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1. Introduction


A well articulated Business Vision sets the direction for the way your business will operate in the future. Documenting your aspirations and objectives for the business will provide clarity and guidance for others within the firm and ensures everyone is aware of and working towards the same goal.

This Guide will help you build and document your desired vision for your firm. It will provide a solid foundation for the strategic development of your business, whether you are planning to transition your business to meet the minimum requirements of the Retail Distribution Review (RDR) or whether you wish to fully transition to a highly professional, best practice independent advisory firm.

The guidelines are designed to prompt you to think about the critical areas of your business and will help you articulate exactly where you believe your future opportunities lie. If you have completed Module 1: Business Audit, you may begin to see the gap between where you are now and where you want your business to be.  

Benefits of a Business Vision.

· Sets the future direction for your firm.

· Provides a framework to implement business change
· Provides a clear and consistent view of the future to motivate, recruit and retain staff

· Sets the basis by which all other activities can be benchmarked and measured.
Things you’ll need to do.
1: PLANNING

Generally, the roots for successful business practices and processes lie deep in the planning. The same is true of a Business Vision: 

· Read this AIFA FF>>WD Guide to Business Vision. 

· Decide who in your firm is best suited to lead the Business Vision process.

· Decide who in your firm will contribute to this process.  

· Decide if you need any external support – meeting facilitator, complementary professionals.
· Compile and publish an agenda to all contributors.

· Decide on the date for a provisional meeting to start the process.

· Publish an Activity Schedule for all future work and meetings.
2: IMPLEMENTATION 

Commence the Business Vision process. Use this guide to help you as you follow the recommended stages:

· Business Vision Template – This is a PowerPoint template you can save to your PC. Use this document to capture all the decisions you make when developing your Business Vision. You may need to return to this document and update it once you have completed further modules.

www.aifaffwd/module2/businessvision/visiondocument

· Running a Business Vision Workshop - Read the checklist to ‘Running a Business Vision Workshop’ and kick-start the actions required for a successful workshop. (Note depending on the size of your firm you may need to run more than one workshop, one at the start of the vision process to gain initial views on the future of the business and a second validation workshop later on in the process once you have had time to develop your thinking further).

Don’t forget to keep your staff informed of progress so they see the efforts being made to achieve a smooth business transition. 

· Impact Analysis - Complete the Impact Analysis Worksheet at the end of the Business Vision Template to help you understand the impact of bridging the gap between where you are now and where you want your business to be.

· Consider the findings - When you have completed the Business Vision, take some time to reflect upon what you have discovered. Your new Business Vision may validate everything you already had in mind for your business, but it may be that some surprises or considerations emerge which alter your perspective. 

· Refine and update - The process of building your Business Vision will be iterative, as once you have completed further modules you should return to your Business Vision and fine-tune relevant sections.

3: PROGRESS LOG

· When you’ve completed Module 2: Business Vision, update your AIFA FF>>WD Wizard. It will suggest the next module you should complete.
How long will this module take?

This is dependent on a number of factors.
1. The size of your firm.

2. The availability of those contributing to the process.

3. The scope of your business transition ambitions.

4. Whether you feel it more realistic to define your schedule by weeks i.e. start week 1 etc, or defining actual dates i.e. start on 1 November 2009 etc.

The timetable overleaf contains the key tasks we suggest you complete as part of the Business Vision process. You may find it useful to develop a top-line schedule. 

The process may well be fluid. Periodically review your schedule and update it.
	Task
	How long?
	Start
	Finish

	1. Agree team & interviewees
	
	
	

	2. Run Business Vision Workshop
	
	
	

	3. Complete first draft of the Business Vision Template
	
	
	

	4. Complete Impact Analysis Worksheet
	
	
	

	5. Run second Business Vision Workshop
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 Assign one person (perhaps yourself) as the lead facilitator for the Business Vision process, but ensure you involve every member of the team, from administrators and paraplanners through to business owners to ensure you get everyone’s perspective. If you are a small firm this will be a simpler and quicker process.

Very small companies. You might consider comparing your thoughts and plans with trusted individuals you know or even other like-minded small companies such as accountants or lawyers.

