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Insurance M&A Success Tracker
Measuring the correlation between acquisitions and share price performance



In any sector, an acquisition is a 
complex business but M&A works for 
the insurance industry, helping firms 
outperform their peers. Now, they 
need to convince their investors.



1   The Insurance M&A Success Tracker

Table of contents
What is the Insurance M&A Success Tracker? ....................................................... 2

M&A puts insurers on the right track .................................................................................. 3

Regional differences ................................................................................................................................. 5

Methodology .......................................................................................................................................................6

About Cass Business School .........................................................................................................7     

About Mergermarket ................................................................................................................................8  

About Willis Towers Watson ........................................................................................................10

Insurance M&A 
Success Tracker
Measuring the correlation between 
acquisitions and share price performance



2   willistowerswatson.com

What is the Insurance M&A  
Success Tracker?

Based on analysis from Willis Towers Watson and 
Cass Business School, the Tracker explores the 
performance of insurance companies that carry out 
major acquisitions against their sub-industry and 
regional indexes. 

Key findings

Insurance firms that carry out a 
significant acquisition outperform their 
sub-industry index.

Investors take time to give credit for 
the benefits of these acquisitions.

The strongest outperformance is seen 
in North America, followed by Europe 
and Asia-Pacific.
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M&A puts insurers on the right track

Our first Insurance M&A Success Tracker shows 
that insurers that engage in M&A are likely to 
outperform their sub-industry peers

M&A can be a risky business, but new research by Willis 
Towers Watson and Cass Business School suggests that 
when it comes to the insurance sector, firms perform more 
strongly following major acquisitions.

The research, based on analysis of all deals with a value 
of more than US$50m conducted in the insurance sector 
since 2008, found that insurers making acquisitions 
subsequently delivered significantly better share price 
performance than their peers. 

Acquirers’ share prices outperformed the insurance sub-
sector index by an average of 3.7 percentage points in the 
sample time period. Moreover, this trend has become more 
pronounced in recent times. Looking specifically at deals 
that have taken place since 2013, the typical share price 
outperformance of acquiring insurers was 8.5 percentage 
points above the sub-industry index. By 2015, the figure had 
risen to 12.5 percentage points.

Performance pointers

In practice, a number of factors are driving this 
outperformance. First, there have been a significant 
number of deals in the life insurance sector where firms 
have acquired specialist blocks of business from peers 
– closed life books are one example where a particular 
skillset is required – and then been able to add value 
through their expertise and experience running such 
assets. “The book goes to a firm that is able to focus on it 
and increase value through the way in which they manage 
it,” says Willis Towers Watson’s Fergal O’Shea. “In effect, 
the same block of business is worth more under the new 
owner than the old one.” 

In addition, a number of companies have benefitted from 
divesting non-core assets and investing in companies or 
regions which play to their strengths. For example, Aviva has 
sold assets in order to concentrate on key regions. “Over 
the past few years, Aviva identified that only a few countries 
were going to be core, the UK being one of them,” says Andy 
Staudt, Property and Casualty (P&C) M&A Practice Leader for 
EMEA. “The company sold its US business, for example. But 
with the UK, this was a turnaround to go into acquisition mode. 
The UK was identified as core so they were playing to their 
strength in this market and consolidating there.”

Conversely, another factor driving outperformance among 
acquirers has been their expansion into new territories. For 
example, a number of companies are looking to increase their 
presence in emerging markets across Eastern Europe, South 
America and Asia. Standout deals completed in 2016 have 
included French provider BNP Paribas Cardif taking a 10% 
stake in India’s SBI Life Insurance Company for US$375m, 
while Spain’s Mutua Madrilena took a 40% stake in Chilean 
P&C insurer Seguros Generales for US$222m.

Equally, Asian insurers have been major acquirers of 
US businesses in the past two years, as they seek 
global diversification and a return on investment. This is 
particularly true of Japanese firms. Cross-border deals 
have included Meiji Yasuda Life’s acquisition of StanCorp 
Financial for US$5bn, completed in 2016, and Dai-ichi 
Life Insurance’s US$5.7bn purchase of Protective Life, 
completed in 2015.

“While our figures show that these deals ultimately pay 
dividends, it takes time to garner results from cross-border 
M&A,” says Willis Towers Watson’s Scott Spearman. “You 
don’t necessarily get the uplift immediately when you move 
into a new geography.”
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Outperformance takes time

As Figure 1 shows, most of the share price outperformance 
noted has come later in the time periods studied. Overall, 
since 2008, insurers involved in an acquisition have traded 
an average of only 0.7 percentage points higher than their 
sub-industry index during the period six months before the 
deal’s announcement to the end of the day after it. The 
additional three percentage point outperformance has all 
come in the period between announcement and six months 
following completion.

In other words, while deal-making in the insurance industry 
has a track record of delivering improved share price 
performance over time, investors have not been responding 
to the announcement of new transactions with an initial 
burst of enthusiasm.

Indeed, this pattern has become even more marked over 
the past three years, when firms have traded at only 1.1 
percentage points higher than the index during the first 
part of the period studied, against 7.4 percentage points 
thereafter. And in 2015, 9.7 percentage points of the total 
outperformance came in the second part of the period, 
against 2.8 percentage points initially.

