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Abstract

The insurance industry operates at the intersection of trust, regulation, and financial advisory,
making the embedding of ethical conduct, fiduciary responsibility, and a robust compliance
culture imperative for sustainable growth and consumer protection. This paper examines the
systemic integration of ethical frameworks, fiduciary principles, and regulatory compliance
mechanisms within insurance sales and brokerage operations. With rising regulatory scrutiny
and public expectations, insurers and brokers are increasingly required to align their business
practices with standards that prioritize client interests, transparency, and accountability. The
research analyzes how ethical lapses and conflicts of interest can compromise customer
outcomes, damage reputations, and lead to regulatory penalties. It explores fiduciary
responsibility as a foundational principle in sales conduct, emphasizing the obligation to act in
the best interest of clients, especially in product recommendations and policy disclosures. The
study highlights the role of compliance culture not just as a regulatory obligation but as a
strategic asset that fosters trust, reduces misconduct risk, and improves operational resilience.
Drawing on case studies, regulatory frameworks (such as NAIC, FINRA, and SEC guidelines),
and empirical data, the paper proposes a multidimensional framework for embedding these
principles into sales and brokerage functions. Key elements include ethical leadership,
continuous professional development, incentives aligned with customer outcomes, real-time
surveillance of sales practices, and whistleblower protections. The importance of integrating
compliance into digital tools and customer relationship management platforms is also discussed,
particularly in the context of emerging technologies and remote advisory models. Findings
reveal that organizations that successfully embed ethics, fiduciary responsibility, and
compliance culture experience improved client retention, lower litigation risk, and enhanced
brand credibility. The study concludes by offering actionable recommendations for regulators,
industry leaders, and educators on strengthening ethical infrastructure and aligning insurance
sales practices with the broader goals of consumer protection and market integrity.
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1. Introduction

The insurance sales and brokerage industry occupies a critical role in financial markets, serving as an intermediary between
consumers seeking risk protection and the insurers providing it. As financial products become more complex and consumer
expectations evolve, the role of insurance brokers and agents has expanded beyond simple product placement to include advisory
responsibilities, needs assessments, and long-term relationship management (Adewale, Olorunyomi & Odonkor, 2023, Imran,
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et al., 2019, Odonkor, et al., 2024). This heightened
responsibility places ethical conduct, fiduciary responsibility,
and a strong compliance culture at the core of sustainable
business practice. In an environment characterized by
regulatory oversight, competitive pressures, and increasing
public scrutiny, maintaining trust and integrity is essential not
only for client protection but also for institutional reputation
and industry stability.

Trust is the currency of the insurance industry. Consumers
rely heavily on agents and brokers to guide them through
complicated terms, assess coverage suitability, and disclose
all relevant product information. Any failure in upholding
these principles undermines the very foundation upon which
the insurance relationship is built. Instances of unethical
behavior such as product mis-selling, non-disclosure of
critical clauses, or commission-driven advice can cause
severe financial harm to consumers and erode confidence in
the industry. Misaligned incentives, particularly when
performance metrics prioritize sales volume over customer
outcomes, often contribute to such unethical practices (llori,
Nwosu &Naiho, 2024, Imtiaz, et al., 2024, Odonkor, et al.,
2024). Additionally, the lack of a deeply ingrained
compliance culture within certain organizations further
exacerbates the risk of misconduct, making it difficult to
detect and prevent violations before they result in regulatory
actions or reputational damage.

This paper explores the systemic integration of ethical
conduct, fiduciary responsibility, and compliance culture
within the operations of insurance sales and brokerage. It
examines how these principles can be embedded into
organizational processes, decision-making frameworks,
performance evaluations, and customer engagement
strategies. The objective is to identify practical, scalable
approaches to align business incentives with ethical
standards, enhance consumer trust, and meet or exceed
regulatory expectations (Abisoye, 2023, Isibor, et al., 2021,
Odonkor, Eziamaka & Akinsulire, 2024). Through a review
of best practices, industry case studies, and regulatory
guidance, this paper aims to provide a roadmap for
transforming compliance and ethics from formal obligations
into strategic pillars that drive long-term success and societal
value in the insurance sector.

2. Methodology
The methodology for embedding ethical conduct, fiduciary
responsibility, and compliance culture in insurance sales and
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brokerage was designed using an integrative approach
grounded in Al-enabled analytics, policy frameworks, and
continuous feedback systems. Inspired by data-driven and
Al-based conceptual models from Abisoye et al. and others,
the process adopted a dynamic systems modeling
methodology combining predictive analytics, ethical policy
alignment, and organizational change management
principles. Data from CRM systems and Al-enabled
monitoring tools serve as the initial foundation to collect
behavioral and transactional data from sales agents. This data
was analyzed using rule-based and machine learning models
to detect early warning signs of unethical behavior or
fiduciary breaches.

Following detection, real-time surveillance and compliance
dashboards are employed to flag anomalies and non-
compliance activities. These insights are integrated into an
internal whistleblower framework, leveraging anonymous
digital channels and blockchain-based reporting to enhance
transparency and protect informants. Feedback loops are
developed using employee performance data and compliance
trend analysis to design customized training modules.
Organizational accountability is strengthened through cross-
functional audit teams, ensuring unbiased evaluations of
compliance processes.

The approach also aligns with fiduciary standards and
regulatory mandates by embedding explainable Al systems to
justify decision-making. Embedded auditing modules review
sales practices regularly using ESG-aligned risk indicators
and behavioral compliance benchmarks. Strategic reporting
frameworks are designed to map risk exposure, ethics
violations, and fiduciary lapses over time, facilitating
proactive policy interventions. Continuous adaptation and
ethics training sessions reinforce core values and guide
agents through complex ethical scenarios using case-based
simulations and digital ethics tools.

Finally, these interventions are integrated into a culture-
building roadmap for the institution, which culminates in the
normalization of ethical behavior and responsible conduct.
The framework ensures that the culture of compliance is not
treated as a standalone function but embedded in decision-
making across organizational layers. This continuous
improvement model draws from the synergistic influence of
Al, organizational learning, ESG auditing, and data-driven
governance strategies to sustain ethical integrity within the
industry.
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Flowchart: Embedding Ethical Conduct, Fiduciary Responsibility, and Compliance Culture
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Fig 1: Flow chart of the study methodology

2.1 Conceptual Foundations

Embedding ethical conduct, fiduciary responsibility, and
compliance culture in insurance sales and brokerage requires
a robust understanding of the conceptual foundations that
define and shape these principles within financial and
insurance services. These concepts not only establish the
normative framework for acceptable conduct but also serve
as operational imperatives that determine the trustworthiness,
effectiveness, and sustainability of insurance businesses. As
the insurance industry continues to evolve in complexity and
regulatory scrutiny, understanding these foundational
elements becomes critical for shaping both individual
behaviors and institutional systems that align with the
broader goals of consumer protection, risk transparency, and
financial inclusion.

