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THE BUSINESS CASE
SERVICE SYSTEMS

Feeling overwhelmed
Reliably reactive
Energy-draining  

Struggling to consistently deliver 
Not confident about value perception

Feeling overjoyed
Predictably proactive
Energy-creating
Consistently delivering w/ confidence
Delivering massive value



+
FOCUS 
WORK

FACTORY 
WORK

=
5-STAR 

SERVICE MODEL
(hyper-specialized, hyper-efficient)



5 Steps to a 5-Star
Service Model

1
Calculate 

Client Time

2
Analyze Current 

Client Base

3
Identify

Changes

4
Set Your Service 

Offering

5
Plan/Launch
New Service 

Model and/or 
Transitions

Deliver deeper value
and 

gain back your time



STEP 1: SEGMENT YOUR CLIENTS
STEP 1:  

CALCULATE TIME SPENT 
BY SEGMENT

• Divide clients into segments
• Estimate advisor time by segment
• Evaluate % of ADV  time used vs. available
• Keep this in mind when evaluating clients, 

profitability, fees, minimums & growth capacity

See this worksheet in your Retreat Workbook! 



STEP 2:
ANALYZE CURRENT 
CLIENT BASE 

IDEAL CLIENTS
Meet my Profile/Niche

Motivated, Able to See Value, Happy to Pay
Trust and Follow my Advice

Spread the Word 

NOT IDEAL CLIENTS
Not in your profile/niche

Unprofitable
Unkind/Uncool

Challenge you/value
Price shoppers

PITAs

Assess Profitability
Assess Fees

Assess Experience



Covering The Cost 
Of “C” Clients But 

Don’t Know It
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MAKE CHANGES BY:
• Standardizing minimums and fees
• Creating a service and response standard
• Establishing a Client Review Process
• Building a system for proactively connecting 

with clients
• Delivering consistent value adds (See Client

Value Adds lesson!)
• Introducing policies and practices for 

fixing mistakes
• Establishing a Client Intelligence System
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GOALS
Seek to clarify, simplify 

and organize their entire 
financial life

SERVICES

Integrated plan and 
investment management 

covering all aspects of 
their financial life

MINIMUMS 
& FEES

Minimum: $1M AUM
Asset fees + planning 

retainer

Seek targeted solutions to 
specific goals or situation

Guidance and advice 
related to their specific 

concern

Minimum
$2,000 fee, $375/hr

Seek professional 
expertise to align their 
investment strategy 
with their financial 

goals

Ongoing investment 
management guidance 

and implementation

Minimum: $1M AUM
Asset fees

WEALTH PLANNER PROJECT PLANNIER

Niche Client 
Building Wealth

$250,000 / $2,500 min.

Niche Client
Executive Wealth

$750,000 / $7,500 min.

Niche Client
Business Wealth 

$2M+ / $15,000 min.

SIMPLE IS THE ULTIMATE SOPHISTICATION

PORTFOLIO PLANNER

TIERED MODEL
Niche Client

Retirement Wealth
$750,000 / $7,500 min.

TYPES  MODEL



TREAT CLIENTS 
FAIRLY

NOT EQUALLY



PLANNING WORK
INVESTING WORK

SPECIALIZED WORK
CLIENT VALUE ADDS

CX TOUCHPOINTS
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STANDARDIZE.  SYSTEMATIZE.  SPECIALIZE.

SPECIALIZED ADVICE

CLIENT PREFERENCE 

PERSONAL EXPERIENCE

CLIENT REVIEWSCLIENTS, MINIMUMS & FEES

CLIENT VALUE ADDS

SERVICE STANDARDS

FIXING MISTAKES

PROACTIVE CALLS
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ENVIRONMENT

APPEARANCE

CLIENT REVIEWS

VALUE ADDS

PERSONAL 
COMMUNICATIONS

COLLATERAL

TRUSTWORTHY

PERSONABLE

CAPABLE

ENGAGEMENT



In-practice: United Capital 
now Goldman Sachs Personal Financial Management



THE ECOSYSTEM EXPERIENCE
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“The cave you 
fear to enter is 
where your 
treasure lies.”

1
CALCULATE ADVISOR TIME 

BY SEGMENT & CLIENT TIME CAPACITY

EVALUATE CLIENT BASE 
PERFORMANCE

Profitability and Capacity 

SET UPDATED STANDARDS
• Commit to right-sizing your client 

base

• Client type/tiers

• Fees/minimums

• Services/time

• Capacity/profitability

3

2



Your Job is to OFFER.
Their Job is to CHOOSE.

“We are taking steps to clarify the role our firm 
plays in your financial life and the way we work 
to serve you in meeting your financial goals. I’m 
excited to share that we’ve made 
improvements to our service offering so that 
we provide a level of support designed to help 
you meet your financial goals. Going forward, 
we have three levels of engagement, which you 
can choose from depending on what best suits 
your needs and goals…”



Use On-Purpose Planner (project planning form)
• Take time to plan and map out your project  
• Engage your team to discuss and define the process 

Package new Service Model
• Develop scripts and client communications (see samples) 
• Design prospect and/or client-facing materials
• Train and prepare team until they’re ready
• Rehearse until you’re ready 

Build Transition Plans
• Implement changes to standards (fees, minimums, etc.)
• Identify client transitions: who, what, when, how to 

communicate
• Launch in batches, start with lowest risk clients
• Embrace the “white knuckle” moment

Update brand, sales and marketing 
• Develop COI update campaign and scripts

• Update Website and online sales funnel

• Update Prospect Process

• Update prospect/client deliverables GO!P
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APPLY
WATCH/

READ ACT

• Complete the Client Model Time Calculator

• Complete Client Segmentation & Fee Analysis

• Read & apply the 5-Star Service System Guidebook 

• Design your 5-Star Service Model

• Read & apply the Service Model Transitions 
Guidebook

• Read & Apply Fee Transitions Guidebook 

• Launch new Service Model

• Launch changes to: 
• Client types
• Fees / fee model
• Minimums

• Plan / launch client transitions

• Update sales and marketing 
process, campaigns, scripts and 
deliverables

• Building a (Modern) Client Service System 
Model to Deliver Value More Efficiently, 
Profitably, And Enjoyably, by S. Bogan

• Creating Client Service Calendars That 
Demonstrate Ongoing Advisor Value, by Adam 
Van Deusen

• Increasing Financial Planning Efficiency With a 
Systematized Annual Process, by Kyle Moore

• Crafting An Annual Client Service Calendar to 
Illustrate A Financial Planner’s Value To 
Prospective Clients, by M. Kitces

• The New Gold Standard: 5 Leadership 
Principles for Creating a Legendary Customer 
Experience, Joseph Michelli
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