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Maximize Your Team 
 

WHY is this Important?  
 
Building a successful team happens by design, not luck. Regardless 
of the size of your team, you will get value from the process of 
carefully identifying your core business activities and determining 
who is doing them.  This holds true whether you are an advisor just 
starting out, or a larger team with multiple advisors and staff. 
 
This isn’t about creating hierarchy.  This is about creating synergy. 
 
This strategy will help you to strategically align your people to create the well-oiled machine we all hear 
about. Just as a coach assigns specific roles to players to maximize a sports team’s success, you can apply 
the same principles within your team.  In our experience, many Advisors are not comfortable with this area 
of practice management (HR), so we’ve created an approach that is simple to implement, involves the 
entire team, and will surely answer some long sought after questions.  Not only will we help you draw up 
the master plan for your business, we will give you the tools to help you create Job Descriptions. 
 
This is about taking control of your business structure.  It will allow the individuals on your team to become 
specialists so they can flourish in their roles.  This is also key for creating an exceptional client experience 
and ensuring job satisfaction on your team. 

WHAT You Can Expect from this Best Practice 

• Develop the best structure and organization for your wealth management team 

• Assign areas of core responsibility within your business to others 

• Identify specific tasks within each area each team member will own  

• Create clear and accurate job descriptions  

• Have a professional approach to announcing new individuals joining the team    

• Successfully delegate tasks and activities within your team 

• Know how to plan strategically for future changes on your team 

 

Best Practice 19 
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HOW You Can Implement Now  

Develop Your Organizational Chart 

1. Review and print the Organizational Chart. 
2. Complete the worksheet with your team so it reflects your existing business configuration as 

follows:   
o At the top of each core function (i.e. Account Administration) you will need to identify 

who is coordinating that area of the business. 
o Beneath each core function you will need to identify who is responsible for the sub-

activities within that area (i.e. Application Follow Up, KYC, etc.) – there may be more 
than one person involved in the different areas. 

o Add columns if necessary to include other core business areas. 
o Add activities underneath each column where required. 

3. Analyze your Organizational Chart and make any final adjustments you believe will strengthen 
your business operations. 

Update Job Descriptions 

1. Update or create job descriptions to reflect the responsibilities outlined in your Organizational 
Chart.  You may wish to refer to:  

o Job Description - Assistant 
o Job Description – Associate Advisor 

2. Once updated, carefully review it with each team member individually. 
3. If you have realigned new tasks to them, make sure they have a process for how to complete it, 

the necessary tools (i.e. access to systems, office equipment), and receives additional training if 
needed – to ensure their success.  

4. When adding new individuals to your team, refer to the Team Announcement. 

Create Efficiency Through Awareness 

1. Analyze who is really doing what within your business.  Begin by reviewing Create Time 
Efficiency Through Awareness. 

2. For two weeks, instruct each individual on the team to record office tasks and activities using 
the Time Assessment Worksheet. 

3. At the end of the two-week period, analyze the patterns of activities to identify opportunities to:  
o Reassign 
o Reduce  
o Remove 

4. Any time you are frustrated with your ability to stay on top of things related to your role or 
things are not going smoothly on your team, revisit this exercise to determine what needs to 
change.  Just as your business continues to evolve, so too will the people and roles along the 
way.  

http://media.wix.com/ugd/747181_509428a35e0140248a2c7c1cf12017da.docx?dn=Time%20Tracking%20-%20What%20does%20it%20all%20mean.docx
http://media.wix.com/ugd/747181_5bcadaf437464cb1b40e42dacd195b20.docx?dn=Time%20Tracking%20Worksheet.docx
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Your Organizational Chart 
The Organizational Chart is an Excel tool which allows you to capture all key areas of your business and 
identify who is responsible for them.  We encourage you to add and/or remove items as required to make 
it an accurate reflection of your business structure. 

Part 1 – Vision & Approach 

Begin with identifying core areas related to your Vision & Approach. 
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Your Organizational Chart 

Part 2 – Business Operations 

Next, move onto identifying core areas related to your Business Operations.   

Team Management is an area where someone outside your team may also be assisting you, such as the 
firm you are associated with or a general Office Manager (i.e. Job Description, Holidays, Annual 
Assessments, Fee & Revenue Tracking, Office Supplies, etc.).  Identify them accordingly.  
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Your Organizational Chart 

Part 3 – Client Experience 

Finally, move onto identifying core areas related to your Client Experience.   

