
Write this down or put it in the chat: 

Q:  What is your biggest frustration 
or challenge when it comes to
new client onboarding?
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THE SPACE BETWEEN

PROSPECT PROCESS

Initial Phone Call

Initial Office Visit

Second Meeting

Decision Point

Enrollment Paperwork

Educate/Analyze

CLIENT SERVICE MODEL

Service & Support

Staying on Track

Client Reviews

Value-Adds

Coordinating with
COIs

Ongoing Advice



My life’s savings is in motion!

I hope I picked the right person!

Where is my money?!?

If they made a mistake already…?!?

What is this fee?!?

Who do I call?

Why is this difficult?

How long is this going to take?

IMAGINE YOU ARE THE CLIENT

THE BIG QUESTION: CAN I COUNT ON YOU?



• Share Onboarding Process & 
Client Engagement 
Standards 

• Introduce Team & 
Onboarding Manager  

• Initiate COI outreach or
Referral Roadmap (current 
COIs)

• Send Welcome Packet & Gift

• Schedule Implementation 
Meetings

• Confirm Y1/Implementation 
Plan & Meeting Schedule

• Implementation meeting #1
• Investments
• Account Opening
• Deeper client  

intelligence

WELCOME 1
IMPLEMENTATION 

KICKOFF2 PLAN
IMPLEMENTATION 3 PROGRESS  

REPORTING
4

• Onboarding Manager 
initiates implementation 
projects

• Hold Implementation 
Meetings: 

• Tax planning
• Risk/Insurance
• Legacy/Estate
• Retirement 

planning

• Define & follow standard 
practices for each project 
(automate workflows)

• Weekly emails to client 
with progress reports

• Monthly emails to COIs 
with progress reports; 
assign check-in schedule

• Quarterly implementation  
meetings and/or check-
ins until service model 
integration  

• Integrate into first 
client review meeting 
(surge) 

• Service Schedule 
defined by Client 
Service Model

SERVICE 
MODEL

5

SYSTEMATIZING ONBOARDING
ONBOARDING SERVICE MODEL



Trusting
We can count on 

you

D
E

LI
G

H
T

DID I MAKE THE RIGHT DECISION?
THE CLIENT PERSPECTIVE

Anticipation
We can do this

Relief
We have a path

Informed
We’re getting on 

track

Comfortable
We’re in good 

hands

CLIENT SERVICE 
MODEL

AGREEMENT & 
WELCOME

KIT

1

IMPLEMENTATION
KICKOFF

2

PROGRESS
REPORTS

3

STAYING 
CONNECTED

4 5

Distrust
Over/Underserved
Lack of ProgressD

R
E

A
D Uncertain

What happens 
now?

Unclear
Frustration

Uninformed
Worry / Fear

Out of the Loop

Disengaged
Where did they go?

What’s next?





DEFINE THE 
PROCESS
Design a client-facing piece to create clarity and 
set expectations re: engagement and experience 



CREATE A CLEAR AND
WARM WELCOME

Welcome Letter
Onboarding Overview

Client Engagement Standards
Meet the Team

1



What To Expect From Us

What We Expect From You

SET CLEAR 
EXPECTATIONS • In this first 90 days, we’ll be focused on…

• Once all your accounts have transferred, you’ll hear 
from us every week until your first review meeting. After 
that, we’ll meet x times per year.

