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KEY TAKEAWAYS

01 The opportunity is large and 

growing: a $19.7B–$23.9B premium 

market for 2026, growing 12–13% a 

year, with flood the peril proving the 

model.

02 Deal activity is underway: 

NormanMax acquired FloodFlash 

(2025) and Adaptive closed $5M 

more (July 2026), $10M raised to 

date.

03 Institutional capital has arrived: 

Floodbase & Liberty Mutual 

launched instant commercial quoting 

in February 2026.

EXECUTIVE SUMMARY

Flood insurance is becoming the proving ground for a structural shift in how

property and casualty risk gets transferred: policies that pair a fast-paying

parametric trigger with a traditional indemnity settlement inside the same

program. The logic is straightforward. Indemnity coverage pays accurately

but slowly, since it requires adjustment, appraisal, and sometimes litigation.

Parametric coverage pays in days, but carries basis risk, the chance a

trigger fires without a matching loss, or a real loss occurs without the trigger

firing at all. Combined, a policyholder gets immediate liquidity right after the

event and a final settlement that still reflects the true loss.

Three forces are pushing this combination toward flood faster than any

other peril. The National Flood Insurance Program (NFIP) is structurally

impaired: its authority has already lapsed once in the past year and faces

another reauthorization deadline this fall. Commercial flood business

interruption has never been well served by indemnity products. And sensor

and satellite data have finally made parametric triggers precise enough for

sophisticated commercial and institutional buyers to trust.

This Evolve Research note covers the mechanics and the players building hybrid products in personal and 

commercial flood lines, and what the trend means for capital and M&A in the space.
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01 The NFIP Backdrop: Why Flood Is Ready for This

Any discussion of flood insurance in the United States starts with the NFIP, and 2025 to 2026 has been a rough stretch for the

program. NFIP's authority to write new and renewal policies lapsed for 43 days in late 2025 amid the federal government

shutdown, an event industry trade press estimated slowed roughly 1,300 home sales a day in flood-prone markets while lenders

waited on coverage. Congress reauthorized the program retroactively, and NFIP is currently authorized through September 30,

2026.

Layered on top of the reauthorization risk is FEMA's Risk Rating 2.0 pricing methodology, phased in between October 2021 and

April 2023, which moved NFIP from flood-zone-based pricing to individual property risk pricing. The result has been meaningful

premium increases for a large share of policyholders, and a corresponding decline in NFIP policy counts, with the drop

concentrated in lower-income communities that are more price sensitive.

Private flood carriers have been the direct beneficiaries. Private

flood's share of total U.S. flood premium grew from roughly 13% in

2016 to about 27% in 2024, and some analyses adjust that figure

closer to 40% once non-admitted and surplus lines placements

are captured, though that higher estimate should be treated as

directional.

Private carriers in Florida, Texas, and Louisiana, the 3 most flood-

exposed states, have also posted better loss ratios than the NFIP

in 8 of the past 9 years. Neptune Flood doubled its maximum

residential flood limit to $15 million in June 2026, up from $7

million, to serve high-value homes NFIP's low caps leave

underinsured.

Private Flood Share of Total U.S. Flood Premium

13%

27%

2016 2024

Source: Moody's; Insurance Journal, 2026.

None of this guarantees the NFIP's demise, and the program remains the default for the large majority of federally backed

mortgages in flood zones. But a program with periodic authority lapses, rising individually priced premiums, and shrinking market

share is exactly the environment in which private and parametric alternatives gain a permanent foothold rather than a cyclical one.

02 Personal Lines: Speed Alongside Certainty

In personal lines, the hybrid model generally keeps a traditional indemnity policy, NFIP or private, on the dwelling and contents,

and adds a parametric layer alongside it that pays near-instantly for costs a homeowner needs covered before the structural claim

is even adjusted: a hotel room, temporary housing, and other additional living expenses. The indemnity policy still determines the

ultimate rebuild cost; the parametric layer just removes the multi-week to multi-month wait for a first check.

FloodFlash (a NormanMax company). Sensor-based parametric flood insurance for businesses 

and homeowners, sold through brokers as an MGA and Lloyd's coverholder. An IoT depth sensor at 

the insured property triggers a pre-agreed payout within days of a flood, no adjuster required. 

Founded 2017 in London; expanded nationwide in the U.S. with capacity backing from Munich Re; 

acquired by NormanMax in 2025.

Because the trigger sits at the actual insured property rather than a regional gauge or index, FloodFlash's model narrows the

basis-risk gap that has made parametric flood a harder sell historically.
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Adaptive Insurance. Climate-specialty MGA writing parametric weather coverage: a residential 

flood product marketed as broader than NFIP, the GridProtect parametric power-outage product, 

and a wind-and-hail deductible buy-back. Founded 2024; $10 million raised to date from IAG 

Firemark Ventures, Sunna Ventures, Room & Pillar, and Connecticut Innovations.

Regulators are starting to build the scaffolding this market needs. New York became the first state to explicitly authorize

parametric coverage as a personal-lines product, amending its insurance law (Section 1113, via Assembly Bill A10344 and Senate

Bill S8066) to define parametric insurance by reference to weather events measured by a government agency, while mandating

disclosure that parametric coverage is less comprehensive than, and not a substitute for, traditional property and flood insurance.

Regulators clearly intend parametric to complement indemnity coverage, not replace it, which is precisely the hybrid thesis.

