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There is no doubt that the advice industry

is going through a dramatic upheaval.

Advisers and advice firms are grappling

with their own plans to deal with impacts

of FASEA, Covid 19, change to licensee

and the post Royal Commision Era.

Notwithstanding the ongoing rise towards professionalism

in financial planning, there is remarkable little research

into the reality of being a Financial Planner and how

different business models shape up.
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In a response to rapid changes that affect
financial advisers, we saw a need to access the 
following:

     • What are the challenges and frustrations                                                                              
impacting advisers today?

     • What drives productivity?
     • What are the financial metrics of an advice 

firm and the differences across
different models?

     • How are advisers engaging with clients,
technology, and managing their capacity?

To provide a detailed picture of what's happening,
we surveyed 96 advisers from 4 sectors of
the market (Solo Advisers, Multi Adviser Firm 2-3,
Multi Advice firms 4-5 and Large Advice Firms 6+ 
advisers).

63 respondents are client of Virtual Business Partners.



Participants in the Research Study
Given how VBP (virtualbusinesspartners.com.au) is specifically focused on 
providing dedicated global teams to advice firms, our sample of advisers 
are not necessarily representative of the broader industry. 66% of adviser 
surveyed are existing clients. 

VBP Adviser Survey has a focus on multi-adviser and larger practices with a 
much large % of participant representative for these two sectors. 65% of the 
industry operate as solo advice practices where only 36% of survey 
respondents came from this sector.

Industry Percentage Source: Adviser Ratings Survey  



The Pareto principle  (also known as 80/20 
rule) is alive and well in the advice sector
with  66.27% of advisers earning less
than $220k per annum (39.76% between 
$80k to $150k) and 13.25% earning above 
350k (6% above $500k per annum).

38% of Advisers are spending 50+ hours
per week at work but interestingly those
that are earning above $350k per annum,
only 28% spend  more than
50 hours per week. Clearly, for some,
it is the value they bring to the hour. 

Not surprising experience and
education matters, with those
participants that are CFP Qualified -
34.46% earning above 220k against
Non CFP only have 25.58% above $220k
take home pay.

The biggest challenge advisers
are facing at the moment are      
compliance and SOA completions         
with second being operational 
efficiencies. No surprises here and this 
reflects an industry that is going
through a major dislocation.

With the pressures on fees and increase 
compliance requirement to provide 
advice, how advisers build a team to 
support them is critical to the 
productivity of a firm. 

Ensuring advisers are able to off load 
work and focus on their highest and 
best use is a critical element. 

The amount of time spent by advisers in 
pre/post meeting preparation and 
general admin is critical to how many 
clients an adviser can service which 
leads to the profitability on the firm. 

There is a large disparity in the profit 
(EBIT) of advice firms.  

This may become a further challenge 
for firms when grandfathering  
disappears. 

There are clear shifts that are occuring 
where progressive firms are  reducing 
the cost to serve by outsourcing admin 
functions. 

Adapting to new ways of thinking to 
combat the additional compliance 
requirements is the only way firms can 
restore EBIT growth moving forward. 

With Covid -19, we have seen 
a greater emphasis on how 
firms need to engage with 
clients in uncertain times.

Time is the number #1 
constraint in building and 
scaling a financial planning 
practice. Managing an 
advisers time is critical to firms 
profitability with 44% of adviser 
surveyed reporting that they 
service less than 100 clients. 

Almost two thirds of advisers state their 
number one frustration or challenge is 
managing and understanding the 
compliance requirements and 
applying this to a working practice in a 
cost effective manner. Advisers are 
frustrated with the barriers that are 
being placed on them by licensees 
and ASIC that make it difficult to bring 
on new clients. The timely production 
of SOA's continue to frustrated advisers 
with many areas sited. Software, 
vetting, compliance, rework, 
technology and advice scoping listed 
as areas needing attention.



Profile of Surveyed Advisers 

40-49
Average Age Range

Certified Financial Planner

51.8%48.2%
YES NO

73.08% of Advisers have 
10+ years experience 

Advisers/Owners

58.6%
Advisers

24.1%
Senior Advisers

13.8%
Others

3.5%

Role in business:
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Adviser By Age

40-49
39.3%

20-29
3.6%

60+
8.3%

50-59
26.2%

30-39
22.6%

Type of Firm where advisers work 
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Profile of Surveyed Advisers 
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Percentage of current business revenue
affected by grandfathering
Half of the businesses have dealt with grandfathering and will not be affected when commissions are 
turned off.