This is an area that has a profound effect on your ability provide exceptional client service.  Although there 
may be cross-training and overlap in some areas, we encourage you to identify specialists to create 
experts on your team in each of these areas: Existing Client Experience, Review Meetings, New Client 
Experience and Account Administration.  
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Job Description - Assistant  
 
POSITION OVERVIEW 
 

Provide ongoing daily administrative and operational support to the Financial Advisor.  Maintain 
proactive, professional communication with clients to ensure an excellent client experience.  Maintain a 
high standard of compliance in all aspects of related business activities.  Support the Financial Advisor in 
achieving their business goals.    
 

POSITION DESCRIPTION 
 
1. Ensure consistent delivery of high quality service on the team to meet or exceed client 

expectations and service standards. 
 

▪ Respond to and ensure all incoming client calls, e-mails, communications, faxes and inquiries 
are responded to in a quick, efficient manner.   

▪ Manage all incoming administrative communication as possible and delegate remaining 
communication to the Financial Advisor as and when required. 

▪ Provide quick, effective responses and resolution to administrative-based client issues 
ensuring prompt and efficient problem resolution.   

▪ Escalate problems or client issues and bring to the attention of the Financial Advisor as 
required.   

▪ Review and distribute all incoming internal and external correspondence. 
▪ Review and distribute all outbound correspondence (word processing and mail merges). 
▪ Manage all administrative requirements related to the day-to-day operations of the team 

including, but not limited to: 
▪ Account Opening and follow up, 
▪ Account and Asset Transfer initiation and follow up, 
▪ Systematic investment plans (SIP), 
▪ Systematic withdrawal plans (SWP, EFT or checks), 
▪ Daily activity reports, 
▪ Daily commission reports, and 
▪ Other routine administrative functions. 

▪ Monitor your individual activities to ensure adherence to policies and procedures, 
completeness and accuracy. 

▪ Maintain comprehensive communication with clients using a contact management system. 
▪ Schedule and prepare the Financial Advisor for all client meetings and reviews. 
▪ Assist the Advisor in delivery of all relevant client service deliverables including, but not 

limited to:  call rotations, birthday cards, holiday acknowledgements, newsletters, client 
events, etc. 

▪ Establish and maintain effective partnerships with the Financial Advisor, colleagues and 
business liaisons outside of the branch team (i.e. Mutual Fund representatives, Accountants, 
Lawyers, etc.). 

▪ Ensure your individual work area is kept neat and tidy. 
▪ Track and request office supplies as and when required. 
▪ Ensure proper operation and maintenance of team owned equipment.  

Sample 
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▪ Ensure the resolution of technical problems with team owned equipment, calling vendor or 
technical support staff as required.  

 
2.   Maintain a high standard of compliance in all aspects of the business.   
 

▪ Implement trades under the direct instruction of the Financial Advisor as and when 
authorized. 

▪ Review daily trade summary to ensure accurate trade implementation. 
▪ Ensure all supporting documentation for new accounts and other industry documentation is 

correct and complete. 
▪ Follow the Code of Conduct. 

 
3. Help the Financial Advisor achieve their business goals. 
 

▪ Provide various business reporting as and when required by the Financial Advisor for review 
and/or discussion. 

▪ Meet with the Financial Advisor to understand business goals and the various strategies in 
place to achieve them. 

▪ Support ongoing change initiatives and new business practices in the business. 
 

POSITION REQUIREMENTS 
 

Specific Requirements: 
 

▪ Accreditation: Mutual Funds Course or Canadian Securities Course (CSC) within one month of 
being employed 

▪ Conduct Practices & Handbook within three months of being employed 
▪ 2 years of financial services experience 
▪ Excellent computer skills with working knowledge of Microsoft Office 
▪ Experience with or a working understanding of contact management software 

General Requirements: 

▪ Enthusiastic, motivated, committed and a team player    
▪ Reliable and professional 
▪ Personable and able to form good rapport with others 
▪ Good oral and written communication skills 
▪ Highly organized, good at multi-tasking and able to prioritize activities   
▪ Process oriented with attention to detail 
▪ Enjoys routine and administrative work responsibilities 
▪ Able to work well in a dynamic, fast-paced environment. 
▪ Interpersonal skills to develop and maintain good relationships with the Financial Advisor, 

clients and colleagues 
▪ Good problem solving skills sufficient to identify a problem, generate solutions and decide on 

a course of action at an administrative level  
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Job Description – Associate Advisor  
 
POSITION OVERVIEW 
 

Provide ongoing client and business development support to the Financial Advisor.  Maintain proactive, 
professional communication with clients to ensure an excellent client experience.  Maintain a high 
standard of compliance in all aspects of the business.  Support the Advisor in achieving their business 
goals.    
 

