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THE CHALLENGE

Successful M&A
in the insurance

industry

Like launching a rocket into space,
when M&A is executed with precision it
propels a company to new heights. It
can unlock massive growth and
competitive advantage. But without
expert planning, miscalculations can
lead to turbulence, costly setbacks, or
even total mission failure.

Much like space flight, there is
tremendous opportunity to be realized
but also tremendous risk that must be
managed appropriately to minimize
disruption and maximize the chance
of successful mission realization.

Mergers and acquisitions (M&A) can
serve as a critical growth strategy for
insurers, allowing them to expand
market share, enhance capabilities,
and drive efficiencies.

However, despite the strategic
potential, the majority of deals fail to
achieve their intended value due to
poor execution, misalignment of
expectations, and underestimation of
integration complexities.
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WHAT THE DATA TELLS US

M&A integrations

Research shows that over 70% of M&A transactions underdeliver on
their expected synergies & desired business outcomes.

© A2023 PWC survey: The survey noted that comprehensively successful deals
are rare - only 14% of companies surveyed achieved “significant success”
across all strategic, operational, and financial goals in their integrations
(Read more)

@ Arecent McKinsey study: The study found that 42% of the time, due diligence
conducted before a merger failed to provide an adequate roadmap for
capturing synergies and creating value. (Read more)

® Leaders of successful deals deliver milestones on time: This reassures their
organizations and investors. Those companies met 50 percent or more of
their public synergy targets within the first year and in many cases exceeded
those targets. (Read more)
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https://www.pwc.com/us/en/services/consulting/deals/library/ma-integration-survey.html#:~:text=However%2C%C2%A0Successful%20M%26A%20Organizations%2C%20defined%20as,this%20elusive%20level%20of%20success
https://www.mckinsey.com/~/media/McKinsey/Business%20Functions/Organization/Our%20Insights/Merger%20Manager%20Compendium/A%20McKinsey%20perspective%20on%20creating%20transformation%20value%20and%20mergers.pdf
https://www.mckinsey.com/capabilities/strategy-and-corporate-finance/our-insights/in-conversation-four-keys-to-merger-integration-success

BEYOND THE NUMBERS

Where insurance

M&A Integrations
o0 Wrong

For more than a decade, The Gunter Group (TGG) has been
helping insurance companies navigate their most complex

programs and initiatives, including high-stakes M&A integrations.
While every deal presents unique challenges, we've seen

consistent pitfalls derail even the most promising transactions—

turning strategic opportunities into costly disruptions.
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Key challenges
and impacts

Here’s some common themes where things go wrong and the associated
impacts to successful integration.

Key challenge A Impact on the deal outcomes
_

Financial underperformance due to underestimated

Unrealized integration _ . _
integration costs and overestimated synergy

synergies benefits.

Without proper governance and planning, deal
Poor program governance

. . . value is often not realized, increasing costs and
and integration planning

redundancies throughout the organization.

Absence of a clear communication and change
Employee and customer management strategy with employees and
disruption customers leading to employee disruptions and

higher customer churn rates.

DiSjOinfed functional Lack of coordination between finance, IT, HR, Legal,
workstream execution and operations and TSA management slows
(includes TSA management) integration and creates costly inefficiencies.

[ll defined future state operating model sets an

lll-defined future state inaccurate strategic direction for the program,
operating model delaying integration efforts and producing costly
re-works.
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A QUICK COMPARISON FOR LEADERS

How companies
approach M&A
integration

Being tapped to lead an M&A integration or a major workstream is both an
exciting opportunity and a high-stakes challenge. The success or failure of an
integration can define a company’s trajectory—and a leader’s career. According
to a McKinsey study, “more than 70% of integration leaders assume more senior
roles post integration.” The opportunity is immense, but so is the complexity.
How do you mobilize the effort? Where do you start?

Most leaders take one of three paths:

e Go It alone: Relying on internal teams through hiring, short-term assignments,
or adding responsibilities fo already stretched employees.

e Big 4 “Sherpa Model”: Bringing in a large consulting firm to establish strategy,
structure, and governance—often at a high cost and relying on them to guide
your organization throughout the lifecycle of an acquisition.

e Hybrid approach: Combining internal expertise, strategic consulting, and
execution-focused integration leadership.

Each path has its advantages and trade-offs. In-house teams know the business
but often lack the bandwidth and M&A-specific expertise. Big 4 firms offer
structure and upfront strategy but can be expensive and overly rigid in execution.

