
 

KPI Management 
 

This course is designed to inspire advisors to adopt an analytical, metric-driven approach to managing 
the financial aspects of their business. By the end of the course, advisors should be able to identify the 
key performance indicators (KPIs) they wish to track and develop a plan to collect, review, and act on 
those metrics with appropriate team members. 
 

Overview: 

Often there is a difference between what advisors believe about their firm and what the numbers say. 
Even as performance driven as our industry is, advisors can be reluctant to open the cover and turn the 
pages of the book that describes their operating results.  
 
But these numbers, these performance measurements, are simply feedback. They describe what’s 
working well and what needs improvement. Numbers are not inherently good or bad, they’re a neutral 
conveyance of information – much like the speedometer in your shiny new sports car, the scale in your 
bathroom, the number of likes on your most recent social media post, or the cholesterol reading at your 
last physical! 
 
Key performance indicators are a form of feedback – the consequences of choices made and paths 
traveled. We elect to add the emotional spin, whether it’s elation at numbers that exceed expectations 
or disappointment and even shame at those that do not. 
 
It’s worth fighting through any discomfort you might feel in looking at this data or reluctance at putting in 
the effort to collect it. Performance measurement allows a greater understanding of firm strengths and 
weaknesses, gives leaders more control over revenue, profitability, and the utilization of resources, and 
guides the way to course corrections if and when they are needed. KPIs are tools that can help you 
convert the firm you dream about into the firm you experience each day. 
 
The high-level steps are: 

 

• Step 1: Evaluate the simplest approach to KPI management, the single metric of net new 

assets 

• Step 2: Evaluate the suitability of a more comprehensive collection of metrics used by some 
of Carson Coaching’s most successful members 

• Step 3: Evaluate what may be the ideal method of managing success measurements, 

valuation drivers.  

• Step 4: Develop a method and cadence for reviewing chosen success metrics and outline 

corrective measures if necessary. 

Carefully consider the three approaches to KPI management described in this course. Each of them 
enables you to get into the driver’s seat in assessing your business performance but offer different 
levels of complexity. We begin with a very simple approach and move on to more detailed methods 
that, while more time-consuming, are far more informative about your firm’s financial vitality and your 
progress toward the achievements that matter most to you.  
 



 

You can’t fix what you don’t know about, so review each suggestion and identify the method that best 
aligns with your desire for financial clarity and data-driven management. 
 

Step 1: The Single KPI: Net New Assets 

This first method of KPI management involves tracking just one metric: net new assets (NNA). NNA is 
the single most important financial metric in the Carson ecosystem. It’s a heat-seeking missile in search 
of the genuine tally of firm growth. It is the sum of new assets from new clients plus sum of new assets 
from existing clients, minus the sum of transfers out, systematic distributions, and fees. 
 
When advisors choose not to focus on genuine growth statistics like NNA, things can get a little fuzzy. 
Below are two examples of how a tenuous grasp on metrics can lead one astray, or at least hide 
challenges or problems that can grow and become more serious over time. 
 
When asked how business is going, advisors will often say something like “Things are great! We’re up 
about 15% this year.” If you ask how much of that growth was due to market appreciation, some 
advisors will confess that all of their “growth” is attributable to a rising market. That can be construed as 
no real growth at all – zero new assets and no new relationships. What if the markets had gone down 
20%? The advisor would have seen the business diminish significantly and would have just 
experienced a 20% pay cut. A lot of advisors would find that unacceptable.  
 
Another advisor works with an older clientele with a high level of systematic distributions. Clients are 
spending down their assets to pay for their retirement lifestyle – by design. But the result is a 6% 
annual drawdown in the advisor’s book. If you add 1% on top of that for fees, the advisor must add 7% 
in new assets each year just to break even. 
 
Again, a booming market hides all manner of problems like these. But otherwise, the challenges only 
compound. 
 
If you’re going to track just one statistic, strongly consider net new assets. It highlights meaningful 
growth information – the aggregate direction of asset flows and removes the illusory effect of market 
appreciation. 

