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From Process 
to Profits
H t ti d b iHow a systematized business 
enables fiduciary excellence, 
enhances your value proposition, 
and drives revenue

Spenser Segal, AIFA®

Chairman and CEO

What You’re Going to Learn

1. A process to ensure your plan aligns with your 
short- and long-term goals

2. How to capture a fiduciary-centric process in 
tangible formats
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3. How to align and communicate your fiduciary 
processes with staff’s and clients’ benefits

4. Advice and tactics to handle the change 
management obstacles that will arise

Quiz: True or False

Implementing new ideas is 
easy for most firms.
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True False

X
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Change is painful.
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Source: The Neuroscience of Leadership by David Rock and Jeffrey Schwartz

Organizational change is unexpectedly 
difficult because it provokes sensations 
of physiological discomfort.

Quiz: True or False

Reducing headcount is the most 
effective way to increase 
profitability in this environment
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profitability in this environment.

True False

X

Focus on Referrals and 
Client Relationships 
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Now is the time to translate your 
commitment to fiduciary excellence into 
business results.
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Quiz: True or False

Using the workflow functions of a 
CRM boosts productivity.
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True False

X

Did you know …
Percent of Advisors Who Have Utilized CRM 
Workflow and Have Increased Productivity
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2008 FPA Technology Survey

81%

Quiz: True or False

Firms that outsource non-core tasks 
and thus spend more time with clients 
earn 3X the amount of firms that don’t.
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True False

X
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Outsource non‐core 
functions and spend 
time with clients
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6X

*Source:  CEG Worldwide

A
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l R
e

Spend 30% of 
Time with Clients

Spend 60% of 
Time with Clients

Quiz: True or False

Translating a commitment to fiduciary 
excellence into a format that clients 
truly understand is easy.
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True False

X

Fiduciary Process Test
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Can you and your staff  effectively explain 
and demonstrate why your commitment to 
fiduciary excellence sets you apart?
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Why You Need a Process
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Process

Let’s Get Started

©2009 ActiFi, Inc. 14

Business Objective

STEP 1:
Define Business Objectives
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• For RIAs, this is one of 
seven objectives.
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ValueValueValueTimeTimeTime

GrowthGrowthGrowthProfitProfitProfit
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SatisfactionSatisfactionSatisfaction
Reduce 

Risk
Reduce 

Risk
Reduce 

Risk ExpertiseExpertiseExpertise
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Be Smart

S = Specific

M = Measurable
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A = Actionable

R = Realistic

T = Time-Specific



4/8/2009

© 2009 ActiFi, Inc.  No Reproduction 
Without Written Permission 7

G th

Business Objective
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Growth

Convert to SMART Goal

Increase revenue 
by 10% through 
existing clients 

by 1/1/10
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Client 
Service

Client 
Acquisition

Validate Goals

STEP 2:
Define Scope
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• Where do you need to 
focus to obtain results?
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Identify Processes Affected

Client 
Service

Client 
Acquisition
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Referrals
12-Month 
Service 
Model

Hone in on Sub-Processes
Lead 

Generation
Prospect 
Meetings Client Intake Client 

Service

Client 
Service 

Requests

Central 
Advisory 

Procedures

Leadership, 
Staffing, 

Education

Appreciation 
Events

Education 
Events

Media

Initial 
(Values) 
Meeting

Fact-Finding 
(Discovery) 

Meeting

Proposal 
(Plan)

Statement 
/Account 
Access 

Education

Document 
Retention 

and Storage

Account 

Quarterly 
Update

Mid-Year 
Review

Annual

Account 
Inquiries

RMD 
Procedures

Quarterly

Investment 
Process/ 
Product 
Reviews

Insurance 
Process/ 
Product 
Reviews

Planning 
Templates/

Employee 
Evaluation

New 
Employee 
Orientation

Employee

Business 
Operations

Office 
Planning

Finance and 

Facilities 
Management

Office 
Planning

Finance and
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Media 
Marketing

Referrals 
from Clients

Referrals from 
Professionals

Referrals 
from 

Partners

(Plan) 
Creation and 

Validation

Presentation 
(Delivery) 
Meeting

Paperwork 
(Commitment) 

Meeting

Transfer 
Updates

Initial 
Review

Third-Party 
Professional 
Coordination

Annual 
Review

Special (e.g. 
Tax 

Preparation)

Quarterly 
Reporting

Quarterly 
Billing and 
Statements

Website 
Access

General 
Service 

Questions

Templates/ 
Process 
Reviews

Central 
Compliance

Central 
Fiduciary

Employee 
Termination

Training and 
Certification

Job 
Description 

Creation

Comp.  
Analysis

Hiring 
Process

Accounting

Phone 
Systems

Computer 
Systems

Internet

Back-up 
Procedures/ 
Offsite Data

Finance and 
Accounting

Sample Scope Life-
Changing 

Event

Third-Party 
Professional 
Coordination

S.M.A.R.T. Goals

Business Objective Growth

Increase 
revenue by 10% 

through 
existing clients 

by 1/1/010

Apply Specific Solutions
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Specific Solutions

Processes Impacted

y

Client 
Service –
Meetings

Referrals from 
Existing Clients

Client-Friendly 
12-Month 

Service Model

Client
Acquisition –
Client Service 

Description

Marketing 
Material 

Describing 
Service Model

Events 
Describing 

Service Model
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Define the End Result

To drive results, we will need the following:

Clear internal documentation for advisors and 
staff (process maps, instructions, templates)

Technical configuration and implementation on 

©2009 ActiFi, Inc.

your CRM system

Adoption and utilization of process 
improvements (desktop change management, 
training, mentoring)

Client-facing material that clearly relays the 
process to them (placemats, literature)

Validate Goals

STEP 3:
Validate Your Approach
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• Are your goals S.M.A.R.T.?

