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Method 
 

In exploring ‘The ProÞt Gap,’ Effortless Engagement conducted research through a combination 
of survey and diagnostic data collected across advice businesses of varying size, structure and 
maturity. 

The analysis draws on 238 completed business surveys and 36 in-depth business diagnostics 
conducted by Effortless Engagement. 

ProÞt leakage was quantiÞed using Effortless Engagement’s proprietary modelling framework, 
designed to identify where economic value is lost across the advice operating model.  

The model evaluates the proÞt recovery levers outlined in this paper and estimates their impact 
on business performance both within their area and in combination. Importantly, interaction effects 
between levers are accounted for.  

The outcome is a grounded estimate of recoverable proÞt, focused on improvements that simplify 
the business, improve execution quality and enhance margins. This ensures proÞt leakage is 
treated as a measurable performance issue aligned with how advice businesses operate in 
practice. 
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Executive Summary 
 

Despite strong top line revenue growth and high levels of effort, many advice businesses are materially 
less proÞtable than they should be due to hidden and compounding inefÞciencies embedded in their 
operating models. 

This paper examines the structural sources of proÞt leakage within advice businesses and quantiÞes 
the cumulative impact of inefÞciencies and missed opportunities. Across the businesses analysed, lost 
proÞt potential was not driven by market conditions, a lack of resources or Adviser capability, but by 
embedded operational, behavioural and structural friction within the advice operating model. 

These inefÞciencies create a ProÞt Gap, the material difference between a business’s current Þnancial 
performance and the potential level of proÞt it could reasonably achieve if existing resources and efforts 
were deployed more effectively. 

 

Dening the Prot Gap 
The ProÞt Gap represents potential proÞt that is 
left unrealised through inefÞciency, misalignment 
and friction within the operating model. It reflects 
margin erosion caused by the way work is 
structured, capacity is deployed, opportunities 
are converted and strategy is translated into day 
to day execution. 

In many businesses, the ProÞt Gap remains 
largely invisible. Financial results appear 
acceptable, team members are busy and clients 
are serviced.  

However, over time, inefÞciency compounds, 
margins tighten and scalability declines, often 
prompting further complexity, which widens the 
gap rather than narrowing it. 

 

Quantifying the Prot Gap 
ProÞt leakage was quantiÞed using Effortless 
Engagement’s proprietary modelling framework, 
designed to identify where economic value is lost 
across the advice operating model.  

The model evaluates proÞt recovery levers 
outlined in this paper and estimates their impact 
on business performance both individually and in 
combination. Importantly, integration between 
levers are accounted for to reflect the reality that 
operational, behavioural and structural issues do 
not exist in isolation. This approach provides a 
more accurate and commercially realistic view of 
recoverable proÞt. 

Across the businesses examined, four repeatable 
and interconnected sources of proÞt leakage 
were identiÞed, resulting in an average proÞt 
leakage margin of 11.1%. 

 

Sources of ProÞt Leakage ProÞt Leakage Range ProÞt Leakage Average 

Organisational Misalignment 1.3% – 5.8% 2.1% 

Workflow Complexity 2.0% – 6.5% 3.2% 

Capacity Misuse 1.1% – 6.4% 2.4% 

Conversion Friction 1.6% – 9.4% 3.4% 

Overall Average  11.1% 
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To illustrate the potential impact, consider a business generating $5,000,000 in revenue, with a 28% 
proÞt margin: 

 Current ProÞt: $1,400,000 
 ProÞt Gap (11.1%): $555,000 
 Unrealised Increase in ProÞt Potential: ~ 40% 
 Unrealised Increase in Enterprise Value Potential: ~ $3,000,000+ 
 

The Prot Gap Is Systemic 
While the four leakage areas are presented 
separately, the ProÞt Gap is inherently systemic 
and integrated. These issues reinforce one 
another and compound over time. 

 Organisational Misalignment weakens 
standards, accountability and commercial 
discipline 

 This misalignment manifests operationally 
as Workflow Complexity and Adviser 
Variance 

 Complexity absorbs capacity, leading to 
Capacity Misuse and rising Direct Costs 

 Misused capacity and inefÞcient workflows 
slow opportunity progression, creating 
Conversion Friction 

 Delayed revenue and margin pressure 
further erode discipline, reinforcing the 
cycle 

Addressing any one area in isolation may deliver 
short-term improvement, but sustainable proÞt 
recovery requires an integrated approach. 

