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Clarity of Strategy:  Your Why
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Why This Matters for Your Firm 

• Most firms are reacting to a deal, rather than making it part of the strategic 
discussion each year.

• Doing so creates a considerable amount of wasted effort on chasing 
opportunities that don’t pan out, ultimately hurting the growth of the firm 
itself. 

• Reduces options by taking the “first available” that comes to you rather than 
exploring all the options based on your firm goals.

WH Y  T H I S  M A T T E R S

http://www.herbersandcompany.com/
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The 
Top 5 

Reasons

Succession & Continuity: To liquidate and/or add shareholders to ensure the clients 
are taken care of

Talent Acquisition: The firm is growing faster than it can acquire talent, so they go out 
and find a firm that has capacity to take on new clients with the talent they already 
have.

Valuation Acceleration: Mainly used in larger firms to increase the valuation faster 
than organic growth alone can increase it.

Scale & Efficiency: A firm may not have the infrastructure that they need to grow to the 
next level so they will acquire, merge or buy a firm with the infrastructure already built.

New Markets & Capabilities: You want to expand service to clients (tax, 401k, 
business consulting, etc.) and you are acquiring, merging, or selling to expand client 
service.

M E R G E R S  &  A C Q U I S I T I O N S

Clarity of Strategy:  Why Firms Do Deals
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Guiding Questions to Clarify Your Why
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WH A T  A R E  WE  T R Y I N G  T O  B U I L D ?

WI L L  M & A  S O L VE  I T  F A S T E R  O R  S L O W U S  D O WN ?

A R E  W E  S E R I O U S  A B O U T  C O N S I D E R I N G  A L L  O P T I O N S ?
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Know your Culture:  Your Non-negotiables
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Why This Matters for Your Firm 

• Protects trust among shareholders and partners (and within yourself) that 
focuses on your values, employees, and clients

• Prevents being sold with resentment in accepting deal structures that are 
unrealistic and/or valuations that don’t meet your expectations

• Prevents cultural drift where you think you’re getting one thing and post close 
you realize it’s not what you expect

WH Y  T H I S  M A T T E R S
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The 
Top 5 

Reasons

Fiduciary standard & client-first ethics – unwavering commitment to putting clients’ 
interests first.

Client service model & experience standards – consistency in financial planning and 
investment management philosophy.

Talent & compensation philosophy – fair, transparent approach to rewarding and 
developing employees and/or not letting employees lose their jobs in the deal.

Brand reputation & communication standards – maintaining current brand, name, 
and how clients are communicated with.

Valuation – deal structures, price, expectations on earn out or debt financing, etc.

M E R G E R S  &  A C Q U I S I T I O N S

Know Your Culture:  Your Non-negotiables
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M E R G E R S  &  A C Q U I S I T I O N S

Guiding Points to Establish Your Non-negotiables
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C L I E N T  S E R V I C E  S T A N D A R D S

T A L E N T  &  C O M P E N S A T I O N

B R A N D  &  C O M M U N I C A T I O N S

VA L U A T I O N ,  P R I C E ,  D E A L  S T R U C T U R E
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#3:  Know Your Service Model:  Your Standards
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Know your Service Model:  Your Standards
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Why This Matters for Your Firm 

• Many deals fall through due to client service and client standards

• Client service models and the client journey establish these standards 
clearly and define the level of client service, tech stack, and staffing

• Our people are our ultimate “product” – they deliver the experience and the 
service

WH Y  T H I S  M A T T E R S
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The 
Top 3 

Things 
You Can 
Do Today

Map Your Client Journey - Knowing exactly what happens, by whom, how and 
when. This allows you to know where you shine and where you have holes, 
whether buying, selling or deciding to get your house in order before either option.

Establish or Enhance Your Career Tracks & Compensation Philosophy - Build 
out career paths, set capacity targets for advisors and support teams, and create 
a consistent service model that new firms can plug into.

Create a training process & integration process – A repeatable training and 
integration plan, grounded in talent alignment and leadership structure, is a 
massive advantage when creating certainty during a transition.

