
43The Australian Journal of Financial Planning

a Financial Standard publication Volume 4  Number 2  2009 

How marketing is used by a financial planning business, particularly in the 
current turbulent times, can be the difference between an average 
business and a great business.

Done well, that is smarter not harder, proactively not reactively, this will be a key 
determinant in revenue growth, profitability and stability.

This would not be news to any of you. 

What may be news though is a philosophy of less talk and more support, direction 
and action from licensees – after all, it is our obligation to support our businesses. 

Just over 12 months ago, AXA released a suite of business support programmes to 
the 400 businesses licensed to Charter Financial Planning and AXA Financial 
Planning (AXA FAN), which enables businesses to do just that. 

These programmes have been developed in conjunction with successful financial 
advice businesses for financial advice businesses.

As a result of FAN’s programmes, we have seen that businesses that work smarter 
not harder and are proactive not reactive when it comes to marketing, generate an 
average $100,000 more revenue per adviser than their colleagues

At the core of these business support programmes is AXA FAN’s ‘Real Business 
Plan’ (RBP).

Drawing on extensive knowledge and data about more than 2,000 advice businesses 
industry-wide, the RBP uses a small-business management framework to analyse 
and plan for continued success. It streamlines the planning process with a combination 
of simple yet sophisticated tools and the experience of advice business experts, to 
help a business develop a real business plan.

The RBP uses a small-business management framework to analyse and plan for 
continued success and draws on extensive knowledge of over 2,000 advice businesses 
to determine what affects business performance. In addition, the RBP streamlines 
the planning process with simple yet sophisticated tools and the experience of advice 
business experts – all to help a business develop a real business plan.
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Our RBP compares a business on an “apples to apple” basis 
(according to the breadth of its advice, clients serviced and stage 
in the business cycle) to businesses that look just like them for 
meaningful insights. In addition, we don’t just compare on 
financial performance, but also on the habits (or behaviours) of 
the business, to identify what actually makes successful businesses 
successful.

Identifying gaps to leading performance and understanding the 
business’ vision and financial objectives, we use our RBP engine 
to make meaningful and purposeful recommendations as to the 
strategies the business should consider, and back these up with 
proven links to performance.

The businesses who have adopted the RBP as their preferred 
planning method end up with firm strategies and an operational 
plan to deliver them. They also clearly understand where the 
licensee can support them and, most importantly, are generating 
an average notional profit that is 10 per cent higher than that of 
their peers (see www.axa.com.au/realbusinessplan).

We have seen impressive results for the businesses, with revenue 
increases four times greater in the first half of 2008 over the first 
half of 2007 than businesses who have not yet taken up this 
support. This is especially pleasing considering that businesses in 
FAN were already growing at a rate more than twice that of the 
industry average (18 per cent versus 7 per cent).

A ‘spin off’ benefit of this work is the very clear evidence that 
businesses that market smarter rather than harder and are 
proactive not reactive, reap the rewards. This means being 
smarter about what the business is marketing (its client value 
proposition), smarter and proactive in acquiring new clients, and 
smarter and proactive in “growing” existing ones.

Client value proposition –  
less talk, more aCtion
This area is much talked about in our industry. While there is 
plenty of ‘this is what you should have’ commentary, no-aone 
really supports advice businesses in developing or re-defining 
their client value proposition (CVP). Not so. For the past 15 
months, AXA FAN has been doing just that.

We have worked very closely with over 60 AXA Financial 
Planning and Charter Financial Planning businesses of all sizes to 
help them re-align their client segmentation and service model. 
This work ensures they keep the profitability of their business in 
their hands.

These businesses have ‘pulled apart’ their client base and now 
have an understanding of their business and profitability thye’ve 
never had before. The businesses also work with us to redefine 
their services based on their clients’ needs and ensure their back 
office is aligned to delivering those services.

And arguably most importantly, the businesses have analysed 
their pricing structure to ensure value to the client and worth to 
the business. By understanding the cost to deliver the services 
and then allocating the business’ overheads, staff costs and desired 
profit margin, the business has the required information to set 
minimum price guidelines. 

At the end of the day, being smarter about the client value 
proposition, leads to revenue and/or profitability increases from 
10 per cent to 20 per cent, with the average at about 17 per cent. 
As a former small business owner these results would certainly 
have compelled me into action.

In addition, this support programme has given the businesses the 
information they need to make important decisions with 
confidence such as bringing on a servicing adviser or selling off 
portions of the client base that no longer fit their model. 

Business partnerships that aCtually deliver
Many financial advice businesses have, or have had, arrangements 
with other professional firms such as accountants and mortgage 
brokers. It is fair to say though, as an industry we can perform a 
lot better in this area.

Why? These arrangements either never get started because we 
do not engage the potential partners well or, when they do get 
started, usually deliver referrals that are below expectation in 
terms of quality and quantity because we do not execute the 
arrangement well.

As with the CVP issue, there has been plenty of commentary by 
many people and a host of tools and templates available in 
relation to making business partnerships work. What has been 
lacking until now is the practical support and smarts to be more 
professional and proactive. 

Having identified a number of successful working arrangements, 
we have worked hand in hand with a group of Charter FP and 
AXA FP businesses (and importantly their professional service 
partners) to develop a sophisticated support programme to 
overcome this void.