Closing the Prot Gap 
The Þndings demonstrate that meaningful proÞt 
recovery does not require additional resources, 
reduced service levels or increased effort. Instead, 
it requires deliberate planning across: 

 How strategy, structure, accountability and 
incentives align 

 How work is designed and executed 
 How capacity is deployed 
 How opportunity converts into revenue 

Businesses that treat profit recovery from an entire 
organisational perspective rather than a series of 
isolated initiatives, can materially reduce profit 
leakage, improve scalability and unlock latent 
performance already embedded within their 
existing revenue base. 

Ultimately it’s the shared responsibility of all 
business leaders to work towards maximising 
business potential. 
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Organisational 
Misalignment 
 

Organisational misalignment exists where leadership intent is not consistently embedded into the 
structures, roles, incentives and performance mechanisms that govern day to day behaviour. This can 
result in inconsistent execution, unclear accountability and commercially sub optimal decision making. 

This misalignment can result in a signiÞcant and persistent source of proÞt leakage. Where planning for 
the organisational structure is underdeÞned, performance expectations are unclear and remuneration 
is not meaningfully linked to outcomes, individuals default to judgement based behaviours rather than 
disciplined execution. Over time, this manifests in margin erosion through inefÞcient use of capacity, 
slower growth conversion and an overreliance on individual discretion rather than repeatable systems. 

 

 

 

We uncovered a consistent pattern of structural 
and incentive misalignment across the 
businesses reviewed.  

Leadership alignment and strategic clarity are 
foundational levers that set the direction, pace, 
and standards of performance across an 
organisation. They determine not only what the 
business is trying to achieve, but how consistently 
those objectives are understood, prioritised and 
reinforced through decision making, resourcing 
and behaviour. 

We found signiÞcant gaps associated with 

leadership alignment and strategic clarity. 
Leaders may agree on high-level goals but lack 
alignment on priorities, sequencing and non-
negotiables. This results in mixed signals 
cascading through the organisation. Where team 
members receive inconsistent direction, initiatives 
compete for attention and short-term pressures 
can override long-term strategic intent. 

Critically, even small degrees of misalignment at 
the leadership level are ampliÞed as they flow 
downstream. Ambiguity at the top translates into 
fragmented execution, discretionary decision  
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making and erosion of commercial discipline at 
the front line.  

Accountability at an individual team member level 
is driven by clarity of expectations. Clearly deÞned 
job descriptions and performance development 
plans (PDPs), with objective KPIs, provide the 
mechanisms required to create alignment, 
reinforce accountability and manage 
performance effectively. 

Critically, many of these foundational elements 
were found to be outdated, incomplete, or entirely 
absent, resulting in consistently low ratings 
across these areas. In the absence of clear role 
deÞnition and measurable performance 
expectations, accountability weakens, 
performance becomes subjective and 
commercially critical behaviours are left to 
individual discretion. 

 

Performance-Linked REM Models      
– the missing ingredient 
Performance-linked remuneration (REM) models 
are a critical mechanism for translating strategy 
into consistent behaviour. They deÞne what the 
organisation truly values by determining which 
outcomes are rewarded, tolerated, or 
inadvertently discouraged. Without a clear and 
well-designed REM framework, even well-
articulated strategies struggle to be executed 
consistently at scale. 

Many advice businesses either lack a formal REM 
framework altogether or operate incentive 
structures that reward effort, activity, or tenure 
rather than measurable performance. While well 
intentioned, these models create a fundamental 
disconnect between desired commercial 
outcomes and day to day behaviours.  

 

Advisers and team members are inadvertently 
encouraged to ‘stay busy’ rather than to drive 
proÞtable growth, ensure pricing discipline or 
efÞcient client conversion. 

The absence of a fully developed performance-
linked REM framework exacerbates proÞt leakage 
in several ways. It weakens accountability for 
margin outcomes, including client attrition and 
discretionary discounting, while also removing 
meaningful incentives to operate within “The 
Business Way.” As a result, there is little 
reinforcement to improve organic growth 
outcomes, accelerate onboarding speed, 
increase service efÞciency or actively manage 
client proÞtability. 

Over time, high levels of effort can coexist with 
sub-optimal performance, masking underlying 
structural issues and materially reducing the 
organisation’s ability to realise its full performance 
potential. 