The most effective leaders take a hybrid approach...

leveraging TGG's expertise to bridge the gap between strategy and execution,
ensuring the integration is not just well-planned, but also well-executed and

operationalized for long-term success.
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THE PROS & CONS

How different
approaches compare

Pros Cons

o Lacks specialized expertise

« Struggles with bandwidth,
leads to prolonged timelines
and increased failure rates

« Potential to surge investment
in resources for point in time

Go It Alone o Retains internal control
Approach « Avoids external consulting fees

need

o Costly, rigid, and prioritizes
high-level strategy over real
execution

o High-cost, cookie cutter
approach, emphasizes
strategy and deck deliverables
over post-close execution

o Cultural incentive for
employees to wait to be led by
external partner

 Brings structured frameworks
o Deep industry research
» Extensive resources

Big 4 “Sherpa
Model” Approach

« Cost-effective, execution
focused partner resources with

extensive insurance experience ) - .
« Requires additional investment

TGG's Hybrid « Balances accountabilities .
up front to realize long term
Approach between employees and \ ;
value from integration
partners

o Enables business continuity
without excessive overhead
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How we’re
different...

Unlike traditional consulting firms that just focus on high-
level strategy, we embed within your teams, drive execution,
and ensure measurable results. We serve as your continuity
partner from deal sign through post integration operations.
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BEYOND STRATEGY

Our unique edge
In M&A integration

Acquiring a company is just the beginning—real value is captured through seamless
execution. Yet, many organizations underestimate the complexities of integration,
leading to delayed synergies, operational misalignment, and lost momentum. Without
a structured approach, even the most strategically sound deals can fail to deliver their
intended impact.

The Gunter Group (TGG) ensures that doesn’t happen. We go beyond strategy to drive
execution, embedding within your teams to manage integration challenges, align
stakeholders, and maintain business continuity. Our practical, execution-focused
expertise minimizes disruption, accelerates synergy realization, and delivers
measurable ROl—without the cost burden or rigidity of large consulting firms.
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A PROVEN APPROACH

TGG’Ss M&A
Integration
framework

Business case validation and integration readiness
® Validate key business case assumptions and integration requirements
@ Develop synergy & KPI scorecard to track success

@ Assess organizational readiness and ensure stakeholder alignment

Pre-close integration planning (sign-to-close)
® Mobilize governance structure and integration roadmap
@ Execute closing activities and prepare for TSA plans

® Build change management strategy to minimize disruptions

Execution and value capture (Post-close execution)

@® Deliver and execute TSA services smoothly
® Drive program accountability through proactive governance

® Deploy change management to support employee/customer retention
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MEASURABLE ROI FROM

Expert-led

M&A Integration

<
S

Faster Synergy
Realization

Companies with structured
integration achieve cost and
revenue synergies 15-25% faster.

1@[

Regulatory &
Compliance Risk
Mitigation

Avoids costly penalties, approval
delays, and compliance-related

operational setbacks.

Lower
Integration Costs

Avoids rework, IT failures,
and operational inefficiencies,
reducing integration expenses
by 20-30%.

oo
..i
Higher Employee &
Customer Retention

Well-executed transitions lead to
reduced churn and improved
post-merger satisfaction.
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OUR M&A INTEGRATION APPROACH

We help leaders
maximize value

of the deal

Successfully executing an M&A integration requires more than
just a strategy—it demands precise execution, industry expertise,
and a structured playbook driven approach to ensure the deal

delivers real value.
At The Gunter Group, we specialize in bridging the gap between

strategy and execution, helping insurance companies seamlessly
transition from deal signing to full operational integration.
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DEEP M&A EXPERIENCE

Why insurance
leaders choose us
as a critical partner

9 Insurance expertise and playbook-driven M&A expertise
Our team brings deep insurance and M&A experience to help maximize
deal value realization.

e Execution focused collaboration
We work alongside internal teams and external partners to ensure results
and synergies are delivered.

9 Broad capabilities & deep domain expertise
Our team brings a mix of M&A, program management, business analysis,
data analysis, and change management expertise to ensure all aspects of
M&A integration are executed and realized.
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Get in touch

Join the numerous organizations that have
partnered with The Gunter Group to create
lasting transformational change.

Beth Woods, Senior Consultant

Beth is an effective change agent and project
management consultant skilled at implementing
organizational strategies at all levels. She thrives on
quickly identifying key priorities and a clear road map
in ambiguous, challenging environments.

E: bethw@guntergroup.com | LinkedIn: Beth Woods

Tony Schweiss, Partner

Known for building teams to support strategic change
by helping leaders plan for it. | thrive in the face of
complex problems and bring clarity to the table.

E: tonys@guntergroup.com | LinkedIn: Tony Schweiss
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https://www.linkedin.com/in/tonyschweiss/
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