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When to Hire Your First
Insurance Agent |




The Growth
Threshold

The business is growing. Renewals
and new clients are compounding.
But you have reached the physical
limit of what one person can carry.

The question is not if you should
hire, but when the business is
mathematically ready.




The Timing Paradox

The first hire is your most expensive early decision.

Hire Too Early

Burns cash, wastes leads,
consumes training time.
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Hire Too Late

Caps personal income,
misses enrollments,
ensures burnout.




‘Measuring,
Not Guessing

Fear of the unknown holds
independent agents back.
We replace the emotional
anxiety of hiring with cold,
hard telemetry. The hire must
depend on the business signaling
readiness, not on hope.




The
Readiness
Telemetry

The business will emit three specific
signals when it requires capacity. You
need at least two signals flashing

simultaneously to safely initiate a hire.

One signal alone is not enough.
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~ Signal 1:
Revenue Capacity

Your trailing twelve months of
personal commission income
must comfortably cover your
household, plus a massive buffer
for the new agent. If the math is
tight before the hire, the hire
makes it worse.

The Capacity Threshold Model



Signal 2:
Lead Surplus

You are losing leads because
you cannot process them fast
enough. A lead that sits
untouched for three days is a
lead that bought a policy from
someone else.

Diagnostic: 10 dead leads in
the last 90 days.




'Signal 3
Hour Saturation

You are working over 50 hours
a week, yet the calendar Is
choked with application
processing, quote follow-ups,
and basic plan questions. Your
time is being spent on tasks a
junior could execute.

.
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Admin
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+ The Dashboard Matrix@

e signals dictate the prescription. If you have two or three signals ﬁringf)f/ou*
have the Green Light for a producer. If you only have one signal—usually Hour
Saturation—you have the Yellow Light. The answer is administrative, not sales.

* Yellow Light: Administrative Green Light: Revenue \!/
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A Virtual Assistant costs $20-$25/hr A Producer costs 3-5x more to
solve lead surplus.




ese paths are not interchangeable. The wrong choice creates years of
legal friction. For most first producer hires, the 1099 structure is the safest

initial path to cap downside risk.

1099 Producer W-2 Employee
* e Commission only e Salary plus bonus DAL
e Controls own schedule e Controlled schedule e X
e Low fixed cost e High fixed cost day one
. e lLower control e Full alignment
@er ramp e Faster ramp




he 90-Day Blueprint: Pre-Launch

The 90 days before the hire matter more than the hire itself.
You must prepare the operational telemetry.
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Lead Handoff System

Define their exact slice of
Document Sales Process the lead flow. No scraps.

End-to-end, lead intake
to 90-day check-in.




he 90-Day Blueprint: Orbit

Lock in your metrics and your time before
making an offer. Most first hires fail because
the principal stops training after week two.

The Accountability
Engine

Training Cadence

Weekly -> Bi-weekly
-> Monthly
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Set Production
Expectations

Q@Sj Written targets for
Ny months 3, 6, and 12.
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Telemetry in Practice

Scenario: You write 450 apps, work 55 hours, and lost 12 leads. Revenue is borderline.
Result: Two signals strong. You hire a VA first. Three months later, capacity expands,
you hit 500 apps, and all three signals turn green.

The Bridge — The Scale

Hire VA 500 apps, Hire Producer .
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Structural Traps

Two critical mistakes to avoid.
First, never hire a friend or family
member without a proven
external track record; professional
accountability becomes impossible.
Second, never promise a fixed
salary to an unproven producer.

.




Run the Telemetry

The hire i1s not the goal. The business that earns the hire is
the goal. Pull your data today.

1. Count dead leads over 48 hours in the last 90 days.
2. Calculate actual hours worked last week.
3. Map TTM net income against household needs.

Map to the signals. Two green = go. One green = VA. Zero = keep building.