 

Prot Gap Leakage associated with 
Organisational Misalignment 
Organisational Misalignment created material 
proÞt leakage of between 1.3% and 5.8%, 
averaging 2.1%. Highest levels of proÞt leakage 
were observed in businesses with poor strategic 
clarity and ineffective REM models. Misaligned 
focus and incentives undermined execution and 
proÞtability. 
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Organisational Misalignment: Prot Recovery Levers 
Establish Leadership Alignment and Strategic Clarity 

ProÞt recovery begins with clear and consistent leadership alignment. Where strategic intent lacks clarity 
around priorities, sequencing and non-negotiables, misalignment cascades rapidly through the 
organisation. Establishing alignment at the leadership level ensures that objectives are not only agreed, 
but consistently reinforced through decision making, resourcing and communication. This clarity 
reduces competing priorities, limits discretionary interpretation and creates a stable foundation for 
disciplined execution. 

 

Align Organisational Structure to Strategic Intent 

Organisational structures that are undeÞned or misaligned with strategy create ambiguity in 
accountability and decision making. Clarifying reporting lines, role boundaries and ownership ensures 
that strategic objectives are translated into operational responsibility. When structure supports strategy, 
effort is channelled more effectively, reducing inefÞciencies, improving execution consistency and 
limiting margin erosion caused by duplicated or misdirected activity. 

 

Reinforce Role Clarity and Performance Expectations 

Clear accountability at an individual level requires well-deÞned roles supported by objective performance 
expectations. Up to date job descriptions and performance development plans with measurable KPIs 
(objective based) provide the mechanisms needed to align behaviour with commercial outcomes. 

 

Implement Performance-Linked REM Frameworks 

Remuneration structures are one of the most powerful levers for translating strategy into behaviour. 
Performance-linked REM frameworks align incentives with outcomes such as proÞtable growth, pricing 
discipline, service efÞciency and conversion effectiveness. Where remuneration simply rewards activity 
or tenure rather than results, effort and performance become disconnected. Introducing well-designed 
REM models (revenue or proÞt based models) strengthens accountability, reinforces “The Business 
Way” and reduces reliance on discretionary decision making. 

 

Embed Consistent Performance Governance 

Sustainable alignment requires ongoing reinforcement through consistent performance governance. 
Regular review of strategic priorities, role effectiveness, remuneration outcomes and behavioural 
alignment ensures drift is identiÞed and corrected early. This governance discipline prevents 
misalignment from becoming embedded, ensuring that operational activity consistently translates into 
commercial outcomes and reducing the long-term accumulation of proÞt leakage. 
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Workow Complexity 
 

Workflow complexity is the accumulation of unnecessary process steps, hand-offs, variation in 
execution and system workarounds that increase operational effort without improving client or business 
outcomes. 

We found that workflow complexity existed to various degrees across all of the businesses we examined.  

 

 

 

Workflow complexity is often experienced 
through: 

 High volumes of manual effort required to 
complete routine tasks 

 Multiple manual checks and re-checks 
required throughout processes to complete 
routine tasks 

 Excessive handoffs between roles and teams 
 Adviser variance and inconsistent execution 

across individuals performing similar job 
roles 

 Poor system integration and the duplication 
of data entry 

 Low levels of automation 
 Inconsistent workflow management  
 Lengthy wait times for advice delivery 
 A lack of up to date documented processes 

and clearly deÞned standards  
 High levels of error rates, remediation activity 

and compensation payments. 
 

Adviser Variance: Erosion of 
Efficiency and Value 
Workflow complexity is ampliÞed by Adviser 
Variance. Notably, the data showed that Adviser 
consistency was low-moderate. Given that 
support teams typically take their direction from 
Advisers, it was unsurprising that support team 
consistency was also only moderate.  

Consistency refers to the degree to which 
individuals in similar roles execute and manage 
workflows in the same way. This includes the 
preparation, delivery and execution of advice. 
While client facing roles require judgement, the 
absence of clearly deÞned business standards 
allows individual Adviser preferences to shape 
end to end workflows. As a result, the operating 
model is forced to adapt to the preferences of 
Advisers, rather than Advisers operating within a 
consistent framework. 
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The consequence is not failure, but structural 
inefÞciency. Work still gets done. Clients are 
served. However, every interaction requires more 
effort than it should. More clariÞcation, more 
checking and more handoffs. This ‘effort tax’ 
compounds quietly across the organisation, 
creating proÞt leakage. 