Validate Goals

©2009 ActiFi, Inc.
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Define Requirements

STEP 4: 
Translate Your Existing 

©2009 ActiFi, Inc.

Process Into Your Ideal

• What is being done today versus 
what should we be doing?

Treat This Like a Paid Engagement

Your time is valuable; use it wisely.

Create a clear agenda with an objective

Maximize involvement – include stakeholders at 
the right time in the process

©2009 ActiFi, Inc.

Time-box specific topics and differentiate 
between dialogues and discussions

Assign specific roles (facilitator, process capture 
resource, subject matter expert) for each 
session

Outline Process Capture

©2009 ActiFi, Inc.
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Engage Gather Analyze Present Implement

Introduction

Values Meeting

Discovery 
Meeting

Initial Draft of 
the Financial 

Plan

Strategy Call

Presentation 
Meeting

Implementation 
Meeting

Monitor

Quarterly 
Review

Semi - Annual 
Review

Visual Process Capture
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Annual Review

Technology Workflow Requirements

©2009 ActiFi, Inc.

Implement

STEP 5: 
Implement the Process

©2009 ActiFi, Inc.

• Marketing Material

• Client Education Material

• Technology Configuration
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Validate

STEP 6:
Ensure Everyone Knows 
What Success Looks Like

©2009 ActiFi, Inc.

What Success Looks Like

• Define use cases that must be 
successful before staff roll-out

Validate

An example ‘use case’
– I asked my assistant (who started last 

week) to schedule an annual review

©2009 ActiFi, Inc.

week) to schedule an annual review 
meeting with Harold T. Jones

– We need to ensure that fiduciary best 
practices are followed and documented

©2009 ActiFi, Inc.
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In This Example …

What percentage of your time was spent on high 
value-add client-facing activities versus 
preparing materials for the meeting?

Was your staff able to execute on the process 

©2009 ActiFi, Inc.

y p
with little to no help from you?

Did the materials you brought to the meeting 
deepen your relationship with the client or was it 
just more ‘stuff’ that kept you from deepening 
your relationship?

Plan for Success

STEP 7:
Plan to Succeed

©2009 ActiFi, Inc.

• How do I make sure another 
great idea from a conference 
doesn’t go unimplemented?
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Plan for Success

Differentiate between a great idea and 
a realistic milestone

Perform an acid test on each 
il t if it d ’t li t

©2009 ActiFi, Inc.

milestone – if it doesn’t align to a 
tangible benefit, why are you doing it?

If a task cannot be assigned to one 
person, it is not a task

Plan for Success
For the owners of each task …

A = do they have the ability?

C = are they competent?
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T = do they have the time?

I = are roles clearly identified?

F = is this core to their focus?

I = are they incented?

Plan for Success
Task Duration Hours per 

week
Name A.C.

(Ability)
(Competence)

T.I.
(Time)

(Identified 
Roles)

F.I.
(Focus)

(Incented)

Configure 
Workflow 
on CRM

1 week 15 hours Phil Yes Yes No

Create 
training 

1 day 5 hours Suzie Yes Yes No

©2009 ActiFi, Inc.

g
one-pagers

Conduct 
Group 

Training

2 days 10 hours Phil No Yes No

Conduct 1-
on-1

mentoring

8 weeks 5 hours Jim No No No

Create 
CRM 

Reports

1 week 20 hours Phil Yes Yes Yes

Validate 
Reports

4 weeks 5 hours Ed No No No
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Manage the Change

STEP 8: 
Manage Change
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• Change is difficult – each 
person’s journey will be unique

Manage the Change

Balance amount of change versus maintaining 
client-service levels 

Acknowledge the difference between training 
and coaching

©2009 ActiFi, Inc.

Conduct regular status meetings

Maintain constant communication and provide 
recognition of success and learnings

Assign clear tactical ownership then delegate 
effectively

Bottom Line…
• Will

©2009 ActiFi, Inc.

• Skill

• Time
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Monitor

STEP 9:
Monitor Results

D j t d b fit t h
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• Do projected benefits match 
reality?  

• What ‘tweaks’ need to be made 
to ensure continued success?

Monitor
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Recap
Improving your business is an iterative process

• Identify business drivers

• Create S.M.A.R.T. Goals

• Identify specific solutions

• Define success at a 
tactical level

• Plan for success
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Identify specific solutions

• Hone your focus

• Define the end result

• Validate your goals

• Capture and enhance 
processes

• Train and manage 
change

• Measure and monitor

• Go the next process
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Thank You!

Spenser Segal
ssegal@actifi.com

763-550-0222


