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AGENCY STARTUP
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Decision Tools  •  Agency Planning  •  Action Plans

A note from Justin:
I built this guide because I wish someone had handed me something like it when I started. I’ve built agencies from scratch, bought books of business, made the captive-to-independent leap, and made more mistakes than I care to count. Every tool in here comes from real operational experience — not theory, not a textbook, not a carrier training manual written by someone who’s never had to make payroll.
Starting an agency is one of the hardest and most rewarding things you’ll ever do. There will be months where you question everything. There will be moments where the math doesn’t work and the phone doesn’t ring and you wonder if you made a terrible decision. Keep going. The compounding effect of good habits, consistent effort, and genuine care for your clients will eventually break through. It always does for the people who refuse to quit.
I’m rooting for you. Now go build something that matters.

— Justin Eggar
justineggar.com

This guide is provided for informational and planning purposes only. The creator makes no guarantees regarding accuracy, completeness, or suitability for any particular purpose. All business decisions should be made with the guidance of qualified professionals. By using this guide, you assume full responsibility for decisions made using this information and agree to hold harmless the creator from any claims or liabilities.

CAPTIVE VS. INDEPENDENT DECISION SCORECARD
Rate each factor honestly. There are no right answers — only what’s right for you and where you are right now.
Instructions: READ THE DEFINITIONS  BELOW THE CHART. Then Score each factor 0–5 for both paths. A 5 means that path is much better for you on that factor, a 0 means it doesn’t fit your needs well. Total your scores at the bottom. The higher total indicates which model may be a better fit — but use it as a starting point for reflection, not a final answer.

	Factor
	Key Question
	Captive Score (1–5)
	Independent Score (1–5)

	Financial Security
	How important is a guaranteed income floor while you build?
	 
	 

	Brand Recognition
	How much does a known brand name matter in your market?
	 
	 

	Product Flexibility
	Do you need to offer the best price/product for every client?
	 
	 

	Training & Support
	How much structured training do you need right now?
	 
	 

	Ownership & Equity
	How important is building a saleable asset you fully own?
	 
	 

	Operational Complexity
	How comfortable are you managing multiple carrier relationships?
	 
	 

	Income Ceiling
	Where do you want to be financially in 5–10 years?
	 
	 

	Startup Capital
	How much capital do you have available to invest?
	 
	 

	Exit Strategy
	What does your long-term ownership vision look like?
	 
	 

	Risk Tolerance
	How do you handle financial uncertainty?
	 
	 

	TOTAL SCORE
	Add up each column
	 
	 



What the factors mean for each path:

Financial Security
Captive: Captive agencies often provide subsidies, draws, or bonuses during the startup period and frequently have new agent start up programs.
Independent: You eat what you kill from day one. Higher ceiling, but there are typically not new agency ramp up programs.

Brand Recognition
Captive: Gain relative credibility. Customers know the name, which is a positive in most cases unless the customer had a negative experience.
Independent: You build your brand from zero. Takes longer, but it’s your brand.

Product Flexibility
Captive: Limited to one carrier’s products. A portion of clients won’t be a fit.
Independent: Access to dozens of carriers. Quote the market every time.

Training & Support
Captive: Onboarding, ongoing training, mentorship programs. It won’t fill all education / growing needs, but it exists.
Independent: Varies by aggregator. Some decent, some minimal. More self-directed, you have to own this yourself.

Ownership & Equity
Captive: Most captive contracts restrict book ownership and portability, it doesn’t leave their ecosystem.
Independent: You own your book outright. Build equity from day one and can sell it to whom you please (though carriers still have to approve transfers of books).

Operational Complexity
Captive: One system, one set of processes, one commission structure.
Independent: Multiple carriers, rating engines, commission schedules to manage, quite messy and complicated day 1.

Income Ceiling
Captive: Depending on carrier, commission caps, territory limits, and production requirements may constrain growth.
Independent: Unlimited earning potential. Revenue scales with your effort and team.

Startup Capital
Captive: Frequently require $50-100k capital, but don’t require buy in. In some cases carrier may fund office, marketing, tech.
Independent: Potentially higher up front investment with aggregator, or much higher if you go franchise.

Exit Strategy
Captive: Limited exit options. Carrier may control the process and approve or not allow certain buyers, selling book to 
Independent: Full control of when and how you sell. Broader buyer pool.

