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1. Introduction

This Guide is designed to help firms create an approach to Client Management which fits their business vision for the future. With key drivers of the Retail Distribution Review (RDR), pressure on margins and Treating Customers Fairly (TCF), firms have the opportunity to create a consistent and sustainable approach to managing their most valuable business asset – their clients.

There are clear and substantial benefits for clients, advisers and the firm as a whole in defining a Client Management strategy in the context of the business transition programme.  

Benefits of Client Management.

To your clients:
· Confidence and improved understanding of the advice received.

· Clear understanding of what they are paying for.

· Consistent service experience.

· Choice through how they select their services.

For advisers:

· Better structure and clarity of role and obligations.

· Effective and efficient Client Management.

· Enhanced client loyalty.

· Improved adviser job satisfaction.
For your business:

· Visible and marketable differentiation through a consistent client experience. 

· Increased productivity.

· Efficiencies through standardisation of communications.

· Improved client retention and profitability.
· Higher propensity for client recommendations and advocacy.
Things you’ll need to do:

1: PLANNING

As with all successful business practices and processes, the roots lie deep in the planning. The same is true of Client Management. 

· Ensure that Module 4: Client Proposition is fully completed as you will need it to complete this Module.

· Read this AIFA FF>>WD Guide to Client Management. 

· Decide who in your firm is best suited to lead the Client Management 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

· Client Management 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 Client Management objectives, strategy, client journey and communications.

www.aifaffwd/module7/clientman/mantemplate
3: PROGRESS LOG

· When you’ve completed Module 7: Client Management, 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 and experience of those contributing to the process.

3. The scope of your business transition ambitions.

4. Whether you feel it is 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.

You may find it useful to attempt a top line schedule. The process may well be fluid so periodically review your schedule and update it.

	Task
	How long?
	Start
	Finish

	1. Agree team
	
	
	

	2. Read guides
	
	
	

	3. Agree Client Management Objectives
	
	
	

	4. Define Client Management Strategy
	
	
	

	5. Define the Client Journey
	
	
	

	6. Define your Communications Strategy
	
	
	

	7. Implement your Client Management Strategy
	
	
	


2. Developing your Client Management Strategy

In this module we look at the key components of your Client Management (CM) model. This will include the additional areas you may need to identify and create to help you define and execute your model. 

	Process
	
	What you need to do
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	Complete your CM objectives.

(Client Management Template)
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	Define your CM Strategy.
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	Complete your CM Strategy. 

(Client Management Template)
	
	

	
	
	
	
	

	Define the Client Journey.
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	Complete the Client Journey.

(Client Management Template)
	
	Create Client Communication Timeline.

(Client Management Template)

	
	
	
	
	

	Define how to communicate with clients.
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	Define and document your Communications Strategy.

(Client Management Template)
	
	

	
	
	
	
	

	Implement your CM Strategy.

Page 15
	
	
	
	


The chart below provides a guide to help you move from where you are now to a post RDR position. 
3. How Client Experience and Client Proposition fit together 

A profitable Client Management approach is dependent upon:

· Your Client Proposition – it’s what attracts clients to do business with you. The way you treat them will encourage them to be loyal, to recommend you to others and use your services repeatedly.

· A credible and consistent brand – your colleagues are the people entrusted to deliver on your brand promise by the quality of advice they give, the high levels of service they offer and the relationship they build with the client.

· The clarity and quality of your communication’s strategy – whether it be the spoken word, your online presence, the promotional material you deploy, the essential information and legal documentation you and your clients require.

· Check that your Module 4: Client Proposition gives clear direction for the way you are going to manage client relationships. For example, if you are promising a highly personalised service with significant face-to-face access, make certain you have a procedure and the personnel in place to deliver.

· Check the clients you wish to manage in particular ways are consistent with the Pricing model (Module 5: Pricing the Proposition). For example, offering an expensive quarterly printed newsletter and face-to-face access to a client in your lowest profit segment, is unlikely to meet your profit goals.

4. Defining your Client Management Objectives

Defining your Client Management Objectives goes far beyond setting high-level financial targets or general customer satisfaction levels. They should concern the relationship that your firm has with your clients, your firm’s core TCF policy and the ways in which you want that relationship to develop so that it fits within the framework of the RDR and your firm’s overall goals. 

