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You may have heard that financial service firms aren’t traditionally designed for serious growth.
Well, they were wrong! Do you want to become a million-dollar financial advisor, boost client
satisfaction, and dramatically expand your business? The Financial Advisor’s Success Manual
provides all the answers and strategies you need to do just that.Complete with proven
techniques, expert insights, and practical tips to maximize your profitability, this one-stop guide
will show you how to break the cycle of moderate growth by teaching you how to:• Develop a
differentiation strategy• Define and implement your six core client-facing processes• Balance
the cost of services with the value delivered• Enhance client loyalty• Perfect your personal
marketing and sales approach• And more!You didn’t start your financial services firm with a goal
of modest gains. So don’t settle for that! By implementing the methodologies and strategies in
this manual, you can grow your business beyond your wildest expectations--all while serving
your clients better.

Book DescriptionThe tools and techniques you need to be a top-producing financial
advisor.How do you become a million-dollar producer, boost client satisfaction, and dramatically
expand your business? The Financial Advisor’s Success Manual provides the answers to these
all-important questions—along with the proven techniques and expert insights you need to
maximize the profitability of your practice.Financial service firms traditionally aren’t designed for
serious growth. But this book shows how to break that cycle and earn more—all while serving
your clients better. You’ll learn to:Develop a differentiation strategy • Effectively segment your
book and analyze opportunities • Define and implement your six core client-facing processes •
Balance the cost of services with the value delivered • Formulate your business plan • Enhance
client loyalty • Measure what matters • Perfect your personal marketing and sales
approachPacked with tables, graphs, forms, worksheets, sample letters, and more, The
Financial Advisor’s Success Manual supplies everything you need to grow your business
beyond your wildest expectations.--This text refers to the hardcover edition.From the Inside
FlapAnalyzing returns, balancing risk, and mastering the array of investment vehicles make you
a capable and valued financial advisor, but those things alone won’t make a top producer. The
fact is, the skills that will enable you to crack the seven-figure mark typically aren’t taught in any
financial advisor manual, MBA program, or workshop.As a result, you, like many financial
advisors, may find yourself lost in the details of your job—filling orders and filing forms—
distracted from the processes and activities that could help you get bigger and earn more.You’re
not alone, the skill gap is industry-wide and financial services firms traditionally aren’t designed
to scale.The Financial Advisor’s Success Manual intends to change all that. It picks up where all
other books in this industry leave off. It takes the low expectations, fallacies, and misconceptions



many financial advisors default to and proposes a new set of truths: You can have the high-value
clients you need to meet your financial goals. You can spend the majority of your time on
revenue-generating activities. And you can do it by putting forth the same amount of effort that
you are expending right now.This book will show you how. It teaches you proven steps you can
take to start earning more—without sacrificing service. Because the fact is, when you’re doing
the best job for the right clients, everyone wins.Other books for financial advisors only focus on
finding and landing clients; this manual shows how to structure and organize your practice so it
can grow. Yes, you’ll learn strategic techniques for prospecting and winning clients—but first
you’ll learn to build the foundation for success and then implement marketing tactics that attract
and retain the right clients for achieving your goals.Veteran advisors might learn some of these
tactics through years of trial and error. With The Financial Advisor’s Success Manual, you can
cut to the chase with a structured process, time-tested strategies, easy worksheets, ready-made
templates, and more that will accelerate your growth. These proven techniques and valuable
assets save you years of angst and enable you to put your business on a path that reaps
exponentially larger rewards sooner than you’d imagine.The Financial Advisor’s Success
Manual gets you thinking differently from the get-go. It all starts with a mindset shift. Are you
prepared to reassess everything you know about financial management? Then ask yourself
these questions, and read The Financial Advisor’s Success Manual to be guided to the
answers.Which of your clients deserve the most retention effort?What clients provide the best
growth opportunities for you?Which of your clients should you transform or transfer in order to
increase their value or reduce their cost to your business?Where should you focus your referral
and introduction efforts?How should you direct your marketing efforts?What are the most
effective ways to communicate with your prospects and clients?What qualities do your top
clients have in common?You have the talent. Now all you need is the manual.David Leo is a
business coach and strategic consultant to financial advisors. He has decades of financial
services industry experience, including over seven years in Paine Webber’s Private Client
Group, where he specialized in productivity solutions. Craig Cmiel is co-founder and managing
partner of Great Lakes & Atlantic Wealth Management and Advisory Partners.--This text refers to
the hardcover edition.From the Back CoverA thriving financial advisor’s business is like a
beautiful machine: your efforts produce your clients’ returns, and your clients feel rewarded,
satisfied, and well-counseled—so much so that they refer friends and family to soon become
rewarded, satisfied, and well-counseled clients, too.But all too often, it doesn’t work that way!
Have you found yourself so focused on the financial-advisor part of your job that you’re
neglecting the business-expanding side? The Financial Advisor’s Success Manual shows you
how to break out of that trap so you can start performing the high-value activities that lead to
high-value clients and referrals.This book first exposes the damaging practices that stunt
business growth, and then presents you with the essential mindset, model, and processes you
must adopt to achieve a steadily expanding business.The Financial Advisor’s Success Manual
provides a plan that brings new order to your current operation and proven tactics for making



your practice more efficient and profitable. You’ll learn to:• Find a compelling differentiation
strategy• Focus on opportunities by segmenting clients into tiers• Fine-tune your six core
processes• Maximize the return on your time investment• Build all-important client loyalty• Find
your best marketing and sales approach• And more.Packed with tables, graphs, worksheets,
sample letters, and more, this guide provides every-thing you need for a long-term, thriving
business.Advance Praise for The Financial Advisor’s Success Manual“The Financial Advisor
Success Manual challenges you to make adjustments in your practice so you become more
effective in developing new clients of affluence while gathering additional assets from existing
clients.” — Art Mortell, President at Dynamics of Human Potential, author of The Courage to Fail
and An Adventure Into Your Mind“David Leo’s experience and wisdom are valuable to others,
and it is meaningful to him to share these gifts with others.” — Mitch Anthony, from The New
Retirementality“This is a must-read for an advisor desiring to grow their business!”— Paul
Pagnato, founder and CEO, PagnatoKarps“David Leo’s tools, techniques, approaches, and
coaching methods have had a major impact in my life.” — Rex Harris, founder, Harris Financial
Services Inc.“For those advisors willing to make the effort, what Leo details will help them
significantly enhance their business.” — Stuart Nordheimer, Internationally known broker-dealer--
This text refers to the hardcover edition.About the AuthorDAVID LEO is a business coach and
strategic consultant to financial advisors. He has decades of financial services industry
experience, including over seven years in PaineWebber’s Private Client Group where he
specialized in productivity solutions.CRAIG CMIEL is co-founder and managing partner of Great
Lakes & Atlantic Wealth Management and Advisory Partners.--This text refers to the hardcover
edition.Excerpt. © Reprinted by permission. All rights reserved.Chapter One: Develop Your
Differentiation StrategyProgress is measured by the degree of differentiationwithin a society. --
Herbert ReadThis chapter outlines reasons why a client or prospect should do business with
you (instead of anyone else). It will help you define your Unique Value Proposition. You have read
about and been asked about your differentiation. You have thought about it, perhaps even written
something down intending to define it, and perhaps awkwardly discussed it with clients, saying
something to try to distinguish yourself and your services. The fact is, it is not easy to truly
develop a clear and concise answer to the question, "Why should I do business with you instead
of anyone else?" Perhaps only some clients or prospects have actually asked this question
directly, but you need to work on the assumption that 100 percent of your clients and prospects
have thought about this question and would love you to answer it without having to ask--just like
many advisors want clients to know why they are different and better than anyone else, without
having to state it.Knowing, understanding and being able to crisply and clearly state your Unique
Value Proposition (UVP) or Unique Selling Proposition (USP) will be of significant value for you
as it will also bolster your own belief system and allow you to answer the question before it is
asked. It's better to be proactive in discussing your UVP before you are asked what it is. Get it
out of the way early, so your clients or prospects can focus on the rest of what you want to
address without them concentrating on the "Why you?" question.In this chapter we will discuss



five key points that, if you master them, will help you deliver as effective a UVP as we believe
exists in the financial advisory business today. We will:1. Explain that a Unique Value Proposition
has two distinct parts, value and uniqueness, and we will define both parts.2. Define the
elements of your deliverables and their value.3. Explain the Law of Fractional Advantage and its
applicability to you.4. Discuss the need for effective and persistent execution in the six core
client-facing processes.5. Detail 16 elements that in aggregate will define your
differentiation.Key point one is to recognize that your UVP has two distinct parts: value and
uniqueness. Every advisor has the ability to deliver each of the values we will discuss. The depth
and breadth of the values you deliver start to contribute to your uniqueness.Value is in the eyes
of the client, so you need to answer the basic question: "What's in it for me?" (the client or
prospect) or "What do you have to say that will improve my life?" It's important that your client or
prospect understands that your deliverables have an inherent value in terms of time and effort
saved and wealth made and/or protected, as well as in the reduction of various toxic emotions
like worry, stress, and anxiety.The value of reducing toxic emotions is difficult to measure
monetarily but important to consider. The value of time and effort saved and wealth made and/or
protected can be subjective but is quantifiable.Value should be discussed in context of our
present-day industry. It may therefore be helpful to review where we have come from, and how
client expectations have changed over the past decades. The landscape has changed
significantly, triggered by product development, technological advances, new regulatory
oversight, industry consolidation and the growth of fee-based businesses. Decades ago, clients
separated banking from investing. Then brokerage firms began offering cash management
services, then came the Glass-Steagall Act. Now many advisors working for large firms are
connected with a bank (e.g., Merrill Lynch, Wells Fargo, UBS, and others). Clients might view
their relationship with an advisor much more holistically today than they did decades ago when
the advisor was a "broker" who helped identify investments and execute transactions. As the
industry has become less transaction-based we have seen the growth of advice-based
relationships, fee-based wrap pricing, and the use of technology to help manage and model
portfolios as well as relationships.The new administration may halt the implementation of
Department of Labor (DOL) Fiduciary Standard regulations. The effect could be less mandated
compliance work; however, it will not stem the tide of movement toward fee-based relationships
(and perhaps continuing movement toward fiduciary relationships). Clients and advisors are
continuing to grow more comfortable with these fee-based relationships. During one of the
sessions on technology at a recent industry conference, the speaker asked the crowd of about
200, "How many of you would say that investment selection and performance is the primary
driver of adding value to your clients?" Only two hands went up. While this was not a scientific
survey, it appears to us that advisors do not see performance as their primary value to clients in
today's financial world. The point of the question was to challenge the audience to focus on what
clients really want and value, as it relates to the investment of capital and personnel, and
aligning the advisor's value accordingly. Data points us in the general direction of Planning,



