamlined quoting and new account opening, with higher 

conversion rates, increased revenue and greater operational efficiency. 
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Conclusion: Get Ready to Transform

Forms are a critical part of your commercial insurance business, but can be a  

frustrating experience for customers as well as employees and partners. 

Adaptive, guided forms create enormous efficiencies and improve how customers  

and business users receive and provide information. It’s time to think differently  

about operational efficiency and customer experience in the context of insurance  

digital transformation.
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