


Build Your Own AI SOP Generator
A Starter Guide for Independent Agents
Turn processes into clear Standard Operating Procedures in minutes using your AI tools.





Why This Matters
Documented processes are the foundation of a scalable organization. The problem has always been time - writing SOPs is slow, tedious, and gets deprioritized. AI changes the math. What used to take hours now takes minutes.
This guide gives you tools to start generating your own SOPs today, in any AI tool.


Processes to Document
	
	Process

	New Business Prospecting
	Lost Client Winbacks

	New Business Quoting
	Renewals

	Quote Presentations
	Service Requests & Endorsements

	New Business Sales
	Cancellations

	Cross-Selling
	Payment Processing

	New Client Onboarding
	Commission Reconciliation

	Lost Lead Recycling
	





Start with the one your team struggles with most.




Step 1 — Fill Out Your Agency Context Worksheet
Answer these questions before you write a prompt. This becomes the foundation of everything.
Agency Basics

Agency name:
Home state: 	Other licensed states: 

Lines of business (select): ☐ Personal Lines ☐Commercial Lines  ☐Life & Health  ☐All
Your Team (list your actual role titles -  not generic ones)
Role 1:	Role 2:	Role 3:
Role 4:	Role 5:	Role 6:
Your Tools
Agency management system (AMS):	-
CRM (if separate from AMS):	-
Quoting tools:	-
Other key tools:
Your Standards
Do you follow a specific business framework (such as EOS, Rockefeller Habits, etc.)? ☐Y ☐N 		
Are you a Best Practices agency? ☐Y ☐N
Any specific compliance requirements to always flag? 	_


[image: Sunglasses with solid fill]Cheat code: drop the starter prompt and your answers from the worksheet in your AI to have it fill the prompt for you. 

Step 2 — Copy and Customize the Starter Prompt
Copy the prompt below into ChatGPT, Microsoft Copilot, Claude, or any AI tool. Replace everything in [brackets] with your agency's information.
▼  COPY FROM HERE
You are an expert [ROLE (like operations manager)] for [AGENCY NAME], an independent insurance agency based in [CITY, STATE], licensed in [LIST STATES]. You help create clear, professional Standard Operating Procedures (SOPs) for internal staff use.

AGENCY CONTEXT:
· Primary agency management system: [YOUR AMS NAME]
· Lines of business: [Personal Lines/ Commercial Lines/ Life & Health]
· Team roles: [LIST YOUR ACTUAL ROLE TITLES, e.g., Producer, Account Manager, CSR, Admin Assistant]
· We operate in [STATE(S)] and must comply with [STATE] Department of Insurance requirements

DOCUMENT FORMAT: Generate every SOP with these sections:
1. Purpose - 1-2 sentences explaining why this process exists
2. Scope -  who this applies to
3. Responsibilities -  a table: Role | What They Own
4. Procedure - numbered steps, each with a short title and 2-5 bullet points (who does it, what tool, what action)
5. Notes/Exceptions -  anything outside the standard flow
6. E&O Considerations -  risk flags and compliance notes
7. Related Documents -  other SOPs, forms, or resources

STYLE RULES:
· Document what is actually happening today, not the ideal state (unless no process exists)
· Use plain language - no jargon that staff would have to look up
· Keep steps action-oriented: start bullets with a verb
· Target 6 steps or fewer. Maximum 10. If more are needed, suggest splitting into two SOPs
· Flag any step where a screenshot or visual aid would help

E&O FLAGS -  always call out steps that involve:
· Coverage recommendations or changes
· Policy issuance, endorsements, or cancellations
· Client-facing commitments or representations
· Certificate of insurance issuance
· Claims intake or reporting

IF NO PROCESS EXISTS: If I ask for an SOP on something we haven't documented yet, ask me first whether a process exists before building from scratch. If I confirm we're starting from zero, generate a best-practice template and clearly label it as a starting point that needs team review before use.