2. Creating a Vision Statement

In this section, you need to define your aspirations and ambitions for the future of your business. The Business Vision Statement is all about creating a clear and precise picture of what your firm will look like in the future. This should take into account your desire for improving professional standards and the need to meet the RDR requirements. You should regularly refer back to your documented Business Vision Statement as it will represent a benchmark by which all other activities in the business transition process can be ‘scored’.
Things you should consider when creating your Business Vision Statement.

Questions to ask:

· What are my / our key goals and aspirations for the business?

· What do I / we really want to provide for clients?

· What do clients expect from my / our firm? 

· What type of business would I / we like to work for?

· How do I / we want others to view the business?

· How far beyond meeting minimum RDR requirements do I / we really want to go?

Statements to include:
· The overall purpose and strategy – what are you trying to achieve?

· The business definition – what services are you providing to clients?

· The business ethos – the core values your business will demonstrate. For example, integrity, competency, fairness, commitment, discretion.
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 Keep your Business Vision Statement short and clear. You should be able to describe your vision in a couple of paragraphs or bullet points.

· Don’t do this in isolation. Involve colleagues and run an internal Business Vision Workshop to brainstorm ideas. (See our checklist for Running a Business Vision Workshop).

www.aifaffwd/module2/businessaudit/visionworkshop

· If you are a small business or sole trader talk to family and friends about your aspirations for your business, or you could get together with other firms in your area to share ideas.

Need inspiration? 

Here are some examples of Business Vision Statements. 
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( Now complete Section 1 in the Business Vision Template. Use this document to capture all the decisions you make when developing your Vision Statement.
3. Business Objectives
These are the key goals that the business should be aiming to reach in order to deliver its business vision. Your objectives should be challenging but achievable and measurable over time. A useful acronym to use when building objectives is SMART, ensuring your objectives are:

· Specific – are they detailed, focused and well defined?

· Measurable – can you evaluate progress and success?

· Achievable – are they attainable in the time frame? 

· Realistic – do you have the resources to achieve them?

· Time bound – are they deadline focused?

Things to consider when thinking about your Business Objectives.
Your Business Objectives may include:

· Turnover – what target would you like to reach?

· Clients – how many and what type would you like?

· Assets Under Management – what would be your ideal target?

· Profit – what margin would you like to achieve?

· Sustainability – what is your target for the % of income derived from fees? 

· Growth – organic or via acquisition? 
· Exit Strategies – how to realise the value from your business and ensure your clients will be supported on an ongoing basis.

Your business objectives should be considered for delivery over the next three to five years.

Need inspiration? 
Here are some examples of Business Objectives Statements.




( Now complete Section 2 in the Business Vision Template. Use this document to capture all the decisions you make when deciding upon your Business Objectives.

4. Business Strategy

This section is focused on describing HOW your objectives will be achieved. It should comprise of a short summary of your planned strategy. You can start this section now but it is highly likely that you will need to come back after completing some of the other modules to ensure you have articulated it properly (e.g. Module 3: Client Segmentation).

Think about: 

· Your target clients

· Your positioning in the market

· Your client propositions

· Capital requirements going forward

· Ownership structure 

· Resources

· Growth plans 

· Exit plans
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 Be clear on how you will deliver your objectives and honest with yourself on any limitations you may face. Outsourcing anything you can’t or don’t want to do may well be a good option.

Need inspiration? 

Here is an example of a Business Strategy Statement:


( Now complete Section 3 in the Business Vision Template. Use this document to capture all the decisions you make when developing your Business Strategy.
5. Client Proposition

Does your future Business Vision involve offering the same services for clients as you do now? Or offering different services to different client types? Could it also mean stretching into completely new areas? And which ones present the best opportunity for you? 

Your thinking here will dictate your Client Proposition in the future, so there is much to think about. For example, under the RDR definitions, how will you offer independent advice? How will you need to refine your Client Proposition to ensure your service encompasses the new definition of independent advice correctly? Do you have enough experience / qualifications to meet client expectations and needs? 

As well as the RDR implications you will need to consider other factors when building your Client Proposition. You should consider the questions below as some, all or more of this list may well contribute to your Client Proposition Statement:

· Client demand and needs – has the Credit Crunch hardened or changed attitudes?

