


● Background in research at Stanford’s Human Computer Interaction 
Group and the Institute for Computational Mathematics at Stanford

● Worked on some of the state-of-the-art algorithms in reinforcement 
learning and dynamic optimization

William Steenbergen
CTO & CO-FOUNDER, FEDERATO

● Born out of first principles research in AI for proactive portfolio 
management - how can AI do what no human can?

● The only AI-native platform that spans the full policy lifecycle,
Recently raised $100M Series D from Goldman Sachs 

● Our mission is to change the way insurance work gets done

About me

About Federato



Does AI
over promise, 
under deliver?



“74% of 
CEOs report 
no change 
in revenue 
from AI”

PwC, WEF Davos
2026 Global CEO Survey
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“Yet, 88% of
CEOs report 
increased 
spend on 
AI systems”

PwC, WEF Davos
2026 Global CEO Survey

Does AI
over promise, 
under deliver?



“In 2025, 48% 
of insurers 
destroyed 
value…up 
from 9% in 
2021

ACORD, 2025
P&C Value Creation Study

Does AI
over promise, 
under deliver?



What is 
agentic AI?



Agentic Artificial Intelligence

Made or produced by human 
beings rather than occurring 

naturally, especially as a copy 
of something natural

The ability to acquire 
knowledge and skills

Referring to a person or thing 
capable of or through which an 

outcome or end is achieved
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AI has eras and waves

AI WINTER
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2011

AI WINTER

1955

1952 1966

2008 2022

1890

Markov Decision Processes
Pareto Optimality

1953

Stochastic 
Games

1999

“Agent”

Multiagent Systems
Challenges and Opportunities 
for Decision-Theoretic Planning

Multiagent systems: 
a modern approach to 
distributed artificial 
intelligence

2025

… still optimizing state action pairs in 
markov decision processes 130 years later

Model Context Protocol (MCP): 
Landscape, Security Threats and 
Future Research Directions

Mastering the game of Go 
with deep neural networks 
and tree search

2016

“I thought AlphaGo was based on 
  probability calculation and that it 
  was merely a machine. But when 
  I saw this move, I changed my 
  mind.Surely, AlphaGo is creative”

2018

General Video Game 
AI: a Multitrack 
Framework For 
Evaluating Agents, 
Games and Content 
Generation Algorithms

“AI”

Often with agentic follow-on



LLM Tools Context Agent

+ + =

What is today’s 
 AI agent?



What is context?

CONTEXT

Retrieved 
information

Conversation 
history

Instructions

User request

Current state

Tool definitions



CONTEXT

Quoting Agent

Email

Rating Agent

Risk Analysis 
Agent

Submission 
Agent

Quote

TOOLS

Forms + 
Product Logic

Action Center

Template
Engine

Email

Rater

Guideline
Documents

Loss
Documents

OFAC
API

Federated
Graph

Exposure
Tables

Similar 
Policies

Modeling
API

Loss
Runs

Benchmark
Models

Web
Search

Endorsement 
Agent

Billing Agent

Issuance Agent

Claims Agent

How does an AI agent work?
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Why the AI
failure if agents
are so powerful? 



Why the AI
failure if agents
are so powerful? 
               
            Built-in vs bolted-on



Bolt on AI fails 
because

it inherits 
latency



it lacks 
contextBolt on AI fails 

because



it stalls at 
product 
definition

Bolt on AI fails 
because



Our greatest
obstacle as an 
industry?

The crumbling
Old Core
8 companies | 36 yrs old avg | 90+ acquisitions



Context rot: how input lengths impact LLM performance



How do 
software 
systems 
evolve?

Infrastructure layer Developer platform layer Application layer Data & analytics layer AI/ML Layer



Insurance missed
the cloud wave

AIWeb

Cloud

1995

2005

2011



The good news?
There’s pent-up desire 
for transformation



There’s pent-up 
desire for 
transformation

“Bring on
the robots!”



“85% of 
underwriting 
and claims 
processes 
will be 
automated”

There’s pent-up 
desire for
transformation



“I’m afraid that 
after a 5-year 
implementation, 
we’ll be a 
dinosaur.”

There’s pent-up 
desire for
transformation



“There will be winners 
and losers.”

There’s pent-up 
desire for
transformation

“If you don’t act in the 
next 3 years, you lose.”

“We can’t fit AI in, we 
have to reshape”



You can’t draw a 
new future on a 
broken canvas



2026
is about AI
that’s built-in,
not bolted on