As the business grows, this complexity 
accelerates. Each Adviser introduces additional 
interpretation and variation, increasing the burden 
on support teams and systems to accommodate 
multiple ways of working. Without a clearly 
deÞned and enforced “Business Way,” Adviser 
variance and workflow friction is normalised as 
simply ‘the cost of doing business.’ 

High levels of Adviser variance fundamentally 
undermine the ability to design and operate an 
effective, scalable workflow system. 

Reducing workflow complexity does not require 
Advisers to deliver less personal service. It 
requires the business to deÞne the boundaries 
within which that service is delivered. Shifting 
execution from individual interpretation to a 
scalable, repeatable operating model that 
protects proÞtability, reduces risk, and delivers 
consistent client outcomes. 

Advice Philosophies 
Advice philosophies provide the gateway to 
workflow efÞciency. They provide guidance to 
team members in determining how decisions are 
made, repeated and scaled across the 
organisation. They enable the effective design of 
templates, CX material and workflow processes. 
Importantly, they also reduce client transferability 
risk. 

When businesses and Advisers operate without a 
shared advice philosophy, or when there is 
inconsistent application, work is driven by 
individual viewpoints resulting in the need for 
constant clariÞcation and often unnecessary 
rework. In contrast, clear advice philosophies act 
as decision Þlters, guiding actions and reducing 
friction at every handoff. They transform efÞciency 
from a tactical pursuit into a strategic outcome, 
enabling work to flow with consistency, speed and 
conÞdence. 
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We found that Workflow Complexity was ampliÞed 
through the lack of a documented and deÞned 
advice philosophy across the key advice areas of 
Cashflow Planning, Wealth Planning and 
Contingency Planning. 

While many businesses had core pillars of their 
Wealth Philosophy in place, by contrast very few 
had deÞned their Cashflow Philosophy. Given that 
cashflow is the lifeblood of Þnancial planning, this 
critical gap compounded workflow complexity, 
reduced value delivery and limited commercial 
outcomes. 

It was also notable that structured processes for 
reviewing advice philosophies, along with routine 
training, were consistently low across businesses. 

This helps explain the Adviser variance observed 
and the absence of a clearly deÞned “Business 
Way” of operating.  

Prot Gap Leakage associated with 
Workow Complexity 
Workflow Complexity created material proÞt 
leakage across all businesses examined, ranging 
from 2.0% to 6.5%, with the typical advice 
business experiencing approximately 3.2% in 
reduced performance. Businesses exhibiting the 
highest levels of proÞt leakage from Workflow 
Complexity were also those most affected by 
Adviser variance. 
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Workow Complexity: Prot Recovery Levers 
DeÞne and Enforce “The Business Way” 

ProÞt recovery begins with the clear deÞnition of non-negotiable workflow standards. Documented 
processes, service boundaries and execution standards remove ambiguity and reduce reliance on 
individual interpretation. When consistently enforced, “The Business Way” shifts execution from Adviser 
preference to organisational design, materially reducing rework, handoffs and error rates. 

 

Establish and Operationalise Advice Philosophies 

Advice Philosophies act as decision Þlters that enable scale while enhancing client value. Clearly 
documented philosophies across Cashflow Planning, Wealth Planning and Contingency Planning 
provide guidance on why and how advice is constructed, not just what is delivered. This enables the 
effective design of templates, CX material and workflows - reducing clariÞcation cycles, rework and 
client transferability risk. 

 

Simplify Workflow Design  

Workflow design should focus on eliminating steps that do not improve client outcomes or risk 
management. Reducing unnecessary checks, handoffs and duplication of effort lowers operational load 
and accelerates advice delivery. Fewer steps, executed consistently, create both efÞciency gains and 
margin recovery. 

 

Reduce Adviser Variance through Standardisation and Leadership 

Adviser variance is incompatible with scalable workflows. While judgement remains essential in client 
facing interactions, execution boundaries must be clearly deÞned. Standardising preparation, advice 
construction and delivery processes reduces the burden placed on support teams and systems, directly 
improving efÞciency and throughput. Leadership must enforce agreed standards. 

 

Automate where possible 

Manual effort by high value resources to complete commoditised workflow activity is one of the common 
causes of proÞt leakage. Increasing automation in areas such as data collection, document production, 
Þle note construction and workflow management, reduces cycle times, lowers error rates and frees 
Adviser capacity for higher value activities. 