There are a number of elements that need to be considered before you can set the objectives. Firms of different sizes will have varying target levels, but our research with IFA firms suggests the following objectives score consistently high: 

Building client value.  
· Consider how you could offer other products and higher levels of service to existing clients.

· Deepen the relationship with existing clients to increase the level of wealth under advice.

· Understand and document your clients’ ambitions and motivations for wealth management, to identify opportunities in the future.

· Predict their behaviour, so you may be able to pre-empt their future requirements.

· Example objective: To increase the average value of wealth under advice from X to Y by 2012.

· Example objective: Cross-sell ‘Will writing’ service to at least 1 in 3 clients by 2012.

Client Retention. 
· Your current clients are your most pressing priority, particularly as the changes you are making to your business – commission to Adviser Charge, new service levels, migration to new platforms etc – will fundamentally change the way that you conduct business with them. It is a fact that retaining clients is more cost-effective than acquiring new clients.

· Example objective: To improve client retention by 10% by 2012. 

Client Acquisition.

· Identify the type of clients you wish to acquire and analyse why they would be attracted to your business. 

· Consider how to target these client types efficiently.

· Consider whether you will set any new client qualification criteria - e.g. sufficient income, size of portfolio etc.

· Maximise the opportunity – and minimise the time spent – in converting prospects into fee paying clients.
· Increase interaction – e.g., offer a free introductory meeting, two reviews a year rather than one, invitations to investment seminars.

· Example objective. To improve conversion of prospects into clients from X% to Y% over the next 12 months.

· Example objective: To acquire 100 clients with minimum assets of £200,000 within the next 12 months.
Develop Brand Advocates. 
· Recognise your areas of competitive strength – and promote them.

· There is no greater advocate for your firm than a happy and loyal client. Consider how you might incentivise existing clients to make referrals.  

· Create case studies – potential new clients and the press will find them interesting.

· Example objective: To ensure that at least 40% of clients are actively recommending your services to potential new clients by DD/MM/YY.
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 Brand – put simply, ‘deliver what you promise’, so that the client experience is good and expectations are met.

Seamless approach – ensure that all parts of your business that ‘connect’ or communicate with your clients do so in a clear, unambiguous and consistent way. 

( Now complete Section 1 in the Client Management Strategy Template, setting out your objectives over each of the four areas. Remember to make each one a SMART objective (Specific, Measurable, Agreed, Realistic, Time-bound).
5. Defining your Client Management Strategy

Now that you have defined your objectives, the next step is to define your strategy for achieving those objectives - you will now be completing Section 2 in the Client Management Template. 

You will need to articulate your approach in the four key areas, listed below, which are consistent with your Client Management objectives. We have listed some points at the end of each of the key areas that may be useful to consider when defining your strategy.

Building client value.

· Having defined your client segmentation in Module 4: Client Proposition, consider which services you would like to offer to each segment.

· Would you / how would you use notes from client meeting to identify possible cross-selling opportunities?

Example CM Strategy Cross selling statement: Increased wealth-under-advice will be achieved by developing a deep understanding of our clients at every review meeting and using information intelligently to identify additional needs.

Client Retention. 

· Consider how and when to communicate your firm’s new Client Proposition to existing clients.

· Would you consider new channels of communication to keep in contact with your existing clients?

· Would clients be able to choose how you communicate with them?

· Have you considered how you would package your service to clients and produce the appropriate literature accordingly?

· Consider how and when you would obtain regular feedback from clients.

Example CM Strategy Retention statement: Client retention will be achieved by delivering our promises and ensuring a high level of relevant contact through all stages of the relationship. The use of e-communications will be employed to create targeted, frequent and value-added messages.

Client Acquisition.

· Would you actively promote your firm? If so, how?

· How would you use / gain professional connections that would lead to referrals? 

· Would you like to offer services beyond the geographical area that your firm currently operates in? i.e. nationally, EU, globally.

· Do you need to improve your online proposition?

Example CM Strategy Acquisition statement: New clients will be acquired primarily by word-of-mouth recommendations from highly satisfied existing clients. We’ll build a strong reputation in the local community to reinforce our service and use local press and other influencers to develop our name awareness.

