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THE MEETING-SURGE STRATEGY
Systematizing Is the Secret to Scaling Special

Standardize & Systematize 
FACTORY WORK

ENJOY
More Time & Freedom

Deliver Clients Deeper Value 
& Consistent Experience

FOCUS WORK



What Are MEETING SURGES?

SIMPLIFY, SYSTEMATIZE, AND SPECIALIZE
THE CLIENT MEETING PROCESS

What are surges? How do they work? 
Can they really work for me?



Scaling Up
DOESN’T MEAN WATERING DOWN



BEST Practices. 
PROVEN Practices.

1 The Surge Strategy
Preparing the Advisor 

2 Preparing the Client
Preparing the Team 
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Setting Your
Surge Schedule

TAKE SURGES FOR A TEST DRIVE
Only do meetings 1 week per month

Size
FITS ALL

NO ONE

SET ANNUAL CALENDAR 
2 sets of meetings per year

MONDAYS: Prep 
FRIDAYS: Follow-up or free 

MEETING DAYS: T/W/Th only

OFF-CYCLE MEETINGS
Situational reviews, not case prep



Surge
AT YOUR COMFORT LEVEL

3 MEETS A DAY 4 MEETS A DAY 5 MEETS A DAY

3 meets a day
3 days a week 

= 9 meets a week 

4 meets a day
3 days a week 

= 12 meets a week 

5 meets a day
3 days a week 

= 15 meets a week

/ 160 meets / 160 meets / 160 meets 

= 18 weeks = 14 weeks = 11 weeks

2, 9-week surge sessions 
in April/May and Oct/Nov

2, 7-week surge sessions 
in April/May and Oct/Nov

2, 5.5-week surge sessions 
in April/May and Oct/Nov
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Managing
Your
Calendar

• Avoid holiday weeks
• Avoid quarter ends

• Avoid squeezes
• Schedule around time out



Do YOUR math (it will vary)
(# clients) x (# meets / year) * 80% = total # of meetings 

Determine your surge schedule and meeting capacity
# meets per week / total # of meetings = # of surge weeks

Prepare to make the shift; start slow and stay with it
You can implement in one cycle or over time—utterly 
flexible to your preferences

Creating Your Own 
SURGE STRATEGY



THE BEST Practice Process
4 Simple Steps to a More Streamlined, Satisfying Review Meeting Experience

• Contact clients and 
provide Acuity link
6 weeks out

• Send reminder to 
schedule email
4 weeks out

• Call clients that 
haven’t scheduled 
3 weeks out

• Send meeting 
confirmation letter
Upon scheduling

• Review client situation; 
confirm meeting agenda 
4 weeks out

• Email meeting agenda to 
client for feedback
3 weeks out

• Engage COI touchpoint 
3 weeks out

• Case prep: One-Page Plan, 
projections, materials 
2 weeks out

• Send Reminder email to 
client/COI
1 week out

• Ensure meeting room is
prepped & ready

• If on-site, greet client(s) and 
direct to meeting room

• If virtual, login with 
welcome slide
15 minutes prior

• Meet with client(s) 
75 minutes

• Advisor downloads 
notes & next steps
15 min following

• Draft One-Page Plan/ 
Meeting Summary 
1–3 days following

• Send One-Page 
Plan/Meeting Summary 
to client 
3 days post (NLT 5 days)

• Post meeting check-in 
with client
30–60–90 days (tailor)

C
X

 
to

uc
hp

o
in

ts • Scheduling email 
w/calendar link

• Reminder email with 
calendar link

• Meeting confirmation letter

• Meeting agenda
• Meeting reminder with 

agenda for input

• Personal welcome
• Meeting environment
• Meeting materials
• Meeting Agenda
• Talking points 

• Meeting follow-up email

2: PREPARING1: SCHEDULING 3: THE MEETING 4: FOLLOW-UP



Why are we having 
a conversation about 
Model Meetings?

FLAT
Stale meetings that focus
on facts & figures

FRENZIED
Frantic meetings that are 
inconsistent, disorganized, 
and time-consuming

LIMITLESS ADVISOR
Client engagement that 
delivers massive value to 
client with epic efficiency

TRUSTED ADVISOR
Client-focused conversations 
that deliver caring and 
competent advice in client’s 
best interest



Personal 
(check-ins)

Planning and Portfolio 
(updates/actions)

Products
(solutions)

CARL RICHARDS’S

BEHAVIOR GAP



0-5

5-10

10-60Review of 
Statement of 

Financial Purpose 
& Goals

Performance 
Review

Small Talk

BEHAVIOR GAP
Carl Richards’s version

0-5
5-10

10-30

30-50

50-65

65-75

• Give closing question
• Summarize key 

discussion points
• Confirm next 

actions and 
timing

• Client 
value-adds

• Plan: Ask, "Am I on track?"
"What needs attention?"

