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DATA ANALYTICS

How to Solve the IT Backlog (and How
Not to)

P&C carriers lose millions quarterly when underwriting changes languish in IT backlogs,
but uncontrolled self-service creates chaos.

Hirak Chatterjee - October 7, 2026

In most mid-to-large property & casualty (P&C) carriers, changing a routine underwriting limit or
pricing parameter requires riding the exact same deployment pipeline as core application code. The
change must navigate an IT ticket, a sprint, a test cycle, a change advisory board, and a release
window. By the time a single line of configuration ships, weeks or months have passed.

The result is a business operating at analog speed in a digital market. While executive leadership
talks about digital transformation, front-line business teams remain tied to IT backlog ticket
systems. Shortening sprint cadences or pushing for faster CI/CD pipelines fails to resolve this
friction because the bottleneck is architectural, not process-driven.

The High Financial Cost of "Locked-Configuration Syndrome"

Historically, embedding underwriting guidelines, pricing limits, claims triage, and compliance checks
directly into core source code or static configuration files was standard practice. That approach
worked when market shifts happened over multi-year cycles, but today it locks basic operational
decisions behind full software release schedules.

That friction carries a quantifiable financial penalty. For a carrier writing $2 billion in Gross Written
Premium (GWP), delaying a necessary rate or eligibility adjustment on a deteriorating loss segment
by a single quarter can easily affect the combined ratio by $15 million to $25 million. That is before
accounting for the hidden opportunity costs of delayed product launches and missed competitive

moves.

The Pitfalls of Uncontrolled Self-Service

To bypass this bottleneck, carriers often try giving business teams direct self-service capabilities.
But granting autonomy without governance just trades slow delivery for production instability. When
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carriers attempt to bypass IT pipelines using direct database updates or rudimentary rule tools, they
consistently run into three major failure modes:

¢ Silent Misconfiguration: A business analyst updates a rating factor in a live environment. The
change is syntactically valid, but without contextual validation, it unexpectedly alters logic in
downstream claims systems. Thousands of policies are mispriced over 48 hours, requiring
emergency rollbacks, data patches, and reputational damage control.

e Audit Vacuum: During a regulatory examination, regulators request the 24-month change
history for a specific underwriting rule. Because changes were made informally by multiple
users across various tickets, pre-change values, timestamps, business justifications, and
formal sign-offs cannot be produced. The result is regulatory penalties and corrective action
plans.

¢ Environmental Drift: Development teams spend six months testing a major software release
in Non-Production Environments (NPE). Upon deployment, critical rules fail because business
users made unrecorded configuration changes directly in production over preceding months.
Testing in NPE becomes an illusion because test environments no longer reflect reality.

Configuration as a Service: A Governed Control Plane

Fixing this doesn't mean choosing between rigid IT stability and unchecked business speed. The
path forward is establishing a dedicated Configuration as a Service (CaaS) layer, a purpose-built
"Configuration Center" positioned between business users and core administration systems.

Functioning as a centralized control plane, this layer routes parameter updates through an
automated, policy-enforced pipeline instead of relying on IT release backlogs or risky database
edits. Core application platforms simply query the engine at runtime to retrieve current values and
execute logic safely.

This framework rests on three core pillars:

1. Risk-Tiered Autonomy

Granting self-service rights based on the potential financial and operational impact of a

change rather than user convenience.
2. Integrated Governance Controls

Built-in pre-flight simulation, automated impact analysis, mandatory sign-offs, and
immutable audit trails.

3. Continuous Environment Synchronization

Ensuring configuration changes made in production automatically propagate back to non-
production environments to eliminate environment drift.



Deciding What Deserves Self-Service: The Three Tiers

The most critical architectural decision is not choosing software tools, but classifying configuration
assets by risk. Not every parameter should be editable by business teams, and items that are self-
serviceable must follow controls proportional to their potential impact.

HIGH RISK / ~10% OF CHANGES
Tier 1: Tech-Managed

Covers core data models, integration schemas, rating calculation engines, and strict regulatory
policy logic. Errors here directly risk financial loss, compliance breaches, or platform instability.
These assets stay firmly in IT's domain, following standard SDLC processes and formal CAB review
gates.

MEDIUM-HIGH RISK / ~30% OF CHANGES
Tier 2: Governed Self-Service

Covers underwriting eligibility matrices, core rating rules, and workflow decision trees. Mistakes can
affect underwriting performance, but risks remain manageable if caught before release. Business
teams author and update these rules, but deployment demands pre-flight simulation and dual sign-
off from both the business owner and an IT/risk lead.

LOW-MEDIUM RISK / ~60% OF CHANGES
Tier 3: Routine Self-Service

Covers bounded operational toggles, customer-facing advisory messaging, and routine threshold
updates. Financial exposure is minimal, with changes mostly driving day-to-day operational
efficiency. Business leads manage these end-to-end using single-approver workflows and
automated fast-track promotion pipelines.

Accelerating Safety With Artificial Intelligence

Integrating targeted Al capabilities into the configuration pipeline further reduces human error
while accelerating throughput:

e Change Impact Analysis: Large Language Models (LLMs) trained on historical rule changes
analyze new proposals, flagging potential downstream system impacts, edge-case scenarios,
and historical outcomes before sign-off.

e Natural Language Authoring: Analysts describe desired business logic in natural language,
which Al translates into formal Decision Model and Notation (DMN) tables for validation.

e Anomaly Detection: Machine learning models continuously evaluate configuration change
streams to detect statistical anomalies in timing, parameter ranges, or change volume.



e Automated Simulation: Al automatically generates and executes targeted test cases against
proposed configuration changes in a sandbox environment, attaching results to the approval
queue.

Business Outcomes and Key Metrics

Carriers implementing a governed configuration control plane transition from slow, reactive cycles
to proactive market responsiveness. Key operational benchmarks demonstrate the impact:

Compressed Cycle Times: Low-risk operational changes move from multi-month IT backlogs to
sub-4-hour automated deployment windows.

Incident Reduction: Production incidents stemming from configuration errors drop by 80% to 90%.

Complete Audit Compliance: Full traceability satisfies stringent market conduct standards,
recording who changed what, why, and who approved it.

Resource Efficiency: Engineering hours spent managing routine configuration tickets decrease by
up to 90%, freeing technical teams to focus on core platform innovation.

The tension between business agility and production stability is real, but it is not irreconcilable. By
replacing one-size-fits-all IT release management with a governed, risk-tiered configuration
architecture, P&C carriers can deliver the autonomy business teams require without compromising
stability or regulatory compliance.

For a deeper architectural breakdown, including failure mode analyses, environment
synchronization patterns, and implementation road maps, read the full white paper: Configuration
Center: A Blueprint for Core System Agility.