Ethical conduct in financial and insurance services
encompasses a set of principles that govern the behavior of
professionals and institutions in their interactions with
clients, regulators, and the public. It is rooted in values such

Behavior Beliefs

and Attitude Toward
Outcome Behavior
Evaluations

Normative Beliefs

Motivation to
Comply

as honesty, integrity, fairness, accountability, and respect for
stakeholders (Aderonmu& Ajayi, 2024, Isibor, et al., 2022,
Odonkor, et al., 2024). In the context of insurance sales and
brokerage, ethical conduct means ensuring that agents and
brokers act transparently, provide accurate and complete
information about insurance products, avoid conflicts of
interest, and refrain from manipulating or misleading clients
for personal gain. Ethical behavior also involves respecting
the unique needs and circumstances of each client, offering
products that are suitable rather than merely profitable, and
ensuring that the client fully understands the terms and
limitations of their coverage. When these ethical standards
are compromised either through intentional misconduct or
systemic incentives that prioritize sales volume over client
welfare the consequences can be profound, ranging from
consumer harm to regulatory penalties and reputational loss.
Figure 2 shows Theory of Planned Behavior presented by
Ampofo, et al., 2004.
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Fig 2: Theory of Planned Behavior (Ampofo, et al., 2004).
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At a deeper level, the principle of fiduciary responsibility
elevates the ethical obligations of insurance brokers and
agents into a legal and professional standard. Fiduciary duty
refers to the obligation of one party to act in the best interest
of another when a relationship of trust and confidence exists.
In insurance brokerage, this applies when brokers assume
advisory roles that influence client decisions regarding risk
coverage, policy selection, or long-term financial planning
(Adanigbo, et al., 2024, Isibor, et al., 2023, Ofodile, et al.,
2024, Okolo, et al., 2023). Unlike sales agents who may
represent specific carriers, brokers often represent the
interests of the client by shopping across multiple insurers to
find suitable products. In such roles, fiduciary responsibility
entails full disclosure of commission structures, objective
assessment of client needs, and avoidance of recommending
products based on financial incentives rather than suitability.
Brokers are expected to provide informed, unbiased advice
and to communicate all material risks, exclusions, and
limitations associated with a policy. This duty is particularly
important in life, health, and retirement insurance planning,
where inappropriate recommendations can have long-term
negative effects on client well-being. Fiduciary standards
ensure that professional judgment is exercised with care,
loyalty, and a client-first mindset thus reinforcing ethical
conduct through enforceable obligations (Adepoju, et al.,
2022, Isibor, et al., 2024, Ofodile, et al., 2024).

While ethical conduct and fiduciary responsibility focus on
individual and professional behavior, compliance culture
represents the institutional framework within which these
behaviors are promoted, supported, and enforced.
Compliance culture refers to the shared values, practices, and
expectations within an organization that guide employees and
leadership in adhering to regulatory requirements, internal
policies, and ethical norms. A strong compliance culture is
proactive rather than reactive; it prioritizes integrity over
expedience and embeds compliance considerations into
everyday operations. In the insurance sector, this means
integrating compliance checks into customer onboarding,
sales processes, product disclosures, and claims management
(Adhikari, et al., 2024, Jacks, et al., 2024, Ofodile, et al.,
2024). It also involves developing and maintaining robust
internal controls, audit functions, and monitoring systems
that identify and respond to potential compliance breaches in
real time.

The presence or absence of a strong compliance culture can
significantly influence the ethical climate of an organization.
In environments where leadership visibly supports
compliance, where ethical behavior is rewarded, and where
misconduct is addressed consistently, employees are more
likely to internalize these norms and act accordingly.
Conversely, in organizations where compliance is treated as
a box-ticking exercise, or where unethical behavior is
tolerated due to financial performance, the risk of systemic
misconduct increases exponentially (Agu, et al., 2024, Jacks,
et al., 2024, Ogbuefi, et al., 2023, Okolie, et al., 2021). A
sound compliance culture also includes mechanisms for
employee training, whistleblower protection, and transparent
reporting of compliance metrics to management and
regulators. These practices create an environment of
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psychological safety and operational accountability two
critical enablers of ethical behavior. Dimensions of Ethical
Corporate Culture Model presented by Chadegani & Jari,
2016 is shown in figure 3.

Ethical
Leadrship

Ethical
Corporate
Culture

————,| Ethical
Leadership

Ethical e
Leadrship >

-«

Fig 3: Dimensions of Ethical Corporate Culture Model (Chadegani
& Jari, 2016).

In recent years, regulators have increasingly emphasized the
importance of organizational culture in achieving compliance
objectives. Regulatory bodies such as the Financial Conduct
Authority (FCA), National Association of Insurance
Commissioners (NAIC), and the U.S. Securities and
Exchange Commission (SEC) have all highlighted the need
for firms to go beyond formal rules and demonstrate a culture
that supports ethical decision-making. This includes
leadership engagement, incentive alignment, and the
consistent application of disciplinary standards (Ajala&
Balogun, 2024, James, et al., 2019, Ogunbiyi-Badaru, et al.,
2024). As such, embedding compliance culture is not solely
a legal or procedural exercise but a strategic initiative that
shapes how an organization perceives and manages risk.
The conceptual interdependence of ethical conduct, fiduciary
responsibility, and compliance culture creates a robust
foundation for sustainable practices in insurance sales and
brokerage. Ethical conduct provides the moral compass;
fiduciary responsibility translates that compass into
actionable duties towards clients; and compliance culture
institutionalizes the behaviors and systems necessary to
ensure these duties are fulfilled consistently and
transparently. Together, they establish a framework within
which insurance professionals can navigate the complexities
of their roles while maintaining public trust and regulatory
alignment (Adewale, et al., 2022, Kamau, et al., 2023,
Ogunbiyi-Badaru, et al., 2024).

In practical terms, these concepts support key business
objectives. A reputation for ethical behavior enhances
customer loyalty, facilitates smoother regulatory interactions,
and reduces the risk of litigation or financial penalties.
Fiduciary  responsibility —promotes long-term client
relationships and product suitability, reducing policy lapses
and customer dissatisfaction. A strong compliance culture
ensures that individual conduct is supported by institutional
safeguards, thereby mitigating systemic risks and enabling
faster response to emerging threats. Chadegani & Jari, 2016
Suggested Model for Corporate Ethical Culture (PP Model)
shown in figure 4.

1146 |Page



International Journal of Multidisciplinary Research and Growth Evaluation

Promoting Ethical
Conducts

Corporate Ethical
Culture

www.allmultidisciplinaryjournal.com

Preventing
Unethical
Conduct

Practices

Fig 4: Model for Corporate Ethical Culture (PP Model) (Chadegani & Jari, 2016).

Ultimately, the successful embedding of ethical conduct,
fiduciary responsibility, and compliance culture in insurance
sales and brokerage depends on leadership commitment,
regulatory guidance, continuous professional development,
and stakeholder engagement. These concepts are not static
checklists but dynamic capabilities that must be cultivated,
evaluated, and evolved in response to changing societal
expectations, market conditions, and technological
innovations (llori, Nwosu & Naiho, 2024, Kokogho, et al.,
2023, Ogunbiyi-Badaru, et al., 2024). As the insurance
industry continues to modernize through digital channels,
data analytics, and personalized offerings, the need for these
foundational principles will become even more pronounced.
The integrity of the sector and its ability to serve both
commercial and public interests, rest on the strength and
integration of these conceptual cornerstones.

2.2 Regulatory and Industry Standards

Embedding ethical conduct, fiduciary responsibility, and a
robust compliance culture in insurance sales and brokerage is
not only a professional and moral imperative but also a legal
and regulatory necessity. The landscape of regulatory and
industry standards in this domain has expanded significantly
over the last few decades, particularly in response to market
abuses, consumer complaints, and systemic misalignments
between sales practices and customer interests. Both global
and U.S.-based regulatory frameworks have evolved to
enforce stricter guidelines for the conduct of insurance
intermediaries, while professional bodies have issued ethical
codes and best practices to uphold industry integrity.
Collectively, these regulations and standards form the
backbone of accountability and trust in the insurance
ecosystem.

In the United States, several key regulatory bodies oversee
the ethical and compliance requirements of insurance sales
and brokerage. The National Association of Insurance
Commissioners (NAIC) plays a central role in establishing
model laws and regulations that are adopted by individual
states. One of its most significant contributions is the NAIC
Suitability in Annuity Transactions Model Regulation, which
requires insurers and producers to act in the best interest of
the consumer when recommending annuity products
(Adekunle, et al., 2024, Kokogho, et al., 2023, Ogunwole, et
al., 2022, Okolo, et al., 2023). The updated regulation
emphasizes the need for adequate disclosures, the assessment
of client needs and financial objectives, and documentation
that supports the suitability of the recommended products.
These provisions align closely with fiduciary principles and
are designed to mitigate conflicts of interest that may arise in

commission-based sales models.

