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Introduction and Purpose of the Analysis
American Family Insurance is a large mutual property-and-casualty insurance group headquartered in
Madison, Wisconsin. The original essay treats the company mainly as an example of organizational
change and uses the lesson of adapting when conditions shift. That remains a useful starting point,
but a current analysis must examine why insurers are under pressure to change, how a mutual
structure affects strategy, and what operational capabilities are required. Climate-related losses,
inflation in repair costs, digital service expectations, cybersecurity, artificial intelligence, regulation,
and changing distribution models all influence competitiveness. Successful change must protect
policyholders while maintaining financial strength, fair claims handling, employee capability, and long-
term trust. (Kotter)

Company Profile and Mutual Structure
American Family Insurance operates through American Family Mutual Insurance Company, S.I., and
several subsidiary groups, including CONNECT, Homesite, and Main Street America. The company
reported 2025 assets of approximately $45.5 billion, equity of $14.3 billion, and revenue of $19.5
billion, and described itself as the twelfth-largest U.S. property-and-casualty insurer by written
premium. Its mutual structure means the parent organization is oriented toward policyholder interests
rather than quarterly shareholder earnings. That can support long-term investment, but it does not
remove performance pressure. Premium adequacy, reserves, catastrophe exposure, customer
retention, and regulatory capital must remain strong if the company is to pay future claims and invest
in service improvements. (American Family Insurance, “About American Family Insurance: Fast”;
American Family Insurance, “2025 Annual Report”)

The “Who Moved My Cheese?” Change Lesson
The original analysis refers to the popular change story Who Moved My Cheese?, which emphasizes
noticing change early, releasing attachment to familiar conditions, and moving toward new
opportunities. The metaphor is useful when it encourages employees to monitor customer behaviour,
technology, and risk. It becomes misleading if leaders use it to portray all resistance as irrational.
Employees may oppose a change because requirements are unclear, workloads are unrealistic, data
are unsafe, or customer harm has not been considered. Effective change management therefore
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combines adaptability with explanation, consultation, resources, and evidence. People should
understand what is changing, why it is necessary, how decisions were made, and what support will be
available. (Johnson)

Strategic Pressure from Catastrophe Risk
Property insurers face increasing losses from severe convective storms, wildfire, hurricanes, flooding,
and other hazards, while exposure grows as construction costs and property values rise. Climate
change can alter the frequency or severity of some events, but local development, building standards,
vegetation management, and insurance concentration also shape loss. American Family must refine
catastrophe models, pricing, reinsurance, geographic diversification, and risk-prevention services.
Restricting coverage or raising premiums may improve short-term underwriting but can create
affordability and public-policy problems. A mutual insurer should combine financial discipline with
transparent communication and practical mitigation support, such as stronger roofs, defensible space,
leak detection, and resilient rebuilding.

Claims Inflation and Operational Efficiency
Vehicle technology, labour shortages, construction materials, medical costs, litigation, and supply-
chain disruption have raised the cost of settling many claims. Premiums may lag behind those
changes because insurance rates require data, filings, and regulatory approval. The company
therefore needs accurate reserving, fraud detection, vendor management, and efficient claims
processes. Cost control should not become pressure to underpay valid claims or reduce meaningful
human review. Operational efficiency is strongest when automation handles repetitive tasks while
adjusters focus on judgement, communication, and complex loss. Measures should include claim
accuracy, cycle time, reopening, complaints, litigation, and customer recovery rather than only
average cost per file.

Digital Distribution and the Agency Relationship
American Family works with more than 2,400 independent contractor agency owners while also
operating digital and direct channels through its group. Customers increasingly expect online quotes,
mobile policy access, electronic documents, rapid payment, and continuous claim updates. The
strategic challenge is not choosing agents or technology as though one must eliminate the other.
Agents can interpret coverage, understand local risk, and support customers after severe losses,
while digital systems provide convenience and lower transaction costs. Channel design should
prevent conflicting prices, duplicated work, and unclear ownership of the relationship. Agents need
tools and training that make technology an extension of advice rather than a competitor for customer
attention.
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Data, Artificial Intelligence, and Underwriting
Insurers use data to estimate risk, price policies, detect fraud, route claims, and personalize service.
Artificial intelligence can improve consistency and speed, but it can also reproduce bias, rely on weak
proxies, or produce decisions that customers cannot understand. American Family should maintain
model inventories, data-quality standards, human oversight, validation, cybersecurity, and
procedures for appeal. Variables should be evaluated for legal relevance and disparate impact. A
technically accurate model may still be inappropriate if it uses data collected without reasonable
consent or creates barriers unrelated to insured risk. Governance must cover vendor models as
carefully as systems built internally, because outsourcing does not transfer accountability. (National
Association of Insurance Commissioners)

Customer Trust and Claims Experience
Insurance is purchased before the customer knows whether the promise will be tested. Trust becomes
most important after an accident, fire, storm, theft, or liability claim. The company’s mission to
inspire, protect, and restore dreams has practical meaning only if coverage is explained clearly and
claims are handled fairly. Digital self-service should not trap customers in automated loops during
stressful events. Service design should provide status visibility, understandable reasons for decisions,
access to a knowledgeable person, and effective complaint review. Trust metrics should be connected
to retention, complaint patterns, regulatory findings, litigation, and claim outcomes rather than
treated only as brand awareness or advertising sentiment.

