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Agenda
• Why Acquire?
• Are you Ready? 

• Self evaluation
• Is your house in order?

• Financially
• Processes
• Staffing
• Resources

• Profitability
• Developing capacity
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About the Speaker
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• 10-years insurance agency lending +
• 27-years of insurance industry 

experience
• Claim adjuster
• Marketing Representative
• Branch Manager
• Commercial Producer
• Sales Manager
• CEO Top 50 Independent Insurance 

Agency 



Questions?
Please enter questions in 
the Chat feature of the 
conference platform
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Why Invest Your Time in Preparing?
• Understand the process and what is necessary for a 

successful transaction
• Avoid potentially costly surprises and missteps
• Improve your ability to assess an opportunity
• Mitigate risks with an appropriate deal structure
• Implementing a post close plan to ensure an 

effective and efficient transition 
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Why Acquire?
• Growth
• Economies of scale
• Succession plan
• Geographic expansion 
• Other strategic reasons
• Opportunity fell in your lap
• Make more money
• Increase agency value

Develop a target profile of 
an agency you’re looking to 
acquire and hold yourself to 

it!  
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Why Acquire?
• Organic Growth v. 
Growth thru Acquisition
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• Stable Operations
• Corporate / Ownership 

Structure
• Book of Business
• Carrier Relationships
• Staff Trained and Effective
• Technology Utilization and 

Proficiency

Self Evaluation

• Profitability & Best 
Practices

• Acceptable operating 
margins

• Expense management
• Sustainable Growth
• Revenue Diversification 
• Strategic Plan 
• Performance 

Measurements
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Messaging
• Why you?
• Elevator speech
• Differentiation
• Vision for the future
• Understand the seller’s 

priorities

Be Prepared
Documentation

• NDA – Non-disclosure 
agreement

• LOI – Letter of Intent
• Purchase Agreement 

Due Diligence Process
• What do you want to see?
• Have a list ready to go
• Understand how to 

analyze what you receive

Deal Structure
• Asset v. Stock Purchase
• Cash at close or seller note
• Seller stay on or leave post 

close 
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Types of Financial Documents
• Business Tax Returns
• Business Debt Schedule
• Personal Financial Statement 
• Credit Reports
• Other Insurance Specific Documents



Book of Business Review
Book of business 
summary

• One page 
summary

• Identify 
strengths & 
weaknesses

• Concentration
• Answers many 

questions and 
likely creates 
others



Book of Business Review
Book of business 
summary

• Carrier 
Relationships

• Tenure
• Direct appts.
• Volume
• Commission 
• Retention
• Loss Ratio
• Concentration

• General 
Questions



Book of Business Review
Book of business 
summary

• Revenue by Line 
of Business

• Contingent Commission, Employee Count and Agency Bill v. Direct Bill 



Profitability 

• EBITDA - Earnings Before Interest, Taxes, Depreciation, and 
Amortization, is an alternate measure of profitability to net 
income. By excluding depreciation and amortization as well 
as taxes and debt payment costs, EBITDA attempts to 
represent the cash profit generated by the company's 
operations. (Investopedia)

• Proforma Financials - When it appears in financial 
statements, it indicates that a method of calculating financial 
results using certain projections or presumptions has been 
used. Essentially, a pro forma financial statement can exclude 
anything a company believes obscures the accuracy of its 
financial outlook and can be a useful piece of information 
to help assess a company’s future prospects. (Investopedia)



Profit & Loss Statement

The profit and loss (P&L) statement is a financial statement 
that summarizes the revenues, costs, and expenses incurred 
during a specified period – typically quarterly and annually. 
These records provide information about a company’s ability or 
inability to generate profit by increasing revenue, reducing 
costs, or both. P&L statements are often presented on a cash 
basis or accrual basis.  (Investopedia)

• Assess the profitability of an agency
• Compare periods to determine trends (YoY; QoQ)
• Develop Net Income or EBITDA. Earning Before Interest, 

Taxes, Depreciation and Amortization.



Profit & Loss Statement
• Breakdown of Revenue 

& Expenses
• Compares prior year, 

budget to current year
• Helps identify areas of 

improvement
• Can be the basis of 

comparison to other 
similar businesses

• Starting point for 
future budgets and 
proforma financials



Balance Sheet
• In short, the balance sheet is 

a financial statement that 
provides a snapshot of what 
a company owns and owes, 
as well as the amount 
invested by shareholders. 
(Investopedia) 

• Assets = Liabilities + 
Shareholders Equity

• What to look for:
• Cash reserves
• Account Receivable to 

Accounts Payable Ratio
• Agency Bill
• Trust

• Shareholder loans
• Snapshot



Business Debt Schedule



Personal Financial Statement 



Carrier Reports & Documentation

• Carrier Production Reports
• Volume
• Growth
• Retention
• Loss Ratio
• Personal /Commercial Split
• Lines of Business
• Historic Results

• Carrier Contracts
• Commission Schedule
• NIPR

• Commission 
Reports/1099

• Annual
• Summary v. Detail

• Commission Percentage
• 12-month commission 

flow
• Large account exposure

• Form 1099 – MISC
• Confirmation of total 

commission paid to 
agency by a carrier in a 
year.



Credit Reports and Financial History 

• Fair Isaac Corporation (FICO)
• Personal Leverage
• Payment History / Delinquencies 

• Credit Alert Verification Reporting System (CAIVRS)
• Prior business loan defaults – Federal Lending Programs

• Public Access to Court Electronic Records (Pacer)
• Prior Personal Bankruptcies 

• Lien Searches
• Identification of liens on business



Are you Ready to Acquire?
Your Resources
• Time
• Do you have a management team in place?
• Staff within your organization that can assist in the analysis and transition of

the acquired agency?
• Due diligence process to efficiently and effectively evaluate a prospect? 
• Capacity within your staff to absorb some or all the acquired book of business 

activities and management functions?
• Are you utilizing all available technology to the fullest potential? 
• Available office space and /or capabilities for employees to work remote?



Are you Ready to Acquire?
Your Resources
• Ability to make a down payment?

• May be required if seeking financing

• Working capital position through agency transition?

• Personal credit and finances?

• Outside resources?
• Consultant
• CPA or Accountant
• Attorney
• Lender



Are you Ready to Acquire?
Buyer
Capacity and Timing

 Timeline and Skillset
 Financial / personal 

capacity
 Post close plan for 

the business
 Ability to successfully

transition the     
acquisition

Consultant
Valuation

 Valuation of the agency
 Deal structure and terms
 Analysis of financials 

and forecasts
 Transaction coaching

Bank
Financing 

 Familiar with insurance 
agency acquisitions

 Pre-qualify buyer
 Consultative approach
 Can meet deadlines and 

structure requirements

Carriers
Cooperation

 Willingness to support 
transaction

 Appointment moving 
forward

 Ability to accurately 
transfer books of 
business

Attorney
Deal Counsel & Documents

 Familiar with insurance 
agency acquisitions

 Stock or asset purchase
 Buy/Sell Agreements
 All legal documents to 

close the deal and 
protect buyer post close

CPA
Tax Ramifications 

 Stock or asset 
purchase

 “Basis”
 Amortization and 

depreciation 



Preparing to Acquire – Are You Ready?

Summary
• Time commitment is key!
• Is your house in order?

• Profitability
• Staffing 
• Carriers
• Customers
• Efficiency
• Available funds

• Line up your resources 
now!

• Stay true to your 
acquisition profile and 
strategy

• Be ready with the right 
messaging and 
documents



Questions?

Acquisition Excellence Academy