Trust, Guidance, Communication, Education, and Personalization. It is in the absence of these
and other client-driven value criteria that the business becomes commoditized and focused on
trading, execution, costs, and performance.Excerpted from THE FINANCIAL ADVISOR'S
SUCCESS MANUAL: How to Structure and Grow Your Financial Services Practice by David I.
Leo and Craig Cmiel. Copyright © 2018 David Leo and Craig Cmiel. Published by AMACOM
Books, a division of American Management Association, New York, NY. Used with
permission.All rights reserved. http://www.amacombooks.org.--This text refers to the hardcover
edition.Read more
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Executive SummaryFinancial advisors must structure and organize their financial advisory
practices so that they can put themselves in a position to grow their businesses. To structure and
organize your business for efficiency and effectiveness, you need to:• Formally segment your
book and analyze the results in depth. You may have already placed clients into A, B, and C
service tiers. This segmentation should be reviewed and modified as needed annually. It should
also be based on more than assets and/or revenues. Likability, willingness to heed your advice,
and whether clients are a source of introductions and their future potential all impact their value
to the business and therefore their tier.• Segmentation will also help you answer the question,
“How many clients can I effectively and efficiently manage?”• Detail your Client Service Model or
Promise for each of the client tiers you choose to service. In this book you will learn exactly how
to approach detailing these promises using a structure that provides consistency and
completeness for both the client and advisor.• Define and implement your six core client-facing
processes:• Intake Process—putting your best foot forward at the onset of your relationship•
Financial Planning Process—providing a comprehensive set of wealth management solutions•
Risk Management Process—accounting for life’s risk above and beyond investment risks•
Investment Planning Process—delivered in a highly consultative manner• Client Service Process
—yielding a set of deliverables that is highly satisfactory to the client• Client Planning and



Review Meeting Process—designed to make your client communications highly effective and
keep you and your clients aware of their satisfactionCommit that every client you are willing to
accept into your practice will receive a version of these processes based on their needs, the
deliverables they deserve, their value to your business, and the fees you charge in
compensation for the value you deliver.• Understand the value you deliver but also the cost of
your deliverables. Value is determined by the client; cost is determined by you. Don’t deliver
items that clients don’t value, because they almost always have a cost.• Develop a real business
plan. This plan is much more than a set of goals. Goals are the “What” and the “How Many.”
What do I want my 20XX assets under management (AUM) to be? What do I want my 20XX
production to be? How many new clients do I want to acquire?• A business plan lays out the
“How,” the “When,” and the “Who.” In addition to outlining where I am and where I want to be, the
plan defines the strategies and tactics for how to get there, by when, and who has
responsibility.• Develop a quantitative metrics plan. Quality actions lead to quality results. While
you need to hit your numbers, it’s the action you take that will drive the numbers. This book
addresses how to create an action plan and convert those actions to results.• Develop your
marketing and sales approaches. Your business plan will call out the three to five marketing and
sales approaches you plan to use as part of your client acquisition strategy. This book outlines
the primary approaches available to you to acquire new clients and their assets. You need to
detail which approaches you will use and how you will use them.• Develop your differentiation
strategy. Before this can be done, you need to understand the processes you must implement
and what they will deliver to your clients in terms of benefits to them. After that, you can define
your differentiation (see Chapter 1).These are the elements you need to implement to have a
successful financial advisory practice. With the exception of the marketing and sales
approaches you will choose to implement as part of your client acquisition strategy, this is not a
pick and choose menu of options but is much more like a surgical process. From the time a
patient arrives at a hospital for his or her procedure until the patient leaves the hospital as a
healthy individual, there are no optional steps. They are all required for an optimal outcome. I
haven’t outlined all the other processes that a financial advisory team must execute (e.g.,
administrative processes, compliance requirements, continuing education requirements, and
reporting). This book focuses on the processes and functions necessary for growing your
business by bringing organization and structure to your practice.

IntroductionThere is nothing more difficult to take in hand, more perilous to conduct, or more
uncertain in its success, than to take the lead in the introduction of a new order of things. —
Niccolo MachiavelliThis book is designed for financial advisors (FAs) who want to grow their
business by bringing organization and structure to their practices. We will discuss tools and
techniques that can be used by advisors to service and expand their books of business. These
tools and techniques are ones that have been used in coaching practice since 2001 to help
advisors gather necessary data, interpret the meaning of findings, draw conclusions, and take



the proper actions for improving client service and driving business growth. It is through
continuing contact and holding FAs accountable for using the tools and implementing the
processes that we bring about the benefits of a new model for doing business.Coaching
includes:• Discussing and explaining how each tool and technique applies to financial advisors
and their practice• Interpreting the data and helping advisors actually apply the tools and
techniques to improve their business• Holding advisors accountable for implementing the tools,
techniques, and approachesEach coaching engagement is specific to each FA and her or his
book of business. Advisors must take on these roles themselves or with a partner, whether a
coach or another advisor, who serves as an accountability partner. There are costs and benefits
to both approaches.The first goal of this book is to help advisors define and implement a set of
processes that will save them time and energy while “ensuring” their clients are very well
serviced, so little if anything falls through the cracks throughout the life of the client-advisor
relationship. With a structured and organized set of processes the advisor can have the time to
devote to the second goal of this book, which is helping to grow their advisory practice in terms
of AUM and/or production. The top methods to acquire new clients will be discussed so that
advisors can be successful in fulfilling their growth objectives.There is much written about the
mental aspects of improving an advisory practice. Little of that material will be addressed in
these pages. Discussions of philosophy, psychology, the mental game, visualization,
affirmations, mantras, motivation, and leadership principles will be limited. This book is about the
tools and techniques you need to structure, organize, and grow your business. As Stephen
Covey has said, “Motivation is a fire from within. If someone else tries to light that fire under you,
chances are it will burn very briefly.” Rather, we will describe a pragmatic approach to practice
management.This approach to practice management is described as “coachulting,” a
combination of coaching and consulting. The structure and methodologies of coaching are
numerous but are predominantly facilitating. A coach mainly asks questions and challenges the
coachee. Coaching also involves a teaching, training, and/or a development process so
individuals and/or teams can achieve their desired results.Consulting provides advice in a
particular area of expertise. It helps organizations improve their performance primarily through
the analysis of existing organizational issues and the development of plans for their
improvement. Consultants provide external objective advice and access to the consultants’
specialized expertise. Because of their exposure to and relationships with numerous
organizations, consultants are also aware of “best practices.”Consulting is an understand (the
situation), tell, and do methodology. Coaching is more of an ask, guide, and monitor
methodology. Consulting is a more time-consuming process because of the need for data
collection through interviews, data and interview analysis, information synthesis, development of
conclusions and recommendations, and reporting. Consulting has end points such as “Here are
the action recommendations or here is the process,” or “We have completed system
implementation or the users are trained.”Coaching may or may not have an end point. The end
point can be a specific amount of time to get the coachees to a specific point or to a point where



they believe they have enough knowledge and consistency to continue on by themselves. In
some cases coaching engagements can go on indefinitely. In these cases, the coach may be
constantly monitoring execution by the coachee and being an accountability coach and a
“brainstorming” partner. The coachee may want a part-time “partner” with whom to check
progress and continue to bounce off ideas. As some advisors and teams do not have anyone
with whom they can regularly discuss their business, brainstorm with, and be accountable to, a
coach can be a valuable resource. The right coach will care about your practice as much as you
do.It’s important to decide what the engagement is: coaching or consulting or a combination of
both. With financial advisors, a blended methodology is best (i.e., “coachulting”). The coach
understands the business issues, provides advice, shares best practices, questions decisions,
offers alternatives, and partners with the financial advisor, in this case, to help develop the
structure and organization that their practices need to grow their businesses.The tools and
techniques discussed in this book tend toward consulting because they tend toward advice. The
coaching part of an engagement helps financial advisors define those areas they and the coach
believe can best serve the advisor, and the coach then works with them on how best to
approach implementation. While many of the areas addressed in coaching engagements with
advisors are included here, engagements are uniquely designed for each FA based on the
advisor’s current situation, their wants and needs, and where they want to be at some future
point in time. There are additional areas for coaching (e.g., team development) that are not
discussed in this book.While we will not focus on the mental discipline that is an important
aspect of being a financial advisor, there is a story from the 2016 Olympic Games that is
instructive. Like many, we were incredibly impressed with one of the world’s best athletes in her
sport, Katie Ledecky. The following is from a profile of Ledecky at :“What I’ve done over the past
couple years has been pretty great, but even that doesn’t define my swimming,” she said.
“Working hard and doing everything I can to be successful should be my identity.”That self-
portrait captures much of the big picture of a now 19-year-old who can blend intellectual
curiosity with the tunnel vision to train in an unchanging environment that has little visual or aural
stimulation. Pools are different, but in all of them a swimmer sees gallons of water divided by
lane lines. Strength, stroke efficiency, and aerobic capacity all help make champions, but none
of those is what separates Ledecky from her rivals.“It’s not physical, it’s between the ears,” said
her coach, Bruce Gemmell. “It’s the absolute, burning desire to get better, and the not being
afraid of failure.”1You can hear these themes in other amazing Olympic athletes, too. It’s how you
must be an Olympic-level financial advisor.

