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RRRuN 

A FRAMEWORK FOR ACCELERATING CONSISTENT AGENCY 
REVENUE GROWTH 
Are you ready to grow your agency’s revenue? Your success is dependent upon how well you 
master the four areas of the RRRuN Framework. Neglecting one or more areas places you at peril. 

The RRRuN Framework focuses on accelerating your organic revenue growth in four key areas: 
Retention, Revenue Per Client, Referrals and New Business. The u in the RRRuN signifies that 
success is up to you … you must act now. The degree to which you master and take action in all 4 
RRRuN areas, determines the amount of revenue acceleration that you achieve.  
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ONLY WAYS TO GROW 
REVENUE 
There are only 4 ways to grow business 
revenue: 

1. Increase the number of customers. 

2. Increase the average transaction size. 

3. Increase the frequency of transactions per 
customer. 

4. Raise your prices. 

         Increase Number of Customers 
By definition, a customer buys a policy, product, or service 
from you which generates revenue for you.  Add more 
customers, you add more people buying from you and you 
add more revenue.  

In insurance, adding new customers is referred to as New 
Business. One of the most effective ways to add more 
customers is by getting Referrals from existing customers. 
They are most likely to both buy and stick.  

         

         Increase Average Transaction Size 
You increase the average transaction size when you either sell more coverage in a policy or sell more 
policies. McDonalds increases the transaction size with the simple phrase, “Would you like fries with that?”  

In insurance, typically $1,000,000 policy limits cost more than $500,000 policy limits, thus generating more 
commission revenue. Likewise, when you bundle policies or cross-sell lines, you sell more policies, thus 
generating more revenue. Step one is to increase the average original transaction size, by selling more of the 
needed coverages on the original sale. Then, by cross selling and account rounding we further increase the 
overall Revenue per Client.  
 

         Increase the Frequency of Transactions per Client 
In other businesses, increasing the frequency of transactions per client is getting someone to come to your  
store or restaurant one more time a month, get their hair done every 5 weeks instead of every 6 weeks, 
reorder from you vs. your competition, etc. Increasing the frequency is one of the two main objectives of 
company loyalty programs.  

In insurance we increase the frequency of transactions per customer through client Retention. There is no 
way to sell an auto policy more times in a term.  However, the more years we sell the policy, the more 
frequently clients buy from us, the more lifetime revenue we generate.  
 

         Raise Your Prices 
When it comes to the policies that we sell, typically we don’t control the price. But we can greatly influence 
the value that the client receives.  The principle of Value-Add is imbedded throughout the RRRuN 
Framework. 
 

         RRRuN Agency Accelerator 
How much revenue you generate in each RRRuN Framework area is dependent upon your agency’s stage of 
business, goals, and focus.  The RRRuN Agency Accelerator Framework helps you balance the methods of 
organic revenue growth, where to laser focus your efforts, and immediately maximize the impact of your 
actions to accelerate your successes.  
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SMARTER REVENUE GROWTH 
A high retention rate should account for the bulk of your profits. Why? According to Harvard Business 
Review1 “Keeping the right customer is valuable” in important ways. It impacts the overall value of the 
agency, should you decide to sell or want a loan. It increases your revenue and profits. It impacts how hard 
you must work and how much it costs to grow your revenue and business.  In short, retention should be 
your top priority when we discuss accelerating revenue growth. Unfortunately, too many agents do not 
utilize all the tools available to maximize retention, thus reducing their growth, revenue, and profits. 

 

   

Amazing ROI Work Smart Sell More 

A 5%  increase in retention 
results in 25% - 95% increase in 

profits.1 

5-25 X’s more expensive  
to get a new client  

than retain an existing client. 1 

A repeat client spends 67% more 
than a new one. 4 

It makes perfect sense, if a new customer costs you 5 to 25 times more than retaining an existing customer 
and an existing customer spends more money with you than a new customer, that an increase in retention 
would result in an increase in revenue and profit. In the financial industry: 

 

 A 5% increase in retention = 25%-95% increase in profits1 HBR  

 

An 83% percent Average 
Retention Rate 

For Producers who get paid higher commission 
percentages on new business than renewals, 
retention is still critical. You do not want to be 
chasing your tail just to stay at the same 
commission income.  

