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Scale, Don’t Grow:

5 Ways to Grow Revenue Without
Growing Overhead

Stop paying for growth. Start engineering it.



Use data intelligence to power revenue growth that isn’t
locked to an expense ratio

Whatever your role in the insurance distribution channel — from individual licensed
producer to agency owner to insurance carrier compliance staff, and many more — your
organization wants to increase revenue and reduce expenses.

Historically, individual roles can only do “so much” before they hit capacity, and you have
to hire another person. For example, if a producer working at full steam seven days a week
(and we're not recommending you do this) can only handle 100 clients at a time, then the
agency has no choice but to bring on another producer if they want to serve more clients.
You can see how this model doesn’t allow a business to efficiently scale because the
costs (things like payroll, benefits, and necessary support staff) go up proportionately to

the new revenue coming in.

In this guide, we’ll navigate:

—_— The difference between “growing” and "scaling” an insurance organization, and why
it's better to shoot for the latter

—_ How modern technology helps scale your business without costs rising at the same
fast pace
4 Data-forward tips for reducing your business'’s operating and administrative costs

l

Why integrations for reporting is critical to your bottom line
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What does it mean to scale a business?

Scaling a business refers to increasing revenue without proportionately increasing expenses.

This is why “growing” a business and “scaling” a business aren’t the same thing.

&

Scaling, on the other hand, is about leveraging automated technology and better business data

to unlock efficiency and get more output with the same input (or even with less!).

One example: Using National Insurance Producer Registry (NIPR) producer licensing data to
automatically validate that you’re only paying commissions to licensed producers. A workflow
that used to take someone checking a spreadsheet of numbers manually can now happen
automagically, substantially reducing your risk, making it easier to retain good producers, and
eliminating the need for manual employee intervention for anything except red flags.

Scaling up your insurance business without proportionally
increasing expenses

To bring more revenue into the business while limiting new expenses, many businesses turn to
technology. Through investing in insurance technology solutions that automate previously
Y manual processes, make business data more actionable, and integrate across multiple v
' systems, people’s time is freed up to do more revenue-generating work. And no, these /
solutions aren't free of charge, but the goal is to find insurance software where the ongoing %
cost easily pays for itself as you don’t have to hire an ever-expanding staff for these
tedious tasks.
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administrative headcount from your producer workforce.

o Baking excellent data into automated workflows to unhook

Automated appointments or automated license verification, all leveraging insights from NIPR,

can make formerly hands-on processes happen in the background.

Many businesses have seen stagnant producer-to-admin ratios in their compliance and
operational teams, ratios that have held steady for years. By using superior producer license
and appointment data to power workflows that run without human intervention, your business
can uncouple those ratios, saving on headcount until your automated appointment or licensing

software essentially pays for itself.

To be clear: Using automated workflows to save hundreds of work
hours, reallocate your headcount, or take advantage of attrition is

not a pipe dream.

Carriers and agencies using AgentSync’s Manage product have seen their producer-to-admin
ratio improve by 100 times, which is a conservative estimate.' For some high-growth agencies
and carriers, that by itself is impressive enough: Onboarding without adding headcount is
imperative. But even agencies and carriers that aren’t focused heavily on recruiting and
onboarding benefit from improving this ratio.

The typical employee spends nearly 76 working days per year on administrative tasks they
consider “pointless.” That's more than a quarter of their time. Now, compliance is hardly
pointless, but currently many businesses pay some of their highest-tenured employees, who
have the most knowledge about insurance and the way it works, to double-check forms.

When you scale, you make room for employees to grow their careers. But you also deliver on
your bottom line with more impactful recruiting: One AgentSync customer moved from
struggling to onboard 500 producers a year to now adding 3,000 producers without hiring
additional staff.?

'Statistic drawn from internal data showing average producer-to-admin ratio improvement from 100x to 1,000x.
2Webexpenses. Andrew Lowerson. June 18, 2019. “1/3rd of employees’ time is wasted on ‘pointless’ business processes.”
https://www.webexpenses.com/blog/pointless-business-processes/

% AgentSync. “GPM Life fuels its growth with the ability to onboard more producers faster than ever.”
https://agentsync.io/customers/gpm-life
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Ultimately, decoupling internal headcount from your producer workforce size allows you to
save hundreds of thousands, possibly millions of dollars in salaries, benefits, training, and
turnover, all without increasing risk or slowing your onboarding process.

e Use better data to eliminate the operational expenses of

unnecessary license and appointment fees.

