
M A S S M U T U A L  W H I T E P A P E R 

Addressing the gap between client 
expectations and advisor services.
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And it’s not just the high-net-worth 
demographic that has those expectations. 
According to LIMRA’s 2005 “Are You a Team 
Player?” article, clients of all income and asset 
levels can benefit from consulting financial 
planners when planning for future needs.

But at a time when more is required from the 
industry, the numbers of advisors available to 
service this expanding demand is declining. 
According to a 2009 white paper from 
McKinsey & Company, the life insurance 

industry showed a 20 percent decline in the 
number of new recruits at affiliated agents in 
the first half of this decade, with the retention 
rate of fourth-year affiliated sales reps holding 
fast at 13 percent between 2001 and 2004. 
The report places most of the blame for the 
trend on the solo producer model, adding that 
due to “the job’s multifaceted complexity, 
new producers today face an 80 percent risk 
of failure over a four-year period, while the 
typical compensation package offers only 
modest returns.”

“All things to all people”

It’s a great concept but one that, especially in the financial 
services industry, is unrealistic at best and a setup for failure 
at worst. The increase in client demand for a broader-based 
range of knowledge and services, combined with credentials 
and licenses required to market that wide array of products, 
is a challenge that few professionals can meet on their own.

The solution is not to do less, but to expand the expert source  
pool by forming an advisor team to provide clients with financial  

and insurance planning and advice that meets their needs.
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Advisor teaming benefits the client as well 
as the members of the advisor team and the 
organization itself:

• The client profits from having an 
experienced team of diverse experts 
— for example, pairing an investment 
specialist together with insurance 
professionals with expertise in life and 
disability areas — available to offer 
comprehensive strategies  
and recommendations.

• The advisor gains new expertise, 
perspective, scale and productivity  
by being part of a structured advisor 
team, which also opens the door to 
further specialization into targeted 
market niches.

• Companies supporting advisor teaming 
find an increase in client loyalty because 
of the ability to address all their 
concerns. Advisor teaming also offers a 
wider opportunity to cross-sell among 
various product lines, according to the 
LIMRA article.

Both new advisors and those who have been 
in the business for decades can find advisor 
teaming beneficial. New advisors develop 
a stronger knowledge base and level of 
experience through team participation, which 
ultimately provides a more comprehensive 
level of service to the clients. Looking at the 
other end of the spectrum towards advisors 
nearing retirement age, teaming ties perfectly 
to succession planning, since it gives advisors 
a formal framework to introduce clients and 
gradually transition relationships over time, 
thereby reducing the risk of client attrition.

Benefiting client and company

Explore ways in which you can manage client expectations —  
while still delivering the best possible experience — with the help  

of an advisor team.



One issue is that many financial professionals 
are fiercely individualistic and used to working 
on their own. Especially for those with decades 
in the business, the concept of teaming can 
be extremely foreign at first, and there can 
be a high level of discomfort with the idea of 
working in a close partnership with another 
advisor after so many years of solo practice.

LIMRA’s “Are You a Team Player?” report 
highlighted other causes for concern. One 
involves compensation — how to achieve fair 
compensation for all team members, especially 
when there is a mix of commissioned and 
fee-charging advisors.

Options can include:
• Equity splits (similar to that used  

in law firms).
• Splits based on buckets (who sourced 

the client, who handled meetings, who 
completed the applications and other 
related paperwork, who is responsible 
for actively servicing the client).

• Splits based on production  
or productivity.

• Equal splits, with no differentiation  
in compensation regardless of  
the individual team members’ roles  
or activities.

Identifying objections  
to advisor teaming
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Given the advantages of advisor teaming, what is holding back individual advisors 
from adopting the team concept?
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There is also the worry about potential client 
loss — the risk of having a client “switch 
camps” after interacting with another 
member of the team. While the compensation 
discussion can include this situation, it would 
be wise to have an agreement that, in the 
event of team dissolution, clearly lays out the 
process for splitting clients and cases.

Finally, there is the challenge in finding the 
right teammate — one whose beliefs and 
approach are compatible with the rest of the 
team — and ensuring that any differences 
of opinion can amicably be addressed and a 
workable consensus can be reached. Frequent 
meetings involving all members of the 
team can help head off any interpersonal or 
professional issues before they impact client 
relations. See ‘Selecting the right advisor team  
members’ on the next page.

Younger financial advisors seem to have less 
of an objection to teaming, both in theory 
and in practice. According to highlights from 
LIMRA’s 2015 “Young Advisor Snapshot” 
report, the majority (38 percent) of those 
in all channels occasionally partner, while 
another 18 percent are part of a formal team 
and another 13 percent regularly partner with 
other professionals, either for certain types 
of clients or in special product situations. 
Another 16 percent prefer to refer to other 
professionals rather than partner, and only 
15 percent neither refer nor partner. And the 
numbers are expected to continue to rise, with 
44 percent of financial professionals planning 
to partner more in the future.

Each team is different, making it essential that all are in agreement regarding the 
proposed compensation split.

of professionals plan  
to partner more  

in the future

44%



• Conduct a SWOT Analysis.  
A SWOT (Strengths, Weaknesses, 
Opportunities and Threats) Analysis 
identifies the strengths of the practice 
as well as growth gaps, areas of 
opportunities, and changes in client 
needs or demographics. This will 
pinpoint what the practice brings to the 
table and what type of partners will best 
address unexplored areas of growth. 
This is also when less tangible but equally 
important aspects such as firm culture 
and attitudes come into play, since a 
team functions best when members 
not only have complementary skills but 
when values align.

• Identify potential team members.  
These can include professionals with 
specific financial services experience, 
licenses and professional designations, 
practice focus, skills, production level 
and a product mix that will address 
current practice gaps.

• Define goals and objectives.  
These should be done by both individual 
members and the group as a whole, 
since all participants will have a stake 
in the outcome. Establishing baselines, 
benchmarks and other tangible 
measurements, along with strategies 
and schedules, will ensure the advisor 
team is performing optimally and 
address any problems with  
minimal delays.

• Road-test the team.  
A trial run involving a few short-term 
(3 to 6 months) goals will determine 
the viability and cohesiveness of the 
partnership or team. During this time, 
specific clients can also be assigned to 
team members to explore the feasibility  
of joint operations.

• Monitor progress.  
Regularly perform a SWOT analysis 
to identify new opportunities or 
under-performing areas, adjusting 
goals and objectives as needed. Group 
dynamics should also be reviewed, so 
any potential issues can be addressed.

Selecting the right  
advisor team members
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Finding the right people with whom to partner doesn’t happen overnight, but rather 
requires specific steps to achieve a productive outcome — both for the clients and 
the professionals involved.
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Clear and adequate communication is 
paramount to ensure a quick response to 
any issues that can arise either with clients 
or within the team. The frequency and the 
method — weekly or monthly, virtual or 
in-person for example — can be decided upon 
by the team. That being said, a regular schedule 
should be instituted, since it will enhance the 
team dynamic and provide more opportunities 
to discuss cases and clients, resulting in 
better, more innovative solutions and superior 
outcomes for the entire team.

While individual team members will 
undoubtedly benefit from the partnering 
experience, it is the client base that is the 
focus of advisor teaming. By combining diverse 
sets of expertise, a broader overall knowledge 
base and an expanded support network of 
professionals, the advisor team can ensure that 
the clients they serve — individually and as a 
group — will receive the advice, solutions and 
products they need to address their current 
and long-term goals.

“… since a team 
functions best 
when members 
not only have 
complementary 
skills but when  
values align…”

IdentifyConduct Define Test Monitor

For more information:  
advisorteaming@massmutual.com
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