In parallel, the U.S. Securities and Exchange Commission
(SEC) and the Financial Industry Regulatory Authority
(FINRA) impose ethical and fiduciary standards on brokers
and financial advisors who deal with variable insurance
products and other securities-related offerings. The SEC’s
Regulation Best Interest (Reg BI), introduced in 2020, is a
landmark regulation that elevates the standard of conduct for
broker-dealers beyond mere suitability. Under Reg BI,
brokers must act in the best interest of retail customers when
making recommendations, without placing the firm’s or the
broker’s financial interest ahead of the customer’s (Adewale,
Olorunyomi & Odonkor, 2021, Kokogho, et al., 2024,
Ogunwole, et al., 2022). The rule mandates thorough
disclosure of product costs, commissions, conflicts of
interest, and the nature of the broker-client relationship.
FINRA complements this with specific rules, such as Rule
2111 (Suitability) and Rule 3110 (Supervision), which
require firms to establish supervisory systems that monitor
and ensure compliance with ethical and fiduciary duties.
Another significant regulatory body is the U.S. Department
of Labor (DOL), which has had a profound influence on
fiduciary standards, particularly in the retirement planning
space. The DOL’s fiduciary rule, although partially vacated
in 2018, laid the groundwork for ongoing efforts to impose a
fiduciary duty on advisors managing retirement accounts
such as IRAs and 401 (k)s. In its latest iteration, the DOL’s
Prohibited Transaction Exemption (PTE) 2020-02 allows
advisors to receive commissions and other variable
compensation for investment advice, provided they act in the
best interest of their clients, mitigate conflicts of interest, and
document their compliance with fiduciary obligations
(Abisoye, 2023, Kokogho, et al., 2024, Ogunwole, et al.,
2023, Okeke, et al., 2022). This regulation brings insurance
brokers who sell annuity and retirement products under a
similar ethical and legal scrutiny as investment advisors,
reinforcing the convergence of fiduciary standards across
financial services.

Beyond these regulatory frameworks, professional
associations and industry organizations have issued codes of
ethics and practice standards that further guide ethical
conduct and foster a culture of compliance. The Certified
Financial Planner (CFP) Board, for example, mandates its
designees to uphold a fiduciary duty when providing
financial advice. Its Code of Ethics and Standards of Conduct
requires CFP professionals to act with honesty, integrity,
competence, and diligence (Adesemoye, et al., 2021,
Kokogho, et al., 2024, Ogunwole, et al., 2023). They must
disclose conflicts of interest, act in the best interests of the
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client, and document the rationale behind every
recommendation. Given that many insurance brokers hold
CFP credentials, this code has direct implications for their
sales and advisory practices.

Similarly, the Life Insurance Marketing and Research
Association (LIMRA) plays a pivotal role in setting ethical
benchmarks for life insurance professionals. LIMRA
promotes best practices in client engagement, needs-based
selling, and transparency. It provides training and
certifications aimed at reinforcing ethical judgment,
especially in complex or high-stakes transactions. Through
its compliance programs and collaboration with insurers,
LIMRA helps ensure that ethical conduct is embedded into
both frontline and back-office operations (Adebayo, Ajayi &
Chukwurah, 2024, Kokogho, et al., 2024, Ogunwole, et al.,
2023).

The National Association of Insurance and Financial
Advisors (NAIFA) is another influential body that provides
ethical guidelines and supports the professional development
of insurance advisors. NAIFA’s Code of Ethics urges
members to always place the client's interests first, maintain
high standards of honesty and integrity, and continue
professional education. It also emphasizes the duty to
understand and adhere to all applicable laws and regulations.
By promoting this code across its membership, NAIFA helps
elevate industry standards and foster a culture of trust
between advisors and the public (llori, Nwosu & Naiho,
2024, Kolade, et al., 2021, Ogunwole, et al., 2024).

These regulatory and industry standards collectively establish
the foundation for embedding ethical conduct and fiduciary
responsibility into insurance sales and brokerage. They create
a legal and normative structure within which professionals
and institutions must operate. More importantly, they signal
to clients, regulators, and other stakeholders that the industry
is committed to protecting consumer interests and enhancing
the integrity of financial advice (Adepoju, et al., 2023,
Kolade, et al., 2022, Ogunwole, et al., 2024, Okolo, et al.,
2023).

However, effective implementation of these standards
requires more than regulatory compliance; it demands a
deeply ingrained compliance culture within insurance firms.
Organizations must translate external requirements into
internal  policies, training  programs, performance
evaluations, and monitoring systems. Compliance should not
be perceived as a check-the-box exercise but as a strategic
function integrated into the fabric of the business. Sales
incentives must be aligned with customer outcomes, not just
production metrics. Supervisory systems must proactively
detect and address ethical lapses (Adekunle, et al., 2024,
Kolade, et al., 2024, Ogunwole et al., 2024). And leadership
must consistently reinforce the message that integrity,
transparency, and client trust are non-negotiable.
Furthermore, the dynamic nature of financial markets and
consumer behavior necessitates an adaptive regulatory
approach. Regulators and industry bodies must continuously
refine their standards to address emerging risks such as digital
distribution, algorithmic underwriting, and Al-powered sales
tools. Ethical guidelines must also evolve to address data
privacy, discrimination in risk profiling, and other
technology-driven challenges. The future of insurance sales
and brokerage will depend on the industry’s ability to
navigate these complexities while maintaining the highest
standards of conduct and accountability (Abisoye, 2024,
Komolafe, et al., 2024, Ogunwole, et al., 2024, Okeke, et al.,
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2024).

In conclusion, the regulatory and industry standards
surrounding ethical conduct, fiduciary responsibility, and
compliance culture in insurance sales and brokerage are both
comprehensive and evolving. U.S. regulatory bodies such as
the NAIC, SEC, FINRA, and DOL have established clear
expectations for ethical behavior and fiduciary duty. At the
same time, professional organizations like the CFP Board,
LIMRA, and NAIFA play a critical role in guiding
practitioners toward responsible and client-centered
practices. Together, these frameworks provide the structure,
tools, and expectations necessary for transforming the
insurance industry into a transparent, accountable, and
consumer-first sector. For insurance firms and professionals,
embracing these standards is not merely a matter of
regulatory compliance it is a strategic commitment to long-
term trust, ethical leadership, and sustainable growth.

2.3 Ethical Challenges in Insurance Sales and Brokerage
The process of embedding ethical conduct, fiduciary
responsibility, and a culture of compliance in insurance sales
and brokerage faces several practical and persistent
challenges. Despite the presence of regulatory frameworks
and industry codes, the insurance sector remains vulnerable
to ethical lapses that can undermine consumer trust and
organizational integrity. These challenges often stem from
the complex intersection of sales-oriented business models,
commission-driven compensation structures, and
organizational pressures to meet aggressive performance
targets. In such an environment, even well-intentioned
professionals may face dilemmas that blur the line between
client service and self-interest, creating opportunities for
misconduct, ethical gray areas, and systemic non-
compliance.

One of the most visible ethical issues in insurance sales and
brokerage is the mis-selling of insurance products. This
occurs when brokers or agents recommend policies that are
unsuitable for the client’s needs, either through omission of
critical information or active persuasion. Mis-selling may
include pushing policies with high premiums, long lock-in
periods, or limited payout scenarios that do not align with the
client’s financial goals or risk appetite. In many cases, clients
are not adequately informed about exclusions, waiting
periods, or termination clauses, resulting in a mismatch
between expectations and actual coverage (llori, et al., 2022,
Komolafe, et al., 2024, Ogunyankinnu, et al., 2022). This
issue is particularly acute in the sale of complex products
such as variable annuities, long-term care insurance, or
bundled life policies where the terms can be difficult for the
average consumer to understand without expert guidance.
Even when regulatory disclosures are technically met, the use
of jargon and the speed of transactions may leave clients
unaware of crucial limitations, leading to financial loss and
loss of confidence in the insurer or intermediary.

Closely related to mis-selling is the unethical practice of non-
disclosure or selective disclosure. Insurance sales
professionals may withhold key facts or downplay risks
associated with a policy in order to close a sale. They may
focus on the benefits without explaining the contingencies or
burdens of maintaining the policy over time. For example, an
agent might promote a life insurance product’s cash value
accumulation potential without fully explaining the fees,
surrender charges, or loan interest rates that could
significantly reduce the net value to the client
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(Ajala&Soladoye, 2024, Mayienga, et al., 2024, Ojika, et al.,
2021, Okolo, et al., 2024). Such partial transparency
undermines informed consent and creates an imbalance of
power in the advisor-client relationship, violating the ethical
obligation of honesty and fairness.