· Profitability – tailoring service and charging structures to different client needs.

· Competitor activities – staying abreast and ahead of what others are doing.

· Market gaps – identifying opportunities and playing them to your advantage.

· Market trends – the increased use of the Internet to find professional services.

· Technological opportunities – new, smarter platforms.

· Treating Customers Fairly (TCF) – has your firm more work to do?

· Specialisms – do you have any to give you a competitive edge?

· Unique Selling Propositions (USPs) – is there anything particular about your firm that can be successfully promoted?

· Offers – would you consider taking a more promotional approach to customer acquisition and loyalty?
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 You’ll need to update your Client Proposition Statement following completion of further relevant modules (e.g. Module 4: Client Proposition and Module 5: Pricing the Proposition).

( Now complete Section 4 in the Business Vision Template. Use this document to capture all the decisions you make when developing your Client Proposition.
Need inspiration? 

Here are some examples of possible content for a Client Proposition Statement.
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6. Financials 
Financial Objectives

Depending on the scale of your business transition aspirations, your future Financial Model may look quite different to the one you are running today. You are likely to have a high level view of the future financial impact on your business transition, but what might the impacts of - among others - commission to adviser charge, higher levels of service, new prudential requirements, actually be?   

You will need to consider and answer key financial objectives such as:

· My cost base will be xyz.

· My profit will be x%.

· My growth targets are x%.

( To complete this section fully, we suggest you first complete Module 6: Financial Model. 

( Complete Section 5 in the Business Vision Template. Use this document to capture all the decisions you make when considering your Financial Objectives.
7. Human Resource

You will also need to consider your human resource plans by asking yourself the following questions:

· What structure and people do you need to meet your desired objectives?

· Are the skills and experience of the personnel you currently have right?

· What additional investment in qualifications and training is required?

Your resource plans should contain some specific statements which your business will work to achieve. This will vary of course by the size of your firm. The following are examples only:

· All staff to achieve QCA Level 4.

· Minimise redundancies by retraining and restructuring staff.

· Develop CPD plans for all staff.

· Build additional administrative team to support new / revised processes.

· Enhance remuneration package to retain key staff.

· Create a staggered redundancy plan.
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 A key aspect of the drive to improve professional standards is to raise the entry level of qualifications for investment advisers – see the Raising the Benchmark section of the AIFA FF>>WD website for further details on how your firm will be affected.
Need inspiration? 

It may be useful to create an organogram of your ideal structure, showing key roles, qualifications and reporting lines. Consider newly emerging roles such as paraplanners and how they will play a part in your future business. Consider who will be responsible for your regulated and non-regulated activities. Equally important, what are the minimum regulatory requirements for qualifications?

Here is an example organisation chart for a typical new model IFA firm.
 

( Now complete Section 6 in the Business Vision Template. Use this document to capture all the decisions you make when considering your Human Resource requirements.
8. Impact Assessment

To get a better understanding of the extent of change required for your business and the actions that will be required, we recommend you complete the Impact Assessment Worksheet. This will help you compare the difference between where your firm is now and your vision for the future.

1. Refer back to your findings from Module 1: Business Audit to complete the Current Situation column. 

2. Complete the Future Vision column based on the results of your Business Vision development process. 

3. The Actions Required column is for you to input the key activities required for you to reach your future vision. 

4. You can then Score the Impact (1 = Low – 10 = high) of the Actions Required on your business.

We have completed some examples below for an IFA firm wishing to move from a product focus to a full financial planning proposition:

	Current Situation
	Future Vision
	Actions Required - to bridge the gap
	Score the Impact

	We offer independent advice across a range of financial solutions.
	To offer an independent and holistic financial planning advisory service. 
	Membership & involvement with relevant professional / trade body.

Financial planning training & CPD for 2 partners.

Move to financial planning software (research options).

Move to fee based structure.

Refine products offered.

Redefine service proposition.

Create client management plan.

Revise financial model.
	10

(High impact)

	We currently service a wide range of clients without targeting any specific types.
	To focus on higher net worth clients needing financial planning and advisory services.
	Update database.