HOW TO USE: Give me a process topic and I'll generate a complete SOP. If you have source material (notes, a recording transcript, an existing document), paste it in - I'll use that as the primary source.

▲  STOP COPYING HERE



Step 3 — Generate Your First SOP
Option A — Start from scratch:
"Create an SOP for [process name]."
Option B — Use source material: Paste your notes or transcript, then type:
"Using the material I've provided, create an SOP for [process name]. Extract the actual steps described - don't make things up that aren't there."
Option C — Improve an existing SOP: Paste your current document, then type:
"Review this existing SOP and reformat it using the structure I've given you. Flag any gaps or steps that seem unclear."

Step 4 — Review Before You Use
Every AI-generated SOP must be reviewed by a knowledgeable staff member before going into use.
[image: ] Are all the steps accurate for how we actually do this?
[image: ] Are the role assignments correct?
[image: ] Does it reference the right tools by the right names?
[image: ] Are there steps missing that we do but didn't mention?
[image: ] Does anything in the E&O section need escalation or legal review?
[image: ] Would a new hire be able to follow this without asking questions?
Prompting Best Practices
These principles apply in any AI tool — ChatGPT, Copilot, Claude, or whatever you choose. The tool matters less than how you prompt it: a clear, specific prompt beats a fancy app every time.
Be specific. Vague prompts get vague SOPs. Name the exact process, the tools, and the roles — don't just ask for “an onboarding procedure.”
Give context up front. Tell the AI who you are, what systems you use, and who the SOP is for. That's what the starter prompt does — keep it loaded.
Show, don't just tell. Paste real notes, a call transcript, or an existing document. AI working from your material beats AI inventing from scratch.
One task at a time. Generate one SOP per conversation. Bundling five processes into a single request dilutes the quality of all five.
Treat the first output as a draft. Ask follow-ups: “Make step 3 more detailed,” “Add an E&O flag for certificates,” “Rewrite this for a brand-new CSR.”
Always verify. AI sounds confident even when it's wrong. Check every step, tool name, and role assignment against how your team actually works.
Save your prompt. Reuse the same agency prompt every time (Projects in Claude, a Custom GPT in ChatGPT) so output stays consistent across the team.
Tool-Specific Tips
Claude (claude.ai)
· Best for: Complex, detailed procedures with lots of context
· Pro tip: Use the Projects feature to save your agency prompt permanently - you won't have to paste it every time
· Pro tip: You can upload Word docs, PDFs, and images directly as source material
· Watch out: Even paid plans have usage limits

ChatGPT (chat.openai.com)
· Best for: Quick generation; familiar interface for most users
· Pro tip: Build a Custom GPT to save your agency prompt as a dedicated tool your whole team can access
· Pro tip: The Memory feature (when enabled) can retain your agency context across sessions
· Watch out: Outputs can sound confident even when inaccurate - always verify

Microsoft Copilot
· Best for: Agencies already in the Microsoft 365 ecosystem
· Pro tip: Copilot in Word can draft directly into a document, saving the copy-paste step
· Pro tip: Works well for reformatting existing content rather than generating from scratch
· Watch out: Less flexible with complex structured prompts; keep instructions simple and direct

Common Mistakes to Avoid
	Mistake
	Fix

	Using the output without reviewing
	Always have a licensed staff member check before filing it

	Writing a generic prompt
	Fill out the context worksheet first — specificity drives quality

	Trying to document everything at once
	Start with one process. Prove it works. Then do the next.

	Treating v1.0 as the final version
	Build in a 30-day review after each SOP goes into use

	Forgetting to update your prompt
	Review your agency context every 6 months as tools and teams change




A Note on E&O
AI-generated SOPs are a starting point, not a finished compliance document. Before any SOP goes into active use:
· Have it reviewed by the staff member(s) who actually do the work
· Flag any coverage-related steps for review by your E&O carrier or agency counsel if there's any ambiguity
· Document who reviewed it and when - a simple signature line is enough
· Set a review date: annually at minimum

AI can help you document faster. It cannot replace your professional judgment.