Figure 1.  Example of reporting from FAN’s modeller
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Smarter ‘offers’ to business partners  
– more professional and easier to set up

Our businesses use AXA FAN’s terms modeller, not dissimilar to 
financial planning software, to model various scenarios testing 
different revenue, profit and asset value sharing options. This 
brings clarity for the advice business about its preferred terms and 
helps make the proposition more compelling for the partner.

In addition, the actual offer to the partner must be thorough and 
professional in terms of content and appearance. Let’s face it, 
with some professional firms our industry has perception issues 
to overcome. Smarter businesses cover all aspects of the 
arrangement in a professional offer document and we back it up 
with template legal agreements, if required, to save time and 
legal expenses for the advice business.

Smarter client ‘mining’

Some advice businesses actively review client files with their 
business partner to establish potential advice needs. Whilst this is 
can be very effective, it is time consuming and resource 
intensive. 

Working with a selection of advice businesses we have taken this 
concept, added further analysis capability and industrialised the 
process. Businesses in AXA FAN are now able, with our support, 
to analyse a partner’s client base using both Roy Morgan 
Research and AXA data, under strict confidentiality and in 
accordance with the Privacy Act. 

Using simple demographic data, and tax return data in the case 
of an accounting partnership, advice businesses can establish the 
likelihood clients will purchase financial advice. This allows the 
business to narrow its focus onto the clients most likely to want 
and pay for advice. 

The advice business can also rely on AXA’s knowledge of over 
1.4 million Australians, to estimate the value of different segments 
in terms of expected wealth holdings and insurance premiums. 
Both the advice business and its partner then have a clear picture 
of the opportunities in the client base.

Finally, a range of client situations identifiable from tax return 
data, have been identified together with their corresponding 
financial advice opportunities such as transition to retirement, 
income protection and gearing strategies. This information helps 
the business determine which message would be most compelling 
and likely to engage the client.

Proactive client communication rather than 
reactive follow-up of leads

Better understanding of the client forms the basis for 
proactive marketing campaigns based on the advice needs of 
particular clients.

Businesses using this analysis support are no longer reliant on 
“push” marketing strategies, like generic direct mail letters or 
newsletter articles, nor are they reactively waiting for clients to 
be referred. They, with the cooperation of their partner business, 
are able to execute “pull” marketing strategies to proactively 
target and market to the right clients and help them self-identify 
their need for advice.

This type of information is invaluable in terms of proactively 
marketing to your partner’s clients rather than waiting and 
hoping that referrals are made to you.

Proactive, streamlined referral, feedback  
and tracking systems

One of the potential pitfalls in a business partnership can 
sometimes be the cumbersome processes. It is vital that you 
make it simple and non disruptive to your partner’s normal 
operations to refer clients. 

Our businesses are able to use AXA FAN’s secure online referral 
tracking system. This provides both parties an easy and reliable 
data exchange to track a referred lead through its lifecycle, along 
with up-to-date communication on the number of leads and 
conversions. 

Further we assist with the revenue management of the partnership 
by arranging for payments to be made directly to their partner 
which can be tracked for auditing purposes.

maximising the potential of your Client Base
Virtually every financial advice business has a group of clients 
with whom there is a dormant or tenuous advice relationship. 
Often, while the business may recognise there is potential, 
figuring out where to start, let alone having the capacity and 
time to do anything about it, usually makes it all too difficult. 

Our RBP process, and consequently the deeper understanding 
we have of advice businesses, proves that the most successful are 
extremely good at looking for opportunities “in their own 
backyard” to either increase their share of the client’s wallet or 
to establish a deeper advice relationship with what could be 
called dormant or inactive clients.

In fact, these businesses have been so successful in these 
endeavours that we have worked closely with them in recent 
months to “beef-up” this capability (in client base analysis and 
campaign execution) and industrialise it so that we can offer the 
same capability to other businesses in our licensee network. 
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Known as the Client Reactivation programme, this support 
analyses a business’ clients, based on AXA and Roy Morgan 
Research data, to identify those who:

1. match the “family portrait” of the business, 

2. are more likely to purchase advice, and 

3. have an advice need and value beyond that currently held 
with the business.

It’s a solution that allows an advice business to find the “nuggets 
of gold” and where to focus its efforts.

The programme provides flexibility in that a business may 
choose to conduct their own telemarketing or direct-mail 
campaigns or alternatively, if resources are an issue, the business 
can choose to outsource the execution of the campaign to 
qualified AXA FAN staff.

Businesses who are marketing smarter (i.e. applying our 
analytical capability) and marketing proactively (i.e. 
attempting to purposefully re-engage these clients) are reaping 
the rewards with over 25 per cent of the “dormant” clients 
contacted wanting to discuss their situation and advice needs 
with their adviser.

the end result
So marketing smarter not harder and proactively not reactively 
returns greater reward for effort in an advice business. This is 
proven by many businesses in our network to the tune of an 
average $100,000 additional revenue per adviser. 

Our work over the past twelve months with these businesses, 
adding our expertise to their initiatives, allows us to support 
other businesses in adopting the same approach. 

We anticipate these programmes will generate an additional 
$63 million in revenue for principals across AXA FAN over the 
next five years, based on results so far.

Now that’s marketing smarter not harder. That’s marketing 
proactively not reactively.


