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Assessing what your practice actually looks like and comparing it 
with your vision is essential, especially as your practice, regulations, 
investment vehicles, and client demands evolve. Think of the 
process as you do your clients’ portfolios: Even if they’re generally 
on track, they need rebalancing every once in a while in order to 
achieve their optimal asset allocation.

Creating or updating a business plan will help you refine your ideal client, the client 
experience and services you want to provide, and your allocation of time — all with 
the goal of establishing and growing the practice that optimally benefits your clients 
and your bottom line.

Below is a road map and workbook to guide you in creating your business plan.  
The four steps of the process will help you determine:

 � Where you want to go
 � Where you are now

 � How you will get there
 � How you will know if you’re there

To help you hone your mission statement and goals, you might want to revisit step 1  
after completing each of the other steps, armed with new information and insight.

Steps for Creating 
Your Business Plan
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Step 1: Where Do You Want to Go?
The first step is to begin envisioning what you want your practice to look like one, two,  
or five years from now: 

1. Who do you want to serve?

2. How do you want to serve them?

3. How would you want a satisfied client to describe the benefits and value of working  
with you?

4. Do you have a niche or any special expertise that differentiates you?

5. How will you identify and reach your ideal prospective clients?

6. How do you want to spend your time?

7. How will you define and measure the success of your plan?

8. What do you need to change, improve, and eliminate in order to achieve your ideal?

The answers to these questions will help you form your mission statement, strategic goals, and 
tactics. Your mission statement may be only one or two sentences, but it should capture your 
team and practice’s unique personality and service offerings. Try choosing three words that best 
describe your practice and its value to clients, and build your statement around those.

Your mission statement and goal-setting will also create a common purpose and focus for your 
team, who you should include in the process to gain greater buy-in.
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Using your mission statement, identify two to five strategic goals and set tactics for achieving 
them. These may change as you continue your assessment, and to optimize them, plan to 
reassess them after each of the three subsequent steps. As you move through the steps, you 
may generate new ideas or discover details about your current practice and potential market that 
surprise you and reshape your goals and plans to reach them.

Your strategic goals can include things like identifying your ideal client and the percentage you want 
them to constitute in your practice; establishing an ideal business mix (e.g., advisory vs. brokerage); 
increasing time spent on prospecting and building client relationships; improving operational 
efficiencies; or creating a more supportive, personalized, and seamless client experience.

The timelines for your goals can range, depending on what’s practically possible and how the 
goal fits into your overall mission and long-range vision.

For each goal, list the actions you’ll need to take to reach them, such as developing a 
marketing plan to reach your ideal clients; identifying clients who might be appropriate for 
advisory; eliminating, reassigning, or outsourcing tasks; or establishing guidelines for client 
care and interactions.

Strategic Goal #1

Actions Team Lead Due Date
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Strategic Goal #2

Actions Team Lead Due Date

Strategic Goal #3

Actions Team Lead Due Date
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Strategic Goal #4 

Actions Team Lead Due Date

Strategic Goal # 5

Actions Team Lead Due Date
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Step 2: Where Are You Now?
The goal of a business plan is to help you use your resources — time, effort, investment, and 
people — in a more targeted and efficient way in order to reach your practice and bottom-line goals.

To do this, take an objective look at the following factors:

 � Who are your current clients?

 � How are you spending your time?

 � Where has your practice seen growth, and where hasn’t it?

 � What is your business mix?

Answering these questions should give you some insights that will help you more clearly define 
your goals. You may even be surprised by where your own analysis leads you! Also, don’t forget to 
leverage your team. Involving your team can help deepen their understanding of your practice, your 
goals, and the path forward, as well potentially spurring additional insight and solutions.

Client Review
Taking an objective and data-driven look at your clients can reveal where and how you need to 
focus your efforts . You may even discover some who may no longer be a good fit for the practice 
you envision. And if you’ve established (or are moving toward establishing) a niche, identifying 
who currently fits your ideal and who doesn’t is essential.

Create a spreadsheet to compare each client’s:

 � Assets under management (AUM)

 � Net worth

 � Income

 � Profession

 � Primary and secondary goals

 � Interests

 � Types of services/products delivered

 � Revenue generated
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After gathering this information, ask yourself:

 � Are there any similarities among them? If so, you could consider establishing a niche  
practice and target your prospecting, or segmenting them for more efficient services  
and communications.

