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Introduction & Executive summary

Welcome to IMAS Corporate Finance's UK Insurance Distribution Review 2020.
The last twelve months has seen a phenomenal level of M&A, at every level of
the market. Perhaps counterintuitively given speculation around how Covid
might have slowed down deal making, the year saw record levels of M&A
activity.

Once again, private equity backed vehicles were almost entirely dominant as
buyers in the commercial lines space. However for the first time ever there were
more private equity disposals in the year than new buyouts, largely reflecting
the growing maturity of existing investments in the sector. Notably, several of
these divestments resulted in secondary buyouts by larger PE firms, who have
bought in at double-digit valuation multiples. In this respect the market has
arguably begun to mirror the US, where consolidators have frequently sold to
larger PE firms rather than trade buyers. Of course for these new investors, the
hurdle for success is raised, as growth is always easier from a low base.

UK insurance broking is a mature market. Organic growth is difficult, and so
attention is naturally focused on M&A to drive growth, from the largest quoted
brokers downwards. As such, there has always been a ‘bigger fish’ to acquire the
next layer of brokers down. This goes from top to bottom. When the biggest
brokers pay high prices for large targets, this in turn filters down through the
chain. There are currently no signs of this changing.

This sort of food chain does depend on there being a continuing supply of
smaller targets for acquirers to purchase. However for several reasons
(regulation, capital, restrictive covenants) there are far fewer new brokers being
started up or coming through to replace what is being acquired.

For this reason, we have spent time this year segmenting the UK market to
consider those sub-segments that are most in demand by consolidators and
evaluating the remaining ‘runway’ of available targets. We think the results have
some sobering conclusions for the current consolidators and their backers, as
well as other private equity investors that may be looking to enter the sector.

Our annual review is of course only a summary and a snapshot of the data.
Beneath the charts and statistics are real companies and real transactions. IMAS
was fortunate to be involved in an adviser to many of them in 2020. We are
always delighted to discuss the details. If you would like to look beyond the
macro level analysis herein and discuss how your own business fits into the
wider market, please do get in touch.

Sector consolidation truly 
underway – clearly illustrated by 
Aon/Willis deal in 2020, but now  
observable at every level of the 
market

Changing market structure in 
commercial broking – greatly 
diminished number of mid-sized 
independent brokers; 
supply/demand imbalance driving 
up valuations

For PE-backed consolidators, to 
continue acquisitive growth at the 
pace at which they have been able 
to until now will require a rethink 
of M&A strategies

Key conclusions from 2020

Olly Laughton-Scott

+44 (0)20 7444 4392

ols@imas.uk.com

John Nisbet

+44 (0)20 7444 4398

jn@imas.uk.com
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2020 a record year for sector M&A – highest level of deal activity on record by value

▪ Only 30 UK transactions valued at above £5m (vs. 40 in 2019) - but 8 of these were worth more than £100m

▪ £5.7bn of M&A even before adjusting for UK element of Aon/Willis, the largest sector transaction of all time – UK deal volume 
above £10bn including value for Willis business in the UK

▪ 2020 not just about mega-deals – more than 100 sector transactions in 2020; most were worth less than £5m, where deal 
volumes were highest on record

IMAS M&A review 2020 – six key observations (1 of 2)

1.

2. Consolidation continuing apace - at both ends of the commercial broking market

▪ Major deals like Aon/Willis and Howden/A-Plan changing overall market structure among the largest brokers

▪ At the other end, small brokers being hoovered up by consolidators more rapidly than ever before

▪ But not every transaction represents consolidation – a large proportion of the record deal value is secondary private equity 
transactions (brokers swapping one source of PE capital for another)

3. Private equity backed consolidators behind almost 8 out of 10 commercial broking deals in 2020

▪ More private equity capital in the sector than ever before and ~10 dedicated consolidation vehicles now active

▪ PE investment thesis has been validated – major brokers have paid higher multiples for groups with scale, which PE backed 
consolidators work hard to assemble by acquiring smaller targets

▪ Private equity are also sellers – six PE divestments in 2020, a record number – achieving very high returns on recently realised
investments



IMAS Corporate Finance

Unrivalled expertise in financial services 

Version 001_FEB21

5

Finite supply – a diminishing number of brokers that is now visible and quantifiable 

▪ PE-backed consolidators have favoured mainly mid-sized (£5m to £25m value) commercial broking acquisitions to deliver the 
majority of their growth

▪ But this segment of the market is being rapidly hollowed out – greater competition for a reduced number of targets, in turn 
pushing up prices

▪ Limited supply of new brokers starting up or growing quickly enough to ‘replenish’ lost supply

IMAS M&A review 2020 – six key observations (2 of 2)

4.

5. The consolidator business model that has worked so effectively for the last five years wont work in the 
same way for the next five years

▪ Not enough UK ‘runway’ left for all of the PE-backed consolidators to achieve their targeted levels of acquisitive growth, based
on current M&A strategies

▪ So new approaches will be needed in order to succeed – e.g. more smaller deals, overseas deals, personal lines, MGAs

▪ Alternatively, intra-consolidator M&A is a logical next stage for industry consolidation – but how to reconcile with the multiple-
arbitrage that has hitherto underpinned consolidators’ investment approach?