• Personal 
discussions: 
Clarify & 
confirm goals, 
circumstances, 
changes, and 
challenges

• Look at "my 
agenda" and 
"your agenda"

• Welcome client
• Start opening

conversation
• Clarify agenda, timing

• Provide progress
review (value added)

• Ask, "What has 
your attention
right now?

• Portfolio: give brief 
investment summary

• Perspective:
give market
commentary, 
reinforce the 
disciplined 
approach, frame 
expectations



You 
PLAY
How  You 
Practice



6 Weeks Prior
PREPARE LIST

• WHO are we going to invite?

• WHY are we meeting with them?

• WHAT do we need to prepare?

• WHAT did we learn from the last surge?

Premeeting PREP



PREPARING CLIENTS
NEW CLIENTS
Client-Engagement Standards

We will meet with you
twice a year, during
these times…

We will be shifting to client
meetings twice a year during
these months….

CLIENTS MAKING THE SHIFT
1:1 client conversations: 

We meet with clients in the
spring and fall so we can
discuss taxes and year-end
planning…



The Meeting
INVITATION 

Adam’s Meeting Invitation 
email includes: 
• Link to upload documents
• Link to schedule meeting   
• Agenda with request for 

client(s) to add their top-of-
mind items

Table Stakes: 
Online Scheduling

Calendly and Acuity 
do the work for you 



PREPARING
THE TEAM

6 WEEKS OUT: SCHEDULE
• Create meeting invitation, send with 

scheduling link
• Send meeting confirmation letter
• Send reminder email

2–4 WEEKS OUT: PREPARE
• Fill in surge-schedule gaps
• Follow up with clients
• Begin case prep 

1 WEEK OUT: TEST-DRIVE
• Create clean, tidy, welcoming office space
• Include CX touches: fresh flowers, 

beverages, and treats; prepare Zoom 
background

• Confirm appointments for following week
• Schedule follow-up/service time
• Review case prep



PREPARING THE ADVISOR
AUTOMATED VERSION

PROCESS SYSTEMATIZES, TEAM SPECIALIZES

With Trusted Right Hand 

With Service Advisor 



MEETING
DAY



What Happens
NEXT
Block off next two weeks, block 30 min. after 
each meeting or end of day:
- Compliance
- Note dictation
- Trading and rebalancing
- Paperwork
- Beneficiary changes



Follow-Up WORK
○ Processing notes (e.g., Mobile Assistant 

link to Redtail)

○ Completing action items

○ Following up with clients

○ Sending follow-up letters/emails

○ Updating CRM/client files

ARE WE DONE YET?
Surge Debrief

○ What did we learn? What worked?

○ Where did the process break down? 

○ How can we improve the CX?

○ Let’s celebrate (define in advance)



What about
OUTSIDE OF 
APPOINTMENTS?

MEETINGS ARE SCHEDULED 
TUESDAY, WEDNESDAY, AND THURSDAY
(NEVER Monday or Friday) 

MEETINGS ARE ALWAYS SCHEDULED FOR 
FOLLOWING WEEK OR BEYOND 
(NEVER this week)

ALL MEETINGS GET FULL CASE PREP; 
“SITUATION” MEETINGS DIFFERENT 
(NEVER a review meeting without case prep)

1

2

3



LESSONS 
Learned

It’s not always perfect

It’s a process, not an event

Don’t forget follow-up work

Workflows make a difference

Regular communication is key

Continuous improvement is imperative

Have a plan for taking or not taking 
new clients during surge



• Create your surge and nonsurge
meeting rules

• Design/update your surge workflows
• Design/update your surge materials 
• Implement first surge period and 

debrief

• Use the Surge Process, Annual 
Calendar, and Weekly Schedule to set 
your surge schedule

• The Client Surge Guidebook
• "Financial Advisor Checklists to Enhance 

the Client Meeting Prep Process," Kitces
• The One-Page Financial Plan, Carl 

Richards
• Flow, Mihaly Csikszentmihalyi
• The Enduring Advisory Firm, Mark 

Tibergien & Kimberly Dellarocca

APPLYWATCH & 
READ

ACT



GOT QUESTIONS? 

Alum Cindy Alum Neal  
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