Building Advocacy.

· How would you maximise referral opportunities?

· How would you incorporate client referrals into meetings?

· Would you incentivise clients to refer you?

Example CM Strategy Advocacy statement: Higher levels of client advocacy will be developed by implementing a programme of added-value services, starting with a Will Writing Service and IHT Planning. Using real-time client feedback, we aim to know how well client expectations are being met and will address shortfalls as a critical priority.
( NOW complete Section 2 in the Client Management Template. 

6. Defining the Client Journey
Clients have different needs and as a result, different client segments should be treated in different ways. For example, how often you communicate with them, the advice you give, the process of turning advice into implementation – through to the point where you invoice for your services and beyond. In many ways, you control the exchanges and resulting actions that a client has with your firm. This is often called The Client Journey.
· Depending on the size of your firm and the types of clients you have, you are likely to have more than one client journey. It is important that you define each client segment behaviour to develop a better understanding of their requirements and how best to service them. 
( The outcome of this task will be a completed Client Journey - found in Section 3 of the Client Management Template. This will help you to clearly set out how you communicate with clients at every key touch-point and the service levels you provide. In order to help you, we have listed key considerations below as well as an example of a completed Client Journey Template (see Appendix A).
Key steps to define a Client Journey

1. Identify the client segments.

· If you’ve completed Module 3: Client Segmentation, you will be equipped to answer this section. If not, we strongly suggest you complete it now.

· Knowing which clients to target will allow you to identify client types by income, value to your firm (including long-term value), other asset classes – even their potential for referrals.

· Complete a separate Client Journey for each of your chosen client segments.
2. Identify the client ‘touch-points’.

This list is not exhaustive, so building on your work in Module 4: Client Proposition where you identified the Advice Process – think about all the major client touch-points prior to client acquisition, at the point of acquisition and ongoing, for example, first client meeting, first fact-finding meeting. 
( Now document all touch-points in the Client Journey, found in Section 3 of the Client Management Template (see Appendix A).
3. Service Proposition, Service Description and Service Standards.

Identifying levels of service commensurate with each client segment will maximise the effectiveness of your advice, save you time and increase your profitability. Use your findings from Module 4: Client Proposition to help you consider your:
· Service Proposition – To ensure your clients have a clear understanding of the benefits of your service proposition. Example: We provide suitable advice to make unbiased and unrestricted (Whole of Market) decisions.

· Service Description – Set out your commitment to the service that you will provide – what you do for clients, how you work and the costs involved. Example: By analysing a client’s financial needs including a review of existing provisions and undertaking a gap analysis. The cost for this service is a flat fee of £x.

· Service Standards – Set out the measure of your service commitment.  Example: We provide a full analysis of a client’s requirements. Suitable recommendations are made to achieve the client’s goals and we’ll identify the cost of achieving the goals. This will be provided within x days of the discovery meeting.

( You might like to consider these questions to help you complete the Service Proposition and Service Description sections of the Client Journey Template.

· What will happen at the first point of enquiry?

· What will happen at the first introductory meeting?

· How do you record a client’s details?

· When a client agrees to receive advice from your firm, how will the process be documented / formalised?

· What is the process for client fact-finding – i.e. their issues, objectives.

· How do you present your advice?

· If a client wishes to act on your advice, what is the implementation process?

· Will your client need regular updates?

· If policy documents are required, how will they be despatched?

· When and how will you present your invoice?

· Will you offer a post-transaction courtesy call or arrange regular scheduled calls?

· When might you consider offering additional products or services to clients?

· When will you set a date for an annual review?

· How will you persuade clients to offer referrals?

· When and how will portfolios be valued and how will they be communicated?

( Now complete the Service Proposition, Service Description and Service Standard sections of the Client Journey in Section 3 of the Client Management Template.

4. Identify the communication outputs at each client touch-point.

The task here is to complete the ‘Communications Output’ column of the Client Journey by defining the following for each touch-point;

· What do you give the client?

· What do you send? (letters, e-mail etc)

· What data do you collect and what do you do with it?

Example: When a prospect becomes a new client the main communication might be a Welcome Pack containing all documentation, a service schedule, contact numbers, website and email addresses plus a recommendation leaflet.
Client Communication Timeline. 