The concern is, those firms that don't properly address this by mid 2021, when the revenue is turned off, will 
add further pressure on their  profitability.

If you take the average profit (Page 27) of adviser firms of 23% and assume overheads remain the same, 
revenue from grandfathering drops by 10%  this could impact a business’s profit by as much as 40% 

49%

40%

of firms will not be affected
by grandfathering being 

removed

of firms have 10% or less
and 6% less than 20% 

Solo Adviser 2-3 Multi Advisers
Practice

8

4-5 Multi Advisers
Firm

6+ Large Adviser
Firm



Percentage of current business revenue
affected by grandfathering

14%

9%

4%

73%<10%

11% - 20%

21% - 30%

>30%
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% of advisers
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● How do you Produce Advice Documents?

● Number of Hours Worked per week

● How long does it take to produce a Standard 
SOA?

● How much time do advisers spend post client 
meeting on a client file?

● What is your approx. total take-home income for 
an adviser?



How do you produce Advice Documents?

14%

47%

26%

9%

4%

In house
Paraplanner

Outsourced
Paraplanning

Combination
of Both

Adviser writes
own SOAs

Other
(please specify)
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Number of Hours Worked per week

but interestingly those that 
are earning above 220k per 
annum, only spend on x % 
work more than 50 hours per 
week.

Clearly for some it is the 
value they bring to the hour 
that determines their Value. 

Pinx - DONE in master

38%
of Advisers are spending
50+ hours per week working

47% of Solo Advisers
are spending
50+ hours per week working

39% of Large Advice Firms with
6+ advisers are spending
45-50 hours per week working 30% of Multi Adviser Practices with 

2-3 advisers are spending
50+ hours per week working

75% of Multi Adviser Firm with
4-5 advisers are spending
45+ hours per week working
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Solo Adviser

4-5 Multi Adviser Firm Large Adviser Firm
(6+ Advisers)

13

2-3 Multi Adviser Practice

Number of Hours Worked per week



80k - 150k 221k - 350k

351k - 500k

14

151k - 220k

Number of Hours Worked per week based on salary bracket

> 500k
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Hours worked by adviser type

15

Not Certified
Financial Planner

Certified Financial 
Planner
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The average time (hours) spent to produce a 
Standard SOA plan? (include you best estimate 
of the time you spend doing strategy, file notes 
etc as well as paraplanner time)

17% of survey participants did not know how 
long it takes to produce an SOA. We suspect in 
their case it would be the average or longer  

How long does it take
to produce a Standard SOA?

14.48 hr
2-3 Multi Adviser 

Practice

14.25 hr
4-5 Multi Adviser 

Firm

12.33 hr
6+ Large Adviser

Firm

OVERALL AVERAGE

12.81hr

11.73 hr
Solo Adviser
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How much time do you as an adviser, 
personally spend after a client meeting 
to ensure the provision of full and 
complete advice. (file notes, strategy 
development, modelling, research)

50.7%
of Advisers spends 1-3 hours
after a client meeting in post 
meeting work

Solo Adviser 2-3 Multi Adviser Practice 4-5 Multi Adviser Firm Large Adviser Firm
(6+ Advisers)
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How much time do advisers personally spend after
a client meeting (i.e file notes, strategy development, 
modelling, research etc.)?

Those that earn the most spend the least time 
post client meetings and are delegating the 
work to others.

83% of those in the mid range take home pay 
($220k - 350K) up to 3 hrs of time post client 
meeting. Reducing this time by having a 
second person in meetings, delegating tasks 
to allow them to focus on business 
development is a clear strategy to push 
earnings higher.

So to increase performance and profitability, 
delegate the support work.

No one earning over 500k is doing this support 
work themselves.
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Time spent by Advisers, after a client meeting on:
file notes, strategy development, modelling and research

24% of Advisers age 
range 40 - 49
spend 3 hours or more 
on post meeting work. 

30-39 40-49
age age

age age
60+50-59
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Adviser total take-home income
(salary + super + bonus + profit share/dividend)?

