
Harrison Brooks
Partner, Reagan Consulting

Best Practices:
The Top Performing Firms’ Playbook
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Commercial Lines Organic Growth P&C Premiums

Source: CIAB, P/C Market Index, average commercial premium increases

Organic Growth vs. Pricing
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349 
firms designated as 

Best Practices Agencies
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Lessons Learned Across Categories

▪ Specialization sustains top quartile 
growth

▪ Producer recruiting remains crucial

▪ Sales velocity has to be at the 
center of the playbook

Play Offense 
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Specialization Journey

Source: Best Practices Study, Agencies with Revenues between $10-25M

Total Commissions & Fees Generated from All 
Specialties/Niches $4.3M $11.1M

Total Specialty Revenue as % of Net Revenues 28.2% 44.1%

33% higher organic 
growth
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Specialization Delivers

Source: 2025 Best Practices Study, Agencies with revenues between $10-25M
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Sales Velocity
Sales Velocity is an excellent measure of an agency’s success in writing new business. It is calculated by 
dividing new commission and fee income written by prior year commission and fee income.

Sales Velocity Calculation:

CY New Business: $1.5M

PY Comm. & Fees: $10M

15.0% 
Sales Velocity
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Sales Velocity
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13.5%

15.3%

Group
Median

Top
Quartile

2.0% 4.0% 3.5% 4.0%
Group

Median

Age-Banding of Sales Velocity

Up to Age 35 Age 36-45 Age 46-55 Over Age 55

13.5%



Are we hiring enough producers?
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Producer Hiring Velocity

16.8%

23.0%

Group Median

Top Quartile
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Producer Hiring Velocity is measured by dividing the number of new producers hired in 
a given year by the total number of producers (both validated and unvalidated) at the 

beginning of the year.



New Producers Hired

60%

40%

From Within the Industry From Outside the Industry

By Industry
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50% 50%

Under Age 35 Over Age 35

By Age



20%-30%
graduation rate

30%-50%
make it to Partner

Navy Seal BUDs

60%-65%
of players from the draft 
still on NFL team 3 years 

later

Redefining Success

Source: Over the Cap; The Balance Careers; Monster Finance
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One successful 
producer hire

The Case for Producer Recruiting

5-Year Internal 
Investment Return 

of

21.5%

5-Year Internal 
Investment Return 

of

32.2%

5-Year Internal 
Investment Return 

of

49.3%

5-Year Internal 
Investment Return 

of

86.2%

One successful 
producer hire and 
one unsuccessful 

producer hire

One successful 
producer hire and 
two unsuccessful 

producer hires

One successful 
producer hire and 

three 
unsuccessful 

producer hires
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Lessons Learned Across Categories

Play 
Defense 

▪ Share the wealth through equity or 
deferred compensation

▪ Develop a producer book 
perpetuation plan
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1.5 1.7 2.1
3.7

5.3

24.7

<$1.25M $1.25-2.5M $2.5-5M $5-10M $10-25M $25-100M

Average Number of Shareholders

Ownership

Source:  2025 Best Practices Study
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Producer Equity Multiple

1.00

0.25

Book Size Equity / Deferred Comp
/ LTIP

PRODUCER A

PEM = 
0.25 x

1.00 1.00

Book Size Equity / Deferred Comp
/ LTIP

PRODUCER B

PEM = 
1.0 x

Source: Reagan Value Index
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Book Transition Percentage

12.0%

28.9%

23.8%

35.3%

BPS $10-25M

% Total Book by 
Producer Age

Over age
55
Age 46-55

Age 36-45

Up to age
35

100%

Source:  2025 Best Practices Study, Agencies with Revenues  between $10-25M
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AI Disruption
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Technology Disruption

Reality vs. Hype
20
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Recent Disruptors that Couldn’t Live Up 
to the Hype
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How are Brokers Responding to AI?
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AI Investment is Accelerating

$8,882 $18,366 $19,028 $24,688

$123,669 $137,985

$520,760

<$1.25M $1.25-2.5M $2.5-5M $5-10M $10-25M $25-100M >$100M

Best Practices Average 
Spend on AI

AI Software Expense AI Dedicated Payroll

Source: Reagan Best Practices Study
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$170,909 

$104,000 

$357,700 

$280,966 

Tech-Enabled Non Tech-Enabled

Producer Median New Commissions

Under age 35 Over age 35

Tech Enabled Producers

• Customer Servicing Tools

• AI Customer Policy Reviews

• Automated Outbound Email

• Internal AI Assistant

• Web-based Intake Forms

• Outreach Software

26
Source: Reagan’s BrokerTech Ventures Survey
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S&P 500 RVI

35 Year 
CAGR

11.0%

35 Year 
CAGR

9.1%

Source: Reagan Value Index

Brokers Outperform in Any Weather
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Harrison Brooks
Partner 
harrison@reaganconsulting.com
404.869.2537
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https://protect.checkpoint.com/v2/r01/___https://www.linkedin.com/in/harrison-brooks-4a90aa17/___.YzJ1OmlpYXY6YzpvZmZpY2UzNjVfZW1haWxzX2F0dGFjaG1lbnQ6OWQ4MDgzZmIwZDI0YjBkNjg5OTYwYTRkNTM2NDFjNzQ6Nzo5NzgyOjFjNTU2YThmN2UwMDgxMjIxZDljOWY5NjMwODY5NTcwYzEyODk3MWE2NjRjYzFjNWE0NGI3NWVkMGIxNWI1Nzg6cDpUOkY

	Slide 1
	Slide 2: Organic Growth vs. Pricing
	Slide 3: Organic Growth by Line of Business
	Slide 4:   349  firms designated as  Best Practices Agencies
	Slide 5: Lessons Learned Across Categories
	Slide 6: Specialization Journey
	Slide 7: Specialization Delivers
	Slide 8: Sales Velocity
	Slide 9: Sales Velocity
	Slide 10: Are we hiring enough producers?
	Slide 11: Producer Hiring Velocity
	Slide 12: New Producers Hired
	Slide 13: Redefining Success
	Slide 14: The Case for Producer Recruiting
	Slide 15: Lessons Learned Across Categories
	Slide 16: Ownership
	Slide 17: Producer Equity Multiple
	Slide 18: Book Transition Percentage
	Slide 19: AI Disruption
	Slide 20: Technology Disruption
	Slide 21
	Slide 22: Recent Disruptors that Couldn’t Live Up to the Hype
	Slide 23: How are Brokers Responding to AI?
	Slide 24: AI Investment is Accelerating
	Slide 25
	Slide 26: Tech Enabled Producers
	Slide 27: Brokers Outperform in Any Weather
	Slide 28: Since 2008, helping agencies deliver a consistent top quartile performance
	Slide 29

