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Intro duc tio n & Metho dolo gy
This HR Leadership Study represents the fourth installment in Reagan
Consulting’s Leadership Series. In 2011, we published the Leading CEO Study
and, earlier in 2012, we published the Leading CFO Study and the Sales
Study. The purpose of this series was to identify and better understand the
characteristics of the top-performing executives in several key positions in
the insurance brokerage industry. The final installment, to be published later
in 2012, will address the IT Leadership role.
As with our previous entries in this series, we will address two basic
questions in this study:
1. How can agency leaders improve their effectiveness?
2. What should a firm look for in selecting successors to its current
leadership team?
Unlike our earlier Leadership Studies, which dealt with roles that have
existed in most insurance agencies and brokerage firms for some time, this
study will address an executive position that existed in only a few insurance
firms a generation ago and, in fact, still does not exist in many smaller firms.
Full-time HR Leader positions (100% of time dedicated to that function) tend
to exist only in larger firms. The following table, from our 2011 CEO Study,
shows the percentage of firms having full-time executives in key
management roles.
% of firms with dedicated executives in each area
55%
50%

55%
45%
40%

40%

35%
30%

25%

25%
20%
15%

15% 15%

15%

10%

President

CFO

COO

Under $10M
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Sales Mgr
$10-25M
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0%

HR Mgr
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For firms included in the CEO Study, a majority of large firms (over $25M)
have dedicated HR Leaders, while none of the smaller firms (under $10M)
do. Clearly, the need for a dedicated HR Leader emerges as these firms grow
through the middle ground of $10M – $25M in revenue.
For smaller firms, not only is the HR Leader role not a dedicated one, it is
often a position that does not exist at all. In our CEO Study, almost half of
firms under $10M in revenue have no one on staff in an HR leadership role,
even on a part-time basis.
This research indicates and our experience confirms that firms tend to grow
into the need for an HR leader over time as they become larger and more
complex, first on a part-time basis, then on a dedicated basis.
Although this HR Leadership Study did identify and include a small number of
HR Leaders from smaller firms, the dedicated HR Leader is more often found
in larger firms. The 24 HR Leaders in this study came from firms that range in
size from approximately $4M to over $90M in revenue. The median size firm
represented was $15M.
As with our other studies in the Leadership Series, we solicited nominations
for exceptional HR Leaders from leadings CEOs, insurance carriers, industry
associations, nominated HR Leaders, industry service providers and
consultants. We then selected the most frequently-nominated leaders and
invited them to participate in the study.
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Exec utive Summary
Human resource leadership remains a largely misunderstood role for many
in our industry. If pressed on the question “what exactly does your HR
Leader do?” many agency CEOs would shake their heads and mumble
something about regulatory compliance, compensation and benefits plan
oversight, and policies and procedures. Beyond that, the HR leadership role
can be difficult for many business leaders to fully understand and appreciate.
A generation ago, very few insurance agency operations even had an HR
leader. If the position existed at all, it was typically a part-time role, often
filled by a manager or owner with other responsibilities as well. Today, the
HR leadership role in the insurance brokerage universe looks very different.
Although it is still a part-time position in many agencies, its importance to a
growing and vibrant insurance operation is difficult to overstate. In fact, few
executive roles in an insurance agency can contribute as much value as an
effective HR leader.
Today’s HR leaders must execute well in all of the basic areas that
traditionally come to mind when one thinks of the HR role. Beyond
demonstrating basic HR competence, however, the most effective HR
Leaders in our industry are further focused in two primary areas: people
acquisition and people development. Successful execution in these two areas
is what makes good HR Leaders great and allows them to deliver exceptional
value to their organizations.
The Current Lay of the Land in HR leadership
As might be expected, the HR Leaders we surveyed for this study spend a
majority of their HR leadership time in areas that typically come to mind
when thinking about human resources. We call these the Core HR Functions:
•
•
•
•

Recruiting staff positions
Policies & Procedures
Benefits Administration
Compliance