 

The average 2020 retention rate in the 
insurance industry was 83%3. That means for 
every 100 clients you sell; you only keep 83.  
You must sell 17 new clients just to stay even 
with this churn rate.  Every commission dollar 
lost is a commission dollar that must be 
replaced before you can grow revenue. 

Retention Impacts All of RRRuN 
Retention is the foundation for RRRuN because it not only 
stabilizes existing revenue, but it also impacts your 
Revenue per Client, Referrals and New Business.  Many of 
the same actions that you must take to improve retention 
also result in higher Revenue per Client, Referrals and New 
Business. And they are actions that are better for your 
clients!  Win-Win.  

85% of Churn is in your control.1 

Most agents recognize the importance of 
retention.  And yet, they still don’t make 
time for some of the key actions that 
dramatically improve retention.  
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The Magic Formula 

There are many, many strategies, tactics, and tools to increase retention. Those that consistently work all 
have one thing in common: Client Experience Management. Before all else, you must have clients that have 
had a stand-out experience with you. You must provide Clients excellent value, including professional 
advice, services, and policies.  Then, you must add extra value beyond your competitors. And you must 
provide all of this in ways that delight your clients.  This means purposefully designing every client touch to 
add value and delight clients. Do this, and you will have raving fan clients that stick and refer others to you! 

If you stop here and only master Client Experience Management, your revenue will grow! 

 

 Brands that improve CX increase revenue by 10-15% 7 McKinsey  

 

In our consulting with clients and training classes we spend days sharing strategies, action plans and tips to 
create raving fan client experiences. In brief, here are my top must-do strategies to have great retention and 
amazing Client Experience. 

Be a Trusted 
Advisor 

Put your client’s needs first. Become the leading expert professional to advise 
them based on their unique needs. Design policies and solutions that meet 
their needs and exceed expectations. Act as a consultant vs. a salesperson or an 
order taker.  Offer personalized policies and solutions in an honest way that 
enables them to understand their decisions and say yes to what benefits them. 

Create an 
Amazing 
Customer Value 
Journey 

Create an amazing Customer Value Journey that attracts, nurtures, converts 
and ascends clients into raving fans that stick and refer others. Think through 
every step, every touch, your client experiences. What impression do you give? 
How does it address their needs and expectations? How would you feel if you 
were your client? How can you improve this experience? For example, listen to 
your voice mail message. Many voice mail messages focus on what cannot 
happen, not how you can help a client gets their problem solved quickly.  

Deliver Delightful 
Service  
via operational 
excellence 

First and foremost, do your duty for your clients. Function at the highest levels 
of service to meet and exceed their needs timely, honestly, and accurately.  
People want to know that once it is in your hands … it is handled.  Under 
promise and over deliver. It takes Operational Excellence to deliver at this level. 
Then, look for ways to add a something extra that surprises, delights, satisfies, 
sooths, invigorates, reduces friction, etc.   Make a connection. 

Give Clients 
Value-Added 
Services 

Beyond providing the best policies and service, look for ways to add value even 
more for your clients. Ask and listen to their needs and desires. Find ways to fill 
these needs yourself or by recommending a trusted provider in your network. 
Perhaps you offer risk management assessments, offer webinars on issues 
facing your clients, or send out coupons promoting your commercial clients.   
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MAXIMIZING VALUE FOR CLIENTS AND AGENCY 
Closely related to Retention is Revenue Per Client (RPC) and its associated Lifetime Customer Value (LCV). 
Revenue per client is increased by having higher premium policies, more policies and higher commission on 
policies. Maintaining a higher RPC over a longer Retention period increases Lifetime Customer Value. When 
you properly increase RPC, you add value to the client, while increasing revenue. 

The easiest sales you ever make are sales to existing clients. Yet too often we find agents are doing a 
disservice to their clients and leaving way too much money on the table by not consistently focusing on 
maximizing account rounding and cross selling.  Agents can start increasing revenue immediately by 
working on RPC, while implementing longer term strategies for new business. 

  
 

Trusted Advisor Client Value Agency Value 

87% of B2B buyers expect sales 
reps to act as trusted advisors.12 

66% of customers expect you to 
understand their unique needs 

and expectations. 11 

Increase sales 20% and  
EBITA 30%.13    

You should never attempt to sell 
more coverage than a client 
needs. Likewise, you do not want 
to under-sell your client less 
coverage than they need.  
Underselling happens when 
agents compete too much on 
price vs. consulting with clients as 
a Trusted Advisor.  