 

Improve System Integration and Data Flow 

Disconnected systems and duplicate data entry signiÞcantly increase workflow friction. Improving 
system integration and enforcing single points of data capture reduces manual intervention and error 
rates. 

 

Align Capability, Training and Reinforcement 

Workflow standards only hold if they are reinforced. Regular training on Advice Philosophies, 
documented processes and workflow expectations ensures consistency over time. Without 
reinforcement, complexity re-emerges through drift and individual interpretation. 
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Capacity Misuse 
 

One of the most signiÞcant and often overlooked sources of performance leakage is Capacity Misuse. 
Rather than being constrained by a lack of capability or demand, many businesses are underperforming 
their potential because their available resources are not being utilised effectively 

When high value resources are deployed on low value activities, such as where Adviser time is absorbed 
by administrative tasks, or excess capacity is held in anticipation of growth but left poorly utilised, 
productivity erodes and ineffective work habits take hold.  

Addressing Capacity Misuse is therefore not a question of working harder, but of deploying effort where 
it delivers the greatest strategic and commercial impact. 

 

 
 

Maximising Adviser revenue is fundamental to 
unlocking proÞt potential. This requires effective 
management of existing client relationships 
alongside the consistent generation of new 
business. However, our analysis indicates that 
Adviser Capacity is not being deployed in a way 
that maximises Adviser or business potential. 

The average number of expected review 
meetings per Adviser is 126 per annum, equating 
to approximately three review meetings per week. 
At this level of existing client activity, a meaningful 
proportion of Adviser time would reasonably be 
expected to be allocated to new business 
development. In practice, however, less than 10% 
of Adviser time was spent sourcing and 
generating new business (for a full time Adviser, 
that equates to less than half a day per week). 
While review meeting volumes varied across 
Advisers within the same business, this average 

highlights a clear level of underutilised growth 
capacity. This is not to suggest that Advisers are 
not busy. Rather, it raises a critical question as to 
whether Adviser time is being directed toward the 
activities that deliver the greatest value to both the 
business and its clients. 

This misallocation is further evidenced by the 
proportion of time Advisers spend on back-ofÞce 
activity, which accounted for over 60% of total 
Adviser time. For many Advisers, this included 
substantial time absorbed by internal meetings 
and responding to enquiries from support team 
members. While workflow complexity is a 
contributing factor, behavioural dynamics also 
appear to play a role. In some cases, Advisers 
defaulted to internal activity to absorb excess 
capacity, rather than focusing on external growth 
initiatives. 
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Many of the businesses examined also carried 
excess Adviser capacity in anticipation of future 
growth or internal client transitions. While forward 
resourcing can be strategically appropriate, in 
practice it often resulted in blurred role 
boundaries and a drift toward lower value activity. 
InefÞciencies became embedded in day to day 
operations, particularly among less experienced 
Advisers who typically held the greatest capacity 
but lacked the capability to drive external growth. 
As a result, cost bases increased ahead of 
revenue, placing unnecessary pressure on 
proÞtability. 

These issues were compounded by the absence 
of formal capacity planning. Only around a 
quarter of advice businesses had a documented 
capacity plan in place. 

Without a clear framework linking Adviser 
capacity, client servicing requirements and 
growth expectations, businesses were more likely 
to delay recruitment until service levels were 
under strain, or alternatively, carry excess 
resources for extended periods without a clear 
commercial return. 

 

Prot Gap Leakage associated with 
Capacity Misuse 
ProÞt leakage from capacity misuse ranged 
between 1.1% and 6.4%, averaging 2.4% across 
businesses. The greatest impact observed was in 
mid-sized Þrms holding signiÞcant excess Adviser 
capacity. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

13 

Capacity Misuse: Prot Recovery Levers 
Optimise Adviser Time Allocation 
ProÞt recovery begins with visibility. Businesses must establish a consistent mechanism to review and 
quantify how Adviser time is being deployed across internal activity, existing client servicing and new 
business development. Without this visibility, capacity misuse remains hidden behind perceptions of 
‘busyness’. Clear activity expectations, particularly for new business generation, should be set and 
reinforced through Adviser job descriptions, performance development plans and remuneration 
structures. Redirecting Adviser effort away from low value internal or administrative work and toward 
client facing and growth activity materially improves revenue potential from existing capacity. 