•
•
•
•

Training
Conflict resolution
Performance reviews
Payroll administration

The Core HR Functions are a big part of the work day for the typical
insurance agency HR Leader. In larger agencies (e.g., over $25M in revenue),
it is more likely that the HR Leader’s job is a dedicated position, rather than a
position filled by someone with other additional responsibilities. Even when
HR leadership is a dedicated position, HR is generally not the only focus – all
of the 24 HR Leaders we surveyed have additional responsibilities above and
beyond their HR roles.
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Without question, certain Core HR Functions have a greater value than
others. Some tend to be administrative in nature, while others have a very
high strategic value. This is not to suggest that any Core HR Functions are
unimportant. Each of them, if not executed well and with great competence,
will leave an agency with a very shaky foundation. Not surprisingly, the HR
Leaders we surveyed generally scored themselves highly in their
effectiveness in the Core HR Functions.
An Interesting Disconnect
We believe the two highest-value activities for HR Leaders in our industry are
people acquisition and people development. This is where HR leadership
transitions from good to great. Finding and developing people, particularly
insurance producers, is perhaps the most important HR role in any insurance
agency. Interestingly, many HR Leaders apparently see this differently.
HR Leadership Value Pyramid
Value to Agencies
Strategic
Recruiting
HIGHER

Development
Employee
Performance
Accountability Reviews
Compliance

LOWER

Policies & Procedures

Benefits
Administration
Payroll Oversight

Administrative
As the data that follow in this study demonstrate, these recruiting and
development roles, especially when it comes to producers, do not represent
areas of particular strength or priority for most HR Leaders. Among the
lowest self-assessment scores we observed were in the areas of training and
recruiting producers. Similarly, these producer recruiting and development
roles were not selected as a “top five” priority for most of the HR leaders we
surveyed.
We see this as a material disconnect for HR Leaders … and a tremendous
opportunity for HR Leaders to significantly increase their value to their
organizations. As the HR Leader Value Pyramid illustrates, certain HR
functions are much more strategic in their value than others. We believe that
no HR activities offer more strategic value to an agency than recruiting and
development.
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The HR Leader’s Highest Calling
By a very wide margin, the difference between good and great insurance
agencies boils down to people. Although it may sound like a gross
generalization, it is true: the best insurance agents and brokers in the
industry tend to have an abundance of very talented and effective people.
Therefore, HR job one is to recruit the best talent available and then to equip
it to operate at the highest possible level. This, in our view, is the highest
calling of the effective HR Leader – recruiting and developing people.
So, what does this look like when done well? In our experience, the most
effective HR Leaders play three key roles with regard to an effective people
recruiting and development strategy.

1
Determine
the Hiring
Needs

3
Oversee the
employee
development
process
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1.

Determine the Hiring Needs

An effective employee growth strategy must begin with an accurate
understanding of the future personnel needs of the organization. What are
the growth objectives for the firm over the near- and long-term? What level
of growth is currently being achieved? What is the ability of the current
production team to deliver the growth required? What are the implications
regarding anticipated employee attrition, turnover, and retirement? In light
of all this, how many producers will need to be hired?
This analysis doesn’t begin and end with producers. How much capacity do
the agency’s existing CSRs and Account Executives have to take on additional
business as the agency grows? How many new support hires will be needed
to support the agency’s growth objectives? What about other management
or staff hires that will be necessary to support the agency’s objectives? What
will all this hiring cost and how do we budget for these growth investments?
Interestingly, in many agency strategic plans, there is a significant gap
between the growth objectives and the underlying hiring requirements that
will be necessary to accomplish the growth objectives. Rather than simply
responding reactively, the highly-effective HR leader is proactively planning
well in advance for future hiring needs to meet the agency’s strategic growth
objectives. By doing so, the HR Leader is adding significant value to the
leadership team.
2.