To serve clients at the highest 
level, focus on recommending the 
best solutions for all your client’s 
needs.  Educate them on their 
risks, balancing risk tolerance vs 
cost value decisions. Then, look 
for ways to add even more value. 
It is the right thing to do and gives 
you a competitive advantage. 

Across an entire book, Trusted 
Advisors sell a higher coverage 
level, more comprehensive 
coverages, more policies, and 
more lines of business resulting 
in higher Revenue Per Client.  It 
also increases client satisfaction, 
referrals, and retention, while 
reducing your E&O exposure. 6 

 

 You are 3.5 times more likely to sell an existing client than a new client.3  

 

Round Out Accounts 
 
61% of clients only have one 
policy with the agent. Only 
10% have three (3) or more 
policies.10 

Cross Sell 
 
91% of consumers are interested and 
likely to purchase, again, from brands or 
stores that remember them by providing 
relevant offers.15 

In our consulting, we find that most agencies have too many monoline and incomplete accounts. As a 
Trusted Advisor, this is a disservice to your clients. And it not only leaves money on the table, but also 
opening the door for other agents to take your clients.  It damages revenue and bottom-line profits. 
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Fast Revenue Growth 

First and foremost, you want to “Be the one agent they (clients) talk to and trust!”6 

The fastest way to increase revenue organically is by selling more to existing clients.  You are 3.5 times more 
likely to sell an existing client than a new client.3   

And you can grow revenue organically today through RPC, while you are simultaneously implementing 
longer term strategies, such as advertising, online marketing, and new business sales. 

Upselling 
 

We are defining Upselling as selling a higher level of coverage. For example, 
selling liability limits of 500,000 instead of 50,000. You should recommend the 
coverage level best for that client. Consult with them as a Trusted Advisor to 
explain the benefits to them and work with them to balance risk vs. cost. This 
consultative selling is in contrast to selling on price only. Under-selling because 
you are selling on price only, does your client a disservice. 

Account 
Rounding 

Account Rounding is “Writing multiple policies from a specific business line for 
one client account.” 6   For example, instead of just selling an auto/home 
bundle, you also sell the inland marine and umbrella. Recommending what a 
client really needs will usually result in selling more policies and increasing 
client stickiness. Bundled policies and packages are a natural way to provide 
more policies while saving the client money. If you do not sell all the 
recommended coverages and policies when you first write a client, put them 
into a campaign to sell those coverages in the future.  Become deliberate about 
account rounding, building it into your processes. (See Design Campaigns) 

Cross Selling Cross Selling is “Writing multiple policies from different business lines for one 
client account.”6   For example, you have a personal lines client that is a 
business owner. You write both their personal and commercial accounts. Cross 
selling also includes writing life, health, and benefits for your P&C clients.   Be 
deliberate about cross-selling, building it into your processes. 

Design 
Campaigns  

Cross selling and account rounding don’t just happen.  If they did, 61% of clients 
would not have just one policy with their agent.  Producers are often so focused 
on new business; they miss going back to round out the accounts that they 
have sold. CSRs are often too busy or poorly trained to effectively round 
accounts and cross sell. Inter-department communications are often poor at 
recommending accounts across Personal, Commercial & Benefits lines. By using 
systematic, targeted, and personalized follow-up campaigns you can 
capitalized. 52% 11 of clients expect targeted messages personalized to their needs. 

A campaign is a series of contacts designed to warm, nurture and convert 
clients.  For example, you send a series of 3 emails, each explaining the benefits 
of having, or ramifications of not having Cyber coverage. Supply a link to a 
video on your website too.  Then, you make a follow-up phone call to discuss it 
personally with them. Have the quote in hand and close the deal.  
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HIGH QUALITY LEADS 
Closely related to Retention and Revenue Per Client (RPC) are Referrals. Happy clients not only buy more, 
buy over and over, but they also refer more.   

Referrals have the best conversion rates, highest retention, and purchase more than leads from any other 
source.  No wonder they are such a primary source of new business for 65% of businesses.14   

The challenge is that without a well implemented referral program, referrals can be an inconsistent source 
of leads.  And, we often hear from our consulting and coaching clients that producers and CSRs often don’t 
like to ask for referrals.  These issues create a huge drag on revenue growth. A well-defined, repeatable 
process of creating a more consistent flow of referrals is  critically necessary to enable strong organic 
growth. 
 