Another way superior license and appointment data tightens your operational spend is in

eliminating unnecessary fees.

For insurance carriers, automated appointment software also unlocks the possibility of using
Just-In-Time appointments, making it the default position that every producer you write an
appointment check for has already put business in your bank. But better leveraging data also
means reducing expenses like late appointment renewal fees or paying for appointment

renewals for producers that aren't writing business.

Insurance agencies, too, can scale up with less waste because knowing exactly which
producers are due for renewal, exactly when, and in what states means you can get ahead of

deadlines and skip the cost multiplier of late renewals and reinstatement fees.

Paying Penalties

One clear area of waste for agencies is in paying fees for late renewals and reinstatement
fines for producers whose licenses lapsed. It's not just the $100+ penalty fee. It's also the
penalty of staff time and paperwork filing. When you can automatically renew and send

periodic reminders about staying up on continuing education, that adds up quickly.

For instance, if you're an agency with 5,000 agents licensed in all states, perhaps 20 percent of
them renew their licenses late. If those agents are late to renew this year in 10 states each,
with an average of $100 as the late renewal fee, we could easily be talking about $1 million in

added expenses.

AGENTSYNC.IO A Agentsync



A

1,000 = $1,000,000

producers renewing average late in added expenses
their licenses late renewal fee

With accurate data baked in, automated reminders for continuing education, and single-click
renewal approvals in the system, agencies that manage producer licenses can expect to keep

the margin of error on renewals low.

Unnecessary licensing and renewal fees

Agencies and carriers often spend on proactively renewing licenses and state appointments
without regard to who is actually producing in that state. But who is worth maintaining an
appointment or license for, and in what states? Your collective systems already contain the
answer, but if you don't integrate your commissions data to your compliance management

system, you could be missing out on a huge opportunity to scale up without growing costs.

unproductive licensees. With AgentSync, they’ve reduced it to less

. One agency estimated 15 percent of all licensing spends were for
than 5 percent, putting real dollars back in their pockets.*

For agencies with ambitious growth goals, paying for every agent to have a nonresident
license in every state and renewing those licenses ad infinitum means millions of dollars in

licensing without any kind of guarantee on corresponding ROI.

Just for carriers: Just-In-Time appointments

Many carriers’ policy is to proactively appoint every downstream producer of their partner
agencies in every state that producer is licensed. That's a major expense, but it's the cost of
doing business for carriers that aren’t leveraging superior data and automations in their back-

office processes.

4 AgentSync. 2025. “How Salelytics Optimized Their AEP Process with a Dream Partnership.”
https://agentsync.io/customers/saleytics
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For carriers that are trying to scale up, it's simply unaffordable to appoint every producer who
raises their hand or sneezes in your direction for every state where they’re licensed. AgentSync
helps carriers operationalize Just-In-Time appointments because contract triggers and
automated controls can ensure an appointment is processed and submitted on a tight timeline

without human intervention.

Analyze where in the revenue process your bottlenecks are

depleting your bottom line.

Producer churn is inevitable. But certain factors can dial up or dial down churn rates. The
hurry-up-and-wait of many onboarding and renewal cycles is maddening for all involved, and if
you don't have accurate data, you risk being unaware of the friction points that lead to dropoff.
While automations can reduce a lot of friction, better data across the entire producer lifecycle

can also mean better understanding how to retain high-performers in your business cycle.

Particularly if you're onboarding fresh producers who are new to the industry, freeing them
from friction is key to your retention rates.

More than 90 percent of new producers leave the industry within

e their first year, and 30 percent of them leave within the first three
IBSZg months alone, showing your onboarding is crucial in avoiding

recruitment waste.®

And recruitment waste is real. In most industries, it costs up to nine months’ worth of an
employee’s salary to recruit, onboard, and train their replacement. Because insurance requires
a more technical skillset and licensing, that cost is estimated to be even higher in this
industry.® The point: Bottlenecks in your process aren’t just a waste of time. They cost you real

dollars when your months long recruitment efforts get flushed down the toilet.

*AgentMethods. 2024. 2024 Agent Trends and Statistics.
https://www.agentmethods.com/insurance-agent-trends-and-statistics

®Sales Screen. Jan. 13, 2026. Sabih Ahmed. “How to Reduce Insurance Agent Turnover & Boost Retention.”
https://www.salesscreen.com/blog/how-to-turn-down-turnover-in-insurance
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a Understand the path of least resistance for expandingin

particular states or with new products.