Facilitate the Recruiting Process

Once the personnel growth needs are better identified and understood, the
effective HR Leader then facilitates the actual recruiting process. Please note
that we did not say “the effective HR Leader then does all the recruiting.”
Although the HR Leader may in fact do much of the actual recruiting work,
the more valuable HR leadership role is to coordinate and manage the
recruiting process, often relying heavily on others to help out as needed. For
example, recruiting certain positions, such as producers, is generally much
better accomplished in concert with other producers and executives. That
said, the HR Leader owns the recruiting process and keeps it on track.
The effective HR leader oversees a recruiting plan of action that will address
all of the activities that may be required to deliver the people needed,
including:


Determine who to target for employment (i.e., college graduates?
candidates in their 20’s and 30’s? experienced? inexperienced?)



Developing accurate job descriptions and hiring criteria for each
position in the agency
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Identifying specific pools of candidates and developing a strategy to
reach them



Developing attractive marketing and promotional materials to “sell”
the agency to prospects



Coordinating employee screening and testing efforts



Developing and managing an internship program



Tracking industry compensation metrics



Providing up-to-date employment agreements



Establishing and coordinating a formal interview process



Making and negotiating formal offers for employment

In facilitating the recruiting process, the effective HR Leader is best seen as a
player-coach, ensuring that a game plan is in place to get the necessary
positions filled and that all of the other players understand their roles in the
process and are being held accountable.
3.

Oversee the Employee Development Process

The final element of the acquiring and developing people process is
employee development. This applies to new hires, but also encompasses
existing employees, too.
For new hires, this involves creating and then overseeing a specific training
track to get the new employee up to speed in the shortest time possible.
Depending on the new employee’s background and specific needs, this may
include both internal resources (mentoring, shadowing, self-study, on-site
classes) and external resources (insurance company schools, CIC/CPCU
classes, sales consultants). All of this requires meticulous planning in
advance.
The best HR Leaders also play an active role with management in tracking
employee development versus expectations. If employees are not
progressing as expected, action must be taken quickly and decisively.
Addressing these performance gaps typically involves any number of options,
including closer direct supervision, increased skill enhancement, making
additional resources available, or termination.
For producers, it is especially important to ensure that producers-indevelopment are closely monitored and managed versus their validation
schedules.
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As mentioned previously, this employee development role does not only
apply only to new hires. The effective HR Leader must focus to ensure that
each employee, regardless of tenure, reaches his or her maximum
developmental potential. New hires seldom have more potential value than
employees already in place. The HR Leader’s role is not simply a matter of
ensuring that employees continue to satisfy their continuing education
requirements. As with new hires, the effective HR Leader develops, executes
and oversees a continuing development path for all of the firm’s employees.
No single investment can offer the same return to an agency as an effective
investment in people development. Conversely, there are few ways to waste
money faster and more effectively than with a poorly conceived and
executed employee development program. The HR Leader is uniquely
positioned to ensure this does not happen.
Conclusion
All of the HR Leaders included in this study operate at a very high level. Their
nominations for inclusion to this study speak volumes regarding their
effectiveness and professionalism. They are the best of the best.
We remain of the opinion, however, that even the best HR Leaders in the
industry can add significantly more value to their organizations and take
their games to an even higher level by more fully emphasizing their
employee recruiting and development roles.
The remainder of this study will detail the practices of the best HR Leaders in
the insurance agency & brokerage universe. We will consider four specific
aspects for these HR professionals:
1. Profile – What do they look like?
2. Roles & Responsibilities – What do they do?
3. Improvement – How do they think they can get better?
4. Concerns – What are they focused on for the future?
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HR Leader Pro file
As was the case on several of our earlier leadership studies for CFOs and
Sales Leaders, the HR leadership role is one that evolves as the agency grows
and becomes more complex. That is not to say that HR Leaders at smaller
agencies do not have an important role. In fact, the HR Leader role is just as
important in a small firm as a larger firm. However, a full-time HR leadership
role at a smaller firm cannot typically be justified, so HR functions are
typically performed by someone with additional responsibilities.
In smaller firms (under $10M), HR leadership is generally not a full-time job.
More frequently, the role is more of an Office Manager with some HR
responsibilities. HR Leaders in smaller firms are often engaged in anything
involving employees. From office management to operations management
to facilities management, they do it all.
At the other end of the size spectrum (over $25M) we find the Strategic HR
Leader. While these HR Leaders still have to get their hands dirty
occasionally, they are often managing other HR personnel and are
themselves focused on higher-level activities such as the development and
implementation of a recruiting strategy, enhancing the morale and culture of
the agency, and developing the organizational effectiveness of the agency.
In the middle ($10M - $25M) lies the more-or-less dedicated HR managers
that are charged with accomplishing many of the operational and traditional
HR tasks that come to mind, including performance management,
procedures and handbooks, payroll and benefits administration, recruiting
and training. This dedicated role emerges as the personnel base of the firm
expands to the point these duties warrant a dedicated resource, often
somewhere north of 50-75 employees.
The typical evolution of the HR Leader