6. There is not just one market for insurance distribution – M&A dynamics must be understood in this 
context 

▪ Easy for an observer of sector M&A to casually conflate UK commercial broking with all insurance distribution

▪ Commercial broking – and in particular the relationship-driven corporate side of that market - has particular dynamics that 
have favoured recent consolidation

▪ Far less M&A activity and current buyer appetite for other sub-segments of insurance distribution – personal lines, Lloyd’s
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Value of UK general insurance distribution M&A (all deals above £5m value) 2015-2020

Overall value of UK M&A in 2020 was a record – c.£10.5bn*

source: IMAS-Insight 

£10.5bn

8 transactions (ex 
Aon/WTW) valued at 

>£100m, more than in 
any other year

£bn

▪ Total value of sector M&A comfortably above 2018’s all time record, which was dominated by £4.3bn deal for JLT

▪ Aggregate value of 2020 transactions below £100m was the lowest since 2016 – reflecting paucity of mid-sized targets

▪ The most fundamental shift in market structure 
is from the key US deal in the year (UK element 
shown right) – Aon/Willis 

▪ Excluding acquisition of A-Plan by Howden and 
Willis divestment of Miller, largest domestic 
deals in the year were either secondary buyout 
transactions or in personal lines – no real 
impact on overall market structure

▪ 2020 a record year for sector M&A by value even 
before including Aon/WTW deal or adjusting 
JLT/Marsh transaction to isolate UK

UK 
element 

only

Include UK 
element

Exclude 
overseas 
element

* Value ascribed to WiIlis (target) based on share of group revenue represented by UK; JLT deal adjusted in the opposite direction – non-UK share of valuation removed
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Difficult to argue that Covid slowed down deal activity in 2020 …

UK Insurance Distribution M&A – number of transactions by year based on estimated deal value

Source: IMAS-Insight 

▪ Once again, M&A volumes above £5m have fallen, but the number of deals worth less than £5m increased –growing 
bifurcation in M&A as the supply of mid-sized brokers reduces

▪ Buoyancy of M&A activity below £5m rather nullifies the argument that Covid / lockdown muted sector M&A levels in 2020

▪ Steady increase in number of sub-£5m 
deals; in reality number probably even 
greater, as many book/ asset deals not 
announced or visible through Companies 
House data used by IMAS to track activity
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… But fewer transactions valued at above £5 million

Reduced no. of announced transactions >£5m Broadly similar split to the 40 deals in 2019

▪ Total number of deals worth more than £5 million fell by 
25% in 2020 – a similar % reduction as seen between 
2018 and 2019 - decline does not reflect lack of buyer 
appetite or confidence in M&A, more lack of supply

source: IMAS-Insight 

▪ Proportionally fewer Commercial Lines deals valued at 
above £5m in 2020 than in previous years and more in 
Personal Lines

30

Commercial Lines
13 deals (2019: 15)

Personal Lines
7 deals  (2019: 5)

Wholesale 
Brokers
2 deals (2019: 3)

MGAs
5 deals (2019: 8)

Lloyd’s 
brokers
3 deals (2019: 3) 

Deals (2020)

2020 2019

IMAS UK Insurance Distribution M&A – Annual Review 2019
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M&A in UK General Insurance Distribution (deals >£5m) 2016-2020– M&A volumes by acquirer type

Consolidators increasingly dominant as acquirers

source: IMAS-Insight 

▪ Capital for acquisitions is overwhelmingly coming from private equity – either directly or via existing portfolio companies

▪ Fewer overseas buyers in 2020 than for many years – only 4 transactions – the lowest level of acquisition activity since before 2010

Six direct PE investments in 2020 – same 
number as in 2019 – of which three were 
secondary deals; fewer ‘new’ direct PE 
investments into the sector than most 
observers (and sellers) probably realise 

Consolidator (as 
defined at Appendix 

B) share of M&A 
volumes in year:

All deals*:

Commercial Lines only:

46% 47% 45% 62%36%
52% 56% 58% 80%

* Including transactions valued below £5m; sample of ~500 deals since 2016
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But how quickly is the number of M&A targets running out?
Quantifying the remaining opportunity for consolidators – the remaining ‘runway’

Projected no. of UK insurance distribution businesses (all)

At first blush, sector fragmentation may falsely 
suggest there is still plenty to go for in the 

sector in terms of M&A opportunities …

Projected no. of targets relevant for current consolidators

… however, narrowing this analysis to those businesses 
with an est. value of >£5m and in segments targeted by 

current consolidators reveals a very different picture

▪ Industry fragmentation is being overstated – fewer brokers than widely realised (and majority are very small indeed) – see Page 17

▪ Relevant universe of commercial brokers in scope for the consolidators and at a scale that ‘moves the dial’ is contracting rapidly

▪ Near term this will increase competition – higher prices; longer term, it poses fundamental questions for the consolidators’ strategies

Linear projection based on 
historic M&A involving 
relevant targets; IMAS 

approach / methodology 
set out at Appendix B
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UK insurance distribution M&A transaction prices – EV/EBITDA (historic)

Note: selected transactions where reliable pricing information available (public or proprietary to IMAS); sample size 112 deals

Deal value >£100m

Deal value £25m to £100m

Deal value £5m to £25m

Avg. 12.7x

Avg. 9.8x

Avg. 9.0x

Demand outstripping supply – supporting increased valuations

Comparable transactions analysis – last ten years

source: IMAS-Insight 
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Personal Lines M&A activity still a fraction of Commercial Lines
Several large Personal Lines deals in 2020, but still a small proportion of all M&A volumes 

UK insurance distribution - M&A volumes (no. of transactions) by quarter – commercial lines 