Having completed your Client Journey, you can now use the output to create a Client Communication Timeline. This allows you to match the key touch-points, at which you’ll be communicating with your clients, with the timings at which these will take place. You can also record where any higher levels of service will be offered on top of your standard service offering.

Key steps to completing you Client Communication Timeline:

· Plot the client’s touch-points at the months (X-axis) at which they’ll take place, for example, prospect enquiry is at 0 months, fact-finding meeting will take place a month later etc.

· Plot the output connected to each touch-point (Y-axis), for example, disclosure documents. 

· Decide if you will provide higher levels of service as part of developing the client relationship and plot these above the ‘Standard Level of Service’ point on the Y-axis. 

( Now complete your Communications Timeline. In order to help you, we have created an example, which can be found in Section 4 of the Client Management Template.
7. Define how to communicate with clients

Creating a communication strategy.

Your communication strategy covers three key elements: 

·  Your communication strategy objectives. 

	Communication Strategy
	Measure of success
	Methods of Communication

	Acquisition
	10 new clients / quarter
	Direct Mail

	Retention
	Improve client retention by x% by 2012
	e-Newsletter

	Cross-selling
	Increase the average value of wealth under advice by x% by 2012
	Annual Review with updated Advice Report 

	Building advocacy
	Ensure x% of clients are actively referring your service
	Service leaflet for clients to hand to friends

	Managing client expectations
	When 100% of clients confirm that they understand the impact of the advice on their assets
	Portfolio valuation report


·  The measures of success for your objectives. 

·  The methods of communication that you are going to use.
( Now think about completing the table in Section 5 in the Client Management Template.

In order to help you, we have outlined the methods of communication that you may wish to consider with an example below. It is important to remain realistic and within your budget.
Methods of communication checklist.

There are many ways to communicate with clients, either as a way of engendering greater loyalty with existing clients or as part of a client recruitment and retention programme. 

· Client review – a perfect one-to-one opportunity in a controlled environment. One of the few communication opportunities where personality and proven acumen can shine through.
Possible Communication strategy: Build client value and Retention
· Referrals - building a strong, long-term relationship with your client not only increases the opportunity for greater profitability, it also opens up the possibility of ‘referring with confidence’.
Possible Communication strategy: Acquisition
· Professional connections - consider a referral service with Lawyers, Accountants – even Undertakers. Agreeing a mutually beneficial deal will still require the art of negotiation.
Possible Communication strategy: Acquisition 

· Advertising – excellent for brand awareness, good for pushing traffic to websites, but don’t expect significant business without significant investment.
Possible Communication strategy: Acquisition
· Seminars or conferences – many of the benefits of one-to-one contact, in a mass market environment.
Possible Communication strategy: Acquisition, Build client value, Referrals, Retention
· Internet - at one level a showcase for your business, its philosophy, its strengths. At another, a key tool in your firms new client lead generation programme. At another still, quite possibly an important tool in your client servicing future.
Possible Communication strategy: Acquisition & Retention
· Social Networking – a way of cascading your business proposition fast and inexpensively. You may well find your next generation of clients using the same methods.
Possible Communication strategy: Acquisition & Referrals

· Newsletters - a good way of regularly communicating your firm’s point-of-view on industry news and related matters.
Possible Communication strategy: Retention and Build client value
· Emailing – Newsletters are increasingly emailed – en masse - with direct links to websites. Excellent and cost-effective opportunity to get regular timed messages sent to existing and prospective clients alike.
Possible Communication strategy: Retention and Build client value
· Public Relations - build your own relationships with local media – newspapers, radio, town websites.
Possible Communication strategy: Acquisition & Referrals
8. Implementing your Client Management Strategy 

You are now ready to start implementing your Client Management Strategy which you will complete as part of Module 8: Project Management Plan. Implementation will involve the following:
· Communicating change to clients 

· Communicating regularly with clients 

· Promoting your firm to clients 

· Building meaningful business relationships 

· Client record keeping 

· Information Technology 

· Internal communication

9. What you’ve achieved so far - and what next?
You have:

· Defined your Client Management approach.  

· Defined your Client Management Objectives. 

· Defined your Client Communications Strategy.

