
Building & 
Managing
TEAMS

© Educe Inc. | Limitless Advisor
Limitless materials may not be reproduced, used, or sold in whole or in part, in any manner, without written consent or license for use by Educe, Inc.

STEPHANIE 
BOGAN

TIFFANY 
CHARLES



SHIFT YOUR 
MINDSET 

Build the team that builds the business. 
Don’t build a team that you build a 

business to support.  
~Tiffany Charles



COMPELLING CULTURE
   

PURPOSE-DRIVEN LEADERSHIP 
 

COMPENSATION & CAREER OPPORTUNITY 
 

MANAGE & MENTOR 

A STRATEGY FOR GROWTH 
      

BUILDING HAPPY, HIGH PERFORMING TEAMS

Define an organizational strategy, recruit top talent

Be a place people WANT to work

Manage, mentor and develop your team

Provide clarity re growth and opportunity

Have a clear vision and defined values



PURPOSE-DRIVEN LEADERSHP: DEFINED VALUES
Endearing Qualities That Define Your Organizational Behavior
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Defined Vision & Values
Clear set of culture guidelines

Leadership Lives the Values
Strategic planning, quarterly business review, 
monthly meetings, team check-ins, hiring, etc.

Integrated Business Systems
Key facet of strategic planning, business meetings, team check-ins, 
hiring, career pathing
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4 Continuous Awareness and Alignment
Team meetings, recurring events, reminders

Communication, Communication, Communication!
Clear, consistent, collaborative communication is key to culture
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CHOOSE YOUR LEADERSHIP STYLE

COMMAND & CONTROL (POWER) LEAD & COLLABORATE (INFLUENCE)
“WTF happened here?!?”

“Do A, then B, then C…exactly like I would.”
“Don’t forget email should exactly say…”

“What else is messed up?”
“Is this done exactly how I would do it?”

“What was the system breakdown?”
“Are there ways to improve our processes?”

“What are you most concerned about?”
“How can I help you do your job better?”



1 2 3 4 5 6
DIRECTION 

SETTING
ALIGNMENT MOBILIZE ENGAGE CONNECTION EFFECTIVENESS

Be Bold. Treat the soft 
stuff as hard.

Solve for the 
team’s 

psychology.

Help directors 
help the 
business.

Start with 
“Why?”

Do what 
only you 

can.

6 MINDSETS OF THE BEST CEOs



CHOOSE YOUR COMPANY CULTURE

UNRAVELLING
DISORGANIZED

ANYTHING GOES

TEAMWORK & ACCOUNTABILITY
ORGANIZED

SYSTEMS, STRUCTURE, CONFIDENCE



going it alone
undisciplined

frenzied & unfocused

going the right way
intentional

clear, calm & confident

VS.

“I’ll manage it” “I’ll find a mentor”

TAKEAWAY: I DON’T 
HAVE TIME

IF I TAKE THE TIME,
TIME IS MY TAKEAWAY



LIFESTYLE 
w/Service Advisor

SILO 
PRACTICE
with staff

ENSEMBLE
multiple Advisor teams

ENTERPRISE
scaled business

THE TEAM EVOLUTION

SILO
shared resources

It’s not about you; it’s about the outcome of you



A Strategy for Growth
(more of the same or more efficient growth)



WHAT KIND OF TEAM ARE YOU BUILDING?
WHAT TEAM BEST SUPPORTS YOUR MODEL PRACTICE?

SOLO BEYOND….

500K+ - $2.5M+

TRUSTED
ASSISTANT

SERVICE 
ADVISOR

ADVISOR/CEO ADVISOR/CEO

MANAGERS

TRUSTED 
ASSISTANT

CLIENT TEAMS

YOU

TRUSTED 
ASSISTANT

PROFESSIONAL
MGMT

ADVISORY INVESTMENT OPERATIONS MARKETING

$0- 1.5MK $1M+ $3M+

SOLO PRACTICE
w/ Service Advisor

ENSEMBLE
w/ Advisor Teams
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ADVISORY TEAM MODELS