Cybersecurity and Operational Resilience
An insurer stores identity, financial, property, health-related, driving, and claims information, making
it an attractive target for criminals. Ransomware or system failure can interrupt claims at the moment
customers need urgent assistance. Resilience requires layered security, encryption, identity controls,
vendor oversight, employee awareness, tested backups, incident response, and continuity plans for
agencies and call centres. The company should assume that prevention may fail and practise
restoration under realistic conditions. Cybersecurity is not solely an information-technology
responsibility. Executives, legal teams, claims leaders, agents, and employees determine how data
are collected, shared, retained, and discussed. Board oversight should connect cyber risk with
customer harm and financial exposure.

Workforce Change and Skills
Digital transformation changes the work of underwriters, actuaries, agents, adjusters, service
representatives, and technology teams. Employees may need skills in data interpretation, remote



Copyright © 2026 Academic Master. | 4

inspection, model governance, customer empathy, and cross-functional collaboration. Layoffs or
automation without a credible workforce plan can weaken institutional knowledge and morale.
American Family should identify roles likely to change, provide training before new systems launch,
and evaluate whether productivity assumptions match actual work. Frontline employees should
participate in process design because they understand exceptions that executives and vendors may
overlook. A change is not successful when software is installed; it is successful when people can use it
safely and customers receive better outcomes.

Marketing and Social Media
The original essay recommends Facebook and Twitter as less expensive alternatives to physical
marketing. Social and digital channels remain important, but the analysis must extend beyond reach.
Insurance advertising is regulated, product claims must be accurate, and targeting should not exploit
sensitive personal information. Social media is useful for education about prevention, coverage,
disaster response, and community programs, while agents can build local relationships. Engagement
metrics do not prove that customers understand exclusions or select adequate limits. Marketing
should be coordinated with product, legal, claims, and customer-service teams so messages reflect
actual coverage and capacity. Reputation is damaged when promotional promises exceed the
experience delivered after loss.

Diversity, Inclusion, and Fair Access
Insurance decisions can affect housing, transportation, entrepreneurship, and recovery after disaster.
Historical patterns of discrimination make fairness a strategic and ethical issue. The company should
test underwriting, marketing, claims, and distribution processes for unequal outcomes that cannot be
justified by legitimate risk. Accessibility is also important for customers with disabilities, limited
English proficiency, low digital confidence, or limited internet access. Inclusion should not be confined
to workforce representation or sponsorship campaigns. It must influence product design, agent
locations, communication, data governance, supplier relationships, and complaint review. Fair access
strengthens legitimacy while reducing regulatory and reputational risk. The analysis should also
examine whether policy language and digital interfaces are understandable to customers with
different educational and financial backgrounds.

Change-Governance Framework
A disciplined transformation program should begin with a measurable problem rather than a preferred
technology. Leaders define desired customer, risk, financial, and employee outcomes; identify
stakeholders; assess legal and operational constraints; and test solutions in controlled pilots. A
steering group monitors benefits, cost, security, model risk, customer complaints, and unintended
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consequences. Changes are scaled only after evidence demonstrates readiness. Communication
should explain trade-offs and include channels for frontline feedback. Kotter’s emphasis on direction
and alignment can be combined with project governance and continuous improvement. The objective
is adaptation without uncontrolled disruption, especially in an industry where errors can affect
household financial security.

Balanced Assessment
American Family possesses advantages that support change: substantial capital, a broad group of
companies, national scale, a large agency network, and a mutual ownership model that can support
long-term decisions. It also faces difficult trade-offs involving catastrophe exposure, affordability,
channel complexity, legacy technology, cyber risk, and rapid claims inflation. The company should not
pursue digital transformation merely to imitate competitors. Investment should improve risk selection,
prevention, service, operational resilience, and transparent claims handling. Financial strength and
customer trust should be evaluated together. An insurer that grows without adequate pricing can
endanger policyholders, while one that protects capital through inaccessible coverage may weaken its
social purpose.

Conclusion
Organizational change is necessary for American Family Insurance because risk, technology,
regulation, and customer expectations continue to evolve. The lesson of monitoring change is valid,
but effective adaptation requires more than encouraging employees to accept a new direction.
Leaders must explain the strategic need, involve agents and frontline staff, govern data and artificial
intelligence, protect cybersecurity, manage catastrophe exposure, and measure customer outcomes.
The company’s mutual structure provides an opportunity to balance financial discipline with long-term
policyholder value. Sustainable competitive advantage will come from combining modern technology
with fair underwriting, reliable claims service, resilient operations, capable employees, and credible
community trust. (National Institute of Standards and Technology)
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