M E R G E R S  &  A C Q U I S I T I O N S

Know Your Service Model: Your Standards
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Awareness Engagement Understanding Control / Implementation On-going Stability / Discipline

Onboarding
Prospect Journey

First Year Journey
On-Going Experience

Client Meeting Experience (CMX) 
Advisor-to-Client | 1:1

Digital Client Experience (DCX) 
Company-to-Many | 1: Many

Operational Experience (OX) 
Centralize Backoffice
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Sample Client Experience
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Sample Client Experience



Associate Advisor

- Level 1 -
• College degree
• 0-2 years experience

• 50% Attend meetings
• 25% Client prep and follow-up
• 25% Data Entry

• Take notes and observe 
meetings 

• Prepare basic agendas with 
checklist 

• Draft follow up for advisor 
review 

• Able to gather, organize, and 
input data 

• Learning to communicate with 
clients

• Pass Series 65 within first 6 
months

• Start CFP® studies 

- Level 2 -
• College degree
• Series 65 
• 1-3 years experience

• 60% Attend meetings
• 20% Client Prep and Follow-

up
• 20% Data Entry & Plan 

Development 

• Present in client meetings with 
supervision

• Identify planning opportunities
• Build recommendations in 

software
• Draft follow-up with minimal 

changes from advisor 
• Contributing to client 

discussions
• Apply CFP® studies 

- Level 3 -
• College degree
• 3+ years experience

• 50% Attend meetings as 2nd 
• 10% Leading Relationships
• 20% Client Prep and Follow-

up
• 20% Data Entry & Plan 

Development

• Leading client meetings with 
supervision

• Leading small # of clients 
independently 

• Preparing agenda with 
minimal changes from lead 

• Full ownership over meeting 
follow up

• Pass CFP® 
• Capable of Leading  $X in 

client revenue/ X households

What are the qualifications for the role?

What is the breakdown of the core 
responsibilities of the role?

What does success look like?  What do I 
need to accomplish or be able to do to 
move the next level?

M E R G E R S  &  A C Q U I S I T I O N S

Design Your Career Paths
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Guiding Questions to Establish Your Standards
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WH A T  T Y P E S  O F  C L I E N T S  D O  WE  T R U L Y  S E R VE ?

WH A T  I S  O U R  C L I E N T  E X P E R I E N C E  A N D  S E R V I C E  M O D E L ?

H O W A R E  N E W C L I E N T S  F O U N D  A N D  O N B O A R D E D ?

D O E S  O U R  T E A M  H A VE  C L E A R  P A T H S  &  E X P E C T A T I O N S ?

http://www.herbersandcompany.com/


#4:  Know What Value Matters:  The Money
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Know What Value Matters:  The Money

©Herbers & Company. All rights reserved. | www.HerbersandCompany.com
All consulting and training materials may not be reproduced, used or sold in whole or in part in any manner without permission or license for use. 

Why This Matters for Your Firm 

• Industry is full of all different kinds of buyers and sellers

• Deal structures are vast with many conditions, all of them different

• You can have a full-sale, partial-sale, sell and keep working, private equity, 
minority structure, and on and on… 

• There is no “typical deal” and no “typical multiple”, every buyer and seller bases 
the transaction on what they want to achieve, usually with internal value drivers 
working toward their goals

• Most deals are done without an M&A division or investment banker; they are firm 
to firm with lawyers.