 

 

 

B2B Conversion Consumer Conversion Customer Value 

B2B companies with referrals 
experience a 70% higher 

conversion rate.14 

Consumers referred by a friend 
are four times (4x)  

more likely to buy. 14 

Referral leads spend 200%3  
more, have higher  

retention 37% & LCV 16%.14    

To improve your commercial close 
ratio and save vast amounts of 
time, seek introductions and 
referrals from your network into 
your targeted business prospects.  

Earn the right to ask for referrals. 
Then, begin with the most basic 
method: consistently ask clients if 
they know someone that you can 
help, like you helped them. 

Strengthen your referral program 
to obtain higher quality leads 
that buy more and stay with you 
longer.  It’s a long-term play that 
pays big dividends! 

 

 Referrals spend 200% more than clients found any other way3.  

 

Clients Are Willing to Refer 
 
83% of clients are willing to refer 
you after a positive experience5.  
Yet, only 11% of sales people ask 
for referrals. 

Referrals Are More Likely to Buy  
 
Referrals are 4 times more likely to buy 
from you5 

In our consulting, training, and coaching, we find that many agencies say referrals are their best source of 
new business.  However, they have no program or process to provide a consistent source of referrals. As a 
result, agents are making less revenue and not growing at the rate they could be. 

 

4 X 
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Leverage the Superpower of Referrals 

Many established and good agencies like yours receive a number of Referrals without a specified effort. 
However, for every Referral that comes to you effortlessly, there are additional referrals that you could have 
if you incorporated even a few simple strategies into your standard operating procedures. In addition, you 
should run marketing campaigns specifically targeted on gathering even more Referrals. Reward your 
advocates. 

Earn the Right to 
Ask 

The first step to increasing Referrals is to first earn the right to ask. First and 
foremost, you earn the right to ask by being a Trusted Advisor that provides the 
best coverage solutions and an exceptional client experience, as we have 
discussed previously.   

After that, you can use strategies such as value first, value-add and helping 
others thrive to further earn the right to ask. But, whatever you do, do it out of 
a genuine interest in providing excellent value and helping others, not because 
you are looking to get something specific out of it. For example, you might 
promote your commercial clients’ businesses to your personal clients, promote 
civic events, deliver value-added risk management services, etc. Perhaps you 
host a customer appreciation barbeque or host a contest where clients select a 
charity to which you will make a donation.  

ASK Just Ask. It is a basic principle of sales that most of us don’t do often enough.  
Make it a habit to ask your clients for referrals whenever you have delivered for 
them.  The more specific you are, the more likely you will get a referral.  

For example, a client thanks you for something good that you accomplished for 
them, like placing a hard to place risk at a competitive price. You can respond, 
“Thank you. I just love helping clients like I just did for you! Do you know 
anyone who would appreciate help getting a hard to place property insurance 
in your area like I did for you? I am happy to give them a no-obligation coverage 
review to see if I can be of help.”   

Referral 
Campaigns 

In addition to asking when you are talking with clients, there are a number of 
Referral campaigns that you can run to increase the number of referrals that 
you receive, including contests, burst campaigns, surveys, etc. 

For example, you might send a customer satisfaction survey after every client 
sale or service encounter.  Those clients who rate you highly may receive a 
thank you and a link to share their experience on social media. Or perhaps you 
run a campaign where you offer to donate a sum to a local charity for every 
referral that you receive.  Or you could run an email campaign where you ask 
for referrals and give a gift to the person who refers and the person who is 
referred.  Host a customer appreciation event. 

Cost of Referrals If you know a few KPI’s (ex: Revenue per Client, Cost of Sale, and Close Ratio), 
you can calculate how much you can spend to generate more referrals.    
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OMNI-CHANNEL POWERS SALES  
New Business is last in the RRRuN Framework because the actions that you take to improve Retention, 
Revenue per Client and Referrals are the foundation that you need to be successful in generating more 
New Business. And New Business efforts have a longer runway than RPC and Referrals.   

Most Producers and Agencies do not achieve their new business goals.   According to Forbes, 57% of sales 
people even make quota.17   As noted by McKinsey, today’s marketplace requires a strategic, omnichannel 
approach to succeed20.  Agents must leverage the power of integrating digital and traditional sales and 
marketing to deliver an outstanding client experience to grow organically in today’s evolving market.  
While there are many areas to master, most agents benefit by beginning with improving these three. 