Smaller Firms (<$10M)
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Regardless of firm size or the roles they fill, HR Leaders shared similar
backgrounds, education levels and experiences. The following is a snapshot
of the HR Leaders included in this study.

Median Age:

Median Years
with firm:

Gender:

47
Median Age
when
assumed HR
leadership:

8

71% 29%

Median Years
as HR Leader

39

6

Education:

Undergraduate Major:
60%

41%

32%

40%

18%

20%

9%

0%

Have college or postgraduate degrees

Liberal
Arts

Designations:

Business

Ownership:

HR Mgmt

Science/
Pre-Med

Executive Status:

(SPHR, PHR, CHRP, etc.)

8%

83%
SPHR was dominant
designation

59%
Are on the firm’s
Executive Leadership
Team

Only 8% have equity in
their firm

Previous Industry:
60%

50%

Prior Role:
60%

50%

54%

50%

40%

20%

30%
20%

33%

40%

17%

13%

10%

30%

13%

20%
10%

0%

NonFinancial

Insurance

Financial

Joined
directly
from school

0%

HR

Other

Joined directly
from school
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Compensation
46%
29%

$50K - $100K

$100K - $150K

24%

Over $150K

Compensation varies widely for the HR Leaders we surveyed. An
overwhelming majority of the HR Leaders are paid between $50,000 and
$150,000. Compensation generally trends with firm size (the larger the firm,
the higher the compensation). Roughly one-quarter of the HR Leaders
surveyed earn in excess of $150,000, but most of these individuals work for
very large organizations (averaging over $52M in revenue) or have significant
other roles & responsibilities beyond HR (including ownership) that influence
their compensation.
Summary of key points
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The HR role evolves over time as the firm grows.



Over two-thirds of HR Leaders in the study are women.



Over 80% of HR Leaders have at least one professional designation. The
dominant designation, held by one-third of HR Leaders, is the SPHR
designation (Senior Professional in Human Resources).



HR Leaders are highly educated, but a full 50% of those with college
degrees studied something other than Business or Human Resources.



The HR Leader function may yet be perceived as a staff function in many
firm – only 59% of survey participants feel that they are viewed as
members of the Executive Leadership team and only 8% have equity in
their firms.



A small percentage of HR Leaders (16%) came to their current jobs from
the insurance industry.



Very few HR Leaders (17%) joined their firms in anything other than a HR
capacity.
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Roles & Responsibilities
As mentioned previously, the HR Leader role continues to evolve in our
industry. It remains largely a part-time position, particularly among small to
mid-sized firms. In fact, 100% of our HR Leader survey respondents report
that they have responsibilities above and beyond the HR roles they play
internally for their firms. So, what are those roles?
What additional responsibilities do you have?
Operations Management

accomplishments is
building the team in our
HR Department.”