Over-insurance is another ethical concern that arises when
clients are sold more coverage than they reasonably need or
can afford. While some degree of upselling is an accepted
part of the business, pushing excessive or redundant coverage
purely for the sake of maximizing commissions crosses
ethical boundaries. In such cases, clients may be locked into
high-premium policies that strain their finances or duplicate
protections they already have through other means. This is
especially problematic in markets with less financially
literate consumers who may rely entirely on the agent’s
recommendations without seeking independent advice
(Adebayo, Ajayi & Chukwurah, 2024, Mgbecheta, et al.,
2023, Ojika, et al., 2021). Over-insurance may also affect
claims ratios and trust in the insurance system, as clients may
feel deceived when they discover that the additional coverage
does not provide proportionate value.

At the root of many of these challenges lies the issue of
conflict of interest, particularly in commission-based
incentive structures. In traditional insurance brokerage
models, compensation is tied to sales volume and product
type, creating a direct financial incentive for agents to
promote high-margin policies regardless of their suitability
for the client. While disclosure requirements and suitability
standards have been introduced to curb such practices, the
fundamental conflict between sales goals and fiduciary duty
remains a pressing ethical dilemma (Agu, et al., 2024,
Mokogwu, et al., 2024, Ojika, et al., 2022, Okolie, et al.,
2022). For example, an agent may face a choice between
recommending a term life insurance policy that is affordable
and appropriate for a client’s situation, or a whole life policy
with higher commissions and longer client commitment.
Without a strong ethical compass and organizational support
for client-first practices, the temptation to prioritize personal
gain can lead to biased advice and compromised client
outcomes.

The challenge is further exacerbated by the intense pressure
imposed by performance targets and sales-driven
organizational cultures. Insurance firms often set ambitious
production quotas for their sales teams, rewarding high
performers with bonuses, promotions, or recognition. While
such incentives can drive business growth, they can also
create a high-stress environment where meeting numbers
takes precedence over ethical considerations. In such
cultures, professionals may feel compelled to cut corners,
manipulate information, or aggressively push products in
order to meet deadlines or preserve their job security
(Afolabi, Ajayi &Olulaja, 2024, Mokogwu, et al., 2024,
Ojika, et al., 2022). This pressure can be especially damaging
to junior brokers or new agents who may lack the confidence
or institutional support to question unethical practices or
resist the prevailing norms.

Organizational culture plays a pivotal role in shaping the
ethical behavior of individuals. When leadership prioritizes
short-term sales results over long-term client relationships, a
message is sent that ethics are secondary to profitability.
Compliance departments may be under-resourced or treated
as barriers to growth rather than partners in sustainable
business development. In such settings, ethical breaches may
go unreported, and misconduct may even be tacitly
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encouraged through informal reward systems that glorify top
sellers without scrutinizing how their numbers were achieved
(Adepoju, et al., 2024, Mokogwu, et al., 2024, Qjika, et al.,
2023, Okolo, et al.,, 2024). Whistleblowers may fear
retaliation or ostracization, while ethical professionals may
become disillusioned or disengaged. Over time, such a
culture erodes internal trust and creates reputational risk for
the entire organization.

Moreover, technological advancements have introduced new
ethical complexities in insurance sales. The rise of digital
platforms, robo-advisors, and algorithmic underwriting has
automated many aspects of the client interaction process.
While these tools enhance efficiency, they also raise
questions about informed consent, algorithmic bias, and data
privacy. For example, an algorithm may prioritize policies
based on profit margins rather than client needs, or may
inadvertently discriminate based on non-transparent risk
factors (Adesemoye, et al., 2021, Mokogwu, et al., 2024,
Ojika, et al., 2024). Brokers who rely on digital tools without
fully understanding their logic may unknowingly perpetuate
unethical outcomes. The lack of human oversight in these
processes creates an additional layer of ethical risk that must
be addressed through proper governance, transparency, and
accountability.

Addressing these challenges requires a multi-faceted
approach that goes beyond regulatory compliance to foster a
culture of integrity, transparency, and client-centered
decision-making. Organizations must invest in training
programs that emphasize ethical reasoning and equip brokers
to navigate real-world dilemmas. Performance evaluation
systems should include ethical conduct as a key metric
alongside sales performance (Ajala, et al., 2024, Mokogwu,
et al., 2024, Ojika, et al., 2024, Okolie, et al., 2023).
Leadership must model ethical behavior and create an
environment where concerns can be raised without fear of
reprisal. Compensation structures should be redesigned to
reward quality of advice and client satisfaction, not just
volume of sales.

In conclusion, embedding ethical conduct, fiduciary
responsibility, and a strong compliance culture in insurance
sales and brokerage is not a one-time initiative but a
continuous effort to confront and resolve deeply rooted
ethical challenges. These include mis-selling, non-disclosure,
over-insurance, conflicts of interest, and cultural pressures
that can distort professional judgment. Only by addressing
these issues systematically through organizational reform,
ethical leadership, and the alignment of incentives can the
industry rebuild trust, protect consumers, and uphold its
social and economic mission in a rapidly changing world.

2.4 Embedding Fiduciary Responsibility in Practice

Embedding fiduciary responsibility in practice within
insurance sales and brokerage is a crucial undertaking that
aligns professional conduct with the overarching principles
of ethics, client trust, and regulatory compliance. Fiduciary
responsibility, at its core, demands that insurance brokers and
agents act with unwavering loyalty and care toward their
clients’ interests, placing those interests above personal or
organizational gain. While fiduciary duty has traditionally
been more closely associated with investment advisors, its
relevance and application in insurance contextse specially in
life, health, and retirement planning have grown substantially
in response to regulatory developments and rising consumer
expectations (Adewale, Olorunyomi & Odonkor, 2021,
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Myllynen, et al., 2024, Ojika, et al., 2024). In practice,
embedding this principle requires a fundamental
reorientation of business models, sales behavior, and
decision-making processes to meet best-interest obligations,
enforce transparency, and deliver product recommendations
that are both suitable and aligned with client goals.

At the heart of fiduciary responsibility is the best-interest
obligation. This principle requires that insurance brokers
make recommendations that genuinely serve the client’s
financial and protection needs, irrespective of the
compensation structures or incentives associated with
specific products. Unlike the suitability standard, which
merely ensures that a recommended product fits within a
range of reasonable options for the client, the best-interest
standard demands a higher level of diligence and objectivity.
It necessitates a thorough understanding of the client’s
financial situation, risk tolerance, coverage gaps, long-term
objectives, and life circumstances (llori, Nwosu &Naiho,
2024, Ngodoo, et al., 2024, Qjika, et al., 2024). Agents must
actively consider the implications of policy features, costs,
and limitations on the client’s ability to maintain or benefit
from the policy over time. This client-centric approach
ensures that each recommendation is not just legally
permissible but morally and financially sound for the client’s
specific context.

In order to fulfill best-interest obligations, it is essential to
embed rigorous suitability assessment processes into the
client advisory workflow. This means going beyond simple
data collection to engage clients in meaningful discussions
about their priorities, constraints, and long-term financial
goals. For example, when recommending life insurance, the
advisor must assess not only income replacement needs but
also future expenses such as education, debt repayment,
estate planning, and healthcare costs (Adelani, et al., 2024,
Ngodoo, et al., 2024, Ojukwu, et al., 2024). The suitability
assessment should also take into account the client’s ability
to sustain premium payments under varying economic
conditions. Documentation of these assessments must be
comprehensive, defensible, and updated regularly to reflect
changes in the client’s situation. Tools such as financial
planning software, needs analysis calculators, and risk
profiling questionnaires can enhance the accuracy and
consistency of these evaluations.

