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About ClientWise LLC

ClientWise is the premier business and executive coaching 
firm working exclusively with financial professionals.  
We specialize in helping clients optimize growth and 
maximize revenue by engaging as a knowledgeable partner 
in accomplishing specific and significant business results. 
Our full-service coaching program empowers financial 
advisors, wholesalers, managers and executives to enhance 
performance through customized, action-oriented solutions 
based on each client’s specific vision and situation. 

Our certified coaches are members of the International 
Coaching Federation (ICF). They adhere to ICF’s strict code  
of ethics and have the experience and insight to work  
with you on the unique challenges and opportunities  
you face each day. 

Drawing from an in-depth knowledge of the financial 
industry, ClientWise’s mission is to professionally develop 
industry leaders and consistently raise the bar for industry 
service, commitment and integrity. Simply put, our singular 
focus is to help you get clear, get focused, and get results.

Get Clear. Get Focused. Get Results. TM
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Creating structured career paths for your team members.  
It’s one of the most crucial (yet all too often overlooked) 
aspects of running a successful advisory business. You’ve 
dedicated your professional life to helping people plan their 
financial futures, but have you devoted the same level of 
strategic career planning for your own employees?

Establishing clear career tracks within your practice boosts 
employee satisfaction and dramatically improves your 
firm’s long-term success, retention rates, and overall client 
experience. At its core, a well-structured career progression 
model allows team members to visualize a future within the 
firm, enhancing their engagement, motivation, and potential  
to become next-generation leaders. 

Career Paths Matter
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5 Reasons WHY  
Career Paths Matter
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Why Career Paths Matter

Retention and Engagement – Employees who envision a 
long-term future with your firm are more likely to remain, which 
helps reduce turnover and ensure continuity for clients. According to 
LinkedIn’s Workforce Learning Report, 94% of employees are willing 
to stay longer at a company that invests in their career development.

Skill Development – A structured plan affords team members 
an opportunity to gain the necessary skills and grow in their roles. 
Research from Gallup shows that 87% of millennials consider  
professional development and career growth opportunities critical  
to their job satisfaction.

Stronger Client Relationships – Advisors who pursue a  
defined career path cultivate deeper, more enduring client  
relationships. Firms with strong career development programs  
report 34% higher client retention rates than average.

Succession Planning – Teams that cultivate leadership from 
within are far more likely to ensure a seamless transition when key 
advisors retire or depart. Yet a recent CFP® Board study found that 
only 27% of firms have a formal succession plan – making career 
pathing a vital differentiator.

�Enhanced Firm Value – An advisory firm with a structured talent 
development plan is considerably more valuable during ownership 
transitions or mergers. Studies show that firms with formal career 
paths and leadership development programs experience revenue 
growth 2.5x faster than those without them.

1
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Chances are, you’re probably already implementing some of 
the following steps specifically designed to create a structured 
career path program for your team. However, team members 
may not fully understand how these efforts connect to a 
formalized program. Why not get credit for what you do as 
a leader—making it a formal program rather than just an 
informal practice? Name your career path program, and clearly 
communicate the steps involved. This will create structure and 
consistency, reinforcing the value of professional growth within 
your organization. The following are the 7 Steps to Building 
Career Paths for Your Team.

7 Steps to Building  
Career Paths for  
Your Team
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1 Start by mapping out the different stages of a career 
within your firm. Consider breaking down career paths 
into the following levels:

Entry-Level (Associate/Analyst) 
Focus on learning technical and operational aspects.

Mid-Level (Lead Advisor/Manager) 
Shift towards client-facing responsibilities and leadership.

Senior-Level (Partner/Principal):  
Involves strategic firm leadership, business development, 
and mentorship.

Executive/Ownership (CEO/Managing Partner) 
Firm-wide decision-making and ownership 
responsibilities.

Defining clear career stages is essential for attracting and 
retaining top talent while ensuring a structured path for 
professional growth. A well-mapped career path helps 
advisors understand where they are today and what steps 
they need to take to advance.

> Download the CFP® Board’s 
Financial Planning Career Paths Guide  
for a detailed framework of career 
growth within advisory firms – 
highlighting key roles, responsibilities, 
and skill development at every stage.  