Many businesses turn to mergers and acquisitions to retain profitability and expand their
addressable market, but the process of deciding where and when to pull the trigger is murky, at
best. When you can see what appointments your producers hold outside of your own
distribution channel, or where else your producers hold insurance licenses, you can identify
friction-free funnels to expanding your own business using existing networks. By eliminating
the guesswork you can scale your business without the guts-and-glory drama of an overhaul

that leads to attrition.

Some examples of ways AgentSync customers have used reporting data to

expand their businesses, drama-free:

~ - Asmall regional MGA reporting on which other states existing producers hold
4

~"licenses in for low-recruitment regional sales territory expansion

A large Medicare agency using a data pull on existing producers'’ lines of
authority to understand what product lines to pursue for new carrier contracts

A carrier pulling downstream producer appointment data to understand what
% other carriers its independent producers hold appointments with to get insights

on possible acquisitions
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e Use distribution network intelligence to right-size producer

retention decisions in any given market.

Unbalanced underwriting profile? Shifting state regulations? There’s a number of reasons to
draw down the number of licensed or appointed producers you have in a given state, but if you
don’t know who is licensed for what and where, then moving into or out of risky or
opportunistic markets isn't something you can do intentionally.

Right now, many carriers and agencies either employ a department of business analysts to dig
up this information, or they have Brenda in Compliance spend Fridays (and sometimes
Saturday mornings) running reports, exporting to a spreadsheet, and getting really good at
using the concatenate function.

But carriers that don't evaluate the relationship between their loss ratios and particular
distributors are opening themselves up to risk. For instance, poor loss ratios often represent
an oversaturated market, such as Florida, Texas, and California. These markets have
opportunities, sure, but being selective about what relationships you undertake is critical for

maintaining your business’s margins.

Other market factors that could indicate whether you need to contract or
expand your distribution channels:’

-3 Migration data

-3 New household formation data

——>»  Admitted market contraction or expansion (such as what is happening in Florida
and California)

Carriers and agencies that integrate their core systems have visibility and next-level insights
into how leading indicators for market changes can influence their lagging indicators such as
producer recruitment. Otherwise, your business is operating on gut instinct or knee-jerk
reactions.

“Insurance Business Magazine. Miles Rogerson. Sept. 16, 2025. “Agent network optimization: Mapping producer density to
sales potential.” https:/www.insurancebusinessmag.com/us/news/breaking-news/agent-network-optimization-mapping-
producer-density-to-sales-potential-549851.aspx
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AgentSync scales your insurance organization without
scaling your compliance expenses

Producer and compliance management are non-negotiable parts of the insurance industry. But
they don't have to be complex, time-consuming, or costly. AgentSync can empower your
carrier, agency, or MGA/MGU to quickly reduce operating and administrative costs while

improving your producer and employee experience.

A sample of things carriers and agencies are doing with AgentSync’s superior data, excellent

integrations, and compliance automations:

m Identifying bottlenecks and eliminating them to decrease producer churn and

unnecessary licensing spend®

“We want our clients to look good, and that means scaling up while being very compliant.”
— Chris Raebel, VP of Sales at Salelytics

@ Freeing up operational staff to cut the time they spend on compliance by 75
percent and repurposing that time for higher-return work®

“There’s very little chasing people. We don’t have to employ a team of people just to send out

emails and follow up on things because we set the system up to do what we needed it to.”
— Datha Santomieri, Co-Founder and Chief Operating Officer at Steadily

/9 Consolidating licensing workflows and making regional and line of business
E expansions a process that takes hours, not months™

“We can confidently onboard more acquisitions than ever, providing them with state-of-the-art
licensing and compliance services. If we didn't lay this foundation in 2024, we'd have been
behind the curve. But now we can confidently say we're reducing complexity. We are more

innovative because we have this visibility into compliance. We're excited for the future.”
— Kevin Wellfare, VP of Agency Development, INSURICA

Join the revolution. Grow

y0u r bUS| ness WIthOUt 8AgentSync. 2025. “How Salelytics Optimized Their AEP Process with
. a Dream Partnership.” https://agentsync.io/customers/saleytics
a d d N g h ea d cou nt . °AgentSync. 2026. “Compliance Automated: How One Tech-Enabled

MGA Does More with Less.” https://agentsync.io/customers/steadily

®AgentSync. 2025. “Operation Centralize: How INSURICA Reduced
Book a persona"zed product tour Their Risk by Modernizing Producer Management.”

https://agentsync.io/customers/Insurica
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