An indispensable component of fiduciary practice is the
transparent disclosure of fees, commissions, risks, and
product alternatives. Clients must be provided with clear,
complete, and comprehensible information that enables them
to make informed decisions. Too often, compensation
structures in insurance brokerage are opaque, with
commissions embedded in premiums and incentives tied to
the sale of certain products. This lack of clarity can obscure
potential conflicts of interest and erode client trust. Fiduciary
practice mandates that brokers clearly disclose how they are
compensated, whether through commissions, bonuses, or fee-
based arrangements, and explain how such compensation
may influence product recommendations (Abisoye, 2024,
Noah, 2022, Ojukwu, et al., 2024, Okeke, et al., 2024).
Disclosure should also extend to the fees and costs associated
with the product itself, including policy administration
charges, surrender fees, investment management expenses (in
the case of variable products), and any penalties that may
apply under specific conditions.

In addition to costs, brokers must disclose the risks inherent
in each product, including market risk, liquidity constraints,
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policy lapse scenarios, and coverage exclusions. This level of
disclosure allows clients to fully understand the trade-offs
involved in their decisions and prevents situations where they
are caught off guard by hidden limitations or unexpected
consequences. For example, when recommending an indexed
universal life policy, the broker should explain the interest
crediting method, the cap and floor rates, the potential for
reduced performance, and the implications of policy loans
and withdrawals on future cash value and death benefits
(Adebayo, Chukwurah & Ajayi, 2024, Nwabekee, et al.,
2021, Ojukwu, et al., 2024). Furthermore, fiduciary conduct
requires that brokers present viable alternatives to the
recommended product, especially when those alternatives
may be more affordable, flexible, or better suited to the
client’s objectives. This comparative approach supports
client autonomy and aligns with the ethical principle of
informed consent.

The practical embedding of fiduciary duty also extends to
product recommendation protocols and decision-making
frameworks. Insurance firms must establish guidelines that
require product recommendations to be grounded in objective
analysis and supported by documented rationale. These
protocols should involve a systematic evaluation of the
client’s needs against a diverse portfolio of available
products, avoiding over-reliance on proprietary offerings or
high-commission policies (Adepoju, et al., 2024, Nwabekee,
et al., 2021, Ojukwu, et al., 2024). Sales processes should
incorporate standardized fact-finding templates, suitability
checklists, and client declarations to ensure consistency and
traceability. Supervisors and compliance officers should
review a sample of cases regularly to verify that
recommendations align with fiduciary principles and are free
from undue influence or manipulation.

Training and professional development are equally critical in
embedding fiduciary responsibility into day-to-day practice.
Brokers and agents must receive ongoing education on
evolving regulatory standards, ethical decision-making,
product features, and client engagement strategies. Ethics
training should include real-world scenarios and case studies
that challenge professionals to navigate complex dilemmas
and reconcile competing interests (Adelani, et al., 2024,
Nwaozomudoh, et al., 2021, Okafor, et al., 2024).
Additionally, firms should encourage professional
certification programs that uphold fiduciary standards, such
as the Certified Financial Planner (CFP) designation, which
imposes a fiduciary obligation on all financial advice
rendered. By equipping professionals with the knowledge
and tools needed to uphold fiduciary principles, organizations
signal their commitment to long-term client success and
institutional integrity.

Importantly, embedding fiduciary responsibility also
involves  rethinking  performance  evaluation and
compensation structures. Metrics based solely on premium
volume or policy count incentivize aggressive sales tactics
that may be inconsistent with client needs. Instead,
performance metrics should reward client retention, policy
persistency, customer satisfaction, and adherence to ethical
guidelines. Incentive systems can be designed to promote
holistic financial planning, cross-functional collaboration,
and post-sale service quality rather than short-term revenue
generation (Ajala, et al., 2024, Nwaozomudoh, et al., 2023,
Okeke, et al., 2024). Compensation aligned with client
outcomes ensures that brokers remain focused on delivering
value over time, fostering deeper client relationships and
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reducing the risk of policy lapses or complaints.

Technology can also play a role in operationalizing fiduciary
responsibilities. Customer relationship management (CRM)
platforms, compliance dashboards, and Al-powered
recommendation engines can help advisors track client
interactions, flag inconsistencies, and generate personalized
product matches based on client profiles. However, the use of
technology must be governed by ethical guidelines to ensure
that automation does not replace judgment or compromise
personalization. Human oversight remains essential to
interpreting data in context and exercising discretion in line
with  fiduciary standards (Abisoye&Akerele, 2022,
Nwaozomudoh, et al., 2023, Okeke, et al., 2024).

In conclusion, embedding fiduciary responsibility in
insurance sales and brokerage practice is both a regulatory
necessity and a moral imperative. It demands a client-first
mindset that is supported by structured processes, transparent
communication, rigorous analysis, and ethical leadership.
Best-interest obligations, full disclosure of compensation and
product risks, and personalized, need-based
recommendations must become standard operating
procedures for all professionals engaged in the sale and
distribution of insurance products (Adegoke, Ofodile &
Ochuba, 2024, Nwaozomudoh, et al., 2023, Okeke, et al.,
2024). By adopting these practices, insurance firms and
advisors not only fulfill their fiduciary duties but also
contribute to rebuilding trust, enhancing client satisfaction,
and elevating the overall professionalism of the industry. In a
sector where long-term relationships and financial well-being
are at stake, the consistent and authentic application of
fiduciary responsibility is a cornerstone of sustainable
success.

2.5 Building a Culture of Compliance and Ethics
Building a culture of compliance and ethics within insurance
sales and brokerage is not merely a procedural requirement,
it is a foundational element of long-term institutional
integrity and client trust. In a sector where professionals are
entrusted with safeguarding the financial security of
individuals, families, and businesses, ethical behavior and
compliance with regulatory standards must be woven into the
very fabric of everyday operations. Achieving this level of
cultural transformation requires deliberate effort, beginning
with leadership commitment and extending through all layers
of the organization, including strategy, people management,
training, incentives, and monitoring mechanisms.

The role of leadership in modeling ethical behavior cannot be
overstated. Leaders set the tone for what is acceptable,
expected, and rewarded. Their actions, decisions, and
communication directly influence how compliance and ethics
are perceived by employees. When executives consistently
prioritize client interests, demonstrate transparency, and
uphold regulations even when it is inconvenient, they send a
clear message that ethics is not negotiable. Conversely, when
leadership tolerates or overlooks unethical sales practices in
pursuit of higher revenues, it signals to the workforce that
compliance is a secondary concern. Leaders must not only
talk about values but embody them in daily practice (llori, et
al., 2023, Nwosu &llori, 2024, Okeke, et al., 2024, Okolie,
et al., 2024). This involves refusing to compromise on ethical
standards, responding decisively to misconduct, and
recognizing those who exemplify integrity. Such visible
commitment creates an environment where employees feel
empowered to do the right thing and where ethical conduct is
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viewed as a pathway to professional success.

A key principle in cultivating a robust compliance culture is
recognizing that compliance is a continuous process rather
than a checkbox activity. Insurance firms operate in a
dynamic regulatory environment characterized by evolving
rules, changing market expectations, and new business
models. Therefore, compliance must be approached as an
ongoing, adaptive process that is integrated into every
function, not relegated to isolated departments or annual
audits (Adesemoye, et al., 2023a, Obianyo & Eremeeva,
2023, Okeke, et al., 2023). This means embedding
compliance protocols into core business processes such as
client onboarding, policy sales, claims handling, and
compensation. It also means conducting regular reviews of
policies, procedures, and controls to ensure they are current,
effective, and aligned with both regulatory standards and
ethical principles. A culture of continuous improvement
should be encouraged, where compliance systems are
constantly tested, refined, and enhanced based on feedback,
incidents, and risk assessments.