Chapter | OneDevelop Your Differentiation StrategyProgress is measured by the degree of
differentiation within a society. —Herbert ReadThis chapter outlines reasons why a client or
prospect should do business with you (instead of anyone else). It will help you define your
Unique Value Proposition. You have read about and been asked about your differentiation. You
have thought about it, perhaps even written something down intending to define it, and perhaps



awkwardly discussed it with clients, saying something to try to distinguish yourself and your
services. The fact is, it is not easy to truly develop a clear and concise answer to the question,
“Why should I do business with you instead of anyone else?” Perhaps only some clients or
prospects have actually asked this question directly, but you need to work on the assumption
that 100 percent of your clients and prospects have thought about this question and would love
you to answer it without having to ask—just like many advisors want clients to know why they are
different and better than anyone else, without having to state it.Knowing, understanding and
being able to crisply and clearly state your Unique Value Proposition (UVP) or Unique Selling
Proposition (USP) will be of significant value for you as it will also bolster your own belief system
and allow you to answer the question before it is asked. It’s better to be proactive in discussing
your UVP before you are asked what it is. Get it out of the way early, so your clients or prospects
can focus on the rest of what you want to address without them concentrating on the “Why you?”
question.In this chapter we will discuss five key points that, if you master them, will help you
deliver as effective a UVP as we believe exists in the financial advisory business today. We will:1.
Explain that a Unique Value Proposition has two distinct parts, value and uniqueness, and we
will define both parts.2. Define the elements of your deliverables and their value.3. Explain the
Law of Fractional Advantage and its applicability to you.4. Discuss the need for effective and
persistent execution in the six core client-facing processes.5. Detail 16 elements that in
aggregate will define your differentiation.Key point one is to recognize that your UVP has two
distinct parts: value and uniqueness. Every advisor has the ability to deliver each of the values
we will discuss. The depth and breadth of the values you deliver start to contribute to your
uniqueness.Value is in the eyes of the client, so you need to answer the basic question: “What’s
in it for me?” (the client or prospect) or “What do you have to say that will improve my life?” It’s
important that your client or prospect understands that your deliverables have an inherent value
in terms of time and effort saved and wealth made and/or protected, as well as in the reduction
of various toxic emotions like worry, stress, and anxiety.The value of reducing toxic emotions is
difficult to measure monetarily but important to consider. The value of time and effort saved and
wealth made and/or protected can be subjective but is quantifiable.Value should be discussed in
context of our present-day industry. It may therefore be helpful to review where we have come
from, and how client expectations have changed over the past decades. The landscape has
changed significantly, triggered by product development, technological advances, new
regulatory oversight, industry consolidation and the growth of fee-based businesses. Decades
ago, clients separated banking from investing. Then brokerage firms began offering cash
management services, then came the Glass-Steagall Act. Now many advisors working for large
firms are connected with a bank (e.g., Merrill Lynch, Wells Fargo, UBS, and others). Clients
might view their relationship with an advisor much more holistically today than they did decades
ago when the advisor was a “broker” who helped identify investments and execute transactions.
As the industry has become less transaction-based we have seen the growth of advice-based
relationships, fee-based wrap pricing, and the use of technology to help manage and model



portfolios as well as relationships.The new administration may halt the implementation of
Department of Labor (DOL) Fiduciary Standard regulations. The effect could be less mandated
compliance work; however, it will not stem the tide of movement toward fee-based relationships
(and perhaps continuing movement toward fiduciary relationships). Clients and advisors are
continuing to grow more comfortable with these fee-based relationships. During one of the
sessions on technology at a recent industry conference, the speaker asked the crowd of about
200, “How many of you would say that investment selection and performance is the primary
driver of adding value to your clients?” Only two hands went up. While this was not a scientific
survey, it appears to us that advisors do not see performance as their primary value to clients in
today’s financial world. The point of the question was to challenge the audience to focus on what
clients really want and value, as it relates to the investment of capital and personnel, and
aligning the advisor’s value accordingly. Data points us in the general direction of Planning,
Trust, Guidance, Communication, Education, and Personalization. It is in the absence of these
and other client-driven value criteria that the business becomes commoditized and focused on
trading, execution, costs, and performance.Another trend we have witnessed over the past
decades is the maturing of the discount, robo, and do-it yourself investing businesses. Charles
Schwab has grown dramatically since the 1990s because clients could not see value and
decided to take matters into their own hands. This is akin to patients who don’t like their dentist
deciding to do their own dental work. It may be cheaper, but it will likely be more painful.This
movement has spawned and grown many other discount models where the client can save
money without a dedicated professional. Large Wall Street firms have also created their own
“call centers” for smaller relationships. These centers essentially remove dedicated advisors and
replace them with a group of people who can field incoming calls. The primary driver in this
model is efficiency and profits. A call center can generate profits of over 50 percent, compared
to an advisorcentric model that can generate profit margins of 5–20 percent. These two
developments led to the creation of the robo industry. Essentially robo advice is geared to clients
who do not see the value of the advisor as being critical. Add robust technology to the initial
Schwab model and the call center model and some clients can do their own planning and
investing electronically. Schwab of course has also evolved and now provides “full service”
through Schwab Private Client service and the Schwab Advisor Network. In fact, Betterment,
which offers a robo model, is planning on adding “Human Touch” offerings with Betterment Plus
and Betterment Premium with access to a team of Certified Financial Planners (CFPs) and
licensed financial experts who monitor accounts and give financial planning advice throughout
the year.There are silos in the wealth management business. One is an advisor-based
relationship; the other is a discounted, self-reliant silo, but even those silos are broadening.
Advisors may realize that investment choices, fees, and performance are components of client
satisfaction, but not the key drivers. In order to get a personal, dynamic, value-based offering,
you must get answers to two key questions. The first is, “What do you do?” and the second is,
“Who do you do it for?” The answers to these questions will create a “clarity of value.” As you



think more about these questions, consider two other industries: automobiles and hotels. Within
the auto industry it is interesting to compare Mercedes-Benz to Kia. There are stark differences
in price, warranties, service, image, and custom options. These companies target different
consumers and provide different levels of service. They have different “What you do” and
different “Who you do it for” value propositions, and this is reflected in their pricing.Similarly, the
hotel industry has many providers who define their “What” and “Who” very differently. For
comparison’s sake, consider the difference between the Ritz-Carlton and Holiday Inn. At a Ritz
hotel you would find more staff, better dining options, larger fitness centers, well-appointed
lobbies, personalization, and so on. At a Holiday Inn, a traveler would find the basics covered: a
warm bed, hot shower, and free breakfast. These two companies are successful because they
can articulate their “What” and “Who” and attract the consumer who fits their model best.When
examining and developing your own differentiation and value proposition, you can determine
your pricing and the overall “feel” and culture and services you choose to provide. It is then
critical to align your definition of what you offer with the people you are delivering your services
to. If your team decides to provide disciplined research, investment due diligence, financial
planning coordinated with tax professionals, regular meetings and communication including in-
depth quarterly reviews along with a holistic set of other services, this will lead to one type of
client. This practice may decide to have fewer, larger clients and price its business more like a
premium brand such as Mercedes or Ritz. Another team may choose to let technology help
them create models, have more clients with somewhat lower assets, have fewer meetings with
clients, and provide more basic planning work and fewer services; these decisions would lead to
another type of client.It’s critical to clearly identify your “What” and “Who” to find the best clients
for you to service with the model you choose and to run your business effectively and efficiently.
Before you can define your value, you must decide on “Who” your client is, and your target
market, and “What” you do based on the wants and needs of your clients. Value can also be
delivered by helping your clients change their behaviors to better meet their life and financial
goals. Your value proposition can be enhanced by your team’s ability to help change or “correct”
client behavior by developing traits, habits, and approaches that generally lead to better
outcomes: better savings and spending habits, better planning, less emotional investing, longer-
term focus, and being better organized.1 If you believe in these traits, habits, and approaches or
others and are convinced they are in your client’s best interest, it is important to also talk about
them during your discussion of expectations, service, and pricing.At your annual checkup, your
doctor may suggest you exercise more, eat healthier, use less salt, drink more water, and get
more sleep. Who can argue with any of those recommendations? If we do all of these things we
will be healthier and feel better and have a life outcome that will be better than if we had no
advice. Doctors try to change our behavior, entirely for our own benefit, just like you are finding
behaviors in your clients that will lead them to the possibility of better outcomes. Unfortunately,
doctors do not usually have the time or business model to follow up, but you have that
opportunity at least for your best clients.It’s also critical to know that while clients and prospects



may understand your value, yours may not be unique. Some advisors may be more empathic
than others, some may be better able to communicate their value, and some may sell their
deliverables and themselves better than others. Most advisors will state they are focused on the
client and have the expertise, experience, education, integrity, professionalism, and
performance standards to help their clients succeed. These traits are not unique; they are barely
the price of admission for a quality advisor or wealth manager. Who would say less? Many FAs
live up to this promise, some better than others. The point is, you have to make the sale (i.e.,
acquire the prospect) before you have a chance to prove it. Talking the talk is easier than walking
the talk.The more value you deliver contrasted to your competitors, the more distinctive you will
be. Value, as stated, is in the eyes of the client, so start by asking:• What are your client
deliverables? Are you offering a holistic financial plan? Not all financial plans are equal:• What
elements of your financial plans do your clients value or not value, and why?• What elements are
included in your financial plans? Are you offering primarily a future cash flow projection, or do
you also address savings and spending habits and projections?• How deeply do you address
client wants versus needs?• What breadth of wealth management solutions do you address?•
Why do you include or not include certain elements in your financial plans?• Do your
deliverables vary by client, depending on their wants and needs and their value to the business?
• Who do you deliver financial plans to and who does not receive a plan?• What elements of
your financial plans do your clients value or not value, and why?• Have you explained the value
you intend to deliver with each element of your financial plan? Does the client buy into your
intent?What Is Your Value?Key point two is defining the components of your deliverables and
their value. Most of your clients and prospects will question, vocally or in their minds, what value
you provide for the 1 percent to 1.5 percent you charge. There are myriad responses to a simple
Google search of “What is the value of a financial advisor?” or “Is it worth hiring a financial
advisor?” Given the many, many thousands of articles and discussions revolving around the
value that FAs deliver to their clients, one can conclude that firms and clients are concerned
about their value and fees.This has been a constant source of discourse in the media and within
virtually all financial services firms offering investment solutions. It is a reasonable hypothesis
that costs/fees and value have been an industry concern for at least forty years, ever since the
rise of the discount brokerage in the 1970s2 and 1980s. And, with the rise of robo-advisors, this
discourse continues.So, one goal of this chapter is to discuss the value that “full service”
financial advisors or wealth managers can, and should, provide to their clients to earn their fees.
After discussing value in general, we will discuss differentiating yourself based on the value you
bring to your clients.Few other professions are as focused on or concerned with the value they
deliver to their clients. One can take a positive perspective by saying wealth management is a
caring profession that wants to be sure the fees are warranted for the services delivered. One
can also take a negative view by saying alternatives are needed because the cost of human-
based financial advice is too high. These negative views have resulted in investors seeking the
alternatives we discussed for investing and growing their assets using less costly do-it-yourself