Survey Participant

50%

Office Management

42%

Meeting Coordination

33%

Providing HR Services Externally

29%

Licenses and Continuing Education

29%

Facilities Management

25%

Communications

25%

IT

21%

Marketing
Financial Management

“One of my greatest

17%
13%

Mgt of Carrier Log-ins & Passwords

8%

Branding

8%

These additional responsibilities of the typical HR Leader are often focused
on people at some level. Given the large number and nature of their
additional responsibilities, HR Leaders must have very broad and deep
organizational and interpersonal skills.
Interestingly, approximately 30% of the HR Leaders we surveyed also provide
services to outside parties. Some of these services are provided for existing
clients as a value-added resource. In other instances, these are specific HR
engagements. There was significant variability regarding the manner in
which these consulting services were billed for.
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How do you bill for projects where you personally provide
HR consulting?

50%
30%
20%

Hourly

“I have a revenue goal
just like a producer.”

Survey Participant

By the Project

No charge, included as a valueadded service

What types of services do these HR professionals provide to clients? Below is
a look at the most common services cited by those who provide services to
outside parties.
What type of HR services do you personally provide for
clients?
Policies and Procedures

100%

Compliance

88%

Conflict Resolution

75%

Performance Management

63%

Employee Development

63%

Training

50%

Organizational Effectiveness

50%

In stepping back and looking at the myriad tasks that HR Leaders are
responsible for, the list is long – 28 specific tasks were identified. To use a
baseball analogy, HR Leaders are best characterized as utility players - able
to play almost any position.
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How do you spend your time?
(average % of time spent, based on a typical 50-hour work
week)
Recruiting Non-Producers

9.8%

Policies and Procedures

7.2%

“I do a little bit of it all. I
worry sometimes about

4.9 hours/week

becoming a jack of all

3.6 hours/week

trades and master of

Benefits Administration

6.8%

3.4 hours/week

Performance Management

6.7%

3.4 hours/week

none. I can’t help but

3.2 hours/week

think I would do better

2.9 hours/week

to get focused on the

Operations Management

6.3%

Managing Direct Reports

5.8%

Morale and Culture Enhancement

5.3%

2.7 hours/week

Organization Effectiveness

5.0%

2.5 hours/week

really important parts of

my job. To be honest, I’d

Conflict Resolutions

4.8%

2.4 hours/week

Employee Development

4.7%

2.3 hours/week

Compliance

4.5%

2.3 hours/week

Recruiting Producers

4.3%

2.2 hours/week

People Officer than the

1.9 hours/week

HR director.”

Leadership Development

3.8%

Revenue Generation

3.0%

rather be the Chief

1.5 hours/week

Internal Communications

2.5%

1.3 hours/week

Acquisition Integration

2.5%

1.2 hours/week

Compensation

2.4%

1.2 hours/week

Training

2.3%

1.1 hours/week

Change Management

2.1%

1.1 hours/week

Firm Legal Functions

2.0%

1.0 hours/week

IT Management

1.3%

0.7 hours/week

Investigations

1.3%

0.7 hours/week

Perpetuation Planning

1.0%

0.5 hours/week

Facilities Management

1.0%

0.5 hours/week

Employee Succession Planning

0.9%

0.5 hours/week

Financial Management

0.8%

0.4 hours/week

Office Management

0.8%

0.4 hours/week

External Communications

0.7%

0.3 hours/week

Diversity and Inclusion

0.4%

0.2 hours/week

Firm Marketing/Advertising

0.2%

0.1 hours/week

Survey Participant

This long list of the “jobs done” by HR Leaders includes both HR and non-HR
functions. Even for the pure HR functions, the HR Leader does not
necessarily do all the work. As the following chart demonstrates, HR Leaders
often rely on additional staff to get the job done.
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What are the most frequent roles held by an HR
assistant/staff?
26.8%