Integral to this continuous process is a well-structured
approach to training, mentoring, and professional
development. Ethical decision-making is not innateit must be
cultivated through education, dialogue, and practice.
Comprehensive training programs should go beyond
technical compliance knowledge to cover the underlying
ethical reasoning behind rules and the real-world
consequences of misconduct. This helps employees move
from rule-following to values-driven behavior (Adelani, et
al., 2024, Obianyo & Eremeeva, 2024, Okeke, et al., 2022).
Training should be scenario-based, enabling staff to navigate
gray areas and understand how to handle conflicts of interest,
client vulnerability, and pressure to meet sales targets. Ethics
training must be compulsory for all employees, with
specialized modules for senior leaders, compliance officers,
and frontline sales teams.

Mentoring plays a critical role in reinforcing these lessons by
providing less experienced employees with access to role
models who exemplify ethical behavior. Senior professionals
and supervisors must be equipped to mentor others not only
on product knowledge and sales strategies but also on how to
manage ethical dilemmas. Organizations should foster open
dialogue, where questions and concerns about compliance
and ethics can be discussed without fear of retaliation
(Afolabi, Ajayi &Olulaja, 2024, Obianyo, et al., 2024,
Okeke, et al., 2023). Encouraging ethical reflection and
critical thinking enhances the ability of employees to make
sound decisions under pressure, even when faced with
competing objectives.

Professional development should also emphasize the
evolving nature of compliance and ethics in the context of
digital transformation, customer expectations, and regulatory
trends. Workshops, certifications, and continuing education
programs should be part of a structured development plan that
reinforces an individual’s role in maintaining a compliant and
ethical workplace. By linking ethical development to career
progression and recognition, organizations affirm that values
are as important as performance (Adewale, Olorunyomi &
Odonkor, 2022, Obianyo, et al., 2024, Okeke, et al., 2022).
Another vital aspect of embedding ethics and compliance into
culture is the integration of these principles into sales
performance metrics. Traditional performance evaluation
systems in insurance sales often focus disproportionately on
production metrics, such as the number of policies sold,
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revenue generated, or premium volumes. While these are
important business indicators, they do not reflect the quality
of advice given, the suitability of products recommended, or
the adherence to ethical standards during the sales process
(Agu, et al., 2024, Oboh, et al., 2024, Okeke, et al., 2023,
Okolo, et al., 2022). As a result, sales professionals may feel
incentivized to cut corners, overlook red flags, or prioritize
high-commission products regardless of client need.

To address this, insurance firms must reengineer their
performance management systems to include compliance and
ethical behavior as key indicators of success. This can be
achieved by incorporating metrics such as client satisfaction,
complaint rates, policy retention, documentation quality, and
adherence to the sales process. Sales professionals should be
evaluated not only on what they achieve but how they achieve
it. Regular audits of sales practices, mystery shopping, and
client surveys can provide insights into the ethical quality of
engagements (Abisoye&Akerele, 2021, Ochuba, Adewumi
& Olutimehin, 2024, Okeke, et al., 2022). Performance
reviews should include feedback from compliance officers,
peer assessments, and training participation to offer a holistic
view of each employee’s contribution.

Furthermore, incentive structures should be carefully aligned
with ethical goals. Commission and bonus plans must avoid
rewarding behavior that conflicts with fiduciary duties. For
example, tying rewards to client retention or satisfaction
metrics, rather than first-year premiums alone, encourages
agents to recommend policies that are sustainable and
beneficial for clients (Ilori, Nwosu &Naiho, 2024, Ochuba, et
al., 2024, Okeke, et al., 2023). Organizations can also create
recognition programs that celebrate ethical leadership, client
advocacy, and exemplary compliance practices. When
employees see that ethical conduct leads to positive outcomes
such as promotions, awards, and peer respect, they are more
likely to embrace it as part of their professional identity.
Building a culture of compliance and ethics also requires
robust reporting and accountability mechanisms. Employees
must feel safe and supported when reporting concerns or
violations. Anonymous hotlines, transparent investigative
procedures, and protection against retaliation are essential
components of an effective compliance infrastructure.
Incidents should be investigated impartially, and lessons
learned should be communicated across the organization to
prevent recurrence. Accountability must apply to all levels,
including leadership, to demonstrate that no one is above
ethical scrutiny (Adegoke, et al., 2024, Ochuba, et al., 2024,
Okeke, et al., 2022).

In conclusion, building a culture of compliance and ethics in
insurance sales and brokerage is a comprehensive endeavor
that demands consistent leadership, strategic integration, and
behavioral alignment across the enterprise. It requires leaders
to embody ethical values, systems that treat compliance as a
living process, training that cultivates moral judgment, and
performance metrics that reward integrity alongside
productivity. Only by embedding these principles into the
core of the business can organizations foster a sustainable
environment where fiduciary responsibility is not just a legal
expectation, but a lived, shared commitment to client well-
being and institutional credibility. In doing so, firms not only
protect themselves from regulatory and reputational risk but
also enhance the trust and loyalty that form the foundation of
long-term success in the insurance industry.
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2.6 Technology, Surveillance,
Mechanisms

In the evolving landscape of insurance sales and brokerage,
the integration of technology, surveillance, and
accountability mechanisms plays a pivotal role in embedding
ethical conduct, fiduciary responsibility, and a culture of
compliance. As client expectations rise and regulatory
scrutiny intensifies, insurance firms are increasingly turning
to digital tools to ensure that sales practices align with ethical
standards and regulatory obligations. Technology not only
enhances operational efficiency but also acts as a powerful
enabler of transparency, oversight, and early detection of
misconduct. When strategically implemented, these tools
contribute to a more accountable, data-driven compliance
environment that protects clients, strengthens institutional
integrity, and mitigates reputational and regulatory risk
(Ajala, et al., 2024, Ochuba, et al., 2024, Okeke, et al., 2023,
Okolo, et al., 2022).

One of the most impactful ways technology supports ethical
conduct in insurance sales is through the use of customer
relationship management (CRM) systems and digital tools
that facilitate transparent and well-documented sales
processes. Modern CRM platforms enable agents and brokers
to capture detailed records of client interactions, including
needs assessments, risk profiles, policy comparisons,
recommendations, and final decisions. These records are
timestamped and auditable, providing a clear trail of how and
why a particular product was recommended (Adeniji, et al.,
2022, Ochuba, et al., 2024, Okeke, et al., 2022). Such
documentation is critical in demonstrating that the sales
process adhered to best-interest standards and that the broker
considered the client’s individual circumstances. Moreover,
CRM systems often come equipped with compliance
modules that prompt users to complete specific ethical checks
before finalizing a sale, such as verifying that disclosures
were made, conflicts of interest were addressed, and the client
acknowledged understanding of the policy terms.

Digital tools also support decision-making by embedding
fiduciary logic into the advisory workflow. For instance,
intelligent recommendation engines can be programmed to
rank insurance products based on suitability, cost-
effectiveness, and client preferences, rather than commission
potential. These tools draw on large datasets to match client
needs with appropriate products while flagging options that
might pose financial strain, overlap with existing coverage,
or include complex features requiring additional disclosure.
By automating parts of the suitability assessment, technology
minimizes the risk of oversight or bias and reinforces a client-
first approach (Abisoye&Akerele, 2022, Ochuba, et al., 2024,
Okeke, et al., 2023).

Beyond process facilitation, one of the most transformative
roles of technology lies in real-time surveillance and
analytics. Advanced compliance systems now incorporate
machine learning algorithms that continuously analyze
behavioral data, transaction patterns, and communication
logs to detect signs of potential misconduct. These systems
are designed to flag anomalies such as unusually high policy
sales in a short period, policy reversals within specific time
frames, discrepancies between client profiles and purchased
products, or unusual patterns in client communication
(Adepoju, et al., 2022, Ochuba, et al., 2024, Okeke, et al.,
2022). When these red flags are triggered, compliance teams
are alerted to review the case in detail, allowing them to
intervene early and prevent possible violations.

and Accountability
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Surveillance mechanisms can also monitor digital
communication channels such as email, chat logs, and voice
recordings, especially in remote and hybrid work settings.
Natural language processing (NLP) algorithms are capable of
identifying language patterns that suggest high-pressure sales
tactics, omission of key policy details, or scripted behavior
inconsistent with personalized advice (Adesemoye, et al.,
2023b, Ochuba, et al., 2024, Okeke, et al., 2023). This layer
of oversight ensures that agents uphold ethical standards not
just in what they recommend, but in how they communicate
with clients. When used responsibly, real-time surveillance
strengthens accountability without compromising employee
autonomy. However, it is critical that these systems are
transparent, non-invasive, and aligned with data privacy laws
to maintain employee trust and legal compliance.