approaches, with or without “robo-advisors.” An interesting and relevant statement can be found
in a white paper on “Pricing Integrity,” where it says that “at the core of pricing inconsistency we
find that advisors are not fundamentally convinced that they provide significant value to their
clients” (emphasis added).3 This is an aha statement. We had better be clear and convinced of
the value “full service” financial advisors and wealth managers deliver to their clients.If there is
any question or concern on the part of advisors about the value of their deliverables to the client,
it is an imperative to overcome it. A couple of the most important rules in sales are to believe in
your offerings and never sell yourself short! You must deeply believe in the value of your full-
service offerings and advice. Let’s discuss the value you can deliver to clients.William Bernstein,
the financial theorist and neurologist, was asked, “What essential services can and does a good
FA provide?” He responded, “The three most important things are, in order, discipline, discipline,
and discipline: the ability to maintain a strategy no matter what CNBC and USA Today are
blathering about.”4 Bernstein’s comments are supported by research into an individual’s ability,
or lack thereof, to “follow through.” In the book Following Through: A Revolutionary New Model
for Finishing Whatever You Start, the authors state that “we don’t have a problem knowing what
we should do. The problem is that we just don’t do it!”5 Our observations find this to be true.
Even more critical is that David Rock and Jeffrey Schwartz, in “The Neuroscience of Leadership,”
state this is so “even when new habits can mean the difference between life and death.”6
Discipline is about consistent actions and follow through. Consistent action and follow through is
of value and what wealth managers need to provide to their clients. We’ll see more specifically
what we mean by the discipline of consistent actions and follow through when we discuss
service plans.Bernstein also stated that after discipline, a good FA needs to provide “the humility
to know that you cannot predict market movements and the historical awareness to know that
economic forecasts are usually contrary indicators,”7 and that “wealth is not a dollar amount, but
rather a ratio measured in years.”8 In other words, it depends on how many years’ living
expenses you have saved. It is of significant value for advisors to put markets and wealth into a
life perspective. We know clients have a tendency to look at their portfolio at different points in
time and select its value at a peak and measure increases and decreases, which are your
successes and failures, from that point until they establish a new peak and use that as a
benchmark.Figure 1-1 | Sample five-day S&P market change.Figure 1-2 | Sample five-year S&P
market change.One of the jobs of a financial advisor in goal-based wealth management is to
share perspective (i.e., discipline and focus on “how many years’ living expenses” your wealth
will support you going forward, whether in retirement or for other life goals). Your portfolio’s value
and growth since inception can be a good point if you have had the clients for a number of years.
A Standard and Poor’s (S&P) chart for five days doesn’t show perspective nearly as well as a
chart over 5, 10, or 20 years. See Figures 1-1 and 1-2.William Bernstein is a realist whose
philosophy fits the needs of most of your clients. He goes on to say that “if you think that your
happiness is tied up in the things you own, then you are both sadly misinformed about human
neuropsychology and doomed to be unhappy.”9Convincing your client about the realities of



markets, portfolios, and even life alphas and portfolio betas in the context of life goals is
incredibly meaningful and valuable. Your clients may not think in these ways themselves and
consider these values. That’s part of what you can bring to the table. You need in part to be a
money psychologist. As an aside, it’s interesting to note there is even a Financial Therapy
Association () and a Journal of Financial Therapy. An article at 10 says:Your friends are idiots.
Their personal finances are a mess, they’re delusional about their spending, and most of them
don’t even max out their 401(k). The problem is: you’re probably just like them.The author goes
on to explain that our makeup as humans often gives us “reasons” to delay doing things that are
likely good for us like modifying our diet or exercising. This human behavior also causes us to
wait to plan our finances, our wills, our large purchases, etc., at times with dire
consequences.It’s clear clients need your help on many financial issues, technical and
nontechnical, and you need to be aware of both the right and left sides of their brains.Another
area where we need to be more specific about addressing is what we deliver to clients for the
fees we charge. There is an excellent article on Michael Kitces’s site, authored by Bob
Seawright, in which he discusses a hierarchy of advisor value.Bob Seawright’s Hierarchy of
Advisor Value11The four values at the base of the hierarchy are:1. Encouraging Consistent and
Increased Savings2. Encouraging Consistent Investment3. Financial Planning4. Managing
Expectations and BehaviorThese are values that quality advisors can and must provide to
clients. They relate primarily to financial decisions about how the client and the client’s advisor
manage their financial lives over and above investment management.The other four values
are:1. Asset Allocation2. Managing Costs and Fees3. Portfolio Rebalancing4. Security
SelectionThese values are the more technical aspects of investing. They are core capabilities
every advisor can handle. While these elements add value to clients, they will not likely
differentiate you because all or the vast majority of advisors provide these values. If everyone
provides these values they are by definition not differentiators.Seawright states:One’s savings
rate is far more important than his or her rate of return in determining how bright the future is
likely to be. However, we are far more likely to obsess over squeaking out a bit more
performance out of our investments or tweaking our asset allocation to increase our expected
return rather than thinking about ways to save more. Good planning starts with putting the
client’s financial house in order and making sure that a good savings plan is in place with the
proceeds invested into a solid, diversified portfolio.12We don’t have to tell you how many DIY
friends talk about fees and how few talk about the time, effort, and angst they spend to save
those fees. They also don’t talk about 2008 or how well they performed since 2009 or how a
rising tide lifts all boats. Yes, some people may do well or even very well, but you know that even
the vast majority of fund managers do not beat their benchmarks with all the time, talent, access,
and horsepower they have to manage investments. We have already spoken about values
beyond performance and will talk more about those values.Encouraging consistent and
increased savings is about establishing discipline within your client base and their families.
When we discuss wealth management, especially for your higher net worth clients, we reiterate



that being the client’s CFO should include not only investment management but tax planning,
retirement planning, cash flow analysis, budgeting, and your client’s multiple banking needs,
commercial and personal, including the credit side of their needs. Offering these elements and
encouraging consistent and increased savings are valuable services consistent with the client’s
goals. Your discipline is of value because most clients will not likely hold themselves as
accountable as you can. They generally do not have the time or tools or education and
knowledge, in addition to the follow through you can provide.Seawright’s model for encouraging
consistent investment is another critical value you can deliver as your client’s CFO because “out
of our general fear, even if and when we invest, we often don’t stay invested.” He further points
out that “volatility—drawdown risk, really—is the price we pay for the higher expected returns
provided by equities.”13 It’s only your discipline over time and your professional conviction that
will keep the client moving forward toward their goals. It’s easy to share charts, like in Figure 1-3,
that show the time value of compounding and consistency in savings and investing.Figure 1-3 |
Sample compound value chart.Source: Federal Reserve database in St. Louis (FRED).We know
that volatility is the price paid for higher long-term returns and that “if we have the wherewithal to
keep our composure during difficult markets, we will almost surely be rewarded for it.” Having
said that, Seawright further says to be aware that “more recent efforts to deal with volatility
differently haven’t fared very well. For the period of 1998–2015 (the longest period available),
alternative investments (represented by the HFRX Global Hedge Fund Index) have provided an
average return of just 5.11 percent, with most of the better returns early in that period.”14 The
question is, how well can you encourage consistent and increased savings and investments in
the face of the natural behaviors of many clients?Financial planning is a solid, high value
deliverable. As Wade Pfau puts it, “Financial advisors who only focus on selecting investments
will really struggle to add value.” On the other hand, “there is immense value in comprehensive
financial planning and good financial decision making. It’s important to remember and easy to
forget that the end goal of comprehensive financial planning goes beyond choosing
investments.”15 There is good news, however, according to economist Tim Duy, who states, “As
long as people have babies, capital depreciates, technology evolves, and tastes and
preferences change, there is a powerful underlying impetus for growth that is almost certain to
reveal itself in any reasonably well-managed economy.”16Seawright suggests one of the
interesting values of providing comprehensive financial planning when he says, “In my
experience, individual investors have a great deal of trouble establishing appropriate, realistic
and manageable goals. Often they don’t even know what they should be concerned with or what
they should include as part of a list outlining what they want or need to accomplish. A good
advisor will.”17 Michael Kitces offers this valuable guidance:Creating a financial plan starts with
gathering the client data, which many advisors request by providing clients with a “data
gathering form,” typically structured in a manner that makes it easy to input the data into their
financial planning software.The caveat, however, is that in practice clients often don’t fill out the
data gathering form. For some, they feel it’s too much work. For most, the problem is simply that



