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The insurance brokerage industry looks very different from how it looked in 2000 when half of the 
10 largest brokers in the U.S. were publicly traded and the private equity world didn’t know 
insurance brokers even existed. A consistent and sustained trend in this fragmented industry for 
decades has certainly been consolidation, which has led to the creation of some of the world’s 
largest and most diverse insurance brokers. From 2000–2010, highly acquisitive public brokers such 
as Arthur J. Gallagher (NYSE: AJG), Brown & Brown (NYSE: BRO) and Aon PLC (NYSE: AON) accounted 
for the majority of broker acquisitions aided by their well-oiled M&A machinery and ready access to 
capital. As these firms were amassing their global brokerage empires, private equity sponsors 
entered the brokerage scene around 2007, and by 2014, essentially dominated the M&A landscape 
having completed thousands of transactions worth billions in the aggregate. 

 shows that private-equity–backed brokers accounted for 88% of all announced deals, with 
public brokers and other buyer types making up the remainder.



In December 2024, publicly-traded AJG announced its acquisition of private-equity–backed 
AssuredPartners for $13.45 billion – the largest acquisition to date of a PE-backed broker by a 
publicly-traded broker and barely surpassing Aon’s 2024 acquisition of NFP, valued at $13.4 billion. 
In light of the recent trend of these mega-unions where PE-backed brokers are being consumed by 
their publicly-traded counterparts, in March of this year, Sica | Fletcher published an article about 
the AJG/Assured transaction and asked a fundamental question: Is this the beginning of the 
empire striking back where strategics begin to reclaim their historical M&A dominance 
and market share from PE-backed investors?



So far, the answer has been a resounding yes. On August 1, barely eight months after AJG 
announced its intent to acquire Assured, Brown & Brown, the seventh-largest U.S. insurance broker, 
announced that it would acquire the 14th-largest, Risk Strategies (RSC) underscoring our thesis that 
the publicly traded brokers will continue to supplant private equity firms as the dominant force in 
this industry. At the time of the announcement, RSC reported revenue of $1.7 billion and pro forma 
EBITDA of $600 million which produced a $9.8 billion valuation.



It was widely reported that Risk Strategies had been actively exploring strategic options for much of 
2024 and many industry insiders speculated that RSC would recapitalize with a new PE investor. At 
one point, it was reported that RSC was close to a deal with London-based Howden, which sought a 
U.S. retail presence and would have been a compelling strategic fit. The transaction, however, 
surprisingly collapsed as a result of several purported due diligence issues that could not be 
adequately resolved.
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Many, including some RSC insiders, were equally surprised when just a few months later Brown 
stepped in and acquired RSC. On the , Mike Christian, 
Chairman & Founder of RSC, when responding to a question about selling RSC to a publicly traded 
broker, he stated clearly, “That would’ve been the last thing I would’ve thought about.”



Despite the initial shock, we believe RSC shareholders will come to view this deal favorably outcome, 
and since approximately 38% of RSC’s 200+ completed transactions in the past five years were    
Sica | Fletcher clients, we can express this opinion with some confidence.



Given RSC’s scale, specialty focus and our deep knowledge of the firm, we believe many 
shareholders expected an 18.0x multiple and preferred a recap with another PE sponsor that would 
have enabled it to stay out of the publicly traded realm. But in today’s interest-rate environment, 
math makes that difficult. Why? PE limited partners (LPs) typically expect at least 15.0% returns 
before allocating capital to any fund. Given industry average fund management fees (2.0% plus a 
20.0% carry), PE funds generally need 20.0%+ gross returns to satisfy LP expectations. Over the past 
decade, however, PE firms relied on multiple expansion and arbitrage, cheap and abundant leverage 
and heavy M&A activity in order to deliver those returns. That recipe produced spectacular and 
unprecedented results but will be harder to consistently replicate going forward.
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Why Brown’s Returns

Look More Attractive

Brown’s expected levered return is 

approximately 12.9%, which assumes no 
incremental returns from M&A add-ons. 
Brown can achieve this more attractive 

return largely through transaction synergies 
(estimated at $150 million of EBITDA) and 

favorable borrowing terms to partially fund 
the transaction (roughly $4.0 billion at about 

5.3%). Most importantly, Brown does not 
face PE’s fee-driven return hurdles.
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Sica | Fletcher is well known as the leading strategic 
and financial advisory firm in the U.S., specializing in 
the insurance brokerage space and related industries. 
We are also the leading advisor to the private equity 
firms most interested in investing in insurance 
brokerages and the private equity-sponsored agencies 
created in recent years. 

The firm was founded in 2014 by Michael Fletcher and 
Al Sica, two of the industry's leading insurance M&A 
advisors who have closed over $19 billion in insurance 
agency and brokerage transactions since 2014. Sica | 
Fletcher has been ranked by S&P Global as the #1 
insurance M&A advisory firm since 2017 in terms of 
total deals advised.

ABOUT SICA | FLETCHER

CONCLUSION

All our white papers, videos and other 
resources can be found here:

sicafletcher.com/market-intelligence
For more information, visit:

sicafletcher.com

Comments on this paper?

Want to learn more?

Let’s Get In Touch:

sicafletcher.com/contact
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