There are a number of reasons behind this reticence. 
Initially, the uncertainty around a big deal may well be 
off-putting to investors. “Of course there is uncertainty 
on day one, which investors tend not to like,” says Fergal 
O’Shea. “Companies are spending a lot of cash – if the 
acquisition is being funded by cash, otherwise, they may 
be asking for more money to fund it. That’s money that 
could have been given to investors as dividends. From an 
investor perspective, the cash is now definitely gone, and 
the actual benefits of the deal are uncertain and take a bit 
of time to process.”

However, potentially the key factor behind the slow 
recognition of M&A benefits is that investors want to see 
acquirers deliver promised gains before awarding them 
higher valuations. “The question is – will you actually realise 
the synergies from scale that you’re promising,” says Andy 
Staudt. “The market wants to see whether the acquirer 
succeeds at post-deal execution and how the benefits 
come through over time.”

That should not be taken as cynicism on behalf of investors. 
“It’s better that insurers are under-selling the value of a deal 
and then over-delivering than the other way round,” says 
Steve Allan, EMEA Practice Leader for M&A Consulting. 

Figure 1: Insurers making acquisitions outperform their 
sub-industry index. Showing median number of percentage points 
higher than sub-industry index

“The question is – will you actually realise the 
synergies from scale that you’re promising. 
The market wants to see whether the acquirer 
succeeds at post-deal execution and how the 
benefits come through over time.”

—Andy Staudt, P&C M&A Practice Leader for EMEA,  
Willis Towers Watson
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According to Waheeda Narker, a Senior Consultant at Willis 
Towers Watson, the lower total for Asia is explained by 
insurers agreeing deals that are predicated on long-term 
returns, rather than quicker wins. “You pay a lot for growth 
which takes years to realise,” she argues. 

It is also the case that these geographies, which are very 
diverse regionally, are often characterised by elevated 
regulatory and political risk. “Realising deal benefits are 
considered more challenging in Asia,” says Narker. “You’re 
paying multiples for uncertain growth in a market with 
greater regulatory and political risk and consequently 
volatile cashflows make business cases very challenging.”

Regional differences

The Tracker shows a similar pattern of results 
across local regional indexes. However, there 
are some marked differences between the three 
regions covered (North America, Europe and 
Asia-Pacific). 

The effect was especially visible in North America, 
where acquiring insurers saw their shares 
outperform their local sector index by an average 
of 5.3 percentage points over the periods studied 
since 2008. In Europe, the equivalent figure was 
4.5 percentage points, falling to 2.4 percentage 
points in the Asia-Pacific region.

Figure 2: North America leads the way for acquirer 
performance against regional index (since 2008). Showing 
median number of percentage points higher than regional index

“Realising deal benefits are considered 
more challenging in Asia. You’re paying 
multiples for uncertain growth in a market 
with greater regulatory and political risk 
and consequently volatile cashflows make 
business cases very challenging.”

—Waheeda Narker, Senior Consultant, Willis Towers Watson
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Methodology

All analysis is conducted from the perspective of the 
acquirer and based on standardised analysis.

Share price performance is measured as percentage 
change in share price and is compared to MSCI Indices. 

This analysis covers performance over two time periods:

�� From six months prior to the announcement date to 
one day post announcement 

�� From six months prior to the announcement to six 
months after the deal completed.

Only completed M&A deals with a value of at least US$50m 
are included in this research.

All deals where the acquirer owned less than 50% of the 
shares of the target after the acquisition were removed, 
hence no minority purchases have been considered. All 
deals where the acquirer held more than 50% of target 
shares prior to the acquisition have been removed, hence 
no remaining purchases have been considered.

Deal data was sourced from Thomson Reuters.

All deals for which Thomson Reuters did not have a share 
price for the acquirer six months prior to the announcement 
were removed, as were acquisitions where the share price 
did not move over the period of the analysis.

Willis Towers Watson/Cass Business School
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About Cass Business School

Cass Business School, which is part of City, University 
of London, is a leading global business school driven by 
world-class knowledge, innovative education and a vibrant 
community. Located in the heart of one of the world’s 
leading financial centres, Cass has strong links to both 
the City of London and the thriving entrepreneurial hub of 
Tech City. It is among the global elite of business schools 
that hold the gold standard of triple-crown accreditation 
from the Association to Advance Collegiate Schools of 
Business (AACSB), the Association of MBAs (AMBA) and 
the European Quality Improvement System (EQUIS). 

For further information visit: www.cass.city.ac.uk or to follow 
our research on Twitter: @cassbusiness.
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About Mergermarket

Mergermarket is an unparalleled, independent mergers 
& acquisitions (M&A) proprietary intelligence tool. Unlike 
any other service of its kind, Mergermarket provides a 
complete overview of the M&A market by offering both a 
forward-looking intelligence database and a historical deals 
database, achieving real revenues for Mergermarket clients.  
 
For more information, please visit www.mergermarket.com

Remark, the events and publications arm of The 
Mergermarket Group, offers a range of publishing, research 
and events services that enable clients to enhance their 
own profile, and to develop new business opportunities with 
their target audience. 

To find out more please visit:  
www.mergermarketgroup.com/events-publications/

For more information regarding this report, please contact:

James Haywood 
Publisher, Remark EMEA, The Mergermarket Group 
Tel: +44 (0)20 3741 1416 
Email: james.haywood@mergermarket.com
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