Client 
Wealth 

Strategist

Client
 Wealth 
Planner

Client 
Wealth 

Coordinator

Client

DIAMOND TEAMS
Ex. Mission Wealth

CENTRALIZED CORECLIENT CENTRIC



Client 
Wealth 

Strategist

Client
 Wealth 
Planner

Client 
Wealth 

Coordinator

Client

ADVICE & CLIENT FULFILLMENT

SPECIAL
Client

Advisory
Technical 
Planning

Investment
Management

Account 
Service

FOCUS Relationship
Management 

& Advice

Financial
Planning

Investment
Management

Account 
Services & 

Money 
Movement

ROLES Strategist
Coordinators

Planners CIO Client 
Operations 
Specialist 

(COS)

Client 
Service

Specialist
(CSS)

TEAM ROLES AND FOCUS



MANAGING TEAMS
Clients and Revenue

The Practice Benchmark / KPI 
Tools assess performance 
at a firm level.  

The Advisor Team Revenue 
Modeler is designed to help you 
assess and evaluate 
performance by advisor team.



PERFORMANCE
Position and Firm

RECOGNITION
Above & Beyond

PERKS & BENEFITS
Compensation Is More Than Money

BENEFITS PERKS

BASE PACKAGE
Base Salary / Rate

GROWTH
OPPORTUNITY

SEE MANAGING COMPENSATION, 
PERFORMANCE & CAREER PATHING

COMPENSATION 

See Managing Compensation, Performance & Career Paths lessonCome to our next session! Not to this step yet? See Hiring and Training lesson in library



CAREER PATHING GROWTH

Ongoing conversations and coaching

Time for growth

Make “growth & development” a requirement

Career path for climbers



PARTNER
(Partnership opportunities are limited)

Senior Advisor / Senior 
Financial Planner (L4)

Advisor / Financial 
Planner (L1-3)

Associate Advisor / 
Associate Planner (L1-2)

Operations Manager
(L1-3)

Client Service  
Manager (L1 – L2)

Administrative 
Assistant (L1 -2)

Senior Client Service 
Manager (L3)

Para-Planner (L1-3)

Director Business & 
Operations (L1-3)

Define career paths for role

Establish levels and criteria

Advance as meets criteria

Compensation aligned 
w/contribution

Intern



CAREER PATHING: TEAM



CAREER PATHING: 
ADVISOR

1. Contributes significantly to the intellectual capital 
development of the firm through tangible contribution to 
research, creation of IP, thought leadership and/or 
business development. 2. Responsible for a minimum of $1M of annual recurring 
revenue to the firm. 3. Employed with Firm for a minimum of ___ years.

4. Exemplifies Core Values. 
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PRIORITIES
LIMITLESS LESSONS
• Your Vision for Success
• My Model Practice
• Take Control of Your Time

PEOPLE
LIMITLESS LESSONS
• Rock Star Right Hand
• Building & Managing Teams
• Hiring & Training
• Managing Compensation, 

Performance & Career Paths

PROJECTS
LIMITLESS LESSONS
• Action & Accountability
• This One!

MANAGING TO STANDARDS

Watch our Managing Projects Tribe Talk on Good Vibes Tribe!



Find this lesson on Limitlessfa.life

RESOURCES



• Read the Building & Managing Teams 
Guidebook and review all resources 

• Use the sample job descriptions to hire and 
define your team roles

• Refer to the Professional Development Process, 
Team Check In Form, Weekly Team Meeting 
Agenda and Weekly Team Report Card to 
manage and develop your team

• Drive: The Surprising Truth About What 
Motivates Us, Daniel Pink

• The Culture Code: The Secrets of Highly 
Successful Groups, Daniel Coyle

• The Effective Executive: The Definitive Guide 
to Getting the Right Things Done, Peter 
Drucker

• The Five Disfunctions of a Team: A Leadership 
Fable, Patrick Lencioni

• Tribes: We Need You to Lead Us, Seth Godin
• To dive deeper, use the Staffing for Success 

Learning Path

• Commit to building a team of 
happy, high performers 

• Hire, train, manage, compensate 
and grow your teams using these 
strategies, systems and 
streamlined tools 

TAKE
ACTION

LEARN
 MORE

ADAPT & 
APPLY
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