25.4%

15.5%

14.1%
11.3%
7.0%

Payroll

General HR

Training

Ben Admin

Recruiting Compliance

As we have alluded to elsewhere, when evaluating the time allocations for
HR Leaders among three size groups – under $10M, $10M-$25M, and over
$25M – distinctions begin to emerge. The following three exhibits provide a
snapshot of how HR Leaders in different sized organizations spend their
time. As firms grow from smaller to larger, HR Leaders tend to focus more
exclusively on HR tasks versus other non-HR responsibilities.
In the largest of firms, the HR Leader’s focus has shifted dramatically away
from Core HR Functions towards more strategic and high-level issues. These
more strategic concerns are oriented around recruitment, managing others,
and overall organizational effectiveness.
How do you spend the majority of your time?
For Respondent Firms with Revenues Less than $10M
(top 5 responses from the average % of time spent,
based on a 50-hour work week)
Operations Management

14.6%

Policies and Procedures
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6.6 hours per week

Revenue Generation

9.3%

4.7 hours per week

Morale and Culture Enhancement

9.3%

4.6 hours per week

Compliance

Page

13.1%

7.3 hours per week

8.0%

4.0 hours per week
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How do you spend the majority of your time?
For Respondent Firms with Revenues Between $10M &
$25M (top 5 responses from the average % of time spent,
based on a 50-hour work week)
Benefits Administration

5.8 hours per week

11.7%

Recruiting Non-Producers

5.3 hours per week

10.6%

Performance Management

4.7hours per week

9.4%

Organization Effectiveness

7.0%

3.5 hours per week

Employee Development

7.0%

3.5 hours per week

How do you spend the majority of your time?
For Respondent Firms with Revenues Greater Than $25M
(top 5 responses from the average % of time spent,
based on a 50-hour work week)
Recruiting Non-Producers

15.6%

Managing Direct Reports

Acquisition Integration

9.6%

6.9%

Performance Management

6.3%

Recruiting Producers

6.3%

7.8 hours per week

4.8 hours per week

3.4hours per week

3.1 hours per week

3.1 hours per week

We find it interesting that recruiting producers is in the middle of the pack
when it comes to priorities for most HR leaders. As no single factor may be
more important to an insurance agency’s long-term success than producer
recruitment and development, we believe this is an area of tremendous
opportunity for HR Leaders. Current areas of priority are centered much
more on developing personnel already on board and improving
organizational dynamics.
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“We want to be a Best
Place to work. My
bosses look primarily to
me to help them
understand what this
would look like”

What are your highest priorities?
(measured as frequency of mention among HR Leaders’
5 highest priorities)
Performance Management

50%

Morale and Culture Enhancement

46%

Organization Effectiveness

42%

Employee Development

38%

Leadership Development

33%

Recruiting Non-Producers

33%

Compliance

Survey Participant

Operations Management

25%

Recruiting Producers

25%

Change Management

21%

Policies and Procedures

21%

Training

17%

Benefits Administration

17%

Conflict Resolution

17%

Firm Legal Functions

13%

Employee Succession Planning

13%

Compensation

13%

Managing Direct Reports

13%

Acquisition Integration

8%

IT Management

8%

Investigations

8%

Perpetuation Planning

8%

Internal Communications
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4%
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Summary of key points


HR Leaders are utility players serving in a wide range of capacities for
their agencies.



Approximately 30% of the HR Leaders we surveyed also provide services
to outside parties.



The larger the agency, the more the HR Leader’s day is consumed
exclusively with HR responsibilities (rather than other non-HR tasks).



HR Leaders feel that their highest priorities should be on more strategic
tasks such as people development, cultural enhancement, and
organizational effectiveness.



Surprisingly, recruiting producers is not generally perceived to be an
especially high priority for HR Leaders.
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Impro vement – Getting B etter
Just as HR Leaders are focused on helping fellow employees and the
organization as a whole get better, they also want to improve. Below is a
chart that details individual HR tasks that at least 50% of the Leaders in the
study are performing and how they rank themselves on a scale of 1-10.
What is your assessment of your current performance
relative to each of the following activities? (average score
where 1 = poor and 10 = excellent)