Larger firms have a more even spread of 
income at different levels supporting the 
idea that they would have different 
advisers at different stages of their career.

65% of Advisers are earning
less than 220k per annum
(42% between 80k to 150k)

13% are earning above 350k 
(6% above 500k)

Solo Advisers 2-3 Multi Adviser 
Practice

4-5 Multi 
Adviser firm

Large Adviser firm
(6+ Advisers)

20

20% are earning between 
220k - 350k 



Take home pay per adviser by Adviser Age Range

30-39

40-49

50-59

60+
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Take home Pay by Adviser Type 

22

Not Certified
Financial Planner

Certified Financial 
Planner
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❖ Annual Revenue of firm

❖ EBIT % per Firm

❖ How do advisers spend their time
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Annual Revenue of Firm

<$500K

$500K - $2M

$2M - $5M

$5M - $10M 6%

18%

52%

24%
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EBIT % per Firm
The average profit (EBIT) for financial planning firms is 23% 
over the past 12 months with 31% of business showing  less 
than 20%.

The contrast to this is that 30% of business are achieving an 
EBIT of 30%+. 

There is a clear divide between the profit margins of advice 
businesses.  

Solo Advisers 4-5 Multi Adviser Firm

25

2-3 Multi Adviser Practice 6+ Large Advise Firm
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How do advisers
spend their time?
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How do advisers
spend their time?
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The graph on the right shows the 
division of respondents' time 
categorized as per their take home pay 
range as identified based on their 
respective color assignment.

The graph shows us the percentage 
spent by respondents per take home 
pay range, on their time from the 
activities listed in the survey. Which 
means that for those respondents that, 
for example belong to the 80K-150K 
range, they spend 24% of their time on 
Client Meetings, 10% on Business 
Development, 8% on New Client 
Meetings, 23% on Plan Preparation, 9% 
on Investment, and 26% on General 
Administration.
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One of the best lessons that advisers need to learn is what to say no to. 

Focusing on a few key areas, where you add the most value to clients 
and the firm is probably the most import lesson to learn. 

To leverage yourself you need to focus on system and process that can 
allow you to delegate tasks to ensure everyone working to their highest 
potential

28

Are you working on tasks that should 
be done by someone else?
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• How many active clients do you service?

• How many ideal “A” clients do you service

• How many face to face meetings are held annually    
for each of your ‘A’ client's

• Breakdown of Number of Active Clients per
Take Home Pay

• Average Capacity of advisers

• Avg working days for SOA by Firm Type

• Breakdown of time spent per Take Home Pay

• Hours spent on the financial planning process

29



22%
of Advisers are servicing
200+ clients

How many active clients do you service?

16%
of Advisers are servicing
150-199 clients

13%
of Advisers are servicing
100-149 clients

49%
of Advisers are servicing
Less than 100 clients

Solo Advisers 2-3 Multi Adviser Practice

30

4-5 Multi Adviser Firm 6+ Large Advise Firm
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What percentage of the clients you serve 
are ideal “A” clients?
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1248 / 3277     

1162 / 4825     

355 / 2674     
643 / 4200     



How many face to face meetings
are held annually for each of your
‘A’ clients?

32

Almost a Quarter of ‘A’ Clients are 
being serviced by an adviser with the 
need for only one face to face client 
meeting per annum.

With the use of Zoom and 
well-prepared client review 
meetings, we feel more advisers can 
provide the service their clients 
require with less face to face 
meeting, saving the client and 
adviser valuable time.
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Breakdown of Number of Active Clients per Take Home Pay

Legend Active Clients :

33

80k - 150k 151k - 220k 221k - 350k 351k - 500k > 500k
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What is the avg. working days from after initial meeting 
to when SOA can be presented to a client?

19%
of firms have an SOA 
turnaround in 10 days or less

39%
of firms have an SOA 
turnaround between 10-20 days 

20%
of firms have an SOA turnaround 
between 20-30 days

22%
of firms take longer than 30 
working days to produce an SOA 

2-3 Multi Adviser Practice 4-5 Multi Adviser Firm

34

Solo Adviser 6+ Large Adviser Firm
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Capacity of advisers

38.9% 
of advisers have 

75% - 100% 
Capacity 

33.3%     
of advisers have 
less than 50% 

Capacity 

23.6%
of advisers have 

50% - 75% 
capacity

4.2%
Greater than 

100% 
Capacity 

35

Capacity is measured by looking at the maximum number of clients you can 
service (with your current systems and processes) and dividing your current client 
number by your ideal client numbers (your Capacity) to see what available 
capacity you have.  