WH Y  T H I S  M A T T E R S

http://www.herbersandcompany.com/
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The 
Top 5 

Drivers 
of Value

M E R G E R S  &  A C Q U I S I T I O N S

Know What Value Matters:  The Money

Client Experience – Build an experience that is Intentional, Repeatable, and 
Relational…and fits the clients you are serving

Strengthen Your Financials - and know your key metrics and ratios.  Not because “the 
survey says”, but because your firm is uniquely designed and there is intention behind 
every metric

Exit Early – Focus on building a leadership team that’s not you.  If the firm can function 
for a month without you, you’ve done your job (this goes for everyone)

Invest in Your Talent Infrastructure - That means scalable compensation, clear career 
paths, leadership capacity, firm-level metrics, and a culture that knows how to grow 
intentionally

Have a Vision for What’s Next (including growth post-close) – because if you don’t, 
they will

http://www.herbersandcompany.com/
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Guiding Questions to Establish Your Value
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W H A T  T Y P E  O F  T R A N S A C T I O N  A R E  W E  P U R S U I N G ?  B U Y ,  S E L L ,  O T H E R ?

W H A T  N U M B E R  I S  T O O  L O W  T O  A C C E P T  ( S E L L E R ) ?   
W H A T  N U M B E R  I S  T O O  H I G H  T O  A C C E P T  ( B U Y E R ?

A M  I  W I L L I N G  T O  C O N S I D E R  S E L L E R  O R  B U Y E R  F I N A N C I N G ?   

W O U L D  I  L I K E  S O M E  F O R M  O F  L I F E T I M E  I N C O M E ?

W H A T  A B O U T  M Y  S P O U S E ,  P A R T N E R  O R  L O V E D  O N E S ?

W H A T  W I L L  W E  A B S O L U T E L Y ,  P O S I T I V E L Y  N O T  C O N S I D E R ?

http://www.herbersandcompany.com/


#5:  Know Your Expectations Post-Deal: 
The Execution

M E R B E R S  &  A C Q U I S I T I O N S



©Herbers & Company. All rights reserved. | www.HerbersandCompany.com
All consulting and training materials may not be reproduced, used or sold in whole or in part in any manner without permission or license for use. 

M E R G E R S  &  A C Q U I S I T I O N S

Know Your Expectations Post-Deal:  The Execution

• We popped the champagne, now what?

• Who’s in charge? How are roles shifting? What do clients hear and when and how do they 
hear it?

• Deals lose value when there’s not a crystal-clear transition & integration plan.  Confusion 
and lack of clarity creates instability which creates churn for both your team…and clients.

• Will clients experience consistent service quality and communication compared to pre-
deal?

• Are employees engaged, retained, with clear roles, career paths, and compensation?

• How will we stay on track to meet the growth goals that were discussed pre-deal?

WH Y  T H I S  M A T T E R S

http://www.herbersandcompany.com/
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C H E C K L I S T

M&A Questions for All Financial Advisor Owners/Leaders to Consider 
Prior To Ever Having a Deal on the Table

Why (Clarity)

• What are we trying to build?

• Will M&A solve it faster or slow us down?

• Are we serious about considering all our options?

Culture (Non-negotiables)

• What are non-negotiable in client service standards?

• What is non-negotiable in talent and compensation, including 
partnership/owners’ compensation?

• What is non-negotiable in brand and communications to clients?

• What is non-negotiable on price, deal structure, etc.?

Service Model (Standards)

• What types of clients are served?

• What is the investment philosophy?

• What is the level of financial planning offered?

• How are new clients found and onboarded? 

Value (Dollars)

• What type of transaction are we pursuing? Buy, sell, or merge?

• What number is too low to accept (seller) / What number is too high to 
accept (buyer)?

• Am I willing to consider seller or buyer financing?

• Am I willing to accept earnouts or retention bonuses?

• What will I/we not consider?

Post-Deal Expectations (Execution)

• Will clients experience consistent service quality and communication 
compared to pre-deal?

• Are employees engaged, retained, with clear roles, career paths, and 
compensation?

• How will we stay on track to meet the growth goals that were discussed 
pre-deal?

http://www.herbersandcompany.com/
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H E R B E R S  &  C O M P A N Y

M&A Tools 

Email:  Service@herbersco.com
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Management & Growth Consulting to help you 
navigate your financial advisory firm.

All consulting and training materials are intended solely for client use. 
They may not be copied, distributed, or sold, in whole or in part, 
without prior written permission or a valid license for use. 
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