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Relationship Risk
Clustering
The hidden exposure in your book of business — and why it doesn't appear in your AMS, your

CRM, or any renewal dashboard.
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The concentration risk no one
measures
Every brokerage understands concentration risk. Too much premium in one vertical? Dangerous. Too much

revenue tied to a handful of jumbo accounts? Risky. Too much dependency on one carrier relationship? Fragile.

Brokerage leadership spends enormous time managing concentration exposure — except in one area that may

be more operationally dangerous than all the others: relationship concentration risk.

This is the hidden exposure created when a client relationship appears stable on paper but depends, in

practical terms, on a very narrow set of human connections. One producer. One account executive. One long-

tenured rainmaker whose mobile phone contains more institutional client intelligence than your CRM.

Because most firms have no clean operational visibility into relationship structure, this concentration stays

invisible until something goes wrong.
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What is relationship risk clustering?
Relationship risk clustering occurs when the health of multiple important client accounts depends

disproportionately on a small number of internal relationship holders.

A brokerage may believe its book is diversified because revenue is spread across many accounts. But

diversification of revenue is not the same as diversification of relationship access.

Consider a real scenario. A regional brokerage manages a $30 million commercial book across several hundred

accounts. On the surface, the business looks stable. Retention is solid. Producers are experienced. Renewals

are tracking. Then leadership looks deeper and discovers:

KEY DISTINCTION

This creates operational fragility that traditional CRM reporting rarely exposes. CRM tracks records. It does not

reliably track relationships.

40% of strategic account interaction is concentrated among four producers–

Several seven-figure clients have almost no executive-to-executive engagement–

Some clients are serviced heavily but commercially under-engaged–

Multiple accounts depend entirely on one historical personal relationship–
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Why leadership doesn't see it coming
Brokerages often assume relationship strength based on anecdotal confidence.

WHAT LEADERSHIP HEARS

"I've known them for fifteen years."    "We talk constantly."    "Everything's clean operationally."

Leadership hears this and assumes retention risk is low. But relationship durability is not the same as

relationship frequency. And a heavily active account can still be structurally vulnerable.

Take a typical example. An account shows dozens of emails between service teams, regular certificate

requests, active claims discussions, and policy admin back-and-forth. Yet: no meaningful executive contact. No

finance stakeholder engagement. No broader risk committee interaction. No second relationship owner.

THE CORE PROBLEM

That is not relationship depth. That is operational noise masquerading as account health.
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Why traditional tools miss it
This is where firms running sophisticated compensation plans and detailed premium analytics are still tracking

relationships by asking producers what they think. The structural issue is simple: most CRM systems rely on

manual input. And manual input is deeply unreliable for relationship analysis. Not because producers are

dishonest. Because they are busy.

Manual CRM updates rarely capture:

If you cannot see the actual relationship network, you cannot assess the actual risk.

Actual email engagement patterns–

Meeting cadence and stakeholder diversity–

Communication decline over time–

Relationship concentration across internal teams–

Informal interaction patterns that signal early risk–
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The account that looked fine
Imagine a $2 million commercial account. The renewal forecast is positive. The producer is confident. On paper,

everything tracks. A relationship mapping analysis reveals something different:

Suddenly the account looks different. Not because the revenue changed. Because the visibility changed. Now

multiply that across hundreds of accounts. Patterns emerge:

This is relationship risk clustering. And once visible, it becomes manageable.
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How relationship mapping changes the equation
Backstory automatically captures communication and engagement activity across client accounts and maps

those interactions to stakeholders — with no manual input required from producers. That moves a brokerage

from anecdotal account assessment to structural relationship analysis.

Instead of asking "How does this account feel?" leadership can ask:

91% of client-facing interaction comes from one producer–

No meaningful engagement from brokerage leadership–

Minimal contact between the client CFO and anyone on your team–

Six months of declining engagement from the client risk manager–

Most communication is operational, not strategic–

Books dependent on producers

approaching retirement

–

Industry verticals with shallow stakeholder coverage–

Accounts vulnerable to producer attrition–

Servicing-heavy but commercially weak relationships–

Renewal cohorts showing early engagement decay–

Single-threaded accounts at highest structural risk–

How many meaningful client stakeholders are engaged?–

Is interaction concentrated with one producer?–

Is the service team carrying all contact volume?–

Has executive engagement declined in the last 90 days?–

Are strategic accounts dependent on fragile, single-threaded relationships?–

Relationship Risk Clustering — Backstory Backstory | 3



07

Where brokerage leadership puts this
to work
Producer transition risk

A producer nearing retirement may carry years of client

relationships that exist nowhere in your systems — only

in their contacts and memory. By the time they

announce retirement, there is rarely enough time to build

parallel relationships from scratch. Seeing that

concentration now, while there is runway, is the

difference between a managed transition and a

retention emergency.

Renewal risk prioritization

Not all renewals deserve equal intervention. A quiet

account with broad stakeholder engagement may be

structurally secure. A noisy account dependent on one

individual — despite heavy service volume — may be

fragile. Without relationship visibility, you cannot tell the

difference. With it, you focus intervention where the

actual exposure is.

Executive relationship expansion

Many brokerages underinvest in executive sponsorship

until the renewal is already in jeopardy. Relationship

mapping identifies strategic accounts lacking senior-

level engagement while there is still time to act — not

during a fire drill.

M&A due diligence

Acquired books often look healthy financially. But the

right question is whether those relationships are

portable — or whether they live entirely inside one

acquired producer's personal network. Relationship

concentration analysis answers that question before the

transaction closes, not after the retention loss makes

it obvious.

Producer departure exposure

Every brokerage fears the question: if this producer

leaves, what walks out with them? Relationship mapping

provides a measurable answer — account by account —

before the departure happens.

COMMON THREAD

In each scenario, the risk existed long before it was

visible. Relationship mapping makes the invisible

structural — and therefore manageable.
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Why this matters more in today's
market
Soft markets hide structural weakness. Hard markets expose it.

Competitive remarketing pressure, aggressive broker competition, consolidation, and client procurement

sophistication all make relationship fragility more dangerous than it was five years ago. Historical goodwill is no

longer sufficient insulation. The account that renewed for twelve years because of one producer's relationship

does not renew automatically when that producer leaves.

THE COMPETITIVE ADVANTAGE

Brokerages that can operationally understand relationship structure will outperform those relying on intuition.

Intuition scales poorly. Visibility scales far better.
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You've been measuring the wrong
concentration
Revenue concentration. Carrier concentration. Industry concentration. All useful. All measured.

But the hidden operational risk is relationship concentration.

Consider the accounts you have right now. The one that appears healthy — until one person leaves. The renewal

that looked safe — until the relationship proved narrower than anyone realized. The strategic client who was

never really connected to your firm. Only to an individual.

THE RISK NO ONE SEES

That is the risk that does not show up in your AMS. That does not surface in your CRM reports. That does not

appear on any renewal dashboard. It appears when the client asks for the loss runs.

Backstory's relationship mapping shows the hidden structure across your book. Once you can see risk

clustering, you can act on it — before the client asks for the loss runs.
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SEE WHAT'S AT RISK IN YOUR BOOK

The risk doesn't show
up in your AMS.
Now it can.
We'll show you how Backstory maps relationship health across

your accounts — in a 20-minute conversation. No pitch deck.

Just your questions and a live look at the product.

backstory.ai/get-demo

Revenue Answers Platform


