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How to Reduce * =/
Admin Time in YOUr
iInsurance Agency




The Missing Two-Thirds

* Producers spend a |
fraction of their week
actually selling.

* The rest disappears into service
work, data entry, and chasing
tasks.

e The goal: Surgically remove the
~_work that doesn’t require a
:_;'I'
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The Unused Growth Engine

The Target The Reality

Successful producers dedicate The actual selling time in most
the majority of their week to Independent agencies sits far
revenue-producing activity. below the threshold for growth.




The Theoretical Ceiling

e A producer earning $150,000 at 30% selling
time has a massive, untapped ceiling.

e You don’t even need to hit maximum
capacity to transform the business.

o A simple 15-point efficiency shift across a
five-producer team creates immediate scale.
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q\lhat Holds Us Back

e Fear of Dropped Balls: The worry that
removing admin from producers will
damage the client experience.

e Fear of Complexity: The anxiety over
the cost and implementation of new
tools and people.

e The reality: Agencies that solve this
tension now will secure a permanent
margin advantage.




” I 'Il'he Architectural Blueprint

Automate

e Step One: Audit
e Step Two: Redirect

Redirect

o Step Three: Automate

 Crucial rule: Execute in this exact
order, every time. Skipping steps
leads to automating bad
processes or buying software to
mask structural failures.



tep One: The Time Audit

* For one week, every producer logs their
time in 15-minute blocks.

* Track across six categories: Selling,

Service, Data, Coordination, Marketing,

Other.

* Producers will be shocked and will
blame themselves for the low numbers.

* Do not let them. The blame is structural,

not personal. You are about to fix the
system.



Three Signals in the Data

hours each week.

e |dentify work that requires
no license, no credential,
and no client relationship.

e Look for any non-selling _
task that consumes heavy ‘ > 2 Hours \

No License

e Spot the process design

fallures where tasks | €+ Touchesw
bounce between multiple ——

people before completion.
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sitting in plain sight. 5_5 Hou;s !
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Step Two: Redirect and Eliminate

» Before buying software,
Interrogate every targeted task.

e Should this work exist at all?

* Kill recurring status meetings
with no decisions, unread reports,
and pointless email loops.

* Most agencies have free time
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The Human Redirection

e Tasks that need a human but not a
licensed producer go to a service role or
virtual assistant.

 Move certificates of insurance, policy
endorsements, basic data entry, and
simple billing.

e A part-time, trained insurance VA costs

a fraction of a producer’s loaded rate. s n—
e The return on investment appearsin | 60 Days |
new business numbers rapidly. |




_:PYStep Three: Al Automation

* Tackle the work that requires
zero human intervention.

* Al tools instantly transcribe,

summarize, and push
appointment conversations
directly into the CRM.

* Health conditions, household
)/ details, and follow-ups are
".~¢) captured and instantly

9@ searchable.
W
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/ '5-10 Hours
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Documents and Triage

Document Handling Service Triage

Al pulls structured data directly The system reads incoming emails,
from messy PDFs, scans, and Identifies client intent, pulls account
application forms, cleanly eliminating context, and routes to the right

manual rekeying and error fatigue. person with a draft already written.




e Renewal Prep: Al handles the
background file prep, loss runs,
and coverage gaps before the
producer ever looks at the
account.

e Internal Chasing: The silent time
killer where sales and service wait
on each other.

a_b_ e Systems now monitor stage
G) changes and stale conversations,
Y escalating automatically so humans

(s ;W don't have to remember to ask.
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& ;w producer, every single week.
Vs

i;‘*""M“Simul::ited Flight: The Starting State &

e A real_-world audit reveals a
massive leak across three
producers.

* Average weekly drain: 11 hours
on notes, /7 hours on
certificates, 4 hours on prep, 3
hours chasing.

* That is roughly three full work

days lost to non-selling work per

| 3
idana
—t -

[ SYSTEMDRAIN |




" The Recovery Timeline

e Eliminate: Kill two useless
recurring meetings.

e Redirect; Move certificates and
changes to a trained virtual
assistant.

 Automate: Deploy Al for call notes _—
and document extraction. 1 9 Hours
Producer

e -2 hrs -7 hrs -10 hrs

The result is a total recovery of 57 hours of selling capacity for the gl
Qéﬁj team, returning the investment in under a quarter. (8




~ Two Critical Mistakes

» Skipping the Audit: Jumping
straight to software leaves you
with expensive subscriptions and
Zero improvement.

* Protecting the Wrong Tasks:
Holding onto admin out of fear
actively hurts the client experience.

* Your job is to put each task in the

Competence & Cost

Systems /
Delegation

lowest-cost, highest-competence seat.
j j Stop confusmg busy with valuable.




'~ The 5-Day Launch Sequence
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* This week, run the time audit for five
working days. Change nothing else.

* Circle the top three non-selling time
consumers across the team.

 Make those three items your 60-day
project list: Eliminate, Redirect,
Automate.

i"ﬁl » The agencies that win the next five
)/ years are the ones whose producers
; only do what producers can do.
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