AI Terms in Plain English
New to AI? These are the only terms you really need to follow this guide.
	Term
	What it means

	Prompt
	The instructions you type into an AI tool. Better prompts produce better SOPs.

	Context
	Background you give the AI — your agency, tools, and roles — so its answers fit your world.

	Large Language Model (LLM)
	The technology behind ChatGPT, Copilot, and Claude. It predicts text; it doesn't truly “know” facts, which is why you verify.

	Hallucination
	When AI states something false with total confidence. The reason a person must review every SOP.

	Token
	How AI measures text length (roughly ¾ of a word). Free plans cap how many you can use.

	Custom GPT / Project
	A saved workspace where your agency prompt lives permanently, so you don't paste it each time (ChatGPT calls it a Custom GPT; Claude calls it a Project).

	Memory
	A feature that lets a tool remember details about you across chats. Optional — check your firm's privacy rules before relying on it.

	Fine-tuning
	Custom-training a model on your own data. Overkill for most agencies — good prompting gets you 95% of the way.




Frequently Asked Questions
Is my client data safe?
Treat any AI tool like email: don't paste PII/PHI or confidential/proprietary business information unless your firm has a paid business plan with a data-privacy agreement and you’ve confirmed your data is secure with the vendor. Make sure it isn’t used to train models or shared/sent anywhere. For SOPs you rarely need real client data — describe the process, not the customer.
What about accuracy and E&O?
AI drafts; you decide. Every SOP is reviewed by someone who does the work before it goes into use. The tool speeds up the writing, not your professional judgment.
Which tool should I pick?
Any of the three works. Start with whatever you already pay for or your agency already uses — you can move your prompt between tools anytime. You can test it out in more than one if you want to see which one gives you results that work better for your agency’s needs. NOTE – Results will vary depending on the data you give it and the AI tool you choose!
Do I need the paid version?
YES. While the prompt will work in a free version, you should avoid putting any sensitive information into free tools. (Most of the time they’re not really ‘free’)
Will this replace my staff?
NO. It removes the blank-page problem so your team can document what they already know in minutes instead of hours. The expertise stays theirs.
What if we have no documented process at all?
That's the most common case. The starter prompt is built to ask you first, then generate a best-practice starting template clearly labeled for team review.
How do I keep SOPs current?
Re-review each SOP on a set date (annually at minimum is recommended) and refresh your agency prompt every six months or so as tools and team roles change.
Where to Start This Week
1. Pick the process your team struggles with most
2. Record a 10-minute walkthrough -  voice memo, Zoom, or rough notes
3. Drop that into your AI tool with this starter prompt
4. Generate your first SOP
5. Sit down with the person who does the work and review it together
6. Revise, sign off, and file it
That's your proof of concept. Now on to the next one!




Quick-Reference 
The 4 Steps
Fill out your Agency Context Worksheet
Copy and customize the starter prompt
Generate your SOP — from scratch, from notes, or improve an existing one
Review with the person who does the work before it goes live
Before you use any SOP, ask:
Are the steps accurate to how we actually work?
Are the role assignments and tool names correct?
Is anything missing that we do but didn't mention?
Does the E&O section need escalation or legal review?
Could a brand-new hire follow it without asking questions?
Always flag for E&O:
Coverage recommendations or changes
Policy issuance, endorsements, or cancellations
Client-facing commitments or representations
Certificate of insurance issuance
Claims intake or reporting
Processes to Document:
	New Business Prospecting
	Lost Client Winbacks

	New Business Quoting
	Renewals

	Quote Presentations
	Service Requests & Endorsements

	New Business Sales
	Cancellations

	Cross-Selling
	Payment Processing

	New Client Onboarding
	Commission Reconciliation

	Lost Lead Recycling
	





Build Your Own AI SOP Generator   ·   Page 2
image4.png




image5.png




image6.png




image1.png




image2.svg
  


image3.png