 � Who are the clients that would fit best into our practice vision?

 � Does our current level of expertise match the needs of those types of clients?

 � Do our current offerings match the needs of those types of clients?

 � What types of clients do we currently best serve?

 � Are there any clients we would consider referring to another advisor?

 � Are there any potential niches we could serve?

Notes
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Your Business Mix
Determine your ideal business mix, by percentage and revenue, and compare it to your current 
business mix. A few questions to think about:

 � Are the results what I expected them to be?

 � How closely does my current mix align with my ideal mix?

 � Does this information shed any light on any opportunities or drawbacks in my current practice?

 � What changes do I need to make to reach my ideal mix?

Ideal Mix Current Mix

Overall Business Mix % Revenue % Revenue

Fee-Based

Brokerage

Wealth Management

Ideal Mix Current Mix

Business Mix % Revenue % Revenue

Mutual Fund Advisory

Managed Account Advisory

Mutual Funds

Exchange-Traded Funds

Alternative Investments

Rep as Portfolio Manager

Unified Managed Account

Separately Managed Account

Closed-End Funds

Individual Equities

Individual Bonds

Options

Structured Products

Annuities

Insurance

Retirement Plans

Trusts
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Where Your Practice Has Seen Growth
Use the chart below to assess where your practice has seen growth over the past year or more. 
Compare the results with your goals, and with your vision for your ideal practice. Think about 
these questions to determine what you may need to do to reach your goals:

 � Which of my current growth strategies have resulted in getting me closer to my goals? 
Which have not?

 � How can I enhance my growth strategies to increase the likelihood of reaching my goals?

 � What else do I need to do?

Metric 10 Years Ago 5 Years Ago 1 Year Ago
Trailing 12 

Months
Change 

Goal

Total AUM

Number of Clients

Recurring Revenue

Total Revenue

Total Expenses

Operating Profit 

Recurring Revenue per Client

Recurring Revenue per Advisor

Total Revenue per Client

Total AUM per Client

Total AUM per Advisor

Profit per Client

Profit as a % of Revenue

Clients per Advisor

Revenue as BPS on Assets
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Step 3: How Will You Get There?
Before continuing with Step 3, take another look at your mission statement, strategic goals, and 
actions. Adjust or refine them based on the knowledge and insight you now have.

Your Team
The next step is assessing the duties, strengths, and weaknesses of your team members, and 
determining how to most efficiently and productively allocate daily and long-term tasks.

Ask yourself these questions: 

 � Do key staff members have the training and expertise to implement the tactics to help us 
reach our strategic goals?

 � Where are the greatest opportunities for development that aligns with our goals?

 � Where do we need more support?

 � Are there any current weaknesses great enough to warrant remedial actions or staffing changes?

Your Plan
Now that you have both your vision and an accurate portrait of where you are today, it’s time to 
begin enacting your plan.

Whether or not you ultimately follow it to a T, just going through the steps of the process itself 
can shed light on both your current operations and the best path forward. That knowledge alone 
can help you refocus your resources and time.

Meet with your team to present your mission statement and goals, get additional feedback, and 
ensure that everyone is working from a common playbook. 

In this step — as well as going forward — remember to stay flexible. Further insights from team 
members or future circumstances may alter your goals, and you’ll need to make adjustments 
based on those and the results you see.

Using your goal chart in Step 1, assign tasks and set deadlines under each strategic goal. Team 
leaders for specific tasks should then develop a detailed action plan, following the SMART  
criteria: specific, measurable, achievable, results-based, and time bound.

Also discuss what resources will be needed and how often the team leaders should check in on 
their progress and to discuss any issues that arise. 
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Step 4: How Will You Know if You’re There?
Now that you have a plan of action and a road map for implementing it, you’ll need to determine 
how you’ll know if it’s working.

Decide on the key metrics that are most important to you and best match your goals, such as 
revenue growth rate, number of referrals, and net new assets. Share these with the team leaders, 
and determine how often to review them and, if necessary, recalibrate activities and timelines.

Consider creating shareable charts so that team members are aware of the week-to-week or 
month-to-month impacts of their efforts.

Key Metrics Benchmark 1 Month 6 Months 1 Year 2 Years

  For more information and resources, visit the Resource Center | Your Business |  
Manage Your Business | Advisor Support Services | Practice Management 
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