An important complement to digital surveillance is the
establishment of effective whistleblower systems and internal
reporting structures. These mechanisms empower employees
to report unethical or non-compliant behavior without fear of
retaliation. In many cases, frontline employees are the first to
observe misconduct whether it be document tampering, mis-
selling practices, or managerial pressure to meet targets
through questionable means (Adewale, Olorunyomi &
Odonkor, 2023, Ochuba, et al., 2024, Okeke, et al., 2022). A
robust whistleblower system provides multiple confidential
channels for reporting, such as hotlines, secure digital
platforms, and designated ethics officers. It must ensure
anonymity, protect against retaliation, and guarantee follow-
up action. Beyond infrastructure, cultivating a culture where
speaking up is encouraged and valued is essential to the
success of any whistleblower mechanism. Employees must
believe that their concerns will be taken seriously,
investigated impartially, and resolved fairly.

Accountability also hinges on the organization’s ability to
track and respond to reported issues systematically.
Technology platforms can support this by creating case
management systems that document each report, assign
investigative tasks, track resolution timelines, and log
disciplinary actions taken. These platforms also allow
compliance leaders to identify trends across departments or
regions, enabling more targeted interventions and policy
improvements. Additionally, aggregated reporting metrics
can be shared with leadership and regulators to demonstrate
the organization’s commitment to ethical conduct and
proactive compliance (Ahmadu, et al., 2024, Ochuba, et al.,
2024, Okeke, et al., 2023).

A crucial aspect of using technology and surveillance
responsibly is governance. Organizations must establish clear
policies on data collection, surveillance scope, and acceptable
use to prevent overreach and misuse. Compliance technology
should not be deployed in a way that violates employee
privacy or fosters a climate of distrust. Instead, it should be
positioned as a tool for integrity and client protection, with
clear boundaries, regular audits, and ethical oversight.
Involving legal, HR, and compliance teams in system design
and implementation ensures that surveillance measures are
proportionate, lawful, and aligned with organizational values
(Adewale, et al., 2022, Ochuba, et al., 2024, Okeke, et al.,
2022).

Ethical integration of surveillance and accountability
mechanisms must also include feedback loops. Employees
should be informed of monitoring practices and how they
contribute to risk mitigation and culture building. Regular
reports that highlight the impact of surveillance systems such
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as reductions in mis-selling incidents or faster resolution of
compliance issue scan reinforce the value of these tools.
Training sessions that explain how red flags are generated
and addressed help demystify the system and promote
responsible usage (Adegoke, et al., 2024, Ochuba, et al.,
2024, Okeke, et al., 2023). Additionally, feedback from
employees about the effectiveness and fairness of
surveillance measures should be actively solicited and used
to refine systems over time.

The strategic use of technology in ethics and compliance does
not eliminate the need for human judgment but rather
enhances it. Automated alerts, CRM documentation, and
predictive analytics provide a strong foundation for
compliance officers and business leaders to make informed
decisions, investigate concerns thoroughly, and cultivate
ethical leadership. Together, technology and human
oversight create a dual-layered framework where standards
are consistently upheld, deviations are quickly identified, and
trust is maintained across all stakeholders (Ajala, et al., 2024,
Odio, et al., 2021, Okeke, et al., 2022, Okolo, et al., 2021).
In conclusion, embedding ethical conduct, fiduciary
responsibility, and a culture of compliance in insurance sales
and brokerage requires more than just policies it demands
robust accountability mechanisms supported by technology
and thoughtful surveillance. CRM systems, intelligent sales
tools, real-time monitoring, and whistleblower platforms
work in tandem to enforce ethical standards, ensure
transparency, and detect misconduct before it escalates.
When integrated with proper governance, transparent
communication, and organizational commitment, these tools
can transform compliance from a reactive function into a
proactive driver of integrity, trust, and long-term business
sustainability. In an industry where relationships and
reputations are everything, embracing technological
accountability is not just a necessity it is a competitive and
ethical imperative.

2.7 Case Studies and Industry Benchmarks

Embedding ethical conduct, fiduciary responsibility, and a
culture of compliance in insurance sales and brokerage has
increasingly become a competitive differentiator as well as a
regulatory necessity. Over the past decade, several firms have
made notable strides in building ethical frameworks that align
with client needs, regulatory expectations, and long-term
brand integrity. These examples serve as benchmarks for the
industry, illustrating the tangible benefits of ethical
transformation and the consequences of failing to do so. By
examining successful case studies alongside enforcement
actions, it becomes clear how these initiatives directly
influence client retention, litigation risk, and overall brand
reputation.

One prominent case of success in embedding ethical
frameworks can be seen in the transformation of
Northwestern Mutual. Long recognized for its client-focused
business model, Northwestern Mutual has consistently
emphasized fiduciary standards in its training, sales
processes, and compensation structure. The company invests
heavily in ethics-based education and has built a robust
framework around holistic financial planning, whereby
agents are required to undergo detailed suitability and needs
assessments before offering product recommendations
(Abisoye, Udeh& Okonkwo, 2022, Odonkor & Urefe, 2024,
Okeke, et al., 2023). Rather than encouraging rapid sales of
high-commission policies, the firm prioritizes long-term
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relationships and client lifetime value, which has translated
into high policy persistency rates and strong customer
satisfaction scores. The organization’s consistent use of
digital tools to track client interactions, disclosures, and
suitability rationales further reinforces its reputation as a
compliance-focused firm. Their integrated approach to
compliance and fiduciary responsibility has positioned
Northwestern Mutual not only as a market leader in financial
protection but also as a model for ethical conduct in the
insurance industry.

A similar commitment can be observed at MassMutual,
which has developed an enterprise-wide ethics program
focused on professional responsibility, transparency, and
proactive compliance. The firm has implemented a
centralized compliance monitoring platform that reviews
sales practices, tracks agent performance, and identifies
deviations from expected ethical norms. It utilizes Al-
powered analytics to evaluate customer profiles and match
them with product recommendations, flagging anomalies
such as repeated sales of products with complex fee structures
or redundant policies (Adesemoye, et al., 2021, Mokogwu, et
al., 2024, Ojika, et al., 2024). The success of this initiative is
evident in MassMutual’s low regulatory infraction rate and a
strong track record of resolving customer complaints
internally before they escalate to legal or regulatory disputes.
This proactive stance has also helped the company enhance
customer loyalty and reduce litigation risk.

Conversely, there have been several high-profile enforcement
actions that demonstrate the consequences of failing to
establish and enforce ethical standards. One such example is
the Wells Fargo fake accounts scandal, which, while
primarily associated with banking, also impacted its
insurance and financial product offerings. Employees, driven
by aggressive sales targets and poorly designed incentive
structures, opened millions of unauthorized accounts and
enrolled clients in products they did not request or understand
(Ajala, et al., 2024, Mokogwu, et al., 2024, Ojika, et al.,
2024, Okolie, et al., 2023). The absence of adequate
oversight, combined with a toxic sales culture that rewarded
unethical behavior, led to substantial regulatory fines,
widespread customer attrition, and a long-term erosion of
public trust. While Wells Fargo has since undertaken massive
reforms, including leadership changes and compliance
restructuring, the damage to its reputation and brand remains
a cautionary tale for insurance brokers and financial service
providers alike.