Define Career Stages
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2
 

Identify Core Competencies for Each Role

Each career stage should have well-defined competencies 
that align with your firm’s objectives. These might include:

Technical Competence 
Such as gaining proficiency in financial planning, 
investment management, estate planning, and/or 
compliance.

Relationship Management 
Demonstrating the ability to build and maintain  
client trust.

Leadership and Coaching 
Establishing a capacity and willingness to mentor  
next-generation advisors and contribute to team success.

Business Development 
Strengthening skills in networking, client acquisition, and 
firm growth.

Operational Excellence 
Understanding company workflows, technology, and 
process improvements.

Having clear competencies for each role ensures team 
members know what’s expected as they progress.
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3 Provide Mentorship and Training

Career progression doesn’t happen in a vacuum. 
Successful firms create a culture of mentorship,  
where senior advisors actively develop next-generation 
team members. Some key initiatives and examples in 
this area might include:

Formal Mentorship Programs 
Pair experienced, established advisors with younger 
team members to help build practical knowledge.

Coaching Sessions 
Provide structured coaching around the development 
of specific skills.

On-the-Job Learning 
Offer opportunities for younger advisors to shadow 
senior advisors in client meetings.

Continuing Education  
Encourage certifications such as CFP®, CPWA®,  
CEPA®, CFA®, or MBA programs.

Leadership Training 
Develop programs to help nurture stronger 
management and strategic thinking skills.

Mentorship fosters a sense of investment in team 
members and accelerates their professional growth.
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Create Measurable Milestones
 
Each stage of career development should be tied to  
measurable goals. Examples include: 

Credential Building�
Completing required industry certifications.

�Client Experience  
Gaining a set number of years of client-facing  
experience.

Portfolio Management  
Successfully managing a roster of clients.

Leadership Growth 
�Taking on leadership responsibilities within  
the firm.

Business Development 
Contributing to business development efforts.

Setting measurable milestones makes career progression 
objective and transparent, reducing uncertainty about 
what will be required to move forward.
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5
Establish Compensation and  
Incentives Linked to Growth
Compensation should align with career progression to 
accurately reflect and reward increased responsibility and 
skill development. Consider designing your compensation 
structure with a combination of the following:

Base Salary Increases 
Adjust pay as team members move up the career ladder.

Bonus Structures 
Reward contributions to business growth and client 
satisfaction.

Long-term Incentive Plans 
Help retain top talent, align team members with the firm’s 
long-term goals, reward sustained performance, and foster 
greater organizational loyalty and stability.

Profit-sharing or Deferred Compensation 
Encourage long-term retention with vested benefits. 

Income & Equity Ownership Opportunities 
Offer pathways to partnership for top performers.

Transparent and competitive compensation structures will 
assist your firm in retaining more top talent and fostering 
longer-term employee commitment.
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Provide a Clear Path to Partnership  
or Leadership Roles 
For your most elite, top-performing team members, 
offer a structured path towards ownership or executive 
leadership. This may include:

Transparent Criteria  
Documenting clear criteria for partnership eligibility 
(revenue contribution, leadership impact, tenure, etc.).

Leadership Development  
Providing ongoing training on firm management, 
strategic planning, and financial operations.

Decision Authority  
Establishing opportunities to participate in firm 
governance and have a voice in strategic decision-
making.

Establishing and communicating a clear path to 
leadership shows that commitment is a two-way 
street. This will help ensure your firm’s longevity and 
continued success.
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7 Encourage Career Conversations
Career planning should be an ongoing conversation, not 
just an annual review discussion. At a minimum, you 
should be implementing:

Quarterly Check-Ins  
Regular discussions about career progression and skill 
development.

Individual Professional Development Plans (PDPs)
Formal plans outlining career goals and action steps.

Feedback Loops  
Continuous feedback to help team members adjust  
and refine their goals.