they aren’t organized enough to provide all the requisite information. And may even feel guilty or
embarrassed about the fact that they’re “failing” in the very first step of the financial planning
process. So what’s the alternative? Ditch the data gathering meeting, and have a “Get
Organized” meeting instead. In other words, make the first meeting with the client about getting
them financially organized in the first place.18Prospects and clients rarely have all the data they
need for you to put together a comprehensive financial plan. They often do not have a good set
of ideas on what their goals are, probably for both the medium and longer term. Two points of
value are important here. Helping clients establish their goals is of significant value. Another
value is that since goals and situations change constantly over time, the value of financial
planning is in the continuous process of planning19 rather than in the plan itself, which is merely
a “point in time” picture that becomes more and more irrelevant over time. In fact, many plans
become dusty reports that sit on shelves rarely if ever to be looked at again, whereas an annual
or biannual process of planning is a living, breathing way of being and keeping financially sound
and secure over the next year or two and beyond.For a final point of value in financial planning,
Seawright says:Another crucial thing a good financial planner can do is to help to protect aging
clients from the impact of inevitable cognitive decline. Research confirms what most of us have
seen among our families and friends. The ability to make effective financial decisions declines
with age. Thus, those age 60 and older unnecessarily lose nearly $3 billion to fraud annually. To
put it starkly, research shows that financial literacy declines by about 2 percent each year after
age 60. Despite that decline, our self-confidence in our financial abilities remains undiminished
(or even increases) as we age. That’s a scary combination that a good advisor can guard
against.Ultimately, a good advisor can and will influence and even change client behavior. In a
world where personal financial issues have become increasingly and often unnecessarily
complex, a good advisor can help clients figure out what is true and what isn’t, what works, what
matters, what is useful, and what can go wrong. There are few . . . people with the expertise
sufficient to begin to do that for themselves. Nobody can do it objectively. That’s why good
advisors are an absolute necessity.Seawright’s thoughts on managing expectations and
behavior include, “We are all prone to behavioral and cognitive biases that impede our progress
and inhibit our success. We are prone to flitting hither and yon chasing after the next new thing,
idea, strategy, or shiny object.” He goes on to say, “A good advisor can mitigate these
tendencies. Doing so is vital, not the least of all because we tend to disbelieve that we are
susceptible to them.” This is a particularly interesting point. “While most people do well at
assessing others, they are wildly positive about their own abilities. . . . For instance, in a classic
1977 study, 94 percent of professors rated themselves above average relative to their peers. In
another study, 32 percent of the employees of a software company said they performed better
than 19 out of 20 of their colleagues.”20 Another article said, “About 93 percent of people
consider themselves ‘above average’ drivers.”21 These thoughts come from the principle of
illusory superiority. “Illusory superiority is a cognitive bias that causes us to overestimate our
positive qualities and underestimate our negative qualities. People tend to think their memories



are better than they are, that they’re more popular than they are, or that they’re healthier than
they really are.”22 This bias can extend to one’s perception of their performance, intelligence,
personality, etc.Seawright comments:There is a clear “behavior gap” between the average
investor (money-weighted) return and the average investment (time-weighted) return that shows
up consistently in the data, albeit in varying amounts. Thus there is some debate over whether
the size of this performance gap could be overstated in certain studies due to the return
calculation methods used or the pattern of returns over the time period analyzed. But
irrespective of the particulars, it remains clear that the behavior gap is significant and the result
of self-destructive investor behavior—most prominently panicking during market downturns and
performance chasing.Once again, there is value in managing the expectations and behaviors of
clients.The next four points of the “Hierarchy of Advisor Value” relate to portfolios and portfolio
construction. In his point on asset allocation, Seawright tells us significant research has shown
that figures we have heard about the impact of asset allocation on portfolio returns are likely
overstated. Nevertheless, he goes on to say that:Good asset allocation is crucial to matching
one’s portfolio with one’s goals, needs, situations, and risk parameters, all of which are subject
to change. The exercise of allocating funds among various investment vehicles and asset
classes is at the heart of investment management. Asset classes exhibit different market
dynamics, and different interaction effects. Thus the allocation of money among asset classes
and among investment vehicles within asset classes will have an enormous effect on the
performance of an investment portfolio. A good advisor is vital to good asset
allocation.Sometimes we take for granted those things that bring value to clients. Do not assume
clients understand the critical nature of a personalized asset allocation strategy. In fact, it’s best
not to “assume” that your clients understand any of these values you bring to the table as their
CFO or “money coach.” Don’t just look at company charts and tell your clients what the chart
says. Take into account their spending and savings habits, sources of income, personal desires
for a legacy, “real” risk tolerance, projected income and expense needs based on age, and
perhaps several other factors. Be a “money coach,” not only a financial advisor. Your client may
rather write that book they always wanted to write than study things you have studied and
learned over the last 10, 15, 20, or 25 years. There is apparently an old saying that “if you don’t
blow your own horn . . . somebody else is going to use it as a spittoon.” By no means are we
suggesting that you be a braggart or vain, but have pride in the importance of your work and, in a
respectful way, let the client know about the value you deliver to them; that’s what they are
paying for.There is a need to fully understand the client in depth through a highly effective
discovery process we will describe later. The advisor can then more effectively discuss the
rationale for recommendations in the context of the client and the efficient frontier, making sure
the client knows and understands the potential impact on long-term portfolio performance with
the recommended asset allocation. It is critical that the client understands and accepts the
potential performance implications of an investment portfolio as a result of these
recommendations. We want to set rational expectations, and one of the ways to do that is by



also providing each client with a personalized investment policy statement that incorporates the
client’s personalized asset allocation strategy.The advisor also needs to manage costs, fees,
and incentives as best as possible. By this, Seawright points to the need for advisors to research
funds looking for cost-effective funds (and exchange-traded funds, or ETFs) and even funds in
which the manager is also invested. There is certainly value in managing costs and
understanding where you sit in terms of competition, especially in a marketplace where many
clients are fee-sensitive. Again, do not “assume” clients understand what you do to manage their
costs.Good advisors also continue to rebalance portfolios periodically as required throughout
the year, keeping an eye on the client’s investment policy statement and costs as a function of
trading in non-fee-based accounts and any tax implications. It’s important not to overlook any
value you as an advisor provide, whether or not it is a differentiator. You do not get credit for what
you deliver that the client doesn’t necessarily know about. What does your competition take
credit for?Finally, with respect to value is security selection. Data makes it clear that it is not likely
that any particular financial advisor will be in the group that consistently outperforms markets,
indices, or benchmarks. Security selection has value because you are a knowledgeable,
studied, educated professional who does this for a living and you do save client time and effort
and, hopefully, add a level of comfort by providing this service. Yet the facts are that only a small
percentage of professional investors have beaten the market consistently over the past ten years
and index funds generally outperform actively managed funds, though active managers may
have lower risk. It’s a difficult case to sell security selection as a differentiator, which also means
you are constantly on the hook to be right and you are discounting the value provided in the rest
of your deliverables. Seawright does state that “stock-picking may be dead, but various studies
demonstrate that certain investment characteristics can and do outperform with persistence
over time (even though they can and do underperform for significant periods).” He also states “a
good advisor will stay on top of . . . trends and make sure that client portfolios continue to
comport with the best research as well as client needs, goals and situations.” Many or even most
investors prefer not to spend time developing the expertise and experience that financial
advisors and wealth managers have already acquired. Reinventing the wheel makes no
sense.Seawright makes another excellent point, or shares an opinion, from Dr. David Baltimore,
winner of the Nobel Prize in Physiology or Medicine in 1975 for his work on the genetic
mechanisms of viruses, who noted that “good science is a collaborative, community effort; on
the other hand, crackpots work alone.” While this is not a comment you will share verbatim with
“do-it-yourselfers,” Baltimore’s insights include that we all tend to work better with help, advice,
support, correction, criticism, and accountability. These are additional parts of the value you
bring to your clients. Even when we readily spot the problems of others, we rarely see our own
because most people are wildly positive about their own abilities (remember “illusory
superiority”).Wade Pfau, in his 2015 Forbes article, “The Value of Financial Advice,” makes great
sense when he writes:Can an advisor charging a one percent fee provide enough value to justify
the fee? It depends on the answers to two questions:a. Do you have the time, energy, interest,



knowledge, emotional discipline, and desire to implement all of these decisions on your own?b.
Are you working with a comprehensive financial planner who does more than just manage
investment portfolios and is capable of implementing good financial planning decisions?If you
have the time, interest, energy, knowledge, emotional discipline, and desire to do this on your
own, then you would make an excellent advisor. If your advisor is less than capable, you might
be better off saving yourself the 1 percent or taking your business elsewhere.If the answer to (a)
is no, and to (b) is yes, then it is worth considering that both of these studies [Vanguard’s Advisor
Alpha and Morningstar’s Gamma] demonstrate how working with a financial advisor can lead to
net gains. It doesn’t take much to improve your standard of living through better decision making,
even after accounting for any fee related to planning advice. 23In summary, at this point we
suggest you consider the following questions:• Which of the values discussed in these previous
pages do you deliver to your clients?• How does each of these values pertain to your clients,
especially your best clients?• When and how have you discussed your value statement with your
clients?• How was your value statement received by your clients?• Have you asked your clients
if they value those deliverables—that is, what are their perspectives? Do they believe, based on
their experiences, your deliverables are unique?It should be clear by now that you and your
competitors can deliver great value to your clients. In fact, most advisors are capable of
delivering a similar set of these values. The question then becomes, how can you be unique in
the values you deliver?Uniqueness embodies the question, “How am I different from other FAs
doing what I do?” It says that something or someone is unlike anything or anyone else or very
special or unusual. While there are differing estimates of the number of practicing financial
advisors in the United States, a Reuters article says there are about 285,000 financial
advisors.24 The Bureau of Labor Statistics estimated the number of “personal financial
advisors” in 2014 at 249,400 (and growing by 73,900 through 2024.) 25One can reasonably
conclude that being totally unique (i.e., “unlike anything or anyone else”) would be extremely
unlikely. Yet there is always a possibility to be a Katie Ledecky or a Michael Phelps, although
even they take a Silver or Bronze at times. Being “very special or unusual” is a great goal, but it’s
important to remember you are not competing against 285,000 other advisors. You have a niche
or a geographic area that significantly limits the number of your direct competitors. Furthermore,
you need only 100 or 150 clients at the right quality to be a successful advisor.Key point three is
to remember what has been called the Law of Fractional Advantage.26 This law says that “all
you need to do to win at anything is to be slightly better than your competition.” Sam Silverstein,
looking at 2008 data in the world of golf, noted that Tiger Woods’s “scoring average . . . [was]
67.91.” He went on to say that “the second rated golfer on the top scorer list, Mike Weir, had a
scoring average of 68.56. As good as Tiger [was], and as dominant as he [was], the only
difference between [Tiger] and the number two player on the scoring list is 65 hundredths of a
point.” As said, “a small advantage can make a large difference in results.” 27Your job is to gain a
sustainable edge (real or perceived) over your competition. Differentiation or uniqueness does
not have to be in absolute terms but in performance relative to competitors. Kenichi Ohmae



