
Mergers & Acquisitions

POSITIONING 
YOURSELF AS A BUYER



Marketplace Changes 



Consumer Changing Expectations 



Independent insurance agents place approximately 62% of all 

P&C premiums written in the U.S.

(Big I Report)



Top 6 

Pressures

Financial Risks 

Cyber  threats 

Climate Changes 

Talent Shortage 

Independent Insurance Marketplace 

Technology 
Changes 

Compliance 
Changes 













Talent Gap & New Talent Needs 
Rapid Technological shifts, regulatory shifts, and evolving customer preferences 

Skills in demand insurance companies : 

Data analytics
Cyber Security 
Digital Marketing 50%



propertycasualty360

50% Agency Workforce 
Retiring by 2028





Your People



Redesigning the Team 
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Number of Service Employees

Average Number of Service 
Employees:

12.71

Total Service Employees 
represented in this group:

330.5 







AI driven Training 
Coverage Knowledge  



propertycasualty360

Technology
Automation & AI







INSURANCE HAS 
HISTORICALLY BEEN 
SLOW TO EVOLVE…

BUT CAN WE AFFORD TO BE?



Automate it 
An alternative to Virtual Assistants 







Artificial Intelligence 
Focus by utilizing predictive technology  



THE AGENCIES THAT ADAPT WILL BE THE 
ONES THAT THRIVE





Talent & Staff ranked #1 
Your people are your biggest asset.

Where are you finding new talent? 
How are you onboarding and training?

What are  some ways that you are setting new hires up for success? 
BONUS: What KPIs/metrics are you using to measure success? 

Discussion Topic



Utilizing Technology, Automation & AI
 

How are you innovating? 
What have you implemented? 
What problem does it solve? 

What has been the outcome? 

Discussion Topic



Relationships

AGENT OF

TODAY

Technology

Data
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Acquisition Opportunity
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Top Acquirers 
2019-2024 
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31%

7%

24%
22%

7% 7%

2%

>$100K $101K-$149K $150K - $500K $501K - $1.25M $1.25M - $2.49M $2.5M - $9.99M $10M<

Independent Agencies by Size - 2025

83.7%
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You need to know yourself first.



No
75%

Yes
25%

Have You Acquired in the Last Three Years?



Analysis of Agency 
Financials 

• Map to Benchmarks
• Look for trends
• Peaks/One-time Expenditures
• Discretionary Expenses 
• Compare to Benchmarks 
• Reasonableness 





Activity Break

Value & Growth Risk Assessment

This assessment is designed to help you identify areas 
of strength and vulnerability within your agency. 

Score each risk factor from 1 to 5 (1 = High Risk, 5 = 
Low Risk) based on how well your agency is currently 
performing in that area.



Growth Profitability Transferability Value 



Performance

Risk Factors

• Growth
• Profitability
• Size
• Retention
• Loss Ratio



Concentration
Risk Factors

• Owner Concentration
• Producer Concentration
• Carrier Concentration
• Customer Concentration
• Top Ten Clients Concentration
• Niche Concentration
• Regional Concentration
• Business Mix Concentration



Book Health

Risk Factors

• Policies per Client
• Account Age
• Producer Age
• Transferability



Culture
Risk Factors

• Perpetuation Plan
• Employee Contracts
• Producer Contracts
• Source of New Business
• Reputation
• Owner/Leadership Involvement
• Systems Utilized
• Paperless Operations
• Digital Presence
• Designations (Professional Certifications)
• Expertise Depth
• Turnover Risk



Activity Break

Gap Identification Worksheet

Review your results from the Personal Risk Assessment 
and identify 3–5 areas where your agency has the 
most room for improvement.

Then consider: Could acquiring another agency help 
you fill that gap through talent, structure, client mix, 
or geography?

Use this worksheet to connect your vulnerabilities to 
strategic acquisition opportunities.



WHERE ARE THE GAPS?

Discussion Topic



START WITH THE END IN MIND
• What are your current agency goals?​
• How does this acquisition help you achieve those goals?​
• What is your current growth plan? What would strengthen it?​
• Are you trying to grow into a new geographical location? Niche? Line of Business?​
• Are you looking to add a particular carrier or gain access to certain markets?​
• Are you looking to expand your team and expertise? Which roles? What expertise?​
• Are you looking to gain and develop future owners of your agency?​
• Are there specific relationships that you are trying to develop and build?​
• Are you looking to expand within your current footprint or into a new or complementary niche?



NOT EVERY 
BUYER IS 

RIGHT FOR 
EVERY SELLER



Think about 
one agency 
you’d like to 

target…



Activity Break

Buyer Profile Worksheet

Use this worksheet to define the characteristics of your 
ideal acquisition target, the size, structure, and culture 
that would best complement your agency. 

This will serve as a guide when evaluating real 
opportunities and help you focus your search on 
agencies that align with your goals and fill strategic gaps.



Factors that Impact Value 

59

GROWTH PROFITABILITY SIZE STRENGTH

QUALITY STAFF TECHNOLOGY STRATEGIC FIT

TRANSFERABILITY 



Agency’s Digital Presence 



Who is online now? 



WHAT’S YOUR ONLINE 
PRESENCE LIKE?



WHAT’S YOUR INDUSTRY 
PRESENCE LIKE?

- Carrier Boards 
- Tech Boards 
- Masterminds
- Lobbying Groups
- Board Memberships



Activity Break

Attracting the Right Seller

Now that you've identified your agency’s 
strengths, gaps, and ideal acquisition profile, it’s 
time to put it into action. 

This activity will help you focus on one specific 
agency you’d love to attract and build a visibility 
strategy around it.



What is your next big 
move? 

Reflect on the discussions and activities.

Summarize your key  takeaways. 
What are the top 3-5 things you can do the better position your agency for organic 
growth, profitability, and to acquire?  
What actions do you plan to take? By when? 

What do you want to learn more about or discuss further? 

Positioning Yourself as a Buyer
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