Proactively engaging in these vital career discussions 
demonstrates a genuine commitment to each team 
member’s continued growth.
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Cultivate Talent with  
the Career Path  
Self-Assessment™ 
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  1.  � �Our firm has a clearly documented and named career path framework  
that is visible to all team members. ➀ ➁ ➂ ➃ ➄

  2.    �Career progression stages (entry-level to executive/ownership) are defined with  
clarity and consistency. ➀ ➁ ➂ ➃ ➄

 3.  ��Team members know what’s expected of them to move to the next stage in  
their career. ➀ ➁ ➂ ➃ ➄

  4.  �We have clearly identified core competencies for each level within the firm  
(e.g., technical, leadership, relationship skills). ➀ ➁ ➂ ➃ ➄

 5.  �We regularly review and update our career path structure to align with firm  
growth and industry changes. ➀ ➁ ➂ ➃ ➄

 6.  � �Mentorship or coaching is formally embedded in our development approach for  
advisors and team members. ➀ ➁ ➂ ➃ ➄

 7.  � �Every team member can access training and resources to build the skills  
required for their next career milestone. ➀ ➁ ➂ ➃ ➄

 8. �  �Our firm tracks and celebrates individual career progression and milestone  
achievements. ➀ ➁ ➂ ➃ ➄

  9.   �We provide 360-degree feedback or regular performance evaluations tied to career 
development goals. ➀ ➁ ➂ ➃ ➄

10.   �There is a clear succession plan that connects team development to long-term  
firm continuity. ➀ ➁ ➂ ➃ ➄

11. �  �We foster a culture where employees believe they have a future here and see  
opportunities to grow. ➀ ➁ ➂ ➃ ➄

12.  � �We can articulate how our career development strategy adds to our firm’s  
enterprise value and client experience. ➀ ➁ ➂ ➃ ➄

13.   �Our firm clearly distinguishes between advisory roles, leadership roles, and business 
development tracks. ➀ ➁ ➂ ➃ ➄

14.  � �Younger team members are encouraged to express their long-term career interests and 
are supported accordingly. ➀ ➁ ➂ ➃ ➄

15.  � �Our compensation structure aligns with role expectations and progression milestones. ➀ ➁ ➂ ➃ ➄

Career Path Self-Assessment™
1 = Strongly Disagree    2 = Disagree     3 = Somewhat Agree     4 = Agree     5 = Strongly Agree
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Three Common Challenges
1.   �Advisors Who Don’t Want to Manage – Not all advisors 

aspire to leadership roles, and that’s okay. Provide 
alternative growth paths focusing on technical mastery 
or specialization (e.g., estate planning, tax strategy, or 
investment research).

2.   �Finding Time for Training – You must balance the need to 
deliver exceptional service to your clients with the desire to 
develop team members. Try integrating career development 
into your regular workflows, use client meetings as 
teaching moments, and leverage mentorship to help spread 
leadership responsibilities.

3.   �Retaining Top Talent – To prevent top performers from 
leaving for perceived greener pastures, ensure they feel 
valued and engaged, and envision a compelling future with 
your company. Provide clear incentives, meaningful work, 
and a strong culture.

 
Final Thoughts
As a leader, your ability to cultivate talent within your firm is 
as crucial as managing client assets. However, building career 
paths isn’t merely about filling roles; it’s about creating a culture 
where team members feel valued, motivated, and aligned with 
your enterprise’s long-term vision. By adopting a strategic and 
structured approach to career development, you’ll be more 
effective in retaining top talent, ensuring business continuity, 
and provide a consistently exceptional client experience.

 
Coaching Questions
➜   �What steps are you currently taking to build career paths 

within your firm?

➜   �Where do you see opportunities for improvement?

➜   �How can naming your career path program improve long-
term alignment and strengthen your credibility with team 
members?

➜   �What feedback have team members provided about your 
team’s career path program? How might they explain it to a 
potential new member your team is considering recruiting? 
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Notes:
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Speak with us directly:

      (800) 732-0876

Check out our website:

      clientwise.com

Read our blog:

      clientwise.com/blog

Join us on LinkedIn: 

      clientwise

Follow us on X:

      @clientwise

       

Connect with ClientWise

ClientWise Coaching and Consulting Services

	u Executive Coaching

	u Research Services

	u Curriculum Design and Program Development

	u Presentation Delivery and Workshop Facilitation

	u Professional Development and Coaching Services

ClientWise Financial Services Clients

	u Industry Executives

	u Wealth Advisors

	u Financial Advisors 

	u Broker Dealer & Registered Investment Advisors

	u Asset-Management and Insurance Companies

 

Contact ClientWise 
Ray Sclafani

Founder and CEO

914.269.0050 

ray@clientwise.com

	      raysclafani 

      @raysclafani

       

Sophia Harbas

Director of Coaching

914.269.0051 

sharbas@clientwise.com

	      sophia-harbas 

      @clientwise
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