states, “If you are fighting with a competitor who has equal qualifications, effective and persistent
execution in critical functional areas may be the only differentiating factor.” 28The intent of this
book is to describe how to create both value and differentiation that is better than your
competition. Key point four is that if you provide effective and persistent execution in the critical
functional areas to be discussed—the “six core client-facing processes”—we believe you will be
differentiated. These six core processes are the:1. Intake Process2. Financial Planning
Process3. Risk Management Process4. Investment Planning Process5. Client Service Process6.
Planning and Review ProcessThese processes will be discussed in Chapters 3, 5, and 6 and
can deliver your value. The value of your deliverables in aggregate from these six processes can
provide differentiation.What Is Your Differentiation?The goal of differentiating yourself (and your
team, virtual and real) is to answer that question and to make it obvious that you are the only
advisor who can fulfill all your client’s or prospect’s wants, needs, dreams, hopes, and visions for
a “perfect” financial future. This could be an overstatement of investors’ expectations—but
maybe it’s their real hope.Key point five suggests 16 elements or deliverables to which you can
commit to define your differentiation. If you do them ALL and work hard, consistently, and if you
implement and provide effective and persistent execution, you will be in excellent shape on
value and differentiation.1. It’s always about the prospects or clients. Your first meeting with any
prospect is all about the prospect. It’s not about you, your company, or your investment
approaches. It’s all about learning about the prospects and what makes them tick. Get to know
them personally and then professionally. As Katherine Vessenes says, “Identify the land mines in
their current strategies. Most clients are completely unaware of the problems lurking in their
finances before they come to us—and the devastating consequences of not taking action now to
help protect their future.” 29Prospects make up their mind about you within the first seven
seconds of meeting you and spend the rest of their time justifying their initial belief.30 A series of
experiments by Princeton psychologists found that “all it takes is a tenth of a second to form an
impression of a stranger from their face, and longer exposures don’t significantly alter those
impressions.”31 Make sure your first second is your best second in how you and your office look,
how you speak, how you greet, how you listen, and how prepared you are. Note that it’s natural
to be nervous before meeting someone for the first time. That’s actually a good thing; it means
the meeting is important to you—and it is. This process is detailed in Chapter 5, Your Intake
Process.2. You offer service commitments. Have a written service level agreement (SLA) or
service promise with your clients (which we will detail in Chapter 3, The Client Loyalty Process).
The purpose of the agreement is to ensure that the proper deliverables, commitments, and
reminders are in place to provide consistent communications, service, support, and delivery to
the client by the FA and her team. The agreement provides accountability and responsibilities of
the team and presents a clear, concise, and measurable description of your service provisions
to the client. The agreement provides the client and FA with matched perceptions of expected
service with actual service support and delivery. Most clients don’t know the extent of services
you provide on their behalf. The SLA is a written reminder and addresses all the elements a



“wealth manager” delivers and offers to deliver including financial plans, estate plans, education
plans, communications plans, charitable giving, and the 30 to 40 or more deliverables outlined in
your service model or promise. The SLA is customized with or by each FA by client or tier.
Service level agreements need to be approved by compliance.This is the place where you
define and discuss the values you deliver with your clients. This is the place you ask your clients
if they value those deliverables and gather their perspectives. This and the next point are also
your opportunity to manage expectations and behavior.3. Your service commitments are a two-
way agreement. The client knows exactly what to expect and can measure you on living up to
the promises you make. This is a unique experience in many cases. This is about DWYSYAGTD
—Do what you say you are going to do.4. You send summary letters. After each portfolio review
meeting, whether in person or by telephone, send a summary letter to the client. The letter
should include:• A thank-you for being your client• Meeting summary, which would follow the
agenda you used• Any follow-up responsibilities of both your team and the client• A summary of
the service feedback you received and comments on what actions you are planning to take•
When your next meeting will beThere is a sample letter later in this book. In my experience most
advisors do not deliver this “summary letter.” If they do, it’s often an email. I realize it may be old
school, but physical letters are in themselves different. These letters also serve as the summary
you would include in your client relationship management (CRM) system.5. You are a financial
planning–based practice. In addition to developing a plan with the client, you are holding them
accountable to the plan for their actions (e.g., spending, saving, investing) to make sure they
stay on track for their goals. We discussed this previously as a value and this process is further
discussed in Chapter 3 on client loyalty. In many cases it is a differentiator if complete. Figure 1-4
is an example of a set of deliverables of a financial plan from a planner client. Note that not all
clients need all deliverables and some of these deliverables may be created and delivered by
strategic Center of Influence (COI) relationships.Figure 1-4 | Sample set of deliverables for a
financial plan.This is your opportunity to encourage consistent and increased savings,
encourage consistent investment, and develop a financial plan that meets the complete wants
and needs of your client.6. Your work ethic can be a differentiator. One nationally recognized FA
we interviewed summarized it this way:• You don’t come into the office at 8:15 a.m. and leave at
4:15 p.m. every day except Friday when you take off.• You don’t send out portfolio management
reports by email with a note saying “if you have any questions, call me.”• You care about your
client’s wealth more than your own and you care about who they and their family really are.This
speaks to availability, personalization, and integrity, which are all parts of differentiation.
Regardless of what you offer as solutions that you think are different from your competitors, as
stated you must work hard and execute well. It’s how in part you gain a sustainable edge (real or
perceived) over your competition.7. Your certifications are important—especially external ones
from the College for Financial Planning and/or Investment Management Consultants
Association. It’s good to be able to say you have the Certified Financial Planner (CFP)
designation, which is a professional certification mark for financial planners conferred by the



Certified Financial Planner Board of Standards. Consider other designations such as the CPWA,
CIMA, and CDFA.

Financial planning is a solid, high value deliverable. As Wade Pfau puts it, “Financial advisors
who only focus on selecting investments will really struggle to add value.” On the other hand,
“there is immense value in comprehensive financial planning and good financial decision
making. It’s important to remember and easy to forget that the end goal of comprehensive
financial planning goes beyond choosing investments.”15 There is good news, however,
according to economist Tim Duy, who states, “As long as people have babies, capital
depreciates, technology evolves, and tastes and preferences change, there is a powerful
underlying impetus for growth that is almost certain to reveal itself in any reasonably well-
managed economy.”16Seawright suggests one of the interesting values of providing
comprehensive financial planning when he says, “In my experience, individual investors have a
great deal of trouble establishing appropriate, realistic and manageable goals. Often they don’t
even know what they should be concerned with or what they should include as part of a list
outlining what they want or need to accomplish. A good advisor will.”17 Michael Kitces offers this
valuable guidance:Creating a financial plan starts with gathering the client data, which many
advisors request by providing clients with a “data gathering form,” typically structured in a
manner that makes it easy to input the data into their financial planning software.The caveat,
however, is that in practice clients often don’t fill out the data gathering form. For some, they feel
it’s too much work. For most, the problem is simply that they aren’t organized enough to provide
all the requisite information. And may even feel guilty or embarrassed about the fact that they’re
“failing” in the very first step of the financial planning process. So what’s the alternative? Ditch
the data gathering meeting, and have a “Get Organized” meeting instead. In other words, make
the first meeting with the client about getting them financially organized in the first
place.18Prospects and clients rarely have all the data they need for you to put together a
comprehensive financial plan. They often do not have a good set of ideas on what their goals
are, probably for both the medium and longer term. Two points of value are important here.
Helping clients establish their goals is of significant value. Another value is that since goals and
situations change constantly over time, the value of financial planning is in the continuous
process of planning19 rather than in the plan itself, which is merely a “point in time” picture that
becomes more and more irrelevant over time. In fact, many plans become dusty reports that sit
on shelves rarely if ever to be looked at again, whereas an annual or biannual process of
planning is a living, breathing way of being and keeping financially sound and secure over the
next year or two and beyond.For a final point of value in financial planning, Seawright
says:Another crucial thing a good financial planner can do is to help to protect aging clients from
the impact of inevitable cognitive decline. Research confirms what most of us have seen among
our families and friends. The ability to make effective financial decisions declines with age. Thus,
those age 60 and older unnecessarily lose nearly $3 billion to fraud annually. To put it starkly,



research shows that financial literacy declines by about 2 percent each year after age 60.
Despite that decline, our self-confidence in our financial abilities remains undiminished (or even
increases) as we age. That’s a scary combination that a good advisor can guard
against.Ultimately, a good advisor can and will influence and even change client behavior. In a
world where personal financial issues have become increasingly and often unnecessarily
complex, a good advisor can help clients figure out what is true and what isn’t, what works, what
matters, what is useful, and what can go wrong. There are few . . . people with the expertise
sufficient to begin to do that for themselves. Nobody can do it objectively. That’s why good
advisors are an absolute necessity.Seawright’s thoughts on managing expectations and
behavior include, “We are all prone to behavioral and cognitive biases that impede our progress
and inhibit our success. We are prone to flitting hither and yon chasing after the next new thing,
idea, strategy, or shiny object.” He goes on to say, “A good advisor can mitigate these
tendencies. Doing so is vital, not the least of all because we tend to disbelieve that we are
susceptible to them.” This is a particularly interesting point. “While most people do well at
assessing others, they are wildly positive about their own abilities. . . . For instance, in a classic
1977 study, 94 percent of professors rated themselves above average relative to their peers. In
another study, 32 percent of the employees of a software company said they performed better
than 19 out of 20 of their colleagues.”20 Another article said, “About 93 percent of people
consider themselves ‘above average’ drivers.”21 These thoughts come from the principle of
illusory superiority. “Illusory superiority is a cognitive bias that causes us to overestimate our
positive qualities and underestimate our negative qualities. People tend to think their memories
are better than they are, that they’re more popular than they are, or that they’re healthier than
they really are.”22 This bias can extend to one’s perception of their performance, intelligence,
personality, etc.Seawright comments:There is a clear “behavior gap” between the average
investor (money-weighted) return and the average investment (time-weighted) return that shows
up consistently in the data, albeit in varying amounts. Thus there is some debate over whether
the size of this performance gap could be overstated in certain studies due to the return
calculation methods used or the pattern of returns over the time period analyzed. But
irrespective of the particulars, it remains clear that the behavior gap is significant and the result
of self-destructive investor behavior—most prominently panicking during market downturns and
performance chasing.Once again, there is value in managing the expectations and behaviors of
clients.The next four points of the “Hierarchy of Advisor Value” relate to portfolios and portfolio
construction. In his point on asset allocation, Seawright tells us significant research has shown
that figures we have heard about the impact of asset allocation on portfolio returns are likely
overstated. Nevertheless, he goes on to say that:Good asset allocation is crucial to matching
one’s portfolio with one’s goals, needs, situations, and risk parameters, all of which are subject
to change. The exercise of allocating funds among various investment vehicles and asset
classes is at the heart of investment management. Asset classes exhibit different market
dynamics, and different interaction effects. Thus the allocation of money among asset classes



