
SAMPLE. ILLUSTRATIVE COMPOSITE, NOT AN ACTUAL CLIENT

The Structural Gap Report
Prepared for Kestrel Risk Partners

Client Kestrel Risk Partners

Industry Commercial P&C insurance brokerage

Revenue $4.2M annual

Headcount 21 employees

Prepared by Geoffrey Brandt, Eliv8 Business Strategies

Date [Date]

Methodology

Over the diagnostic and one working session, Eliv8 reviewed 18 months of renewal activity in Kestrel's agency 
management system, the current org chart and job descriptions for all client-facing roles, three representative 
renewal workflows traced start to finish, and 90 minutes of structured conversation with [Founder] to validate 
what the data showed against how work actually happens.

The Constraint

Every non-standard renewal, every carrier appeal, and every negotiation on a large account routes through you 
personally. Not because your account managers can't handle the client relationship. Because they were never 
handed the risk appetite and pricing criteria that would let them bind or negotiate without you in the room.

That criteria exists. It's just never been written down. It lives in eighteen years of deciding which accounts are 
worth fighting a carrier for and which aren't, and right now the only place that judgment is stored is your head.

What It's Costing

● You personally touch an estimated 60–70% of renewals above $15K in premium, not because they're all 
complex, but because nobody else has been given permission to call them routine.

● Average time from carrier renewal notice to client-ready proposal runs 9–12 days when you're the 
bottleneck, against a 5-day internal target your team already knows and can't hit without you.

● Three accounts left for a competing brokerage in the past 18 months during weeks you were unreachable 
(travel, a family emergency, a conference) when a renewal needed a decision only you could make.

● At an average retained premium value of roughly $38,000 per commercial account, that's approximately 
$114,000 in avoidable lost book value, plus the account manager hours spent trying to hold those 
relationships together without authority to act.
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● New business intake slows in parallel: two prospective accounts currently sitting in the pipeline are waiting 
on a custom quote only you can price, both past their target close date.

The Highest-Leverage Fix

Convert your renewal judgment into a written binding and negotiation matrix: defined thresholds for premium 
size, loss history, and carrier relationship where your account managers can act without you, and a clear, narrow 
definition of what actually counts as an exception that needs you.

This isn't about removing you from hard decisions. It's about making sure the easy 70% stop waiting in a queue 
behind the hard 30%.

Supporting Findings

Role ambiguity between account managers and CSRs

Renewal responsibility currently overlaps between your account managers and client service reps with no formal 
handoff point. Both have, at different times, submitted the same renewal to the same carrier without knowing 
the other had already started it. This isn't a training problem. It's a structure that never assigned single 
ownership. Across the 18 months reviewed, this pattern shows up in a recurring cluster of accounts in the $10K–
$20K premium band, where the ambiguity is most likely to slip through unnoticed.

Undocumented underwriting appetite

Pricing exceptions, which carriers you'll push back on, and which accounts are worth carrying at thin margin for 
relationship reasons all exist as judgment calls only you make. There is no written guideline for the risk classes 
that make up the bulk of your book. When asked to describe the criteria during the working session, the answer 
was consistently "I just know," accurate, and exactly the problem.

Fragmented renewal tracking

Policy data lives in your agency management system. Renewal notes, exceptions, and carrier relationship 
context live in your personal email and a physical notebook. The two don't talk to each other, which means 
anyone covering for you is working from half the picture, not a partial one.

No backup binding authority

When you're unreachable, there is currently no person and no documented threshold that lets anyone else bind 
coverage on your behalf. Coverage lapses aren't hypothetical here. Kestrel has had at least one binder delayed 
past a carrier deadline in the past year for exactly this reason.

Additional Items Noted, Not Prioritized

This review also surfaced two lower-priority items outside this report's scope: inconsistent client-facing 
communication on who owns a given account relationship, and a gap in documented E&O exposure tied to the 
exception-handling pattern described above. Neither is the primary constraint. Both are worth addressing once 
the structure above is in place.

If Implemented As-Is
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This report identifies the fix. It doesn't build or test it. If Kestrel drafts and rolls out the binding matrix internally, 
using this report as the specification, a conservative estimate: retaining even one of the three accounts lost this 
way in the past 18 months protects roughly $38,000 in book value, and reclaiming even 15–20 hours a month of 
your time from routine renewals is worth another $27,000–$36,000 annually at a reasonable value on your time. 
Against the $1,750 diagnostic fee, that's upward of 35x in year one from partial, self-implemented action on a 
single finding.

That number has a ceiling. It reflects one fix, built without outside support, validated on paper rather than 
against a live renewal cycle, and it leaves the role-ambiguity and tracking-fragmentation findings untouched, 
both of which carry their own cost and compound the first one if left alone. The full Ground State engagement 
builds the matrix with you, fixes the other two findings in the same pass, and runs the result through at least one 
real renewal cycle before handoff. That's where the larger share of this recovery actually gets locked in.
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Where This Fits, and Where It Doesn't

Ground State works best where the thing being sold is judgment, not a repeatable transaction. Insurance 
brokerages, law firms, accounting practices, engineering and architecture firms, and consulting practices all carry 
this exact pattern: the founder's undocumented expertise is both the product and the bottleneck. That's 
precisely the kind of business where AI, layered on top of undocumented judgment, produces confident-
sounding wrong answers instead of leverage.

It matters less for businesses that are already standardized: a franchise operation running someone else's 
playbook, or a single-SKU retail or e-commerce business with few judgment calls per transaction. Those 
businesses have less tacit knowledge to convert, and less downside from skipping this step. Trades and service 
businesses (HVAC, plumbing, similar) tend to sit in between: real founder-dependency, but concentrated in 
fewer decision types than a relationship-driven professional practice like this one.

This diagnostic is the first step in a Ground State engagement. The full project builds the binding 
matrix, documents the handoff protocol between account managers and CSRs, and runs the new 
structure against a live renewal cycle before Eliv8 leaves the engagement. The $1,750 diagnostic 
fee is credited in full toward that engagement if Kestrel proceeds within 90 days of this report.

Cost, time, and ROI figures in this report are estimates derived from client-provided data and Eliv8's professional judgment. They are not an audited 
financial analysis, not a guarantee of results, and not legal, tax, insurance, or compliance advice. This report is prepared for the named client's internal use;  
broader distribution or use as the basis for services from another consultant requires Eliv8's consent.
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