UK insurance distribution - M&A volumes (no. of transactions) by quarter – personal lines 

Note: commercial lines  figures includes Lloyd’s brokers

> £100m

£25m to £100m

£5m to 25m

> £100m

£25m to £100m

£5m to 25m

Total – 32 transactions

▪ 15 sized £5m to £25m

▪ 12 sized £25m to £100m

▪ 5 over £100m

Total – 131 transactions

▪ 92 sized £5m to £25m

▪ 26 sized £25m to £100m

▪ 13 over £100m

▪ Volume of M&A transactions in UK 
personal lines is 24% of the number of 
deals in UK commercial lines over the 
same period

source: IMAS-Insight 
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Targets / sellers no longer overwhelmingly privately held businesses

UK Insurance Distribution M&A activity (above £5m) since 2016 – ownership of target (i.e. seller)

source: IMAS-Insight 

▪ Fewer than half of all deals (>£5m) in the year involved private sellers – proportionately the lowest IMAS can remember

▪ There is an argument that this simply reflects the increased scarcity of privately owned businesses valued at above £5m

Record number of Private 
Equity exits in 2020; a natural 

function of maturing 
involvement in the sector – or 

smart money cashing out?

47% of all acquired 
targets in 2020 were 

privately held – vs. 
average of 78% of all 
targets 2016 to 2019

▪ Record number of private equity exits in the year – a 
trend set to continue; two major exits already in 2021 
(PIB Group & Bollington)

▪ New US private equity capital has come into the 
sector – Searchlight, HGGC
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No. of PE owned direct investments in UK Insurance Distribution (more than £5m value) since 2015

Calling the turn? – PE exits in 2020 double the previous high

source: IMAS-Insight 

▪ The number of separate groups 
directly owned by Private Equity has 
doubled in the past five years

Eight PE exits in 2020 
– of which three were 
secondary PE deals 

and five sold to trade

Dec 2015 Dec 2020

End of period (Dec)

▪ Although there is more PE capital then ever in the sector, the total number of PE investments has now fallen for the first time

▪ There were forty PE owned groups in the sector at the beginning of 2020 – will this mark a high point?
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▪ Majority of private owners in the sector are in their 50s – more than 100 at the end of 2020

▪ Proportionally fewer sellers in 2020 than in 2019 – only 9 divestments among owners aged 50-70 (vs. 21 among same group in 2019)
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Privately Held businesses still mainly held (and sold) by owners in 50s 

source: IMAS-Insight 

Note – ages of principal shareholder in Privately Held businesses where known/publicly available (difference with 246 privately owned businesses on Page 20 is unknowns)

Private owners and sellers of UK Insurance Distribution businesses valued at above £5m by age in 2020

2020
(#) – sold in period

(#) – held at end of period

(-)

(5%)

(6%)

(4%)

(9%)

(#)  – % who sold in period

▪ IMAS experience as an adviser to sellers is 
that most owners begin to consider 
selling in their late fifties, with a view to 
working through an earn-out into their 
early sixties
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A finite supply - sizing the UK broking market

Entire universe of FCA authorised companies engaged in UK 
general insurance distribution – c.3,176 companies* 

Remove companies no longer trading (e.g. where 
book has been sold) and subs of non insurance 

groups – leaves c.2,368 ‘real’ entities

Imas-Insight

Diminishing supply - there are fewer brokers left in the UK than most people realise

Proprietary database built up 
over 20 years and using FCA 

data as its starting point. IMAS 
is confident our approach and 

UK market data has been 
developed to an unmatched 
level of granularity / accuracy

▪ Most commonly cited number 
of UK brokers – “about 3,000” -
an old and inaccurate figure

▪ c.500 M&A deals in the sector since 
2016, but a fraction of new starts over 
the same period; number of brokers 
is decreasing year on year

1,588 companies employing 
fewer than 10 staff

▪ Over 1,500 businesses with fewer than 10 staff; 
mostly Commercial – mainly high street / 
community brokers serving local markets with 
vanilla product set

359 companies 
employing 10-20 staff ▪ Small companies, typically privately owned Personal 

Lines and Commercial Lines Brokers; difficult for a 
consolidator to ‘move the dial’ acquiring in this segment, 
unless done on an industrial scale

▪ Analysed further overleaf

▪ Around half relevant for a Commercial Broking 
consolidator based on current business models; 
diminishing number still in private hands (c.79%)

▪ Many relatively small – only 175 employ >50 staff

420 companies 
employing 20+ staff

There are only around 
2,400 ‘relevant’ UK 
insurance distribution 
businesses

* Identified companies that are FCA regulated or registered and active in General Insurance distribution (from 3,232 entities)  
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Drilling down – segmenting the UK market
Categorising all 420 insurance distribution businesses in the UK employing >20 staff

Commercial-led - 323 companies Personal-led – 97 companies

Personal motor

Mainstream Personal 
Motor

Other Personal Motor 

Household & HNWI

Travel

Pet

Largest PL category by massive 
margin – 33 companies engaged
in ‘mainstream’ personal motor 
category employing aggregate 
19,450 staff, several times the 

number across all other Personal 
Lines put together

21 companies employing 1,675 staff

8 companies employing 285 staff

8 companies employing 910 staff

6 companies employing 639 staff

Very large multi-line groups – 6 companies employing > 25,000 staff   

SME -
Community

SME –
Process 
driven 

Corporate

Commercial Specialty Motor fleet 
& Transport

Warranty & 
Legal

Lloyd’s Brokers Underwriting Agents

Largest category by some margin – 107 companies identified as 
relationship-driven generalist corporate brokers (including SME); often 

Chartered status and the mainstay of current sector consolidation. 
Collectively employ 9,957 staff, however this category includes 10 

consolidators (including PIB Group, Aston Lark and Global Risk Partners) 
that together employ 4,629 staff – almost half the total.