Undertake client survey.

Undertake existing client segmentation.

Identify primary segments within client bank.

Rewrite client communications.

Write new marketing plan.


	10

(High impact)

	Current Situation
	Future Vision
	Actions Required - to bridge the gap
	Score the Impact

	1 of the 4 RIs in the firm does not hold a Level 4 qualification.
	All RIS to be Level 4 qualified.
	Assess options for compliance by 2012.

Consult with staff member re. options.

Build appropriate plan for compliance.
	6

(Moderate impact)


( Now complete Section 7 in the Business Vision Template. Use this document to capture all the conclusions you make about the impact of change on your business.
9. What have you achieved so far and what next?

You have…
· Considered the key issues relating to important aspects of your business.

· Created a blue-print for change which you and your colleagues can focus on in the months ahead.

· Built a picture of how business transition – including RDR compliance - will help to change and improve your business.


What next?

· Update your Module 2: Business Vision Task List.
· When you’ve completed your Module 2: Business Vision, update your AIFA FF>>WD Wizard. It will suggest your next stage of the business transition process.
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Firm One: Our Vision is to:


Provide regular financial planning advice to both personal and corporate clients. 


Be 'transparent', giving clients the options and choices available.


Aim to exceed clients’ expectations with our service.


Build a reputation for high quality independent advice.


As independent financial advisers, we will work for our clients to source the most appropriate solutions from the whole market.





Firm Two: Our Vision is to:


Exceed clients’ expectations by consistently providing quality advice and customer service with the aim of driving towards:


Customers – who recommend us unconditionally.


People – who are inspired and proud to work for our firm.


A Business – which other firms aspire to be like.





Firm Three: Our Vision is to:


Grow and protect our clients’ wealth by partnering with leading professionals, investment managers and service providers to deliver technologically streamlined and highly customised financial solutions.





Firm Four: Our Vision is to:


Develop relationships with clients based on trust to deliver long term, sustainable growth for our business and exceed client expectations.





Our Business Objectives are to:


Meet all the RDR requirements by 31st December 2011 i.e. one year ahead of deadline. 


Achieve a minimum of 50% of gross revenue from contracted ongoing relationships by 31st December 2012.


Achieve an overall operating margin of 20% of net revenue by 31st December 2012. 


Establish five new relationships for referrals within the next 12 months. 


Be seen as an integral and valued part of the local community. 





XYZ firm aims to provide services aimed at high net worth individuals in the North West of England.


Clients will, on the whole, hold between £100,000 and £1million+ of assets and want ongoing reviews and service and are prepared to pay a fee for this.


Clients will be mostly secured through referrals, professional connections and seminars.


We aim to have a relatively low number (c.200) of high value clients with whom we develop a highly personal, long term relationship with.


We will operate an environment where all staff feel valued and are encouraged to develop their range of skills to the maximum benefit of themselves and the firm.


We seek to develop and support relationships with local associations, trade bodies and media (press and radio) and to be seen as an informed commentator on personal finance issues.


We intend to remain a proprietor owned business and to fund the growth of our business through the profits we create.





On Positioning


‘Company X offers first-class, independent, tailored financial planning advice and services to clients wishing to grow their wealth now and for the future.’


On Advice


‘Our advice is considered and independent, free from the ties of third party providers. The quality and reliability of our advice is drawn from years of working within the wealth management sector.’


On Service


‘We offer exemplary levels of personal service – from fact finding, to working with you to plan your requirements, to the implementation of the requisites, to ongoing involvement.’


On Specialisms


‘We offer a broad range of advice and consultancy in the wealth management (and personal protection) arena. Our ability to specialise in Emerging Market Investments is a factor that sets us apart.’


On Adviser Charging 


‘We embrace recent FSA requirements asking us to move away from commissions to fully transparent adviser charges. Our clients will value the advice we give and be willing to pay accordingly.’


On Treating Customers Fairly


‘We fully recognise that client perceptions and attitudes have changed. We therefore applaud and fully support any initiative to make our – and our providers - dealings with clients fair, transparent and with access to recourse should it be required.’
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