· Set out how and when to communicate to clients at every touch-point. 

· Developed an understanding of how to implement the Client Management Strategy.

What next?

Update your Module 7: Client Management Task List.
When you’ve completed Module 7: Client Management, update your AIFA FF>>WD Wizard. It will suggest your next – and final - stage of the business transition process.

Appendix A – The Client Journey Template 

This is an example of how to clearly set out your approach to communicating with clients at every key touch-point. ‘Touch-points’ are the individual interactions you have with your clients: telephone calls, letters, emails, meetings, annual reviews, implementation and more.
	Client Management/
Stage Event – touch-points
	Service Proposition
	Service Description
	Service Standards
	Communications output

	Prospect:

Client enquiry. 
	Client has a clear understanding of my service proposition and where they can benefit. 
	Set out commitment to the service that we will provide - what we do for clients, how we work and the cost involved. 

Clear communication of the service proposition - e.g. independent, restricted, etc and any limitations or focused areas of advice).
	Tangible measure of our service. 

Full disclosure e.g. type of advice offered and setting out our charges. 
	What physical / virtual communications will the client receive.

Charging rates – price list or tariffs. 

Guide to the firm’s financial planning. 

Terms of service – guide to process of advice. 

	First introductory meeting. 
	Establish and build client relationship. 
	Opportunity for the client to know and get a feel for the IFA and determine if the client is the right type of client.
	Groundwork for determining if and how to build the client/IFA relationship. 

Sets manageable expectations. 
	Terms of business.

Key Facts – About the service.

IDD – Cost of the service.

Statement of fees.

	Client priorities. 
	Establishing an early picture of the client’s priorities. 
	Determine the complexity and level of work required in the financial planning.
	Gain a clear understanding of the client’s requirements. 
	Pre-fact-find, simple questionnaire.

	Agreement to becoming a client. 
	Clear understanding of what is involved and that they are happy to pay for the service. 
	Agreement to undertake work and the costs. 

Foundation of future relationship.
	Clear confirmation of deliverables and ongoing service. 


	Signed agreement. 


	Client Management/
Stage Event
	Service Proposition
	Service Description
	Service Standards
	Communications output

	Discovery / Fact- finding. 
	Gather personal and financial information to enable a full analysis of the client’s current situation.
	Comprehensive picture of the client’s objectives, concerns and aspirations. 

Clear understanding of client’s attitude to investment and other risks.
	Obtain sufficient information to determine client’s needs and priorities, also their attitude to and appetite for risk. 
	Complete fact- find. 

Separate risk questionnaires and other profiling techniques including cash- flow forecasting.

	Financial plan. 
	Providing suitable advice and making unbiased and unrestricted (whole of market) decisions.
	Analyse clients’ financial needs including review of existing provisions and gap analysis.  

Full analysis of options accessing any replacement plans and strategy including tax implication and planning options.  
	Ensure full analysis of client’s requirements. 

Suitable recommendations are made to achieve client’s goals. 

Will identify the cost of achieving goals. 


	Financial plan supporting documentation. 

	Recommendation meeting. 
	Ensuring that clients understand the advice and how best to proceed. 
	Opportunity for clarification and discussion of recommendation.  


	Produce clear and concise guidance for clients.
	

	New Client: Implementation. 
	Implementing advice recommendation. 
	Ensuring that plans are set up on the correct basis. 
	Successful implementation of strategy. 
	Issuing relevant documentation.

Action plan.

Investment strategy documentation.  

	Existing Client: Ongoing review. 
	Client is able to see all the steps taken, analysis of research conducted and value added.
	Highest levels of transparency and professionalism will be exercised.

Access to IFA and information is clear and remuneration is pre-agreed.

Information will be communicated so that all aspects will be clear and easy to understand for the client.
	Structured format to ensure that annual review is thoroughly discussed and understood.

Any feedback or new information provided will be documented/noted and used to improve / provide further service.
	Annual Review Pack with all relevant literature. 


Important Note: If your Client Management Plan is to be successful, it is imperative that your client record-keeping – personal details, transaction details, correspondence history etc meets these criteria:

· Readily accessible

·  Up to date

·  Accurate

·  Robust

·  Fast and easy to access
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