






Tactical Tips 

• Upfront, discuss how the team will 
integrate clients into one client 
service model, determine roles and 
responsibilities, and chart future 
growth plans.

• Create a client-facing messaging 
plan and branding for the new team. 
Communicate how this change will 
aff ect the client relationship, and 
enhance the experience. 
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Human Capital Challenges, 2019
Sources: Cerulli Associates, in partnership with the Investments & Wealth Institute (formerly IMCA) 
and ​​​​​​​​​​​​​​​​​​​​​​​The Financial Planning Association® (FPA®)

Specialized support team: It can be difficult for senior advisors to rationalize 
the additional expense of adding service advisors or staff who are not directly 
responsible for client acquisition but create capacity and specialization. 
Nevertheless, those hires are critical for growth. These specialized roles help create 
bandwidth for the senior advisors to focus on client-facing activities and practice 
management.

Larger multi-advisor teams can begin to consider hiring roles, such as marketing 
specialists, a chief investment officer (CIO), an estate planner, or an insurance 
specialist. Roles and responsibilities can become more focused at the advisor level, 
too. A multi-advisor practice, for example, might have an advisor who emphasizes 
planning needs for corporate executives, another who specializes in business 
owners, and another with expertise in divorce situations.

Practice Management Professionals

Challenge Not a 
Challenge

Moderate 
Challenge

Major 
Challenge

Hiring quality staff 6% 39% 55%

Structuring roles and responsibilities 3% 45% 52%

Grooming junior advisors 6% 48% 45%

Recruiting established advisors to join the firm 3% 52% 45%

Establishing career paths for staff 3% 58% 39%

Merging established advisors into teams 10% 61% 29%

Managing staff performance issues 3% 71% 26%

Retaining high-performing employees 6% 68% 26%

Offering competitive compensation and benefits 3% 71% 26%

Minimizing disruption from turnover 16% 58% 26%

Fostering a positive culture 19% 61% 19%

Managing conflict between staff 13% 71% 16%

Managing conflict between advisors 26% 61% 13%

Advisors may encounter 
challenges as they consider 
teaming opportunities, 
stemming from inadequate 
planning, cultural 
misalignment, and poor 
communication.

More than half of practice 
management professionals 
believe that hiring quality 
staff (55%) and structuring 
roles and responsibilities 
(52%) are major challenges 
for advisors.

Close to two-thirds (63%) 
of practice management 
professionals report that 
inconsistent procedures 
across multiple advisors 
within the same practice 
pose a major productivity 
challenge.

A thoughtful approach to teaming can  
mitigate challenges
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Best practices to avoid teaming pitfalls:

Agree upfront on key points,  
such as the new practice’s primary 
objectives, revenue and expense 

sharing, equity sharing,  
and strategies.

Discuss the new decision-making 
process. For example, nimbleness 

can be lost for practices with  
an excessive number of equal 

decision-makers.

Determine the practice’s 
organizational structure, which 

includes defining responsibilities 
for both advisors and staff. 

The organizational structure of 
teams varies based on objectives, 
strategies, and service models. By 

identifying these role expectations, 
practices can reduce the potential 

for future feelings of inequity. 

During the process of teaming, 
advisors tend to consider positive 

scenarios and outcomes. Yet it  
is also critical for advisors to  
plan for potentially negative 

scenarios and how they could 
impact the arrangement. 

Avoid the Pitfalls
While teaming is highly successful for some advisors, it presents challenges that can 
drag down productivity.

Cultural Misfit: It is important for advisors to evaluate cultural fit before building or 
joining a team. A major misalignment in working styles or expectations can cause 
friction and derail a team, substantially disrupting the client experience.

Inadequate Planning: Advisors can fail to undergo adequate planning prior to 
teaming, or they allow parties to be too vague about key issues that can evolve 
into fundamental differences. As intentions solidify, advisors should create a more 
formal agreement in writing. This is not a legal document as may be required in 
some instances, but instead a roadmap for the new team. The process of creating 
a written document forces advisors to specify their intentions, and it ensures that 
everyone is truly on the same page.
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