A related but distinct use case is emerging at the municipal level. The City of Isleton, California introduced a 2-year, community-

purchased parametric flood program to supplement NFIP coverage for its residents, and the Mississippi River Cities and Towns

Initiative is piloting a similar structure. These programs shift the buyer from the individual homeowner to the local government, but

the underlying logic, fast cash after a flood event without waiting on claims adjustment, is the same.

03 Commercial Lines: Closing the Business Interruption Gap

Commercial flood has a more structural gap than personal lines, and it centers on business interruption. NFIP's commercial (non-

residential) limits cap at $500,000 for the building and $500,000 for contents, with no business interruption coverage included at

all. Any commercial property with real revenue at stake, a hotel, a manufacturing facility, a distribution center, is left to the private

market or self-insurance for anything beyond those caps, and standard commercial property policies frequently exclude flood

entirely or sublimit it well below the actual exposure.

Flood business interruption is also genuinely difficult to adjust under a pure indemnity structure. Separating revenue lost

specifically because of flood damage from revenue lost to a broader regional disruption, road closures, employee displacement,

supply-chain disruption, is a slow and often contentious exercise. That is precisely the kind of claim parametric coverage is built to

shortcut: pay on the trigger, skip the causation fight.

The clearest signal that commercial parametric flood has moved from niche to mainstream came in February 2026, when

Floodbase and Liberty Mutual launched an instant parametric flood quoting capability for the U.S. commercial market. The product

is built to complement traditional property coverage and specifically addresses non-damage business interruption, with up to $25

million in limits available for a single location and materially higher limits for multi-location placements. Liberty Mutual is a top-tier

carrier, not a boutique MGA, and its involvement signals institutional confidence in parametric flood data quality. Descartes

Underwriting, along with Aon, Burns & Wilcox, and Swiss Re, are also active in commercial parametric flood and storm surge.

The model also reaches into commercial niches indemnity markets barely touch. Gallagher and FloodFlash built a parametric flood

product specifically for golf courses, providing up to $10 million of coverage per course, a segment with almost no meaningful flood

BI capacity in the traditional market. When a market segment is effectively unwritable under indemnity, parametric is not just a

complement, it is often the only option.
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Personal vs. Commercial: A Side-by-Side View

Personal Lines Commercial Lines

Indemnity gap 
addressed

Slow claims payout for additional living 

expenses (temporary housing, relocation)

Business interruption; NFIP commercial caps at $500,000 

building / $500,000 contents with no BI at all

Parametric's role Fast cash for immediate living expenses 

alongside the structural claim

Fast cash for lost income and extra expense; sidesteps 

causation disputes

Representative players FloodFlash, Adaptive Insurance, Neptune Flood FloodFlash, Descartes Underwriting, Floodbase / Liberty 

Mutual, Gallagher

Regulatory posture Just gaining formal recognition (New York, 

2025–2026)

Sold as commercial specialty / E&S; less retail regulatory 

friction

Adoption stage Early; some municipal pilots supplementing 

NFIP

Further along; a top-5 carrier (Liberty Mutual) already 

active

04 What This Means for Capital and M&A

For an advisory practice focused on P&C insurance services and technology, the hybrid parametric-indemnity trend in flood is

worth tracking on two fronts: as a live product story, and as an active M&A and financing theme.

On the M&A side, the clearest precedent is FloodFlash's own sale. NormanMax Insurance Holdings, a specialist parametric

underwriter, agreed terms to acquire FloodFlash in February 2025, and the deal closed by April 2025 following UK Financial

Conduct Authority approval. FloodFlash continues to operate as an MGA and Lloyd's coverholder under NormanMax. Neither party

disclosed a purchase price; a $20 million figure appears on at least one deal-tracking aggregator, but it is not corroborated by any

primary source and should be treated as unconfirmed.

Parametric Insurance Market Size, Range of 
Published Estimates

Low estimate High estimate

$19.7B
$23.9B

$34.7B

$43.9B

2026 2031E (implied)

Source: Research and Markets; GlobeNewswire, 2026. 2031E implied 

at the forecast 12–13% CAGR.

On the financing side, Adaptive Insurance's $10 million in total

funding (most recently a $5 million add-on in July 2026) shows

continued early-stage investor appetite for parametric-first

specialty MGAs, backed by a mix of strategic and financial

investors.

More broadly, the parametric market is estimated at $19.7

billion to $23.85 billion in premium for 2026 depending on

methodology, with most forecasts clustering around a 12% to

13% CAGR into the early 2030s. The spread is wide enough

that the range, rather than any single figure, is the more

reliable reference point.
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The broader MGA M&A environment supports continued consolidation. Private equity-backed platforms, ANV, Optio, Doxa, K2,

and Novacore among them, completed deals in the first half of 2026, and scaled, profitably underwriting MGA platforms with stable

capacity relationships continue to command mid-to-high-teens multiples. Flood-specific parametric MGAs and data and analytics

providers sit squarely inside that buyer universe, particularly as carriers like Liberty Mutual demonstrate a willingness to partner

with, rather than build, parametric flood capability.
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Flood is not a special case so much as a leading indicator. The same structural conditions, a shrinking or 

slow-paying incumbent public program, a business interruption gap indemnity has never closed, and data 

good enough to price a precise trigger, exist to varying degrees in wildfire, severe convective storm, and 

named windstorm risk. Expect the hybrid parametric-indemnity structure to migrate into those perils on a 

similar timeline, and expect the MGAs, data providers, and capacity partners that prove out the model in flood 

to be the natural acquirers, or targets, as it does.
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