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5-STAR 

STANDARDIZING THE PROCESS 
TO SPECIALIZE THE EXPERIENCE

CFP® CREDIT Approved

Service Model



THE
SERVICE

SYNDROME



+ FOCUS 
WORK

FACTORY 
WORK = 5-STAR 

SERVICE MODEL
hyper-specialized

hyper-efficientAUTOMATED BY SYSTEM SPECIALIZED ATTENTION



Covering the Cost 
of “C” Clients but 

Don’t Know It



5 STEPS TO A 5-STAR SERVICE MODEL

1
CALCULATE 

YOUR CLIENT TIME
(FOR CLARITY)

2
ANALYZE

CLIENT BASE
(FOR ALIGNMENT)

4
DEFINE 

SEGMENTS &
SERVICE TIERS

5
LAUNCH

SERVICE MODELS
& TRANSITIONS

DELIVER 
DEEPER VALUE, 
HYPER-EFFICIENTLY

3
IDENTIFY 

CHANGES AND 
TRANSITIONS



• Estimate profitability by segment

• Project advisor time needed to service client base

• Highlight capacity and efficiency concerns

Where is all your time going?

AVERAGE ADVISOR HOURS BY SEGMENT1

TOTAL CLIENT ADVISOR-TIME NEEDS2

STEP 1
CALCULATE 



STEP 2
ANALYZE 

The CLIENT BASE & PROFITABILITY ANALYSIS 
tool is used to assess the relationship between 
revenue, services, profitability, and capacity.

FIT

REVENUE

PROFITABILITY

CAPACITY

• Estimate profitability by segment.

• Project cumulative client advisor-time needs

• Highlight capacity and efficiency concerns

When the vision is clear, the decisions are easy



STEP 3
ASSESS 

SEGMENTATION CHANGES

FEE CHANGES

REVENUE IMPACTS

The best way to make money 
is to not lose big chunks of it

The CLIENT SEGMENTATION & FEE ANALYSIS 
tool allows you to Monte Carlo how segmentation 

and fees would impact revenue.

SEE RIGHT-SIZING CLIENT BASE LESSON



STEP 4
DEFINE

SEGMENTATION  

SERVICE TIERS

SERVICES 



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 situations

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 PLANNER

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.

PORTFOLIO PLANNER

TIERS
Niche Client

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

SEGMENTS



Specialize
STANDARDIZE

Scale

S
p

ecia
lize

S
ystem

a
tize

STANDARD: The CFP® Stuff

STANDARD: CX Touches

SPECIALS: Value-Drips

SPECIALS: CX Touches

PERSONAL

PERSONAL CX

SPECIALS, BY TYPE/TIER

ALL CLIENTS, BY TIER

ALL CLIENTS

ALL SPECIALS, BY TYPE/TIER

ALL CLIENTS, BY AGENDA

BY CLIENT, BY TIER

SPECIALIZED 
TIERS



LEVELS OF 
SYSTEMIZATION

BEGINNER (Y1)
• Model Meetings
• Client Meeting Surges

INTERMEDIATE (Y2+)
• Systematize Service Model
• Value-Adds in Meetings

ADVANCED (Y2+)
• Services Delivered in Person and via 

Automated Workflows
• Annual Calendar Schedule
• Planning Modules and Value-Adds 

Delivered on Timeline
• Specialized Workflows for Specialized 

Segments



Scaling Up
WATERS DOWN



STEP 5
LAUNCH

FEE INCREASES

TRANSITIONS

SERVICE MODELS

MAKE CHANGES BY...
• Standardizing minimums and fees
• Creating service standards
• Defining a consistent process & 

schedule
• Systematizing proactive planning
• Cultivating a system for consistent, 

credible connection with clients 
• Adding specialized services
• Utilizing value-adds



SERVICE TRANSITIONS

Introduce and invite to 
participate in new firm 

services

FEE INCREASES

Share fee increases with 
clients to promote 

sustainable business

CLIENT TRANSITIONS

Transition away clients 
who are no longer a fit for 

services, fees, or alignment

SEE RIGHT-SIZING CLIENT BASE LESSON



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 those goals. Going forward, we have three levels of 
engagement, which you can choose from depending on 
what best suits your needs…”



SAMPLES

CLIENT-FACING DELIVERABLES
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5 STEPS TO A 5-STAR SERVICE MODEL

1
CALCULATE 

YOUR CLIENT TIME
(FOR CLARITY)

2
ANALYZE

CLIENT BASE
(FOR ALIGNMENT)

4
DEFINE 

SEGMENTS &
SERVICE TIERS

5
LAUNCH

SERVICE MODELS
& TRANSITIONS

DELIVER 
DEEPER VALUE, 
HYPER-EFFICIENTLY

3
IDENTIFY 

CHANGES AND 
TRANSITIONS



Q&A



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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