Commercial specialists defined by narrow 
focus/expertise in single line or industry

42 companies employing 2,530 staff
21 companies / 

1,342 staff
22 companies / 

1,673 staff

Where Lloyd’s broking is sole or dominant 
focus of business model (not the same as 
having the Lloyd’s broker accreditation, 

which many Corporate brokers above also 
do); 47 companies employing 3,570 staff 

44 of 47 have International focus

Although there are c.300 MGAs in 
the UK, majority employ fewer 

than 20 staff; 34 companies 
employing 3,119 staff 

Only 7 of the 33 identified MGAs  
underwriting Personal Lines

Large locals – 16
companies / 598 staff

Mainly phone and 
internet based with 
vanilla product set –

28 companies 
employing 2,793 staff

Notes:

Further explanation of categories / IMAS approach to segmentation at Appendix A; Wholesale included with Underwriting Agents, Reinsurance Brokers within Lloyd’s segment

Currently in scope / 
principal focus for 
majority of dedicated 
consolidation vehicles

Currently in scope but 
typically of second order 
importance for majority of 
dedicated consolidation 
vehicles

Other niche personal

21 companies employ 1,009 staff

Various – equine, personal 
marine, gadget, sports etc.

Motorcycle, Temp, Telematics etc.
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Under the microscope – examining the sub-segments
Case study - focus on Motor Fleet & Transport (21 companies)

Headcount by company

▪ 21 brokers with principal focus on Commercial Motor & Transport (incl Motor Trade) and employing more than 20 staff 

▪ All companies in sample still privately held

▪ 7 controlled by shareholder over 60 years of age (and 11 by shareholder over 55)

▪ IMAS undertakes regular analysis of this type on all UK Insurance Distribution businesses with >10 staff (c.800 companies)

C o mpany Size (est .) Ownership
D OB  key 

shareho lder Staff Lo cat io n

ANTHONY JONES (U.K.) LIM ITED Confidential Privately held 1958 34 Bromley

BEDFORD INSURANCE SERVICES GROUP LIM ITED Confidential Privately held 1962 58 Kingston

BLUEDROP SERVICES (NW) LIM ITED Confidential Privately held 1965 32 Southampton

BROADSURE DIRECT LIM ITED Confidential Privately held 1974 38 Canterbury

C & C INSURANCE BROKERS LIM ITED Confidential Privately held 1966 >100 Stockport

CIP INSURANCE BROKERS LTD Confidential Privately held 1972 49 Belfast

CLEGG GIFFORD & CO LIM ITED Confidential Privately held 1946 215 Romford

DIRECT CHAUFFEUR LINE LIM ITED Confidential Privately held 1960 46 Sutton

DNA INSURANCE SERVICES LTD Confidential Privately held 1974 62 Romford

FREEWAY UK INSURANCE SERVICES LIM ITED Confidential Privately held 1970 78 Warrington

IM PACT INSURANCE SERVICES (BOLTON) LIM ITED Confidential Privately held 1957 20 Bolton

INSHUR UK LTD Confidential Privately held 1968 39 Brighton

JOHN PATON (INSURANCE SERVICES) LIM ITED Confidential Privately held 1953 39 Glasgow

LIFESTYLE INSURANCE BROKERS LIM ITED Confidential Privately held 1964 30 Stockport

LONDON TAXI INSURANCE LTD. Confidential Privately held 1957 20 SE London

M .R. RATCLIFFE CONSULTANTS LIM ITED Confidential Privately held 1945 43 Gloucester

NASH WARREN INSURANCE SERVICES LIM ITED Confidential Privately held 1969 38 Birmingham

RISKALLIANCE GROUP LIM ITED Confidential Privately held 1962 91 Bradford

THE PLAN GROUP LIM ITED Confidential Privately held 1981 104 Redhill

THINK INSURANCE SERVICES LIM ITED Confidential Privately held 1978 96 Walsall

TRADEWISE INSURANCE SERVICES LIM ITED Confidential Privately held 1972 163 Enfield

WRIGHTSURE SERVICES LIM ITED Confidential Privately held 1947 38 Romford

0
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Sample size 108 brokers Total reported headcount Change in reported headcount

Latest Year Prior year Prior year -1 Latest Year Prior year Prior year -1

Average 24.8                  23.8                  23.2                  Average 5.8% 6.3% 5.5%

25th percentile 22.0                  21.0                   20.0                  25th percentile 0.0% 0.0% 0.0%

75th percentile 27.0                  27.0                  26.0                  75th percentile 10.3% 9.3% 7.2%

Total FTE 2,677                2,569               2,502                4.2% 2.7% 3.4%

20

Understanding the underlying growth in UK insurance broking
Gauging growth at the smaller end of the UK insurance broking market

Understanding underlying growth in smaller UK broking businesses 

▪ We are often asked about the underlying growth in the UK broking market – i.e. without M&A, how quickly are most
brokers growing

▪ Analysing underlying growth is more difficult than among the Top 50 brokers – more limited disclosure

▪ We have used reported headcount as a proxy for size – consistent statutory reporting