Another instructive case is the enforcement action against
MetLife’s insurance subsidiary for misrepresenting benefits
and failing to pay pension benefits to retirees. The lapse was
traced back to systemic weaknesses in its compliance
monitoring and customer record-keeping processes.
Regulators highlighted the lack of internal controls to verify
beneficiary status, failure to conduct adequate outreach, and
insufficient efforts to ensure clients understood their options
(Adewale, Olorunyomi & Odonkor, 2021, Myllynen, et al.,
2024, Qjika, et al., 2024). The resulting regulatory settlement
and reputational fallout underscored the importance of robust
compliance frameworks that go beyond formal policies to
include effective implementation, monitoring, and follow-up.
This incident catalyzed reforms within MetLife, which
included the establishment of a centralized ethics office,
investment in data quality improvement, and the redesign of
customer notification protocol shall aimed at reestablishing
trust and institutional accountability.
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The consequences of weak ethical practices are not limited to
large firms. Smaller regional insurers and independent
brokerage agencies have also faced scrutiny for lapses in
compliance and fiduciary conduct. For instance, state
insurance departments have issued fines and license
suspensions to brokers who engaged in mis-selling of
annuities to elderly clients, failed to disclose surrender
penalties, or provided misleading illustrations of policy
benefits. In many of these cases, the violations stemmed from
insufficient training, absence of standardized suitability
assessments, and incentive models that encouraged product
pushing rather than client service (llori, Nwosu &Naiho,
2024, Ngodoo, et al., 2024, Ojika, et al., 2024). These
enforcement actions reveal that regardless of size, every firm
must prioritize the development of a values-driven culture
supported by clear ethical expectations, rigorous oversight,
and continuous employee education.

However, there are numerous examples of firms that, by
institutionalizing ethical conduct, have experienced
significant improvements in business outcomes. A mid-sized
insurance brokerage firm in the Midwest restructured its sales
model to introduce a hybrid compensation plan that balanced
commissions with bonuses based on client retention and
satisfaction. Alongside this change, the firm implemented
mandatory annual ethics training, peer mentoring for new
brokers, and a “decision review” committee that evaluated
complex client recommendations before they were finalized
(Adelani, et al., 2024, Ngodoo, et al., 2024, Ojukwu, et al.,
2024). Within two years, the firm observed a notable increase
in policy renewals, a decline in customer complaints, and
improved staff morale. Importantly, the shift in culture
attracted new clients who had previously expressed
skepticism about brokers’ motivations, demonstrating how
ethics can directly influence market competitiveness.
Empirical studies have supported the view that a strong
compliance and ethics culture reduces litigation risk and
improves client loyalty. According to a joint report by
Deloitte and the Ethics & Compliance Initiative (ECI),
organizations with mature ethics and compliance programs
are 50% less likely to face regulatory actions and 30% more
likely to retain their clients over time. Customers increasingly
prioritize transparency, responsiveness, and honesty qualities
that are enhanced by fiduciary practices and ethical conduct.
For insurance firms, this translates into a sustainable
competitive advantage where clients feel valued, protected,
and well-served, even in complex or high-stakes transactions
(Abisoye, 2024, Noah, 2022, Ojukwu, et al., 2024, Okeke, et
al., 2024).

Moreover, firms that embed ethics at the strategic level often
benefit from stronger partnerships with regulators and
industry peers. Regulatory agencies are more inclined to offer
leniency or cooperative engagement when firms demonstrate
self-reporting, corrective action, and a track record of ethical
conduct. Insurers that regularly publish ethics and
compliance  metrics, participate in industry ethics
roundtables, and involve themselves in consumer advocacy
initiatives are viewed as leaders in responsible business
practices (Adebayo, Chukwurah & Ajayi, 2024, Nwabekee,
et al., 2021, Ojukwu, et al., 2024).

In summary, the experience of leading insurance firms shows
that embedding ethical conduct, fiduciary responsibility, and
compliance culture is not only achievable but also beneficial
to organizational performance and reputation. These firms
have adopted a variety of approaches ranging from advanced
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technology and centralized compliance systems to
compensation reform and leadership-driven cultural change
to align their operations with ethical norms. Meanwhile,
enforcement actions serve as a stark reminder of the costs of
neglecting these principles, including client attrition,
regulatory penalties, and lasting reputational damage
(Adepoju, et al., 2024, Nwabekee, et al., 2021, Ojukwu, et
al., 2024). The evidence is clear: firms that invest in ethics
and compliance not only safeguard themselves against risk
but also build deeper, more enduring relationships with their
clients and stakeholders. In an industry built on promises and
trust, such relationships are the cornerstone of long-term
success.

3. Conclusion, Recommendations
Implications

Embedding ethical conduct, fiduciary responsibility, and a
strong compliance culture in insurance sales and brokerage is
not merely a regulatory formality it is a strategic necessity for
sustainable growth, reputational integrity, and client trust. As
this review has demonstrated, ethical lapses in insurance
sales, such as mis-selling, non-disclosure, over-insurance,
and commission-driven conflicts of interest, are often rooted
in systemic failures rather than isolated misconduct.
Addressing these failures requires a comprehensive,
coordinated approach that spans leadership behavior,
institutional culture, operational practices, technological
oversight, and industry standards. Firms that succeed in
embedding ethical principles across all levels of operation not
only mitigate legal and reputational risks but also position
themselves as trusted advisors in the eyes of clients and
regulators.

Key findings from this review underscore that ethical
frameworks, when properly institutionalized, enhance client
retention, reduce litigation risk, and reinforce long-term
brand reputation. Industry leaders such as Northwestern
Mutual and MassMutual have illustrated that ethical
behavior, far from being a cost or constraint, can be a source
of competitive differentiation and customer loyalty.
Meanwhile, enforcement actions against firms that failed to
uphold basic ethical standards reveal the financial and
reputational costs of neglecting fiduciary duty and
compliance culture. These contrasting outcomes provide a
compelling case for the insurance industry to elevate ethics
and fiduciary responsibility to the same strategic level as
sales performance and product development.

From a regulatory perspective, there is a pressing need for
policies that not only enforce compliance but also encourage
proactive ethical conduct. Regulators should consider
enhancing transparency requirements, particularly around
commission structures, product disclosures, and sales
incentives. Regulatory frameworks should continue to evolve
toward best-interest standards and support the use of
technology for real-time compliance monitoring, without
infringing on privacy or professional autonomy. Moreover,
supervisory authorities should create environments that
reward self-reporting, collaboration, and continuous
improvement, rather than focusing solely on punitive action.
Regulatory sandboxes, industry working groups, and ethical
certification frameworks can facilitate innovation while
maintaining consumer protection.

For firms and industry leaders, practical steps to embed these
principles include restructuring incentive models to reward
client outcomes over sales volume, integrating ethical
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decision-making into performance reviews, and leveraging
technology to support transparent and auditable sales
processes. Investments in compliance infrastructure such as
CRM systems, Al-based surveillance tools, and
whistleblower platform scan provide early detection of
misconduct and reinforce ethical accountability. However,
these tools must be supported by a culture where ethics are
discussed openly, reinforced regularly, and modeled by
senior leadership. Ethics and compliance should be reflected
in job descriptions, training programs, career development
pathways, and organizational metrics. Leaders must
consistently communicate that ethical behavior is not
optional or secondary but fundamental to professional
success and client service.

Educational institutions also have a critical role to play in
building ethical capacity within the insurance industry.
Business and finance programs should integrate insurance
ethics, regulatory literacy, and fiduciary responsibility into
their curricula. Partnerships between academic institutions
and industry bodies can facilitate case-based learning,
certifications, and continuous professional development that
prepare future professionals for the complex ethical
challenges of real-world practice. By emphasizing the human
impact of ethical decisions and the societal role of insurance,
education can cultivate a generation of professionals who are
both technically skilled and ethically grounded.

Ultimately, embedding ethics, fiduciary duty, and
compliance culture in insurance sales and brokerage must
become a strategic priority across the industry. It is not
enough to react to regulatory changes or reputational crises;
firms must lead with a clear, proactive vision of ethical
excellence. This involves aligning every aspect of the
organization from product design and marketing to customer
service and risk management with the principle that clients
come first. Doing so not only meets legal obligations but also
affirms the social contract at the heart of insurance: the
promise to protect, support, and act in good faith. The call to
action is clear. Regulators, firms, educators, and
professionals must work together to transform ethical
conduct from aspiration into standard practice ensuring that
the insurance industry delivers not just products, but trust,
security, and value to the people it serves.
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