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Introduction:
Growth Comes with Complexity

For insurance agencies, acquisitions are one of the most effective
ways to grow — increasing market share, expanding product lines,
and adding new books of business. But every acquisition comes with
an invisible layer of complexity: technology.

Each acquired agency brings its own AMS,
CRM, document management system, email
platform, and cybersecurity posture. Without a
clear IT due diligence process, what looks like
an exciting growth opportunity can quickly turn
into a drain on productivity and profit.

Incompatible systems, unsecured data, and

compliance gaps can lead to months of disrup-
tion, frustrated staff, and unhappy clients. Even

It

Managed IT. Simply Managed.

worse, inherited vulnerabilities can expose the
acquiring agency to regulatory penalties or
cyberattacks.

The good news: These risks are preventable.
With structured IT due diligence — performed
early, methodically, and with expert guidance
— your agency can integrate new businesses
efficiently, protect client data, and position your
entire organization for scalable, secure growth.



1. Start IT Due Diligence Early —
Before the Deal Closes

Technology shouldn’t be an afterthought in an acquisition. IT due
diligence is as critical as legal, financial, and operational reviews.

Delaying this step means your first weeks post-acquisition are
spent reacting to hidden problems instead of executing your
growth plan.

Why it matters: How to do it:
Early visibility into IT systems helps ® Involve IT leadership or a trusted Managed IT
you assess risk, identify costs, and partner during the initial due diligence phase.

plan for integration. It prevents )

. . ® Request an inventory of all technology assets:
deal surprises, like unsupported ) .

] ) servers, devices, software licenses, and

software, expired licenses, or

. user accounts.
outdated infrastructure, and sets
realistic timelines and budgets for ® Review vendor contracts and service-level
post-acquisition onboarding. agreements (SLAs) for termination clauses or

renewal dates.

o Identify system dependencies — for example,
if their AMS is hosted on-site or in a shared
cloud environment.

o Evaluate IT staff capabilities (if retained)
to understand where external support may
be needed.
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2. Evaluate Legacy Systems
and Compatibility

Insurance agencies often inherit a mix of technologies: a
10-year-old AMS, a modern CRM, and half a dozen stand-

alone tools that don't communicate with each other. These
“islands of information” reduce visibility, create double work,
and prevent automation.

Why it matters: How to do it:
Legacy systems increase opera- ® Audit the acquired agency’s core systems (AMS,
tional costs, slow productivity, and CRM, accounting, quoting tools, file storage).

create compliance risks when ) ) ) ) )
. N . ® lIdentify duplicate or overlapping functionality
client data lives in multiple, uncon-

. across systems.
nected systems. They also make it

difficult to adopt modern tools like ® Assess which systems support open APIs or
Al-powered analytics or automated integrations.
workflows.

® Determine which tools are cloud-based vs.
on-premises.

@ Prioritize modernization projects based on RO,
security, and ease of migration
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3. Protect and Preserve Historic Data

Your new acquisition likely comes with thousands of client records,

policy histories, and claims files — a goldmine of business intelligence,
but also a compliance landmine if mishandled.

Why it matters: How to do it:
Data loss during migration can lead ® Back up all data (local and cloud-based) before
to gaps in client service, regulatory starting any migration.

fines, and reputational damage. ) ] ) ) S
. . o Verify data integrity with checksum or validation
Even something as simple as

) ) ) s tools.
losing email archives or historical
attachments can make policy verifi- o Identify sensitive PIl, payment data, and
cation impossible. health-related information for special handling.

® Use secure, encrypted transfer methods for all
data migrations.

® Retain data according to compliance and
retention requirements (GLBA, HIPAA,
state laws).

® Document every step for audit readiness.
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4. Address Cybersecurity
Risks Head-On

When you acquire an agency, you also acquire their vulnerabilities.

Outdated firewalls, shared passwords, or expired antivirus licenses
can compromise both organizations if not identified quickly.

Why it matters:

Cybercriminals often target
organizations during transitions.

A single phishing email or exposed
endpoint can halt operations,
trigger compliance investigations,
and cost thousands in recovery.
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How to do it:

® Conduct a full cybersecurity audit of both
agencies before integration.