▪ We considered a sample of 108 Small and Medium sized brokers from our database

▪ The table above summarises the reported headcount across the sample over the past three reporting periods

▪ In aggregate the brokers in the sample went from employing an aggregate 2,502 heads to 2,677 two years later

▪ Suggests modest levels of overall growth – exactly what would be expected in a mature sector highly correlated to
wider UK economy

▪ Although analysis ostensibly considers organic growth – the brokers in our sample are not consolidators – it will reflect
an element of inorganic growth, as many smaller brokers will often take over books of business or local competitors
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Value band (est.)
Privately 

held 2019

Overseas 
Owned 2019

Private 
Equity 2019 All other 2019 Total 2019

£100m+ 7 9 9 11 9 11 5 11 30 42

£25m-£100m 29 27 10 12 16 15 6 6 61 60

£5m-£25m 210 221 18 18 13 14 6 5 247 258

Total 246 257 37 41 38 40 17 22 338 360

21

UK Insurance Distribution businesses valued at more than £5m – based on ownership and size

Privately held businesses still the dominant form of ownership

source: IMAS-Insight 
Note: As at 31 Dec 2020. ‘All other’ comprises quoted businesses, mutuals and misc. others (Government etc.)

▪ Overseas-owned firms had been 
consistent net buyers over many 
years – however only four new 
acquisitions in 2020, the lowest 
for several years

▪ Overseas trade buyers in the UK 
typically already have a presence 
here. 2020 an exception - Sampo 
(Finland) acquisition of Hastings 
and US-based K2 Insurance 
Services acquisition of Pioneer 

▪ Other overseas buyers in 2020 
were Tokio Marine and NSM –
both already present in the UK

▪ Reduction in numbers above 
not due to net divestment but 
diminution of value of selected 
overseas-owned businesses

▪ Net buyers over many years –
but sellers over the past 12 
months (see Page 14 – based on 
volume of direct investments)

▪ Figure above is only directly held 
businesses (i.e. one entry for 
groups like e.g. GRP containing 
many broking subsidiaries)

▪ As such, overall amount of PE 
capital in the sector has 
continued to grow, as PE behind 
acquisitive and increasingly 
large companies (e.g. PIB and 
Ardonagh)

▪ Secondary PE deals (e.g. recent 
sales  Specialist Risk sale to 
HGGC and PIB Group to Apax
have no effect on this figure)

▪ Privately held businesses still the 
overwhelmingly dominant 
ownership model in UK 
Insurance Distribution

▪ Of the privately owned 
businesses above, >75% have 
principal shareholder aged 50 
or over

▪ Figures above suggest only 
modest decline in numbers, 
however year on year 
comparisons should be treated 
with care – change partly reflects 
improved ability of IMAS to size 
businesses (e.g. from improved 
disclosure of staff numbers) and 
companies previously believed 
to be worth less than £5m 
entering the universe
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Viewing consolidation through the lens of the Top 50 Brokers

Composition of Top 50 Brokers by Activity (2008-2020)

▪ Decline in London Market brokers – many bought by the largest/international brokers

▪ A number of personal lines brokers have grown rapidly in niche markets

▪ Growth of Commercial Brokers are the PE-backed consolidators

source: Insurance Times Top 50 Brokers 2020, in association with IMAS
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Viewing UK consolidation through the lens of Top 50 Brokers (cont.)

Ownership of Top 50 Brokers in 2008, 2014 and 2020

▪ In 2008, 48% of Top 50 Brokers still 
Privately Held

▪ Today only 34% and Private Equity 
(directly or indirectly) is the most 
common form of ownership 
within the Top 50

source: Insurance Times Top 50 Brokers 2020, in association with IMAS
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Viewing UK consolidation through the lens of Top 50 Brokers (cont.)

Ownership by type of business (2020)

source: Insurance Times Top 50 Brokers 2020, in association with IMAS

▪ In Personal Lines private ownership is still dominant -
typically services different/distinct markets – limited 
cost savings under common ownership

▪ Often aggregator focused – volatility of this market 
makes them less attractive to Private Equity
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Analysing changes in market structure – 2015-2020

▪ We have used market statistics collected as part of 
our annual Top 50 UK Insurance Brokers 
publication (produced in conjunction with the 
Insurance Times) to look at changes in the Top 20 
over the past five years

▪ Chart opposite plots aggregate brokerage of the 
Top 50 brokers in 2015 and again in 2020. 
Difference in starting position on both lines largely 
due to recent merger of Aon and Willis

% share of Top 50 broker (brokerage based) – 2015 and 2020

source: Insurance Times Top 50 Brokers 2020, in association with IMAS
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Market structure analysis – Top 20
Analysing changes in market structure – 2015-2020 (cont.)