6

6.24

6.30

7

6.25
5.80
6.31
5.63
5.71

8

7.52

7.61
7.68
8.00
7.25

9

7.24
7.36
7.91
8.05
7.00
7.43
6.88
8.17
8.00

10

5
4

3
2

Policies and Procedures

Conflict Resolutions

Employee Development

Performance Management

Organization Effectiveness

Compliance

Benefits Administration

Morale and Culture Enhancement

Change Management

Training

Internal Communications

Leadership Development

Investigations

Compensation

Managing Direct Reports

Recruiting Non-Producers

Succession Planning

Diversity and Inclusion

External Communications

Recruiting Producers

0

Perpetuation Planning

1

These HR Leaders rank themselves fairly high in the Core HR Functions they
perform. It is interesting to note, however, that HR Leaders generally don’t
rate themselves as excellent (above 8) in these roles. Further, they rank
themselves modestly when it comes to the more strategic and
developmental areas of their job (recruiting, planning for internal

Page

| 20

Reagan
Consulting
Leadership
Series

perpetuation, employee succession planning, leadership development, and
training). Recruiting Producers, which is hugely important, received one of
the lowest scores. Improvement in these “deeper” HR capabilities
represents an opportunity for these HR Leaders.
Our survey results indicate these HR Leaders intuitively understand this.
When asked what they would like to spend more and less of their time
doing, the deeper HR tasks related to organizational and people
development are where they would like to focus their energies. Interestingly,
and as alluded to earlier in the view of their priorities, HR Leaders are not
looking to spend materially more time recruiting producers (or staff in
general, for that matter).
Spend More Time

Spend Less Time

1.

Succession Planning

Recruiting Non-Producers

2.

Leadership Development

Benefits Administration

3.

Employee Development

Policies and Procedures

4.

Morale and Culture Enhancement

Conflict Resolution

5.

Change Management

Compliance

“I do not have as much
time to think
strategically as I need. I
am too busy with the
day-to-day stuff.”

Survey Participant

Summary of key points


HR Leaders are very effective at the blocking and tackling aspects of their
role and these tasks consume much of their time.



HR Leaders would like to spend more time on the more strategic and
organizational aspects of HR and less time with the activities that tend to
be more tactical in nature.



Recruiting, for both producers and other staff, was generally viewed to
be neither a significant strength, priority, nor area for more focus for HR
Leaders.
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Future HR Co nc erns
The insurance distribution system operates in intangibles. Unlike many other
industries that rely heavily on fixed assets, inventory, proprietary intellectual
property and the like, insurance agents and brokers have their people as
their primary asset.
“We have a very tough
time recruiting,
developing and

retaining young
people.”

It is no secret that our industry struggles to attract the best young talent
available. When evaluating two metrics, the Weighted Average Shareholder
Age (WASA), which measures the effective age of an agency’s ownership
group, and the Weighted Average Producer Age (WAPA), which measures
the effective age of the an agency’s production force, the age of the industry
and the need for young talent is clear.

Survey Participant

As such, it is not a surprise that the biggest challenges for the agency
according to our study participants revolves around the next generation of
employees. The four biggest challenges identified are:
Four Most Significant HR-related Challenges Facing Agencies
1.

Finding and recruiting talent

2.

Training and employee development

3.

Leadership development

4.

Succession planning

A younger generation of employees is a requirement in order to perpetuate
ownership internally and to successfully perpetuate customer relationships
and agency leadership. None of these can be accomplished over the longterm without a steady flow of young talent.
The HR Leader is at the center of this equation. Ideally positioned, the HR
Leader should be a key player in the recruiting, training and developing of
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the next generation. HR Leaders can perhaps add more value to their firms
through these recruiting and development efforts than any other HR-related
activity.
As the HR leadership role evolves, so too will the skills and backgrounds of
the people filling these roles. Roles within our industry continue to evolve.
The insurance salesman of a generation ago has transformed, by necessity,
into a trusted advisor. The bookkeeper has transformed into a full-blown
CFO. So what will be required of the next generation of HR Leaders to add
significant value to their firms?
We asked our survey participants to identify their top five characteristics,
together with the characteristics they view as essential for their successors
to possess. For the most part, these future-leader and current-leader
characteristics matched with one exception. HR leaders, to a significant
degree, feel their successors should be much more developed in terms of
their ability to think strategically.
Top 5 Characteristics
25%