® Review endpoint protection, patching frequency,
and firewall configurations.

® Enforce MFA (Multi-Factor Authentication)
across all accounts immediately.

® Review email systems for spoofing, phishing,
and compromised credentials.

® Ensure backup and disaster recovery systems
are aligned across both organizations.

@ Unify cybersecurity policies and employee
training programs as soon as possible.



5. Standardize Access, Licensing,
and User Management

After an acquisition, mismatched user accounts and licenses

are common. These inconsistencies create confusion and can
open the door to unauthorized access.

Why it matters: How to do it:
Poor user management exposes ® Compile a complete user directory across both
sensitive data and complicates organizations.

productivity. It can also waste ] ) ) ) ]
) ) o Disable inactive, duplicate, or unverified
budget on redundant or inactive
i accounts.
software licenses.
@ Centralize access management through

Microsoft 365 or a similar identity platform.

® Standardize permission levels and MFA policies
across systems.

® Consolidate software licenses to reduce costs
and streamline renewals.
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6. Plan for Integration —
Not Just Acquisition

Closing the deal is just the beginning. Many agencies underestimate

the time and effort required to merge technology stacks, data, and
users into one cohesive operation.

Why it matters: How to do it:

A rushed or unplanned integration @ Create a phased integration roadmap:
can lead to downtime, lost o
. ® Network connectivity

productivity, and frustrated
employees. It can also affect ® Email and user accounts
client experience if systems like

. . ® AMS and CRM systems
email or portals are unavailable.

@ File and data migration
® Cybersecurity standardization

® Communicate clearly with all stakeholders
about timelines and responsibilities.

® Conduct system testing and user acceptance
before going live.

® Establish dedicated support channels for
post-merger troubleshooting.
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7. Communicate Change Transparently
— Internally and Externally

Even well-planned integrations can cause anxiety. Staff worry about

new systems, and clients worry about how the transition will affect
their policies. Clear communication builds trust and reduces confusion.

Why it matters: How to do it:
Employee buy-in determines how @ Announce IT-related changes early and set
smoothly technology transitions clear expectations.

occur. Likewise, clients judge your ¥/ )
. . e Offer hands-on training sessions or recorded
professionalism by how well you )
. tutorials for new tools.
keep them informed.
® Provide FAQs and support resources for

employees and clients.

® Emphasize how changes improve efficiency,
security, and service delivery.

@ Share updates regularly, especially when
milestones are achieved.
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8. Build a Scalable Foundation
for Future Growth

Acquisition success isn't just about merging today’s systems —
it's about preparing for the next one. A scalable IT architecture

gives your agency the flexibility to grow without repeating the same
integration pain each time.

Why it matters: How to do it:
A future-ready IT infrastructure ® Document standardized IT processes and
reduces downtime, simplifies onboarding procedures.

onboarding for new acquisitions, ) .
. . ® Use cloud-based solutions for flexibility
and supports innovation, N
] ) and scalability.
automation, and Al adoption.
@ Establish centralized data governance

and access policies.

® Plan for automation and Al integration once
systems are stable.

® Schedule annual IT reviews to reassess
capacity, compliance, and security.
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Conclusion: Integrate with Confidence

A successful acquisition strengthens your agency — but only
when technology follows suit. By treating IT due diligence as
a core part of the acquisition process, you safeguard data,
prevent downtime, and give your team the foundation to serve
clients seamlessly from day one.

Nessit helps insurance agencies build that foundation. From
pre-deal assessments to post-merger integration, we bring
structure, security, and strategy to every stage of your growth.

Next Steps: Managed IT. Simply Managed.

Ready to make your next acquisition
smoother, faster, and more secure? Let's talk about how

Nessit can support you

® Schedule an IT Due Diligence . .
- with Managed IT services.

Consultation with Nessit

Download the Cybersecurity &

Technology Readiness Checklist .
nessit.net

Take the IT Maturity Quiz to
pinpoint your next step toward

fully mature IT (603) 841-1890

info@nessit.net