▪ Chart opposite shows difference 
between share of Top 20 UK 
brokers by position (1-20) 
between 2015 and 2020 (i.e. how 
many more points of the Top 20 
share has each position added 
over the past five years)

Difference in % share of aggregate brokerage across Top 20 brokers 2015 to 2020

Difference over 2015 share of aggregate brokerage – Top 20 – change over 2015 position
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▪ The chart opposite expresses 
the above change as a % of the 
position in 2015. The largest 
player in the market has 
doubled its share – the effect of 
the Aon / Willis combination
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Then and now – Top 50 UK brokers in 2015 and 2020

Top 50 brokers – 2020 (positions 1 to 25)

source: Insurance Times Top 50 Brokers 2020, in association with IMAS

Top 50 brokers – 2020 (positions 26 to 50)

2020

Denotes constituents that are new to the listing since 2015

2020 Company Name Brokerage (£m) EBITDA (£m) Staff

1. Marsh 1,171.4 n/a n/a

2. Willis 1,101.2 n/a 3244

3. Aon 899.0 149.2 3243

4. Hyperion Ins Group 783.4 206.3 4996

5. Arthur J. Gallagher 734.7 n/a n/a

6. BGL Group 714.4 189.3 2852

7. Ardonagh Group 668.5 185.7 6222

8. Hastings Insurance Services 330.3 94.0 2929

9. Lockton 324.8 52.2 2664

10. Saga Services 236.8 90.2 1766

11. A-Plan Group 178.5 45.3 2179

12. Tysers / Integro 151.7 48.5 802

• 13. Global Risk Partners 150.0 n/a n/a

• 14. PIB Group 134.0 n/a 1400

15. AA Insurance Services 126.0 51.0 n/a

16. BMS Broking Group 112.2 31.0 440

• 17. Granite / Acorn Insurance 94.1 43.2 990

18. THB Group 89.2 22.0 544

• 19. Eldon Insurance Services 87.9 5.6 483

20. Simply Business 86.9 4.8 591

• 21. Aston Lark Group 86.1 28.9 902

22. Adrian Flux 85.0 n/a 1400

23. Bravo Group 77.2 22.1 810

• 24. CFC Underwriting 70.4 27.3 327

• 25. Ed Broking 66.4 -11.5 493

2020 Company Name Brokerage (£m) EBITDA (£m) Staff

26. Markerstudy 61.5 3.2 1808

27. First Central 55.0 8.9 446

28. United Insurance Brokers 55.0 8.2 604

29. Besso Insurance Group 51.7 11.0 260

• 30. Nexus Underwriting 46.6 14.5 234

31. Specialist Risk 45.9 15.5 n/a

32. Crispin Speers 45.8 11.7 n/a

33. One Call Insurance Services 43.3 13.1 436

34. Berry Palmer & Lyle 41.5 14.7 97

35. MCE Insurance 41.3 10.3 222

• 36. Animal Friends 38.4 11.6 329

37. Brightside 36.1 1.3 505

• 38. Bollington Wilson 35.9 8.8 362

• 39. Right Choice Insurance 33.9 11.1 351

40. iGO4 31.8 3.8 322

• 41. Vantage Insurance 31.8 6.3 433

• 42. Clear Insurance 26.4 4.8 254

• 43. Alan Boswell Group 25.1 5.0 371

• 44. Barbon Insurance 25.1 8.5 368

45. Complete Cover 24.6 -0.7 386

• 46. Kaufman Group 22.6 8.1 112

47. Lycetts 22.6 1.8 288

48. Be Wiser 22.1 1.6 333

• 49. Seventeen Group 21.0 2.7 230

• 50. Countrywide Legal 18.2 0.7 88
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Then and now – Top 50 UK brokers in 2015 and 2020

Top 50 brokers – 2015 (positions 1 to 25)

source: Insurance Times Top 50 Brokers 2015, in association with IMAS

Top 50 brokers – 2015 (positions 26 to 50)

Denotes constituents that had left the Top 50 listing by 2020

2015 Company Name Brokerage (£m) EBITDA (£m) Staff

• 1. JLT Group 816.2 154.3 5698

2. Marsh 782.6 201.6 n/a

3. Aon 692.9 132.0 3676

4. Willis 646.6 182.4 3653

5. Arthur J. Gallagher 618.4 n/a n/a

6. BGL Group 507.2 125.8 3054

7. The Towergate Partnership 375.9 95.4 5195

8. Hyperion Ins Group 357.1 93.6 3225

• 9. Swinton Group 285.1 63.0 4027

10. AA Insurance Services 252.8 109.7 n/a

• 11. Cooper Gay Swett & Crawford 248.8 34.5 1486

12. Hastings Insurance Services 204.5 69.5 1669

13. Lockton 200.1 22.0 1996

• 14. Ageas Retail 164.7 27.0 2504

• 15. Bluefin Insurance Group 117.3 23.7 1310

16. Miller 113.8 25.6 469

17. Brightside 88.6 18.7 1030

• 18. Jelf 76.0 14.2 1007

19. A-Plan Group 67.5 24.4 888

• 20. Endsleigh Insurance Services 66.4 14.9 886

21. THB Group 61.9 10.2 487

22. Markerstudy 60.1 6.1 700

23. BMS Broking Group 59.8 9.7 267

24. Adrian Flux 54.0 0.0 874

• 25. Price Forbes 53.7 10.3 252

2015 Company Name Brokerage (£m) EBITDA (£m) Staff

26. Integro Insurance Brokers 53.6 9.3 n/a

27. First Central 47.8 1.3 539

28. Tyser & Co 47.6 9.8 262

29. United Insurance Brokers 42.2 5.2 419

• 30. RFIB Group 41.4 3.5 291

• 31. Autonet Insurance 33.3 9.0 665

32. MCE Insurance 30.7 0.2 252

• 33. Besso Insurance Group 29.1 1.6 188

34. Simply Business 29.1 3.3 283

• 35. Henderson 28.4 4.9 329

36. Be Wiser 28.2 2.0 588

37. Berry Palmer & Lyle 27.2 11.3 60

38. The A & A Group 26.8 -0.2 365

• 39. Lark Group 26.1 6.3 298

• 40. Abbey Protection 26.0 6.1 233

• 41. Ryan Direct Group 24.4 6.5 459

• 42. Carole Nash 23.3 4.4 313

• 43. Stackhouse Poland 21.3 7.0 200

• 44. Staysure 19.5 0.8 207

45. Lycetts 19.3 4.4 235

46. Miles Smith 19.1 2.4 185

47. One Call Insurance Services 18.8 1.2 252

• 48. AHJ Holdings 18.6 1.3 101

49. Crispin Speers 18.5 3.0 244

• 50. Cobra 18.5 0.0 141

2015
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IMAS overview

FOUNDED IN

YEARS OF 
COMBINED 
EXPERIENCE

TRANSACTIONS 
COMPLETED

1992

>100

~200

• Independent corporate advisory firm that has 
been owned by its partners since 1992

