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Carriers Hired Less and Fired More Than
They Expected Last Year

The insurance job pool is shrinking faster than expected — eaten away at both
ends.

By Aaron Smith | August 19,2026

<° Listen to this story \1*)

Alabor survey from insurance executive recruiter The Jacobson Group and
analytics company Aon shows that life insurers hired fewer workers than they
planned over the last year and also saw their headcount fall more than they had
anticipated.

Life insurers are terminating more workers than they used to, as voluntary job
hopping has dropped off, according to Jeff Rieder, head of benchmarking for Aon's
strategy and technology group.

Of the life and health insurance carriers that participated in the July 2026 survey,
41% said they increased their staff in the last 12 months, according to Rieder and
Jeff Blair, senior vice president of executive search and business development for
Jacobson, who presented their findings on Thursday. But that figure is sharply lower
than the 60% that said this time last year that they planned to increase staff over
the next 12 months.

Conversely, the proportion of life and health insurers that decreased their staff over
the past year was far higher than those that had said they planned to do so, with
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29% reporting reduced headcount over the
past 12 months, versus just 10% that had said

they planned for job cuts.

Going forward, 53% of life and health carriers
surveyed said they plan to increase staff over
the next 12 months, according to the Jacobson-
Aon report, while none reported plans to cut

jobs.

It remains to be seen whether insurers follow
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through with their optimistic plans over the Jeff Rieder, head of
next year. Insurance jobs have been steadily benchmarking for Aon's
declining, according to the Bureau of Labor strategy and technology group

Statistics, which reported that the category of

Jeff Blair, senior VP for
executive search and
business development at The
Jacobson Group

insurance

carriers and related activities shed 6,700 jobs last
month alone. Over the previous 12 months
through July 2026, the insurance sector lost
81,000 jobs, and in July unemployment in the
insurance sector reached 3.3% — its highest level
since 2023.

Automation was the most commonly cited reason
for reducing headcount in the Jacobson-Aon
survey.

The accelerating advances in artificial
intelligence-driven automation may not only
explain the contracting insurance job market, but
also the mismatch between carriers’ plans for
staffing and their actual experience over the past

12 months, according to Giacomo Santangelo, senior lecturer of economics at

Fordham University in New York, who said that AI "is maturing a lot faster than

firms anticipated.”

Carriers may have discovered that AI could take
over more tasks over the past year than they
looked capable of 12 months ago.

"A year ago, what was their expectation for Al
adoption?” said Santangelo in an interview.
"Because if Al is growing sufficiently fast enough,
then you're not going to hire humans.” Likewise,
carriers may have opted against plans to replace
some departing workers as increasingly capable
automation was able to take on more tasks than
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Giacomo Santangelo, a senior previously anticipated, leading to Al-based
lecturer of economics at attrition. "It's much easier to replace a human
Fordham University with AI if that person voluntarily quits.”

Staying Put
Insurance workers are aware that the job market is not in great shape, which is why
they aren't doing much job hopping, according to Aon's Rieder.

"With lower turnover, the balance of power has clearly shifted back to the employer
with the trends that were seeing,” he said in the Thursday webcast. "With lower
turnover, they don't have to chase quite as much.”

Rieder told Life Annuity
Specialist that voluntary
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"Involuntary turnover increased

in the past six months, which

could suggest more corrective
actions taking place since the beginning of 2026," said Rieder.

Still, because of the rise in "job hugging” among insurance workers, 18% of
managers at life and health insurers said they feel it's harder to hire people now
than it was a year ago, compared with 12% who said the same this time last year,
according to the survey.

Blair of Jacobson said that it's taking longer for carriers to fill positions, partly
because a lot of the best-qualified employees in the insurance industry have already
locked in well-compensated jobs and don't want to move. He said carriers still get
flooded with applications — as many as 2,000 applicants a director-level job
posting — but they still struggle to fill positions, often because they can't close the
deal with the candidates they want.

"As we say in the staffing world, were seeing a lot more offers kicked,” he said,
referring to hesitancy from job candidates who are increasingly turning down offers
because they're reluctant to leave their current jobs. "Without the sense of urgency,
it's getting more difficult to fill these positions.”
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'‘Gray Hair Problem’
Actuaries, technology experts and executives are always hard to recruit, but now the
industry is having a hard time attracting less experienced workers like college

graduates, Blair noted, adding that the industry needs to find ways to attract young
blood.

"We have a gray hair problem in the insurance area, and we definitely need to bring
in more people,” said Blair.

Robert Hartwig, director of the Center for Risk and Uncertainty Management at the
University of South Carolina, said the youngest baby boomers have reached age 62,
the minimum for Social Security, and many of them have plump 401(k) balances,
prompting them to retire. And they also have decades of work experience, which
makes them hard to replace.

"You can't always replace gray hairs with stubbly
beards coming right out of college, because there's
an experience gap,’ said Hartwig.

But he said many college graduates are smart,
hard-working people with skills that older

workers don't necessarily have. "They're going to
Robert Hartwig, director of the  be more technology savvy that the gray hairs

Center for Risk and they're replacing,” he said.

Uncertainty Management at

the University of South Still, Hartwig said carriers "can't just parachute
Carolina into the job fair” and expect to get the job

candidates they need. He said carriers must

establish job internship training programs,
because the majority of interns who have a positive experience will go back to those
employers.

"You'll then have a pipeline of quality students who will be very eager to join you on
graduation,” he said.
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