 

Streamline Back OfÞce and Internal Processes 

Excessive internal meetings, administrative requirements and inefÞcient workflows absorb a 
disproportionate share of Adviser capacity. Simplifying workflows, reducing unnecessary internal 
interactions and leveraging technology to automate routine tasks lowers the operational burden on high 
cost resources. Delegating non-essential activities to support roles and enforcing standardised 
procedures ensures Adviser time is reserved for revenue generating work, improving both productivity 
and margin outcomes. 

 

Formalise Capacity Planning 

In the absence of formal capacity planning, businesses either delay recruitment until service levels are 
under pressure or carry excess capacity for extended periods without commercial return. A 
documented capacity framework linking Adviser headcount to client servicing requirements and growth 
expectations provides clarity on how capacity should be deployed. Aligning forward resourcing 
decisions to expected revenue impact ensures that excess capacity is temporary, intentional and 
directed toward clearly deÞned outcomes rather than absorbed through inefÞciency. 

 

Develop Adviser Capability for Growth 

Available capacity only delivers value when Advisers have the capability to convert it into growth. Less 
experienced Advisers often hold the greatest capacity but lack the skills, conÞdence or structure 
required to drive new business. Targeted training, mentoring and clearly deÞned growth expectations 
equip Advisers to use available capacity productively. Reinforcing business development metrics 
ensures surplus capacity is actively converted into external growth rather than internal activity. 

 

Monitor and Reinforce High-Value Activity 

Sustained proÞt recovery requires ongoing reinforcement. Regular review of capacity utilisation against 
revenue outcomes highlights persistent inefÞciencies and prevents drift back into low value activity. 
Incentives and performance measures aligned to high value behaviours such as business development, 
effective client engagement and revenue contribution ensure Adviser effort remains focused on activities 
that deliver both client and commercial value. 

 

By applying these levers consistently, businesses can convert the efforts of resources into measurable 
proÞt, improving productivity, strengthening growth outcomes and reducing pressure on margins 
without increasing headcount or effort. 
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Conversion Friction 
 

Conversion Friction refers to the structural, behavioural and operational factors within a business that 
impede the efÞcient translation of opportunity into revenue. 

Our analysis indicates that Conversion Friction is most evident where new client onboarding 
mechanisms are cumbersome and pricing models lack discipline around minimum proÞtability 
thresholds and controls over discounting. These issues are often compounded by unstructured or 
informal approaches to organic growth planning. 

 

 

 

We found that very few businesses had a 
documented and robust Organic Growth 
Strategy. Even fewer had any form of documented 
COI Referral Strategy. 

This absence of strategic intent eroded signiÞcant 
growth potential. In recent years, many 
businesses have overlooked this gap, buoyed by 
record levels of growth driven largely by almost 
perfect growth conditions rather than deliberate, 
repeatable growth systems. 

Organic Growth is typically driven by: 

1. Increases in fees to existing clients                 
(no new services or opportunities) 

2. Increases in fees to existing clients        
(new services and/or opportunities) 

3. Referrals (Existing Clients, COIs, 
Family/Friends, Websites etc) 

Pricing remains an ongoing and often unresolved 
discussion across the Þnancial planning  

profession, both in how fees are calculated and 
how they are collected. 

While the businesses we examined used a variety 
of methods to determine fees, there was only 
moderate consideration given to targeting 
minimum levels of proÞtability. Challenges around 
client level proÞtability were further compounded 
by only moderate pricing discipline and discount 
controls. 

We also observed that where fee calculation 
methodologies were highly complex and requiring 
Advisers to make multiple manual inputs into a fee 
calculator, the risk of ‘proxy adviser discounting’ 
increased materially. This occurs when Advisers 
pre-judge what a client is willing to pay and then 
adjust inputs to arrive at their own preferred fee 
outcome. In some cases, this also includes 
services being delivered but not included within 
the formal fee calculation.  
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Onboarding new clients remains a persistent 
challenge, with only moderate onboarding 
effectiveness. 

This is further evidenced by the long lead time to 
progress a prospect from initial engagement 
through to the commencement of their ongoing 
fee, an average of 74 days. 

While workflow complexity is a signiÞcant 
contributor to delays in data collection, analysis 
and advice production, it is not the sole driver. We 
found that overall business culture and attitudes 
toward growth, the prioritisation of growth 
initiatives and alignment of REM models play an 
equally critical role in determining both the speed 
and effectiveness of new client onboarding. 

