How to Standardize Your
Insurance Sales Process




One Process.
One Playbook.

A standardized sales process is a written,
repeatable sequence of steps every agent follows
from lead to bound policy. It remains identical
whether you have one producer or twenty,

across all product lines. Used by everyone.

If you have built an agency, you have a process.
The question is whether it lives in your head or on
paper. If it lives in your head, you cannot scale it.
If it lives on paper, you can.




The Cost of Chaos vs. The Value of Scale

In Your Head On Paper
When every agent runs their own version: When everyone runs the same process:
Conversion rates swing wildly. Compliance Conversion becomes predictable. You can
gaps appear without warning. Training measure where deals stall. New producers
takes months. ramp in weeks. The agency'’s production i

no longer tied to one person’s brain.
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The Myth of the Cage

There is a fear that if you write down the
process, you lose flexibility. The truth

IS the opposite. The agents who close
consistently are not winging it. They are
running the same play every time.

Standardization is not a cage. It is the
rails that let you go faster.
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The 7-Stage Agency Blueprint

Now let’s get into how you actually build it. A standardized sales process for an

insurance agency has seven sequential stages. Every prospect that enters your agency
moves through these seven stages, in this exact order, every single time.




Stage 1: Lead Capture

The lead enters your system. The golden rule: every lead, regardless of source, is
logged into the same CRM within five minutes of arrival. If you do not have a CRM,
that is your first investment. You cannot standardize what you cannot see.
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Stage 2: Initial Contact

Speed matters here more than almost anywhere else. Industry data shows 50% of leads go
to the first salesperson to make contact. Your standard must be a documented response
time goal, identical talk tracks, and the same 3-5 qualifying questions asked by every agent.
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Stage 3: Needs Analysis

This separates the order takers from the advisors. Order takers ask what plan the prospect
wants and quote it. Advisors run a structured discovery. The discipline of running the same
set of probing questions on every prospect is what makes the entire process repeatable.

Order Taker Advisor
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Stage 4: Quote & Proposal

This is where most agencies have the largest variation between agents, yet it is the easiest stage to
standardize. Pick the carriers you quote first. Pick the exact proposal format. Document the order of
presentation. When everyone presents options uniformly, you remove a massive source of inconsistency.
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Stage 5: The Presentation

Maintain the same structure every time. Confirm the needs uncovered in Stage 3. Walk
through Option A, then Option B. Then, ask which one fits best. You do not ask if they want
to move forward. You ask which fits best. The framing matters, and it must be universal.

A
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Stage 6: The Close

The standard here is an administrative confirmation. Every agent uses the same closing language and
logistics. You confirm the option, the effective date, and the payment method. The close is not a sales
technique; it is a confirmation of a decision made in Stage 5. If it feels like a fight, you missed something earlier.
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Stage 7: Submitted to Issued

The application is submitted. Now you manage the gap. Your standard is a strict follow-up
cadence: Day one confirmation, mid-week status update, issuance notification, and a welcome call
within three days of issuance. This is where retention starts, and where agencies leak won business.

DAY ONE MID-WEEK ISSUANCE WELCOME CALL
CONFIRMATION STATUS UPDATE NOTIFICATION (WITHIN 3 DAYS)
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The Cost of Winging It

Consider a real agency. Mark is a two-year veteran writing forty apps a year. Sarah is three months in.
Without a standardized process, Sarah asks Mark how he handles situations, Mark teaches her his
personal version, and ownership has zero visibility into what either actually does in front of a prospect.

Mark Sarah
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Implementing the Framework

Now you implement the seven-stage process.
You document the talk tracks at each stage.

You build a required checklist that agents
complete in the CRM as they move a prospect
forward.

Every producer logs every lead the
same way, updating the stage chronologically.
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The 90-Day Transformation

Within 90 days, three things change. You see Mark is

losing deals at Stage 3 because he skips discovery. Production
You see Sarah converts perfectly but needs more Benchmarks
volume reaching Stage 5. When you hire a third
producer, you hand them the playbook and they hit
production benchmarks in week three instead of
week twelve.
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Visibility and Predictability

That is what standardization buys you.
The ability to fix what is actually broken
Instead of guessing.

Here are the most common mistakes
when agency owners try to standardize.

The first is making it too detailed. Keep
the master document to one page per
stage. Agents should scan it and know
what to do next.
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Mistake 2: Building in a Vacuum

Do not write the process in a back . /
office and roll it out as a mandate. |

Sit down with your top two producers
and document what they actually do.
The process should be 90% of what
your best producers already do,

with the remaining gaps filled in.
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Mistake 3: Failing to Measure

A standardized process without
measurement is just a piece of
paper. You need to know stage by
stage where prospects drop, how
long they spend in each stage, and
what your conversion rate looks
like. If you cannot pull those
numbers, you cannot improve the
process.
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Mistake 4: Treating It As Finished

The first version of your sales
process will not be perfect. The
second version will be better.
Plan to revisit the playbook every
quarter, look at the metrics, and
refine the stages where you see
the most leakage.
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Action Step: Map the Present

This week, write down your
current sales process from
memory. Walk through what
happens from the moment a
lead comes in to the moment
the policy is issued. Do not aim
for perfect. Aim for honest.
Document what you and your
producers actually do today.
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Action Step: Fix the Leaks

Circle the three stages with the
biggest variation or drop in
conversion. You are not
standardizing all seven stages this
month. Start with those three.
Document the steps, write the talk
tracks, and roll them out. By the
end of one quarter, your agency
.- . Will be running the same play. That
- 1S when the real growth starts.
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