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RIGHT-SIZING 
YOUR CLIENT BASE



REVENUE SERVICES CAPACITY PROFITABILITY



Mindset 
PUT YOUR OWN 
MASK ON FIRST

RELATIONSHIPS
All Clients Are 
Good Clients

VALUE
Imposter 

Syndrome

WORTH
Fear of 

Rejection



THE
SERVICE

SYNDROME



5 STEPS TO A 5-STAR SERVICE MODEL

1
CALCULATE 

YOUR CLIENT 
TIME

(FOR CLARITY)

2
ANALYZE
CURRENT

CLIENT BASE
(FOR OPPORTUNITIES)

4
DEFINE 

SEGMENTS &
SERVICE TIERS

5
LAUNCH SERVICE

MODELS & 
TRANSITIONS

DELIVER 
DEEPER VALUE, 

HYPER-EFFICIENTLY

3
IDENTIFY

CHANGES &
TRANSITIONS
(FOR ALIGNMENT)



• 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 



TREAT CLIENTS 
FAIRLY,

NOT EQUALLY



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



Covering The Cost 
Of “C” Clients But 

Don’t Know It



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 what impact changes to 

segmentation and fees would have on revenue

SEE "RIGHT-SIZING CLIENT BASE" LESSON



STEP 4
DEFINE

SEGMENTATION  

SERVICE TIERS

SERVICES 

Where is all your time going?

SEE "5-STAR 
SERVICE 

MODEL" LESSON



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 increase with 
clients to promote 

sustainable business

CLIENT TRANSITIONS

Transition away clients 
who are no longer a fit for 

services, fees, or alignment



is for fear



SERVICE-MODEL 
TRANSITIONS

#1

#2

#3

#4

#5

Identify service-model transitions

Define service model (see "5-Star 
Service Model" lesson)

Draft client-communications 
plan and communications

Create tracking process 

Launch with lowest segment 
(don’t practice on best clients)



FEE TRANSITIONS

#1

#2

#3

#4

#5

Identify service-model transitions

Define service model (see "5-Star 
Service Model" lesson)

Draft client-communications 
plan and communications

Create tracking process 

Launch with lowest segment 
(don’t practice on best clients)



PRICE VS. VALUE

“$275 a month…
that’s a sh*tty 
car payment.”



CLIENT
TERMINATION

#1

#2

#3

#4

Identify client terminations

Draft client-communications 
plan and communications

Create tracking process

Launch



5 STEPS TO A 5-STAR SERVICE MODEL

1
CALCULATE 

YOUR CLIENT 
TIME

(FOR CLARITY)

2
ANALYZE
CURRENT

CLIENT BASE
(FOR OPPORTUNITIES)

4
DEFINE 

SEGMENTS &
SERVICE TIERS

5
LAUNCH SERVICE

MODELS & 
TRANSITIONS

DELIVER 
DEEPER VALUE, 

HYPER-EFFICIENTLY

3
IDENTIFY

CHANGES &
TRANSITIONS
(FOR ALIGNMENT)



Q&A
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