• We specialise in providing conflict-free advice on 
corporate transactions across the financial services 
sector

• Our clients include entrepreneurs, corporates and 
private equity firms, for whom we prepare 
bespoke advice and develop corporate finance 
solutions that achieve their goals

• Our highly experienced team have backgrounds 
at leading global financial services groups, 
extensive transaction experience and a track 
record of success

• We partner with our clients, managing discreet 
transaction processes focused on achieving the 
best outcomes and maximising value

IMAS at a glance
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Olly Laughton-Scott

Founding Partner

• Founded IMAS in 1992

• Built IMAS data capabilities

• Insurance specialist: > 100 deals

• Over 30 years’ experience

Tel.: +44 (0) 20 7444 4392
ols@imas.uk.com

John Nisbet

Partner, Insurance

• Joined IMAS in 2018

• ex N M Rothschild & Sons

• Chartered Accountant

• 15 years’ experience in insurance M&A

Tel.: +44 (0) 20 7444 4398
jn@imas.uk.com

IMAS Corporate Finance
Experienced M&A professionals – IMAS’s Insurance partners*

* IMAS is an independent specialist adviser across UK Financial Services. In addition to Insurance the business has partners and other senior personnel 
focused on M&A advisory in the Investment and Lending segments. 

mailto:ols@imas.uk.com
mailto:ols@imas.uk.com
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A specialist advisory firm

Insurance Times 
/  IMAS Top 50 
Brokers 2020

Insurance Times Top 50 Brokers

▪ IMAS works with Insurance Times to produce its annual Top 50 Brokers supplement

▪ The most widely read publication in UK insurance distribution

▪ Found on CEO desks and boardroom tables across the sector

Annual Broking M&A Review

• Recognised industry experts

• Most comprehensive sector M&A 

publication of its kind

• Content shared with industry 

leaders across the UK market:
What this means:

• We live and breathe UK insurance

• We know – and speak to – everyone

• Buyers seek us out- not just the ‘usual 
suspects’ but new entrants, overseas 
and leftfield names that other, more 
generalist advisers, simply do not see IMAS UK Insurance 

Distribution M&A Annual 
Review, 2019

“

”

I finally got around to reading this 
and I have to say it’s outstanding 
analysis so thank you for sharing. 
I am so impressed I have shared 

with our plc Board

Head of Corporate Strategy, FTSE 100 insurer

Focused on UK insurance distribution – thought leaders in the sector over many years
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IMAS Corporate Finance

Sale to

Sale toMBO backed by

Sale to

Sale to

Sale to

MBO backed by

Sale to

MBO backed by

Sale to

Sale to
Adviser to Hg Capital

Sale to

Insurance Holdings
Limited

Sale toSale to Sale to

The leading adviser in UK insurance distribution M&A by number of deals

Note – full list of credentials can be seen at www.imas.uk.com

Sale to
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A. How IMAS has segmented the market
A.1  Manual review / classification of every UK GI distribution business with 20+ staff

Classifications used for market segmentation analysis in this document

Ref. Commercial Lines No. Ref. Personal Lines No.

Multi-line Motor / Road Risks

CM6 Large multi-line groups 6 PL1 Personal Motor (General) 33

PL2-5 Other Personal Motor 21

Commercial Brokers

CM0 SME Community 16 Non Motor PL

CM1 SME Process 28 PL6 Household & HNWI 8

CM2 Corporate 107 PL7 PMI

CM3 Commercial Motor & Transport 21 PL8 Travel 8

CM4 Specialist Commercial 42 PL9 Pet 6

CM5 Warranty, Legal, Credit  & Other 22 PL10 Other Niche Personal Lines (various) 21

Lloyd's Brokers & Reinsurance

LY1 Lloyd's Domestic 3

LY2 Lloyd's International 44

MGA & Wholesale

UA1 MGA Commercial Lines 27

UA2 MGA Personal Lines 7

Total 323 Total 97

All UK General Insurance Distribution (UK groups employing >19 staff)
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A. How IMAS has segmented the market
A.1  Manual review / classification of every UK GI distribution business with 20+ staff (cont.)

Notes on classifications used for market segmentation analysis in this document (Page 18)

Re f. Note s on c la ssific a tion

CM6 The very large groups active across multiple types of mainly commercial lines business and as such defying any obvious categorisation under other headings. e.g. 