Risk Tolerance
Captive: More predictable. Lower risk, lower variance.
Independent: Higher risk early on. The payoff compounds over time.

Reflection space — What’s driving your decision? What are you most worried about?
	 
	

	 
	

	 
	

	 
	

	 
	




FIRST-YEAR BUSINESS PLAN
One page. No fluff. The essential decisions that drive your first twelve months.

AGENCY IDENTITY
	Agency Name:
	

	Owner:
	

	Location:
	

	Model (Captive / Independent / Franchise):
	

	Primary Lines of Business:
	

	Target Market / Niche:
	



FINANCIAL TARGETS (use the agency financial model doc to help if you need)
	Metric
	Year 1 Goal
	Monthly Run Rate

	Total Premium Written
	 
	 

	Commission Revenue
	 
	 

	Policies in Force
	 
	 

	Households Served
	 
	 

	Close Ratio Target
	 
	 

	Monthly Expenses (total)
	 
	 



VALUE PROPOSITION
Why should a client choose you over the dozens of other agents in your zip code? Write it in one sentence.
	 
	

	 
	



CLIENT ACQUISITION STRATEGY
Rank your top 3 sources you will use to generate new clients (be specific):
	1.
	

	2.
	

	3.
	



NON-NEGOTIABLES
Three things you will do every single day/week no matter what (generating opportunities, and closing opportunities need to be here):
	Daily:
	

	Weekly:
	

	Monthly:
	



BIGGEST RISKS & MITIGATION
	Risk
	How I’ll Mitigate It

	 
	 

	 
	 

	 
	 




90-DAY MARKETING ACTION PLAN (assumes you chose model, signed contracts, completed licensing and are getting appointments shortly – that checklist is further down).
Week-by-week actions for your first three months. Check each off as you complete it.

PHASE 1: FOUNDATION (Weeks 1–4)

Wk 1–2
☐  Set up Google Business Profile with complete info, photos, and hours
☐  Build or launch your website (even a simple one-page site works)
☐  Set up a dedicated business phone number with voicemail greeting
☐  Create professional email signature with contact info and license #
☐  Order business cards
☐  Write and send a personal announcement to your entire warm network (email, text, social)
☐  Set up a simple follow-up system for unconverted quotes (spreadsheet or CRM) do this asap.
☐  Quote yourself and close friends/

Wk 3–4
☐  Identify 15 potential referral partners (realtors, mortgage brokers, auto dealers, CPAs)
☐  Schedule minimum of 5 face-to-face meetings with referral partners this month
☐  Claim and complete all local directory listings (Yelp, BBB, Nextdoor)
☐  Post your first 3 pieces of social media content (introduce yourself, your why, your services)

PHASE 2: OUTREACH (Weeks 5–8)

Wk 5–6
☐  Follow up with every referral partner meeting — send a thank you and a referral card
☐  Schedule 5 more referral partner meetings (new people, not repeat visits) per week
☐  Attend at least 2 local networking events, chamber meetings, or community events
☐  Ask all clients for Google reviews (in person, not by email)
Wk 7–8
☐  Evaluate what’s working: which referral partners sent leads? Which activities produced quotes?
☐  Double down on your top 2 lead sources
☐  Create a simple referral incentive (handwritten thank you + small gift card for referrals)
☐  Identify 1 community organization to join or sponsor (keep cost low)
PHASE 3: MOMENTUM (Weeks 9–12)

Wk 9–10
☐  Review all marketing spend: what produced policies? What didn’t? Cut what’s not working.
☐  Systematize your referral partner outreach (bi-weekly touches)
☐  Plan your first community involvement activity (sponsor a team, host a shred event, etc.)
☐  Start cross-selling existing clients (home + auto, renter + auto, etc.)
☐  If applicable, evaluate whether paid digital ads are worth testing (Google Ads, Facebook)
Wk 11–12
☐  Conduct a full 90-day review: total quotes, close rate, premium written, cost per policy
☐  Set goals for the next 90 days based on what you’ve learned
☐  Write a personal thank-you to every client you’ve written so far
☐  Update your business plan with real numbers (replace projections with actuals)
☐  Celebrate the wins, learn from the misses.