POSITION DESCRIPTION 
 
1. Ensure consistent delivery of high quality service on the team to meet or exceed client 

expectations and service standards. 
 

▪ Respond to and ensure incoming account or investment based client calls, e-mails, 
communications, faxes and inquiries are responded to in a quick, efficient manner.   

▪ Manage as much of the incoming account or investment based communication as possible 
and to delegate to the Financial Advisor as and when required. 

▪ Provide quick and effective responses and resolution to client account or investment issues 
ensuring prompt and efficient resolution.   

▪ Escalate account or investment problems and bring to the attention of the Financial Advisor as 
required.   

▪ Review relevant incoming internal and external correspondence. 
▪ Assist in the creation and review of all outbound correspondence. 
▪ Monitor team activities to ensure adherence to policies and procedures, completeness and 

accuracy. 
▪ Effectively manage the Associate delegated clients you are responsible for: 

▪ Bring on new Associate level accounts as well as, provide the ongoing long-term 
maintenance of these accounts. 

▪ Creation of Investment Policy Statement and/or other financial planning reports as 
required. 

▪ Review accounts and make recommendations accordingly. 
▪ Implement trades as appropriate. 
▪ Prepare for, implement and follow up review meetings. 
▪ Initiate and complete call rotations. 
▪ Maintain comprehensive pro-active communication using a contact management 

system. 
▪ Build and establish trust and rapport with these clients through continued, 

professional contact. 
▪ Assist the Financial Advisor with all other clients: 

▪ Creation of Investment Policy Statement and/or other financial planning reports as 
required. 

▪ Prepare the Financial Advisor for all client meetings and reviews. 
▪ Implement trades as authorized by the Financial Advisor. 
▪ Maintain comprehensive communication with clients using a contact management 

system. 

Sample 
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▪ Build and establish trust and rapport with these clients through supportive, 
professional contact. 

▪ Support the Advisor in delivery of all relevant client service deliverables including, but not 
limited to:  call rotations, birthday cards, holiday acknowledgements, newsletters, client 
events, etc. 

▪ Establish and maintain effective partnerships with the Financial Advisor, colleagues and 
business liaisons outside of the branch team (i.e. Mutual Fund representatives, Accountants, 
Lawyers, etc.). 

 
2.   Maintain a high standard of compliance in all aspects of the business.   
 

▪ Implement trades for the Financial Advisor as and when required. 
▪ Review portfolio asset allocations and re-balance accordingly (independently or through 

review with the Financial Advisor). 
▪ Ensure all supporting documentation for new accounts and other industry documentation is 

correct and complete. 
▪ Follow the Code of Conduct. 

 
3. Help the Financial Advisor achieve their business goals. 
 

▪ Manage the Associate delegated clients accordingly. 
▪ Support the Financial Advisor with remaining clients as required. 
▪ Provide, review and discuss various business reporting as and when required by the Financial 

Advisor for review and/or discussion. 
▪ Meet with the Financial Advisor to understand business goals and the various strategies in 

place to achieve them. 
▪ Support ongoing change initiatives and new business practices in the business. 

 

POSITION REQUIREMENTS 
 

Specific Requirements: 
 

▪ Appropriate licensing requirements 
▪ x years of financial services experience 
▪ Knowledgeable in Asset Allocation and Portfolio Risk Management 
▪ Experienced with general investment products (stocks, bonds, mutual funds, etc.) 
▪ Experienced using and preparing financial plans using planning software 
▪ Excellent computer skills with working knowledge of Microsoft Office 
▪ Experience with or a working understanding of contact management software 

General Requirements: 