Ardonagh

CM0 Small local brokers, typically high street, typically offering mainly basic / vanilla personal and SME business; when looking below 20 staff there are a very large 

number in this category

CM1 General commercial brokers for SME that are characterised by being process driven -  telephone, internet etc. Mainly simpler / commoditised products and 

focused on volume / broad  offering

CM2 Mainstream / 'traditional' commercial brokers -  relationship driven model offering advised service for SME and larger clients. Often Chartered status / BIBA 

members. Can often include specialisms or schemes but not defined by it -  i.e. ultimately broad capability / multi- line offering

CM3 Motor specialists including Motor Trade, Fleet, Haulage & Logistics, where this forms majority of business; Taxi business also included here

CM4 Other specialist commercial brokers in principal P&C classes or alternatively based on industry focus and characterised by specialism i.e. demonstrably not a 

generalist with a specialism; includes Professional Risks, Construction & Engineering, Landlord & Conveyancing, A&H, Charities, Rural & Agriculture, corporate 

Travel, Sports & Events

CM5 Specialist commercial brokers focused onWarranty, Legal Expenses, LDI, GAP. Category also includes Credit & Surety specialists

LY1 Lloyd's brokers (including Reinsurance) where business / c lient focus is principally domestic in nature

LY2 Lloyd's brokers (including Reinsurance where business / c lient focus is principally International in nature (e.g. Marine, Energy, US binder)

UA1 Underwriting Agents where underlying risks are in Commercial / Corporate classes (e.g. CFC)

UA2 Underwriting Agents where underlying risks are in Personal Lines classes (e.g. Markerstudy)

PL1 Mainstream Personal Motor; includes local / generalist personal lines businesses where motor is the dominant part of their business

PL2 Personal motor specialist -  Learners & Telematics business

PL3 Personal motor specialist -  Motorcycle

PL4 Personal motor specialist -  Temporary motor

PL5 Personal motor specialist -  Classic Car

PL23 Household / home contents; category includes small number of HNWI specialists

PL24 Private Medical Insurance

PL25 Personal Travel insurance; includes specialist travel

PL26 Pet insurance

PL27- 36 Various other niche personal lines including Caravan, Holiday Homes, Gadget, Jewellery, Cycling & Sports, Personal Marine; full categorisation not shown here

General comment: many brokers active across several types of business, e.g. many motor-led brokers will offer household; IMAS has sought to assign each company to 
the category which best describes its business model / largest component of revenues
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B. Important information
Scope

The slides herein analyse M&A transactions announced in 2020 and previous years where the target was a UK business engaged in General Insurance 
Distribution, based on IMAS’s own classification of the entire UK financial services sector, which we have developed over twenty years.

Through our proprietary database IMAS-Insight, IMAS records and analyses every M&A transaction involving regulated financial services businesses; by 
monitoring mandatory PSC notifications made to Companies House we are able to identify transactions even where they are not publicly announced.

IMAS regularly reviews the M&A activity and other developments within the UK financial services sector, which is summarised in our IMAS M&A Monthly 
publication. If you would like us to email you a copy of IMAS M&A Monthly and any other papers which we publish, please join our distribution list at 
http://www.imas-insight.com/Join.aspx.  We treat your information as confidential and do not share it with other parties. 

The slides shown are a high level summary. We have not provided a full listing of the transactions analysed. If you would like to understand more about the 
data or discuss how IMAS may be able to help you, feel free to get in touch.

‘Runway’ analysis at page 10

IMAS undertook a detailed review of the entire universe of UK insurance distribution businesses at the end of 2020. We then overlaid details of the ~500 M&A 
transactions in the sector to have taken place since the beginning of 2016 and estimated the number of new authorised businesses entering the market 
annually. We used a linear projection to illustrate the number of market participants by 2025, based on M&A levels observed since 2016.. 

In the second analysis we looked only at businesses with an estimated value of £5m to £100m. We excluded businesses with a model/focus that would mean 
they are not currently in scope for the mainstream consolidators (e.g. focused on personal motor). We applied the same criteria to the historic M&A data, 
manually considering each transaction to determine the number of deals since 2016 involving a target that would have been relevant to a consolidator. We 
again estimated the level of ‘replenishment’ of in scope targets annually and used a linear projection to demonstrate how quickly the universe of relevant 
acquisition targets might be expected to run out. Note that the current consolidators themselves are included in the total number of companies shown.

Consolidators

References to ‘Consolidators’ and statistics herein calculated based on transaction volumes where the purchaser was a Consolidator refers to the following
companies: A-Plan, Ardonagh Group, Arthur J Gallagher, Aston Lark, Bollington Insurance, Clear Group, Global Risk Partners, Howden (Hyperion), Jensten
Group, Nexus Underwriting, PIB Group, Partners&, Seventeen Group, Stackhouse Poland, Tasker Insurance

Disclaimer

This presentation has been prepared exclusively for the use of the recipient and any of its associated companies and does not carry any right of publication
or disclosure to any other party. Neither this presentation nor its content may be used for any other purpose without prior written consent of IMAS Corporate
Finance LLP.

The information in this presentation is based upon publicly available information and reflects prevailing conditions and our views as of this date, all of which
are accordingly subject to change. In preparing this presentation, we have relied upon and assumed, without independent verification, the accuracy and
completeness of any information available from public sources.

The information contained in this presentation is of general nature and is not intended to address the circumstances of any particular individual or entity.
Although we endeavour to provide accurate and timely information, there can be no guarantee that such information is accurate as of the date it is received
or that it will continue to be accurate in the future. No one should act upon such information without appropriate professional advice after a thorough
examination of a particular situation. Whilst the information presented and views expressed in this presentation have been prepared in good faith, IMAS
Corporate Finance LLP accepts no responsibility or liability to any party in connection with such information or views.