Strategic thinker

“We are becoming more
strategic as an agency.
We think much more
about where we want
to be 5 years down the
road. This makes it
much easier for me to
plan for our people
needs proactively. ”

Survey Participant
58%

42%

Leader

50%
46%
42%
42%

Trustworthy
Team player
Influencer
Fair
Wise counselor

21%
17%
13%

Decision-maker

4%

Visionary
Disciplined taskmaster

4%
4%
4%

Truth-teller

Empathetic

0%

Peacemaker

0%

33%
29%
33%
29%
29%
38%

13%
8%

13%

4%

Terms people would use to describe you

Top characteristics for the next HR Leader

Given the skills set mentioned above, where will the agency find these
people? Much like the current HR Leaders, they will come from a variety of
sources.
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What do you consider to be the best source for HR Leaders
of brokerage firms?
From within the
agency
8%
Outside the agency
BUT from within
the insurance
brokerage industry
21%

Any of the above
46%

Outside the agency
AND outside the
insurance
brokerage industry
25%

Summary of key points
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The industry is much in need of younger talent. There will be perhaps no
one area in which HR Leaders can add more value to their firms going
forward than in enabling their firms to attract and develop adequate
numbers of the best talent available.



There will be an increased emphasis on the strategic and organizational
development thinking skills of future HR Leaders.



Future HR Leaders will likely come from a wide variety of sources, both
inside and outside the insurance industry.
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Final Tho ughts o n HR leadership
The HR leadership role is a diverse position in our industry. From part-timers
to full-timers and everywhere in between, it is a role that continues to evolve
as regulatory hurdles increase and as firms grow in size and complexity. At
its best, HR leadership is about people. Given the importance of people to
any insurance agency, it can be argued that no position has more potential
value and significance than that of HR Leader.
After all is said and done, the HR Leader should be primarily focused on
recruiting and developing the best employees possible. In our view, the best
HR Leaders today and in the future will be those who understand the need to
focus with laser-like precision on these critical tasks.
This is no small challenge. With organizational resources that are often
limited, the HR Leader must ensure, first and foremost, that the firm’s Core
HR functions are successfully attended to. As these Core HR Functions are
likely the more urgent and pressing organizational needs (short-term,
anyway), they tend get done and get done well. As the old saying goes, “the
squeaky wheel gets the grease.”
The more important and valuable role for the HR Leader, in our view, lies
beyond these typical and customary Core HR Functions. As the HR Leader
transitions from tactical to strategic, he or she must tend to the higher and
more valuable HR calling – a consistent and systematic approach to
recruiting and developing talent for the long haul.
To the extent that our industry’s HR Leaders are successful in doing this, the
future remains very bright … for the HR Leaders themselves, their firms and
the industry.
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A ckno wledgements
The Reagan Consulting Leadership Series was conceived, conducted, written
and produced by Reagan Consulting in an effort to stimulate meaningful
discussions concerning leadership and to provide information and resources
that can help senior officers of insurance agencies improve their
performance. In addition, it is our intent to provide information and
resources that help in the successful development and selection of the next
generation of agency leaders. The future of our industry and, more
specifically, the future of every agency and brokerage depends upon the
quality of its future leadership.
It would not have been possible for us to conduct and produce this study
without the backing and support of the following key strategic partners to
the agent and broker community. These firms, through their financial
commitment to this study, have tangibly demonstrated their support for the
agents and brokers they serve and for our industry as a whole.

We also want to express our thanks and appreciation to The Council of
Insurance Agents & Brokers for its sponsorship and support of this study.

In addition, we want to thank the many insurance industry leaders that
provided thoughtful nominations of the top HR leaders.
And finally, to the individuals that participated in the study, we offer our
gratitude for your willingness to thoughtfully and candidly respond to our
exhaustive questions. Congratulations to each of you for being recognized as
an outstanding industry leader.
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