and among investment vehicles within asset classes will have an enormous effect on the
performance of an investment portfolio. A good advisor is vital to good asset
allocation.Sometimes we take for granted those things that bring value to clients. Do not assume
clients understand the critical nature of a personalized asset allocation strategy. In fact, it’s best
not to “assume” that your clients understand any of these values you bring to the table as their
CFO or “money coach.” Don’t just look at company charts and tell your clients what the chart
says. Take into account their spending and savings habits, sources of income, personal desires
for a legacy, “real” risk tolerance, projected income and expense needs based on age, and
perhaps several other factors. Be a “money coach,” not only a financial advisor. Your client may
rather write that book they always wanted to write than study things you have studied and
learned over the last 10, 15, 20, or 25 years. There is apparently an old saying that “if you don’t
blow your own horn . . . somebody else is going to use it as a spittoon.” By no means are we
suggesting that you be a braggart or vain, but have pride in the importance of your work and, in a
respectful way, let the client know about the value you deliver to them; that’s what they are
paying for.There is a need to fully understand the client in depth through a highly effective
discovery process we will describe later. The advisor can then more effectively discuss the
rationale for recommendations in the context of the client and the efficient frontier, making sure
the client knows and understands the potential impact on long-term portfolio performance with
the recommended asset allocation. It is critical that the client understands and accepts the
potential performance implications of an investment portfolio as a result of these
recommendations. We want to set rational expectations, and one of the ways to do that is by
also providing each client with a personalized investment policy statement that incorporates the
client’s personalized asset allocation strategy.The advisor also needs to manage costs, fees,
and incentives as best as possible. By this, Seawright points to the need for advisors to research
funds looking for cost-effective funds (and exchange-traded funds, or ETFs) and even funds in
which the manager is also invested. There is certainly value in managing costs and
understanding where you sit in terms of competition, especially in a marketplace where many
clients are fee-sensitive. Again, do not “assume” clients understand what you do to manage their
costs.Good advisors also continue to rebalance portfolios periodically as required throughout
the year, keeping an eye on the client’s investment policy statement and costs as a function of
trading in non-fee-based accounts and any tax implications. It’s important not to overlook any
value you as an advisor provide, whether or not it is a differentiator. You do not get credit for what
you deliver that the client doesn’t necessarily know about. What does your competition take
credit for?Finally, with respect to value is security selection. Data makes it clear that it is not likely
that any particular financial advisor will be in the group that consistently outperforms markets,
indices, or benchmarks. Security selection has value because you are a knowledgeable,
studied, educated professional who does this for a living and you do save client time and effort
and, hopefully, add a level of comfort by providing this service. Yet the facts are that only a small
percentage of professional investors have beaten the market consistently over the past ten years



and index funds generally outperform actively managed funds, though active managers may
have lower risk. It’s a difficult case to sell security selection as a differentiator, which also means
you are constantly on the hook to be right and you are discounting the value provided in the rest
of your deliverables. Seawright does state that “stock-picking may be dead, but various studies
demonstrate that certain investment characteristics can and do outperform with persistence
over time (even though they can and do underperform for significant periods).” He also states “a
good advisor will stay on top of . . . trends and make sure that client portfolios continue to
comport with the best research as well as client needs, goals and situations.” Many or even most
investors prefer not to spend time developing the expertise and experience that financial
advisors and wealth managers have already acquired. Reinventing the wheel makes no
sense.Seawright makes another excellent point, or shares an opinion, from Dr. David Baltimore,
winner of the Nobel Prize in Physiology or Medicine in 1975 for his work on the genetic
mechanisms of viruses, who noted that “good science is a collaborative, community effort; on
the other hand, crackpots work alone.” While this is not a comment you will share verbatim with
“do-it-yourselfers,” Baltimore’s insights include that we all tend to work better with help, advice,
support, correction, criticism, and accountability. These are additional parts of the value you
bring to your clients. Even when we readily spot the problems of others, we rarely see our own
because most people are wildly positive about their own abilities (remember “illusory
superiority”).Wade Pfau, in his 2015 Forbes article, “The Value of Financial Advice,” makes great
sense when he writes:Can an advisor charging a one percent fee provide enough value to justify
the fee? It depends on the answers to two questions:a. Do you have the time, energy, interest,
knowledge, emotional discipline, and desire to implement all of these decisions on your own?b.
Are you working with a comprehensive financial planner who does more than just manage
investment portfolios and is capable of implementing good financial planning decisions?If you
have the time, interest, energy, knowledge, emotional discipline, and desire to do this on your
own, then you would make an excellent advisor. If your advisor is less than capable, you might
be better off saving yourself the 1 percent or taking your business elsewhere.If the answer to (a)
is no, and to (b) is yes, then it is worth considering that both of these studies [Vanguard’s Advisor
Alpha and Morningstar’s Gamma] demonstrate how working with a financial advisor can lead to
net gains. It doesn’t take much to improve your standard of living through better decision making,
even after accounting for any fee related to planning advice. 23In summary, at this point we
suggest you consider the following questions:• Which of the values discussed in these previous
pages do you deliver to your clients?• How does each of these values pertain to your clients,
especially your best clients?• When and how have you discussed your value statement with your
clients?• How was your value statement received by your clients?• Have you asked your clients
if they value those deliverables—that is, what are their perspectives? Do they believe, based on
their experiences, your deliverables are unique?It should be clear by now that you and your
competitors can deliver great value to your clients. In fact, most advisors are capable of
delivering a similar set of these values. The question then becomes, how can you be unique in



the values you deliver?Uniqueness embodies the question, “How am I different from other FAs
doing what I do?” It says that something or someone is unlike anything or anyone else or very
special or unusual. While there are differing estimates of the number of practicing financial
advisors in the United States, a Reuters article says there are about 285,000 financial
advisors.24 The Bureau of Labor Statistics estimated the number of “personal financial
advisors” in 2014 at 249,400 (and growing by 73,900 through 2024.) 25One can reasonably
conclude that being totally unique (i.e., “unlike anything or anyone else”) would be extremely
unlikely. Yet there is always a possibility to be a Katie Ledecky or a Michael Phelps, although
even they take a Silver or Bronze at times. Being “very special or unusual” is a great goal, but it’s
important to remember you are not competing against 285,000 other advisors. You have a niche
or a geographic area that significantly limits the number of your direct competitors. Furthermore,
you need only 100 or 150 clients at the right quality to be a successful advisor.Key point three is
to remember what has been called the Law of Fractional Advantage.26 This law says that “all
you need to do to win at anything is to be slightly better than your competition.” Sam Silverstein,
looking at 2008 data in the world of golf, noted that Tiger Woods’s “scoring average . . . [was]
67.91.” He went on to say that “the second rated golfer on the top scorer list, Mike Weir, had a
scoring average of 68.56. As good as Tiger [was], and as dominant as he [was], the only
difference between [Tiger] and the number two player on the scoring list is 65 hundredths of a
point.” As said, “a small advantage can make a large difference in results.” 27Your job is to gain a
sustainable edge (real or perceived) over your competition. Differentiation or uniqueness does
not have to be in absolute terms but in performance relative to competitors. Kenichi Ohmae
states, “If you are fighting with a competitor who has equal qualifications, effective and persistent
execution in critical functional areas may be the only differentiating factor.” 28The intent of this
book is to describe how to create both value and differentiation that is better than your
competition. Key point four is that if you provide effective and persistent execution in the critical
functional areas to be discussed—the “six core client-facing processes”—we believe you will be
differentiated. These six core processes are the:1. Intake Process2. Financial Planning
Process3. Risk Management Process4. Investment Planning Process5. Client Service Process6.
Planning and Review ProcessThese processes will be discussed in Chapters 3, 5, and 6 and
can deliver your value. The value of your deliverables in aggregate from these six processes can
provide differentiation.What Is Your Differentiation?The goal of differentiating yourself (and your
team, virtual and real) is to answer that question and to make it obvious that you are the only
advisor who can fulfill all your client’s or prospect’s wants, needs, dreams, hopes, and visions for
a “perfect” financial future. This could be an overstatement of investors’ expectations—but
maybe it’s their real hope.Key point five suggests 16 elements or deliverables to which you can
commit to define your differentiation. If you do them ALL and work hard, consistently, and if you
implement and provide effective and persistent execution, you will be in excellent shape on
value and differentiation.1. It’s always about the prospects or clients. Your first meeting with any
prospect is all about the prospect. It’s not about you, your company, or your investment