 

Prot Gap Leakage associated with Conversion Friction 
Conversion friction exhibited the widest range of proÞt leakage, spanning 1.6% to 9.4%, with an average 
of 3.4%. Businesses at the upper end of this range were signiÞcantly impacted by a combination of 
ineffective pricing models, weak discount controls and low levels of systemic referrals. 
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Conversion Friction: Prot Recovery Levers 
Develop an Organic Growth Strategy 

Conversion friction increases materially where organic growth is not supported by a clearly deÞned and 
documented strategy. In the absence of an Organic Growth Strategy, opportunity conversion becomes 
inconsistent and heavily dependent on individual Adviser behaviour rather than repeatable business 
systems. An effective strategy establishes clear growth priorities across fee increases, new services, 
referrals and is reinforced through individual Adviser growth plans with deÞned activities and 
expectations. These plans provide transparency over how growth is to be delivered at an Adviser level 
and create a framework for reviewing activity, conversion outcomes and accountability. 

 

Reinforce Pricing Architecture and ProÞtability Thresholds 

Weak pricing discipline is a primary contributor to conversion related proÞt leakage. Where pricing 
methodologies do not explicitly incorporate minimum proÞtability thresholds, revenue growth does not 
reliably translate into proÞt growth. Complexity within fee calculation models further increases the risk 
of proxy Adviser discounting, particularly where multiple manual inputs are required. Strengthening 
pricing architecture, simplifying pricing decision making and discount controls reduces leakage and 
improves the predictability of client level proÞtability. 

 

Reduce Structural Friction in New Client Onboarding 

Extended onboarding timelines materially delay revenue realisation and reduce conversion efÞciency. 
Leaders need to reinforce growth prioritisation and internal responsiveness to growth opportunities. 
Simplifying onboarding pathways through a deÞned process and new client program along with clarifying 
ownership across the new client lifecycle reduces friction and accelerates the transition from prospect 
to fee paying client, improving both cash flow and capacity utilisation. 

 

Systematise Referral Generation and Conversion 

Referral activity represents a high quality growth indicator yet remains underdeveloped in the absence 
of formal structure. Systematising referral generation though deÞned interactions improves pipeline 
quality, increases conversion reliability and reduces dependence on favourable external market 
conditions. At the minimum, every client review meeting should be seen as an opportunity to position 
for referrals. 

 

Align Behavioural Drivers with Conversion Outcomes 

Conversion friction is often reinforced by behavioural and remuneration structures that do not 
adequately prioritise proÞtable growth. Where Adviser incentives, performance measures and cultural 
norms are misaligned, growth activity is deprioritised and pricing discipline weakens. Aligning 
behavioural drivers with conversion efÞciency and proÞtability outcomes improves accountability and 
ensures opportunities progress through to revenue in a timely and commercially disciplined manner. 
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5-Point Blueprint for 
Success 
Closing the ProÞt Gap is not about incremental improvement or working harder, it’s about designing how 
the business operates. The analysis in this paper shows that proÞt leakage is structural, systemic and 
measurable. The blueprint that follows outlines the conditions required to convert latent potential into 
sustainable performance, aligning strategy, leadership, systems and behaviour to unlock proÞtability 
already inherent within the business. 

 

 

All Progression Starts with the Truth 
Honest assessment is the foundation of transformation. Businesses must confront 
the reality of their current performance, client engagement and internal 
operations before meaningful progress can occur. 

   

 

Clarity of Vision and Strategy 
A clearly deÞned vision aligned with actionable strategies ensures every team 
member understands the business direction and their role in achieving it. 
Strategic clarity drives alignment, reliability and the ability to capitalise on 
opportunities. 

 

 

Leadership That Drives Engagement 
Effective leadership inspires accountability, empowers teams and models the 
behaviours that cultivate client trust and long-term success. Leadership is the 
bridge between strategy and execution. 

   

 

Systems and Architecture That Enable Growth 
Behind the scenes structures including technology, pricing models and 
operational workflows must support scalability and efÞciency. Strong architecture 
allows the business to grow without compromising client experience. 

   

 

Continuous Client-Centric Improvement 
Retention, growth and satisfaction are outcomes of a relentless focus on 
understanding and responding to client needs. Regular evaluation and adaptation 
ensure the business evolves with its clients. Performance-linked REM model 
alignment is essential. 
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