When an adviser is close to capacity, the client and staff experience will suffer. 
You need to consider how to build a bigger cup - bring an associate, better 
system, delegate more to create a ‘bigger cup’, i.e.  more capacity.
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Average Capacity by Firm 

36

63.18
Overall average capacity
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Approx. how many hours does the practice 
spend on the financial planning process, for a 
new client, over the first 12 months? 25.5 

Hours
Average time spent on FP process 

for a new client
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Time spent by the adviser on the financial planning process, for a new 
client, during the first 12 months (by task)

38

File Notes BID Papers
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39

Paraplanning Paraplanning Requests
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Time spent by the adviser on the financial planning process, for a new 
client, during the first 12 months (by task)



40

Research General Admin

Hours spent on the financial planning process, for a new client,
during the first 12 months (by task)
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SOA Checking/Rework Modelling

VBP Adviser Report  2020     41

Time spent by an adviser on the financial planning process for a 
new client during the first 12 months (by task)



Challenges and 
Frustrations
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What are your challenges in the business?

“Managing ridiculous compliance rules”

“The ever changing regulatory platform creating uncertainty”

“Understanding ASIC and applying to a working practice”

“Building systems and processes to efficiently and cost-effectively  serve clients”

“Reducing office costs, licencing costs, and being able to have a holiday and not work 
in the business”

“Unfortunately, our licensee is our biggest hurdle currently…”
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3 Common Frustrations of the Advisers:

1. SOA completion
2. Compliance
3. Xplan (software & template issues)

What is the number one frustration for you
as an adviser that prevents you from being

able to work at your highest use?
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“SOA completion.” 

“Effective compliance management and timely production of 
SOAs.”

“Finding a SOA construction system that allows me to control the 
advice and research but not prepare the SOA.”

“Paraplanning / Compliance Research to prove BID”

“Issues with Xplan and incorrect data flowing through in SOAs”

“Poor paraplanning templates (Xplan)”

45

What is the number one frustration for you
as an adviser that prevents you from being 

able to work at your highest use?
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What is the number one frustration for you as 
an adviser that prevents you from being 

able to work at your highest use?

Compliance

“Compliance requirements - I would like to see this built 
into the process (automated) without the need to check 
/ double check.”

“Keeping up with changing compliance standards. It 
never stops.  I just want to see clients.”

“Efficiency of compliance work required for every client 
face to face hour 1:20+ ratio is nuts.”

“Too much paperwork driven by legislative requirement 
rather than client need/benefit.”

Most of the advisers are 
tied up with compliance 
work than having the 
opportunity to build 
better relationship with 
their clients                 
(face to face)
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ADVICE to Take Action 
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IN THE END, EFFICIENCY IS ALL ABOUT                                                        
TIME MANAGEMENT.
‘Optimal’ time management is a game of inches.

Delegation really matters. How you spend your time is probably                                                       
the biggest impact on your income. Invest in your time by delegating.                                          
Advisers who earn $350K+ spend the most time doing                                                                     
business development and client meetings.

To increase performance and profitability, delegate the support work.                                       
No one earning over $500K is doing all these work themselves.

Getting over the first-hire-hump is the hardest.

Do you really need to have so many meetings?

Do you really need to be doing that much of the back-office  work yourself?

Can you focus on who you work with to make your expertise more repeatable?

Advisers are limited in the number of clients they can effectively service. So, be selective.  
66% of the advisers earning $500K+ personally service less than 100 clients – you should see your 
portfolio of clients as an ‘exclusive’ club.
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Contact Us
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Blending deep industry knowledge with 
proven systems and process, VBP has 
revolutionised how adviser firms manage 
their growth. We offer cost-effective 
outsourcing solutions tailored to your 
specific needs.

SCHEDULE A FREE 
BUSINESS CONSULTATION

VISIT OUR WEBSITE

Connect with us:
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VBP LinkedIn Page

VBP Facebook Page
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