 

 

 

Prospecting Digital Disruption Sales Skills 

69% of B2B Salespeople Do Not 
Have Enough Leads in Their 

Pipeline to Meet Sales Quota.16 

67% of the buyer’s journey is now 
performed digitally. 18 

55% of salespeople lack basic 
sales skills18 Forbes    

The ability to generate enough 
high-quality leads is a critical 
success factor to achieving, and 
exceeding, new business goals.     

If an agency and producers don’t 
master the digital side of today’s 
sales journey, they will not even 
be in the conversation to be able 
to close the sale. 

Mastering sales skills is critical to 
success. A study shows that 
every dollar invested in sales 
training returned $29 in 
incremental revenues. 

 

 Companies that embed digital sales into their process see 5-times faster revenue 
growth, 30% higher acquisition efficiency, and cost reductions of 40-60%.19 

 

 

Sales Begin in a Digital World 
95% of B2B buyers research 
companies online before making 
purchases.20   If you don’t master 
digital, you’ll never even get in 
front of leads, let alone sell. 

80% Fail or Are Just Making It 

Harvard Business Review says only 60% 
of sales people meet quota.22   Only 20% 
exceed quota.  That means about 80% 
are either just making it or failing.  

When collaborating with agents we often find that they are much better at sales than marketing.  Few have 
mastered digital marketing to enable their growth strategy.  And often only a small percentage of the 
Producers and CSAs are exceeding quota.  Many Producers aren’t profitable.  Therefore, upgrading sales and 
marketing skills is a critical first step to accelerating New Business Growth.   
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Omni-Channel New Business Machine 

An omni-channel agency provides a seamless customer experience by integrating digital and traditional 
marketing, sales, and service.  Personal and Commercial clients want to be able to choose how and when to 
interact across multiple channels.  95% of B2B buyers will do their research online to come up with a short 
list.14  B2B buyers have completed 57%-70% of their buying research before contacting sales.18 If you don’t 
master digital channels in your sales and marketing process, you’ll never even be in the conversation to get 
a chance to sell.  

For Example: You may generate leads online through ads or social media.  You establish yourself as an 
expert and providing valuable content via LinkedIn or Facebook.  You gather information that will be used to 
personalize marketing and sales offerings, perhaps through surveys.  Then, you nurture the leads through 
personalized content marketing, blogs, emails, social posts, etc.  You answer questions through online chat, 
text and/or calls.  You collect data and do presentations on video calls or in person, based on the client’s 
preference.  The policies are signed via eSignature and paid for online.  You provide an outstanding client 
experience through online and call-based service options.  You ascend clients to raving fans who stick and 
refer you to others by continuing to add value (education, info, services, etc.) in person and digitally. 

These are the three major areas to master to accelerate new business growth in today’s marketplace. 

Master Marketing Marketing is a critical must-do to generate new business sales.  Oxford defines 
marketing as “the action or business of promoting and selling products or 
services, including market research and advertising.”  Lead Campaigns are 
designed to attract, nurture, engage, convert (sell or aid sales), and ascend 
clients to raving fans that buy more, stay longer, and refer others.  Most 
agencies are far better at sales than at marketing.  But increasingly, if you don’t 
market effectively, sales will suffer … no matter how good your producers are.   

Attract and  
Nurture Leads 

Designing a Customer Value Journey greatly improves New Business Sales, RPC, 
and Retention.  Companies excelling at lead nurturing generate 50% more 
sales-ready leads at 33% lower cost, according to Forrester.   

Master A Digital 
Sales Process 

According to McKinsey & Company, companies that embed digital sales into 
their go-to-market model see 5-X faster revenue growth, compared with 
previous levels, as well as 30% higher acquisition efficiency, and cost reductions 
of 40% to 60% within sales.  Mastering digital marketing is a must-do today. 

Master Sales According to Wharton Business School, it is the interaction of innovation, 
ability, and discipline in pursuing their growth strategy, which explains why 
growth leaders outperform the average organic growth rate of their industry.23 
This requires strategy, planning and mastering the skills to drive growth. 

55% of salespeople lack basic sales skills.18   Add to that, sales processes have 
changed since most Principals founded their agencies.  Customer expectations 
and buying habits have evolved. Sales are more consultative, requiring a much 
higher level of skills to beat the competition. 81% of companies say sales results 
would improve with better processes, skills, or competency training.18   
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