approaches. It’s all about learning about the prospects and what makes them tick. Get to know
them personally and then professionally. As Katherine Vessenes says, “Identify the land mines in
their current strategies. Most clients are completely unaware of the problems lurking in their
finances before they come to us—and the devastating consequences of not taking action now to
help protect their future.” 29Prospects make up their mind about you within the first seven
seconds of meeting you and spend the rest of their time justifying their initial belief.30 A series of
experiments by Princeton psychologists found that “all it takes is a tenth of a second to form an
impression of a stranger from their face, and longer exposures don’t significantly alter those
impressions.”31 Make sure your first second is your best second in how you and your office look,
how you speak, how you greet, how you listen, and how prepared you are. Note that it’s natural
to be nervous before meeting someone for the first time. That’s actually a good thing; it means
the meeting is important to you—and it is. This process is detailed in Chapter 5, Your Intake
Process.2. You offer service commitments. Have a written service level agreement (SLA) or
service promise with your clients (which we will detail in Chapter 3, The Client Loyalty Process).
The purpose of the agreement is to ensure that the proper deliverables, commitments, and
reminders are in place to provide consistent communications, service, support, and delivery to
the client by the FA and her team. The agreement provides accountability and responsibilities of
the team and presents a clear, concise, and measurable description of your service provisions
to the client. The agreement provides the client and FA with matched perceptions of expected
service with actual service support and delivery. Most clients don’t know the extent of services
you provide on their behalf. The SLA is a written reminder and addresses all the elements a
“wealth manager” delivers and offers to deliver including financial plans, estate plans, education
plans, communications plans, charitable giving, and the 30 to 40 or more deliverables outlined in
your service model or promise. The SLA is customized with or by each FA by client or tier.
Service level agreements need to be approved by compliance.This is the place where you
define and discuss the values you deliver with your clients. This is the place you ask your clients
if they value those deliverables and gather their perspectives. This and the next point are also
your opportunity to manage expectations and behavior.3. Your service commitments are a two-
way agreement. The client knows exactly what to expect and can measure you on living up to
the promises you make. This is a unique experience in many cases. This is about DWYSYAGTD
—Do what you say you are going to do.4. You send summary letters. After each portfolio review
meeting, whether in person or by telephone, send a summary letter to the client. The letter
should include:• A thank-you for being your client• Meeting summary, which would follow the
agenda you used• Any follow-up responsibilities of both your team and the client• A summary of
the service feedback you received and comments on what actions you are planning to take•
When your next meeting will beThere is a sample letter later in this book. In my experience most
advisors do not deliver this “summary letter.” If they do, it’s often an email. I realize it may be old
school, but physical letters are in themselves different. These letters also serve as the summary
you would include in your client relationship management (CRM) system.5. You are a financial



planning–based practice. In addition to developing a plan with the client, you are holding them
accountable to the plan for their actions (e.g., spending, saving, investing) to make sure they
stay on track for their goals. We discussed this previously as a value and this process is further
discussed in Chapter 3 on client loyalty. In many cases it is a differentiator if complete. Figure 1-4
is an example of a set of deliverables of a financial plan from a planner client. Note that not all
clients need all deliverables and some of these deliverables may be created and delivered by
strategic Center of Influence (COI) relationships.Figure 1-4 | Sample set of deliverables for a
financial plan.This is your opportunity to encourage consistent and increased savings,
encourage consistent investment, and develop a financial plan that meets the complete wants
and needs of your client.6. Your work ethic can be a differentiator. One nationally recognized FA
we interviewed summarized it this way:• You don’t come into the office at 8:15 a.m. and leave at
4:15 p.m. every day except Friday when you take off.• You don’t send out portfolio management
reports by email with a note saying “if you have any questions, call me.”• You care about your
client’s wealth more than your own and you care about who they and their family really are.This
speaks to availability, personalization, and integrity, which are all parts of differentiation.
Regardless of what you offer as solutions that you think are different from your competitors, as
stated you must work hard and execute well. It’s how in part you gain a sustainable edge (real or
perceived) over your competition.7. Your certifications are important—especially external ones
from the College for Financial Planning and/or Investment Management Consultants
Association. It’s good to be able to say you have the Certified Financial Planner (CFP)
designation, which is a professional certification mark for financial planners conferred by the
Certified Financial Planner Board of Standards. Consider other designations such as the CPWA,
CIMA, and CDFA.In his article “Can Becoming a CFP Boost Income?” Michael Kitces says “it
appears that obtaining the CFP marks is becoming a key step to climbing up the adviser ladder.”
He also quotes an Aite study32 whose “authors also find that while CFP certification is
associated with higher income, it’s not simply because consumers seek to hire advisers with the
CFP marks. Instead, the positive impact derives primarily from enhanced overall credibility,
improved technical expertise and knowledge—which also leads to higher self-confidence—and
greater client satisfaction with the adviser’s more comprehensive financial planning acumen.” 33
If you are not already a CFP, you are behind the approximately 25 percent of your competitors
who have a CFP designation.8. You offer a customized, personalized portfolio. You must have
enough money management expertise to know the markets and prepare asset allocations that
are not solely in context of corporate models but in context of individual clients, their wants,
needs, temperament, risk tolerance, family, etc. Some FAs farm out all money management, and
while that works for some it may not allow them to be as involved in customizing portfolios as
some high net worth (HNW) and ultra-high net worth (UHNW) clients think they want and some
FAs prefer. You need to know how to address that as well while not growing an inordinate
number of different investments or positions across your book. (This process is further
discussed in Chapter 3.)This value is where you deliver the second part of the Seawright model:



asset allocation, manage costs and fees, rebalance portfolios, and select securities.9. You are a
team of professionals (real and virtual) who all “know” the client. Your team consists of
investment specialists, business people who understand markets and solutions, and operations
who service clients. The team has a sole focus on the client and brings the resources of many
heads to each client’s wants and needs. If two heads are better than one, perhaps tens or
hundreds or thousands of heads are many, many times better than that. There is not only the
wisdom of many, but the service and support and continuity of the many who work as a team.It
would be a very positive addition to your team’s understanding of your client to have a written
biography of your clients and their spouses at least for your A book. These biographies can be
developed from your knowledge, client interviews, client resumes, LinkedIn and Facebook and
other online data, as well as photographs of the family. How natural would it be to interview
clients and gather information about their families to get to know them better while seeking
others in their family you may be able to help? Most people like to talk about themselves, and
implementing such an approach will be easy to incorporate into discovery meetings or check-in
calls. If for any reason you need to have your clients meet a specialist, or you want to brief new
people or your manager on the client, it would be most helpful to them as well to get to “know”
the client better.10. Your interests, facilities, knowledge, and discipline—and time—can be a
differentiator. According to William Bernstein, you need four faculties in order to invest
competently:• An interest in investing• The horsepower to do the math• The knowledge base•
The emotional discipline to execute faithfully 34 (i.e., take the emotion out of investing)These in
fact are your and your firm’s or Broker/Dealer’s (B/D’s) faculties, whether or not you use robo
tools. While robo-advisors have some of these characteristics, there is no substitute for human
interaction. Single individuals cannot yet replicate all the required faculties and will not likely ever
be a substitute for social contact.11. You have a consultative process. Bernstein also said that
success is dependent on:• Defining goals and executing and adhering to a long-term investment
plan• An ability to properly allocate and diversify the client’s assets• Developing an investment
strategy and selecting appropriate investment managers• An ability to monitor and make
adjustments as necessaryThese factors are similar to the values mentioned previously. They are
part of your differentiation as you conduct your business using a consultative process, have a
buy-and-sell discipline that takes the emotion out of the process, and continually manage your
client’s assets, interests, wants, and needs and communicate consistently and proactively with
them. Ensure that your clients understand your consultative process.Use the “pencil selling”
technique to make your point and when explaining any concept or approach, such as your
consultative process. Take paper and pencil and sketch a diagram of the concept or idea you
want to explain. Using your version of the wealth management consultative process, create it as
an example in front of the client. Most firms have a diagram of that process, which you can find
online; it typically includes steps for discover, diagnostics, plan development, plan review,
commitment, follow up, etc. Your sketch will help the client focus on the concept much better
than a PowerPoint slide or image that is often shown in a single view. Pencil selling creates



interaction and illustrates your competence. Think of using this technique for showing charts like
the efficient frontier or any other basic chart or graph where you’d like to get more client
involvement than a presentation or brochure typically allows.12. You can explain what makes
you you, and your firm your firm. When everything else is the same, you can be the difference.
This is quality advice. Let the client know who you are, your values and belief system and that of
your firm. Put your views, values, and beliefs in context of their values and beliefs and their wants
and needs. This is part of your value and your humanity. You know yourself, are proud of what
you do and why and how you do it, and you care about yourself, your family, your firm, and
mostly about your client—and that needs to come across. People ultimately choose to do
business with people they like, know, and trust, and everyone likes someone who appreciates
them.13. You have a giving approach to clients. Look for opportunities to be giving and make
sure you recognize them. Be cognizant of your clients’ lives, the events in their lives, their
occasions, and their need for help, and react to each and every situation.14. You are the lead,
the quarterback, the CFO, the “money coach” in your clients’ lives. We liken that value to a health
advisor. If you are in your 60s and beyond, you have probably encountered gastroenterologists,
pulmonologists, dermatologists, podiatrists, cardiologists, ophthalmologists, proctologists,
urologists, nephrologists, and internists, among other specialists. What would it be worth to have
a health coordinator who understands each of these specialties and could coordinate the
delivery of health services to you? Your primary care physician refers and helps but doesn’t
provide this depth of coordination, though concierge doctors may provide improved
coordination.And that’s what you can do, and where you can provide tremendous value and
differentiation. As a financial services provider, you are the equivalent of a concierge provider by
being a single source for investment advice, insurance, mortgage, banking, financial planning,
estate planning, accounting and taxes, and other services. It’s called “wealth management.” We
call it a “personal CFO.” You may not actually execute all these services but you can coordinate
them, understand them, and integrate them as the client’s CFO, based on their needs. What is it
worth to have a financial services coordinator who understands each of these areas and the
language spoken by all of them? This is a service that today’s robo-advisors do not provide but
you can, at least for your best clients.
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Piedmont Way, “Look Out Pages Missing. I order the book just after hearing David Leo on a
webcast. Book was delived this afternoon and I stated flipping throuht it. That when I noticed that
pages were missing from the back. Starting at 213 and going to 244 , 18 pages were without
type and the content just stopped and started. Publisher / production problem. Otherwise
glacing thur the book looks like it will be a  great resource. I reorder immediatley.”

Claire Akin, “Fantastic book - what a resource!. The Financial Advisor's Success Manual is the
definitive resource for structuring and growing an advisory practice today. It provides textbook-
style guidance and details for every aspect of creating and positioning a practice, full of insights
and examples that are helpful for today's advisors to visualize their future firm. A must read for
every advisor seeking clarity on their structure, marketing, client service, and profitability!”

A. Sinsigalli, “Great guide!. Exceptional guide to the nuts and bolts of all aspects of running a
financial services practice. Read, digest, follow, repeat. Your clients will be content, your practice
will grow and you will have the ability to enjoy what you do. Mr. Leo has written a truly exceptional
guide.”

The book by David Leo has a rating of  5 out of 4.9. 14 people have provided feedback.
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