
Key KPIs Every Agency Owner 
Should Know 



What is a KPI? 

KPI 
Criteria

• Actionable

• Measurable 

• Timely

• Tied to overall strategy 

Key 

Performance

Indicator



Why Have Them? 

• Knowledge is power 
• Be purposeful and strategic with decisions
• Improve your performance
• Enhance the value of the agency
• Focus your energy
• Plan for the future 
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Fractional CFO Dashboard 



Retention 
Ways to consider:

• Revenue 
• Policies in Force
• Premium Volume 



Growth Rates 
Reagan Best Practices  
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Profitability Rates 
Reagan Best Practices  
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EBITDA 
Reagan Best Practices  
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Revenue Per Employee 

$175k - $210k  



Factors Impacting 
Revenue Per Employee 

• Use of Technology 
• Utilization of Vas
• Customer Tiering 
• Automation 
• Agency Policies & Standard Practices 



Today's Breakout Structure

Groups of 3, we're mixing agencies up! A facilitator captain will be joining you. 

Discuss for 15 minutes: You'll have a list of questions to discuss, please don't 
feel like you need to make it through all of them! 

When we come back, each person should share 1 key takeaway/finding in the 
zoom chat. 



Financial KPI Breakout Discussion

1. What financial KPIs do you currently track, and how do they inform your 
business decisions?

2. Is there any one KPI that drives action on your leadership team more than 
others?

3. Are there any financial KPIs mentioned today that you chose to stop 
tracking?

4. Are you using any software or dashboards to track KPIs in real-time? How 
automated is your process?

BREAKOUT DISCUSSION



KPI By 
Agency Role 



KPIs by Producer 
LEADING INDICATOR LAGGING INDICATOR

• New Business Revenue 
• Retention
• # of Centers of Influence 
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• Number of Calls 
• Number of Appointments
• Number of Proposals Sent 
• Conversion Ratio
• Close Ratio
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Producer Avg Book Serviced 
Reagan Best Practices 
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Producer New Business Standards
Reagan Best Practices  
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Producer KPI Breakout Discussion
1. Were there any KPIS that you track for producers that was not mentioned today?
2. What KPIs have you found most effective for motivating and measuring the success of 

your producers?
3. Do you publish the KPIs for the team to create competition, or do you only provide the 

metrics individually?
4. What are some ways you have encouraged team members to excel in meeting the 

KPIs?
5. How have you adjusted producer efficiency metric expectations – for those of you that 

utilize Vas?
6. Do you track conversion ration by lead type? What is your strongest lead source?

BREAKOUT DISCUSSION



KPIs Client Service Representative 
(CSR) 

LEADING INDICATOR LAGGING INDICATOR

• New Business 
• Retention Rate
• Churn Rate 
• Number of cancellations 
•  Average NPS Score 
• Google Reviews 
• Ending Avg Policies Per Customer 
• Ending # of monoline policies 
• Ending # of opportunities for cross-sell 
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• Starting # of opportunities for cross-
sell

• Starting Avg Policies Per Customer 
• Starting # of monoline policies 
• Number of referrals to producers
• Number of completed customer calls
• Duration of Calls
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Average Book Size – CSR/AE/ AM
Growth & Performance Standards
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Service KPI Breakout Discussion
1. What other customer scoring systems are you using beyond NPS?
2. Are you tracking response time, if so what are you using?
3. How do you measure and motivate your service team to provide high-quality support 

while maintaining efficiency?
4. How do you ensure that all employees (producers and service staff) are aware of and 

motivated by their KPIs?
5. What tools do you use for tracking sales, service, and financial performance? What’s 

working well, and what could be improved?

BREAKOUT DISCUSSION



• Cost Per Customer 
• Revenue Split
• Concentration by Producer 
• Concentration by Niche 
• Carrier Concentration 
• Number of Calls, Appointments, Proposals 
• Close Ratio
• Cost Per Customer 

Other Metrics 



Top 5 KPI Mistakes 

Not Specific or Measurable 

Only selected metrics you cannot influence 

Measuring Everything 

No team buy-in 

Not tied to priorities 



What gets measured gets 
managed.  

- Peter Drucker 



Q&A & Reflection

• What’s one thing you’re taking back to your agency from today?
• Which KPI conversation made you think differently about how you lead?

Want to chat with us further? 
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