90-DAY RESULTS TRACKER

	Metric
	Goal
	Actual

	Total Quotes Given
	 
	 

	Policies Written
	 
	 

	Close Rate
	 
	 

	Premium Written
	 
	 

	Commission Earned
	 
	 

	Google Reviews Collected
	 
	 

	Referral Partners Active
	 
	 

	Marketing Spend (total)
	 
	 

	Marketing Cost per Policy Acquired
	 
	 




OPERATIONS SETUP CHECKLIST
Everything you need in place before you write your first policy. Check each item as you complete it.
LICENSING & LEGAL

☐  Complete pre-licensing education (state-required hours)
☐  Pass state licensing exam
☐  Apply for resident producer license through your state DOI
☐  Apply for non-resident licenses (if selling across state lines – don’t overdo this unless you have substantial business lined up)
☐  Form your legal entity (LLC or S-Corp — consult an attorney and CPA)
☐  Obtain EIN from the IRS
☐  Register your business name with your state
☐  Open a business bank account (separate from personal)
☐  Purchase Errors & Omissions (E&O) insurance
☐  Register with your state’s Secretary of State / Department of Revenue as applicable
CARRIER & NETWORK ACCESS

☐  Sign your captive contract OR independent aggregator/network agreement
☐  Complete carrier appointments (each carrier requires separate application) 
☐  Obtain access to carrier portals and quoting systems
☐  Complete required carrier training/certifications
☐  Understand your commission schedule for each carrier and line of business
☐  Verify your book ownership terms and any non-compete restrictions
OFFICE & WORKSPACE

☐  Decide: home office, shared space, or dedicated office lease
☐  If leasing, negotiate terms and sign lease
☐  Set up your workspace with desk, chair, filing cabinet, supplies
☐  Order signage (if applicable)
☐  Set up your mail — physical address, PO Box, or virtual mailbox
☐  Install internet service (business-grade if possible)
TECHNOLOGY & SYSTEMS

☐  Select and set up your Agency Management System (AMS)
☐  Set up your comparative rater (if independent)
☐  Set up your business phone system (VoIP recommended: RingCentral, Nextiva, Dialpad, etc.)
☐  Set up a business email account on a professional domain
☐  Set up a secure document management system (cloud storage or AMS-integrated)
☐  Set up your CRM or lead tracking system (can be your AMS)
☐  Purchase a computer, monitor, printer/scanner, headset
☐  Set up a password manager for all business accounts
BRAND & MARKETING FOUNDATION

☐  Design or commission a logo
☐  Build or launch your website (domain, hosting, basic pages)
☐  Set up Google Business Profile
☐  Create social media accounts (LinkedIn at minimum; Facebook and Instagram if targeting personal lines)
☐  Order business cards and any printed materials
☐  Write your elevator pitch / value proposition
☐  Set up your professional email signature
FINANCIAL & ADMIN

☐  Build your financial model (use the Agency Financial Model spreadsheet)
☐  Set up bookkeeping system (QuickBooks, Wave, or your CPA’s preference)
☐  Establish a relationship with a CPA familiar with insurance agencies
☐  Determine your payroll process (even if it’s just you for now)
☐  Set aside your personal financial runway (12–24 months of living expenses)
☐  Set up a system for tracking policies written, premium, and commission

	Target completion date:
	

	Actual completion date:
	



Notes:
	 
	

	 
	

	 
	

	 
	




MENTOR & EDUCATION TRACKER
The best agents never stop learning. Track who’s teaching you, what you’re learning, and where to go next.

MENTORS & ADVISORS

List people who can help you grow. They don’t have to be in insurance — business owners, CPAs, attorneys, and experienced operators all count.

	Name
	Expertise
	How We Met
	Last Contact
	Next Touchpoint

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 



EDUCATION & TRAINING LOG

Track courses, designations, conferences, and self-study. Continuing education isn’t just a license requirement — it’s how you stay ahead.

	Course / Resource
	Provider / Source
	Type
	Date Completed
	Key Takeaway

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 



COMMUNITIES & RESOURCES

Agent communities, podcasts, publications, and online groups where you learn from peers.

	Name / Platform
	Type (Group / Podcast / Publication)
	How Often I Engage
	Value to Me (High / Med / Low)

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 



DESIGNATION & CERTIFICATION GOALS

	Designation
	Why It Matters to Me
	Target Start Date
	Target Completion

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 



Personal development note — What skill or knowledge gap, if filled, would change everything for your agency?
	 
	

	 
	

	 
	















Keep building.
For more tools, tactics, and honest advice on insurance distribution:
justineggar.com
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