▪ Enthusiastic, motivated, committed and a team player    
▪ Reliable and professional 
▪ Personable and able to form good rapport with others 
▪ Excellent oral, written and personal communication skills 
▪ Organized with good project management skills   
▪ Able to work well in a dynamic, fast-paced environment. 
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▪ Enjoys increased work responsibilities 
▪ Interpersonal skills to develop and maintain good relationships with the Financial Advisor, 

Sales Assistant, clients and colleagues 
▪ Well-developed problem solving skills sufficient to identify problems, generate solutions and 

decide on a course of action at a basic administrative level  
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Team Announcement 
 
This has been designed as an outline for something that is a written communication – so either going 
out physically in the mail and/or by email.  In addition, you may also wish to: 
 

• Call your top clients before this announcement goes out to inform them first; 

• Have the website up-to-date to reflect the team change;  

• Have the Introduction Kit updated; and 

• Have them introduces themselves to clients as they come into the office. 

Refer to sample announcement for new Office Assistant below.   
              
 
We are pleased to announce the addition of Michelle Jones to our team as our new 
Assistant. 
 
Michelle recently moved to the West Coast and is setting down new roots in 
Vancouver, including joining us at XYZ Financial.   Both John and I are delighted to 
welcome her, as are the other members of our team.   
 
Michelle brings with her years of experience working in a fast-paced environment, 
like ours, where she was responsible for helping individuals with a variety of 
requests.  She is exceptionally organized, technically-savvy, detail-oriented, and 
prides herself on high standards of professionalism.    
 
Michelle is also a natural ‘people person’ making her a wonderful first point of contact for our team.  She 
will ensure she efficiently handles your inquiry by taking care of it herself or connecting you to the person 
on the team best able to take care of it.  We know you’ll enjoy speaking with her. 
 
Giving Back 
It’s also important you know Michelle has a positive outlook and giving spirit.  She is committed to 
several worthy causes, but thoroughly enjoys supporting the United Way and the Children’s Wish 
Foundation.     
 
More about Michelle 
In her spare time, Michelle enjoys hiking, playing volleyball, and reading.  Her special indulgence is 
travelling and she has made a goal of travelling to a new country each year - her dream destination is 
New Zealand.  Michelle also earned a Bachelor of Arts from the University of British Columbia.   
 
Michelle is looking forward to meeting you and ensuring all your account and administrative needs are 
exceptionally managed.   
 
We thank you for your support and enthusiasm in welcoming Michelle to our team.  If you have any 
questions, please feel free to contact us. 

 

Sample 
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Create Efficiency Through Awareness 
 
The daily habits we practice and create become an integral part of the life we live.  This directly affects 
the outcome and results of our life – both professionally and personally.   
 
Some of the habits we create are beneficial, like taking care 
of our health by carving out regular times to work out, time-
blocking our day or arriving to work promptly each day.  Some 
of the habits we create are not good, like working a 12-hour 
day without stopping for a break or lunch or responding to 
emails in “real time” with each ‘ping’ of our inbox.  Sometimes 
this requires making the careful and sometimes 
uncomfortable distinction between being ‘active’ at work 
versus being ‘productive’ at work.  It’s easy to be very busy at 
work all day, but are we being busy with the right things?   
 
Until we take an inventory of our daily habits related to ‘usage of time’, we are unable to acknowledge the 
good habits and more importantly, to correct the bad ones.  It all begins with a simple approach to creating 
awareness around how you spend your time.  In other words:  tracking it. 
 
Most people balk at the notion of tracking time.  Ironically, they say they don’t have time to do it.  In other 
cases, they may have the time, but there is an underlying resistance to it because they may have to face 
some issues that they have been purposely avoiding, whether professional or personal.  For instance, some 
Advisors are at the office for 10 hours a day and come to the realization (through honest tracking) that they 
are only working for 7 or 8 of those.  This awareness can lead to some tough questions about why this type 
of thing is taking place.  The Advisor may know they need to delegate some additional responsibilities to 
their Assistant, but they are not comfortable having that conversation or not terrific at letting some of these 
things go.     
 