• We’ll follow up with you every Friday…

• Review Service Model (frame and focus)

• Engagement Standards (who & how we engage and 
support your success) 

• Let us know when your situation changes

• Reach out with any questions or concerns

• Respond to requests in a timely manner

• Take actions that support your financial planning goals

• We don’t predict the markets, but we’re great planners 
and problem-solving partners  

• Ongoing communication about how we can best help 
you align your money with the life you want to live



CLIENT 
ENGAGEMENT 
STANDARDS

SETS RELATIONSHIP STANDARDS

CREATES A CLEAR AND 
COMMON LANGUAGE 

SET THE EXPECTATION SO 
YOU CAN DELIVER ON THE 
EXPERIENCE 



IMPLEMENTATION KICK-OFF
2

IMPLEMENTATION MEETINGS 

Define and share your 
implementation process

Make scheduling easy

ACCOUNT OPENING & 
TRANSFERS

100% prepped & ready

Make signing easy
(in-person, DocuSign)

Be clear about what’s needed 

Timelines with the client

CRM-based follow-ups to track 
status

COI CONNECTIONS

Introduction to client’s 
existing COIs

Ongoing follow-up on related 
implementation items



PLAN IMPLEMENTATION
3

• Onboarding Manager initiates implementation 
projects

• Hold Implementation Meetings: 
• Tax planning
• Risk/Insurance
• Legacy/Estate
• Retirement planning

• Define & follow standard practices for each 
project (automate workflows)

• Onboarding Manager initiates COI outreach 
re: implementation

• Inform and involve COI relationship

• Ongoing contact (monthly check-ins)

Implementation 
Meetings 

COI Outreach 



PROGRESS REPORTING

30-DAY PROGRESS REVIEW

WEEKLY EMAILS  

“I’m reaching out to let you know that your account transfers are 
on track …

I’d love to schedule our next meeting to go over your accounts 
and spend time helping you learn to navigate the resources 
available to you.”

4

During this meeting, we’ll…

• Walk through account paperwork, share what 
to pay attention to, what to shred

• Share and train on tools/resources we’ll use in 
our work together

• Review our progress and implementation plan

• Schedule our next meeting 



“We will watch your 
transfers daily, giving 
you an update every 

week.

It might take a 
couple of weeks for 
XYZ firm to let go of 

YOUR money.”

IMAGINE YOU ARE THE CLIENT

“Moving your life’s 
savings can be scary. 
PLEASE call me if you 
have ANY questions or 

concerns in this 
process.”

“Murphy’s law says 
that as soon as your 
money transfers, the 
markets will go down. 

I hope this doesn’t 
happen, but I wanted 

to warn you.”



5SERVICE MODEL
TRANSITION



PROJECT ROADMAP
PROCESS

Educate staff on 
Onboarding goals 

(lesson review)

ID ’Onboarding Manager’ to 
clarify who owns process

Engage with staff to 
update Onboarding Process

(involvement inspires investment)

PEOPLE

Use tech platforms 
to standardize the 

onboarding experience

Organize ‘factory work’ 
and ‘focus work’ 

(similar to surges) 
to systematize a 

specialized experience

PLATFORMS PACKAGING

Outline new, standardized 
Client Onboarding process 

‘Rip Off & Deploy’
using Client Onboarding 

resources

Refine to fit your clients 
and preferences

Design client-facing 
Engagement Standards

Design client-facing
New Client Onboarding 

Update sales/marketing to 
reflect new experience and 

client-facing pieces
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TAKE 
ACTION

LEARN 
MORE

ADAPT & 
APPLY

• Define and document your 
client onboarding process

• Identify Onboarding Manager

• Systematize Onboarding 
process

• Update website, create 
client-facing materials

• Read the Client Onboarding 
Guidebook

• Review the Client Onboarding Process 
and Client Onboarding Journey, along 
with Forms 1-6:

• Form 1 Welcome Note Samples
• Form 2 New Client Welcome Letter
• Form 3 Welcome Packet Presentation
• Form 4 COI Introduction
• Form 5 Implementation Mtg Invites
• Form 6 Status Update

• Watch the Client Onboarding 
Lesson for strategy and how to 
build your Onboarding process

• Read The Checklist Manifesto,
Atul Gawande

YOUR NEXT STEPS
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WORKSHOP TIME 

• Review the Limitless 
Onboarding process

• Write down your 
current process in the 
margin

• Highlight in green 
opportunities to 
uplevel and do more

• Highlight in red where 
you are stuck
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