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Great Leaders Grow & Mentor Their Team 
 
Whether you rely on a few, or many, individuals to help you operate your advisory practice and 
achieve your goals, it’s important you demonstrate leadership commitment to growing and 
mentoring your team so they can be at their best.   
 
Having a structured and professional process to grow and mentor your team can make the 
difference between reaching every set goal and celebrating success, or finding frustration in the 
relentless pursuit of goals you cannot attain.   
 
As a successful entrepreneur, we know you likely spend a good deal of time thinking about your 
vision and what you are striving to achieve – this is who you are and what you do intuitively. What 
you may not realize is the importance of clearly communicating this at an individual one-on-one 
level with your team.  This includes how their role fits in with the vision and your expectations 
related to that.  As the CEO of your practice, it is ultimately your vision and your goals that matter.  
But, if you are relying on your team members to help get you there, they need to be included in a 
comprehensive ongoing communication process. 
 
In addition to the Annual Strategic Planning Session, Quarterly Strategic Review Meetings and 
Weekly Team Meetings, we recommend you have a Professional Growth Planning Session with 
each of your team members.  It’s an important part of ongoing mentoring and communicating with 
your team. 
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The purpose of the Professional Growth Planning Session is to provide a mutually beneficial 
meeting process that ensures you and each team member are on the same page, both professionally 
and philosophically.  This is instrumental as it relates to the success of your practice and your team’s 
continued career growth and development.  The Professional Growth Planning Session covers many 
important areas. 
 

 

Accomplishments & Contributions 

• This is about acknowledging individual accomplishments and specific contributions to the 

advisory practice. 

• This is a great time to offer praise for the individual member contributions to your practice.  

Never underestimate the power of verbal appreciation and acknowledgement. 

• For extraordinary accomplishments, you may wish to treat this as a ‘moment of truth’ and 

acknowledge accordingly with a card of congratulations and suitable reward/gift. 

Challenges or Obstacles 

• This provides an opportunity and a non-threatening way to discuss issues that are adversely 
affecting your team. 

• Equally important, it provides an opportunity for you to brainstorm solutions with your 
individual team members and to gain a different point of view.   

• Your team will value the fact you are seeking their input. 

 

Advisory Practice Goals for the Next Year 

• Clearly communicate Advisory Practice Goals for the year. 

• Outline all expectations you have for the next 12 months (make them measurable and 
specific) as it relates to their role and achievement of these goals. 

• Discuss items specifically related to achievement of the vision as described above. 
 

Your Goals for the Next Year 

• Ask about their goals for the next year: 

o Do they want to remain in the same role or are they looking for career progression? 

o Are they looking to achieve additional licenses, designations, or education? 

o Would they like to take specific training related to their role? 

o Do they want to be mentored to become more successful in their role or to expand 
their current role? 
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• Discuss and identify individual goals and expectations for the next 12 months (make them 
measurable and specific). 

 

Compensation Review 

• This is the time each year where you review and update all aspects of the current 
compensation package.  By creating a known and predictable ‘once-a-year’ time to discuss 
this important aspect of roles, responsibility & compensation (especially in the context of 
their performance and future goals), you can reduce anxiety for yourself and your team 
members. This provides you the opportunity to discuss any changes in salary, profit-
sharing and/or benefits that will directly affect the individual team member. This really 
shouldn’t be an issue you need to discuss at any other time throughout the year. 

• If any of your team is supported (paid for/overseen) by the ‘firm,’ and they have a 
particular time of year for managing compensation changes with your team member, you 
should time your review process to be at the same time of the year. 

• You may also need to discuss ’Profit Sharing’ as part of the compensation conversation, 

because it’s a natural fit. This is a good time to directly tie how their accomplishments, 

effort and commitment to the advisory practice have translated to their portion of the 

profit sharing.   

• Note: We provide additional guidance on the specific topic of compensation in the next 

best practice called Compensation Alignment.    

Other Items for Discussion 

• There may be other items your individual team members wish to discuss.  In some cases, 
they may be bringing something to your attention that you were totally unaware of, and 
this is a perfect opportunity to discuss. 

 
We encourage you to add other Agenda items, as you see fit, that would enhance your Professional 
Growth Planning Session.  However, don’t add items that will take away from the purpose and intent 
of this meeting. 
 
To keep this process professional and effective, always use an Agenda – refer to our sample to get 
you started.   
 
Ensure your team member has had an opportunity to see the Agenda before they come in to meet 
with you. This will give them time to think about each area being discussed and to come fully 
prepared. You’ll want to schedule about an hour for each team member.  You’ll want to secure a 
meeting area that allows for a private and confidential discussion. 
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Make It a Tradition at the Same Time Each Year 

Think about the time of year that makes the most sense for you to be conducting the Professional 
Growth Planning Session.   
 
Here are some options teams have used around the timing of conducting these with their team 
members: 
 

• End of, or just after, the calendar year, especially if this is when extra incentives and bonuses 

are awarded.   

• End of, or just after, the fiscal year, especially if this is when extra incentives and bonuses 

are awarded. 

Some teams choose to the Professional Growth Planning Session on the employment anniversary 
of each individual.  In this way, they are spread out through the year and coincide with another year 
of commitment to the Advisory Practice. 

 
Regardless of what you decide, make a commitment to show your team that they matter.  If there 
isn’t any one particular time of year that stands out as the best, then begin as soon as possible.  This 
will become an annual meeting both you and your employees look forward to.  
 