Take a Time Assessment 
 
For those of you brave enough to track your time, how do you turn the data from the tracking sheets into 
meaningful information?  First, track how you spend your time for a minimum of one week – two weeks is 
better.  You can use the Time Assessment Worksheet.  Then, produce a summary page of the results as 
follows: 
 

1. Identify each of your work activities by categories of importance:  High, Moderate and Low. 
 

2. List each category and its related activities on a blank piece of paper.   
 

3. Next, list the time you spent on each activity. 
 

4. Tally up the amount of time spent under each category: High, Moderate and Low. 
 

5. Finally, determine if the time allocations reflect your priority items. 
 

http://www.google.ca/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&ved=0ahUKEwjHsvDGwKvRAhVB32MKHV5vAyEQjRwIBw&url=http://www.fridaysfounder.com/2013/08/02/excellence-is-a-habit-never-ending-quest/&psig=AFQjCNG0isHf4wCVEwfmD1Ife9z4t-nIHQ&ust=1483722857108787
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Create More Efficiency on Your Team 

 
Are you spending the right amount of time on the activities that will contribute and add value to your role 
within the advisory practice?     
 

Are you spending time on things that should be delegated to someone 
else on your team?   
 
This delegation means your time will be effectively used and focused in areas 

that will benefit and grow your business.  If you have an Assistant or others on your team, you can readily 
delegate things to your team.     

If you are a new Advisor, producing additional revenue can enable you to add an Assistant, which can make 
further delegation possible.  This can be the motivation to push through a period of transition to achieve this 
goal. Consider the following:  If you don’t have an Assistant, have you considered how much additional 
revenue you need to generate to have one? Let’s put a plan in place to achieve this. 

 

Are there activities where the frequency needs to be reduced to create 
more meaningfulness and efficiency?   

For example, many people (not just Advisors) have gotten into the habit of 
checking and responding to email in ‘real time.’  This is very disruptive to your day and doesn’t allow you to 
focus on any one task for too long.  It is a preventable distraction.  Turn off your ‘inbox ringer’ and only check 
your email twice a day.   

Another common example is the creation and distribution newsletters.  Moving from a monthly to quarterly 
newsletter cycle still enables you to communicate to your clients, but is much more efficient to deliver. 

Are there habits we’ve created over time that simply need to be 
removed altogether?   

Just because you’ve always done it, doesn’t mean it’s the right thing to do.  
Ask yourself the question: “Does this activity add value to my business?  

Does this activity help me further the trust and rapport I have with my best clients?”  If the answer to these 
questions is “No” you need to seriously consider whether you should be doing it in the first place.   

One example of this is the time and effort some Advisors put into creating and sending a weekly email that 
essentially resembles the same economic, market and stock-related information your clients can access on 
the internet at any time.  An even bigger question is: Do my best clients value this?  If not, it’s a waste of 
your time.  Spend your time serving those clients directly instead.  You will get better traction with your time 
and see results.  For most Advisors, spending time with their clients in meetings and talking on the phone 
generates good results and contributes to the bottom line.  Think about how much of your day is spent 
working directly with your clients.  Contrast this to how much of your day is spent doing other things.  Some 
of these may be long-standing habits which no longer serve you, your practice or your clients.  Commit to 
make change where the benefits are clear. 
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Capacity is Important 
 

After you assess your time, you may discover one or more of the above issues affecting you.  In addition, you 
may uncover capacity issues.  Whether you are over or understaffed, having that information allows you to 
formulate a plan to do something about it.  Most people don’t like being ‘over’ capacity because it creates 
stress and the don’t like being ‘under’ capacity because it creates boredom.  Most prefer to be busy, 
productive and contributing to the betterment of the business.  Ignoring capacity issues can adversely affect 
the quality of work life for your team members.   
 

Be One of the Few Who Do 
 
This exercise is designed to be a catalyst for positive change for YOU and your team.  In fact, creating a time 
assessment should be an exercise everyone completes on an annual basis.  This will ensure everyone’s time, 
energy and resources continue to be allocated appropriately. 
 
As important as this is, sadly only a small number of teams practice the concept of time assessments and 
benefit from the increased awareness. 
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Time Assessment Worksheet 
 

  
Monday 

 

 
Tuesday 

 
Wednesday 

 
Thursday 

 
Friday 

5:00 am      

      

6:00 am      

      

7:00 am      

      

8:00 am       

      

9:00 am      

      

10:00 am      

      

11:00 am      

      

12:00 pm      

      

1:00 pm      

      

2:00 pm      

      

3:00 pm      

      

4:00 pm      

      

5:00 pm      

      

6:00 pm      

      

7:00 pm      

      

8:00 pm      

      

9:00 pm      

      

10:00 pm      
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My Action Items & Notes 