 
Coach Tip: The numbers above don't include client attrition! For most advisors to get to a true 
breakeven, they need to plan on a 10% NNA goal minimum. This includes 4% for distributions, 3% 
client attrition, and 3% increased expenses every year. So, your firm should likely target 10% NNA 
every year if you want to stay in the same place -- and more if you want to actually grow! 

 
Step 2: KPIs Used by Our Most Successful Member Firms 

The next approach involves a group of KPIs collected by the Carson coaches. These metrics are used 

regularly by some of our most successful firms. They measure disparate elements of the business, and 

collectively, describe the relative financial health of the organization, how effectively resources are 

deployed, and the degree to which strategies for new client acquisition are bearing fruit. 

This list may be more comprehensive than some will prefer, but hopefully it will get you thinking about 

what’s going on behind the scenes and what lies underneath the popular “we’re up x% this year” 

statement.  

 



 

Think of it as a picklist and take note of the measurements that are most meaningful to you. What 

information will most powerfully enable you to guide the ship from where it is now to where you want it 

to be? 

Suggested Metrics: 

• Investment Management Revenue 

• Insurance Revenue 

• Total Gross Revenue 

• Total AUM Advisory 

• Total AUM Brokerage 

• Total AUM All 

• Number of Households 

• Assets from New Clients 

• New Assets from Existing Clients 

• Outflows (systematic distributions, transfers, fees) 

• Net New Assets 

• Referrals from Clients 

• Referrals from Accountants 

• Referrals from Attorneys 

• Referrals from Other Sources 

• Total Referrals 

• Referrals Converted to Clients 

• Return on Assets 

• Client Attrition 

• Advisory Revenue Percentage 

• Profit Margin 

• Gross Revenue per Team Member 

• Advisory Revenue Break-Even Point 

 

Download our Advisor Scorecard resource as a template for tracking the most important firm-level 

KPIs.   

 

https://resources.carsongroup.com/hubfs/Carson%20Coaching%20Online/Business%20Management/2021_CC_Advisor%20Scorecard.xlsx


 

Download our Key Performance Indicator (KPI) Guide for a list KPIs by department 

 

Step 3: KPIs to Rule Them All: Valuation Drivers 
If you’re ready to play varsity ball, the valuation approach to KPI management has your name on it. 

This method piggybacks off your recently completed firm valuation and tracks the key value drivers that 

either add to or subtracts from your valuation number.  

 

Some of the many levers that impact valuation are: 

• Client tenure 

• Client addition and departure rates 

• Average client age 

• Growth trends 

• Margins/profitability 

• AUM per advisor 

• Number of households per advisor 

• Percent of AUM with a next-generation relationship 

• Formalized workflows for key business functions 

• Leverage of technology for client engagement and operational efficiency 

• Client relationships that extend beyond the lead advisor 

 

We recommend that advisors maintain a constant vigilance posture regarding firm value. Those who 

actively manage value drivers not only optimize the price of what is likely their largest personal asset, 

but also maximize profits because of the link between greater value and greater revenue. It sounds like 

a compelling two-fer! 

 

If you don’t have a recent valuation, hire an M&A or valuation consultant experienced with our industry 

to perform one. Once completed, study the list of characteristics that impact your number and highlight 

the underperformers that exert downward pressure. This will become the basis of your KPI 

management.  

 

To better understand the importance and impact of firm valuation, see the course titled Firm Valuation. 

 

Step 4: Bringing the Data to Life 

 
Regardless of the method you choose – and please choose one! – it will only make an impact if you put 

a plan in place to regularly collect, report on, and assess the information, and then implement strategies 

to move the numbers that are not where you want them to be. Consistency and accountability are key 

to making it work. 

https://resources.carsongroup.com/hubfs/Carson%20Coaching%20Online/Business%20Management/2021_CC_Key%20Performance%20Indicator%20(1).pdf


 

 

This data rustling activity is probably not a strong suit for most advisors nor the best use of a senior 

wealth advisor’s time, so delegate the task to a trusted team member who has the capability, capacity, 

and desire to do that work.  

 

Develop a cadence for reviewing this all-important information. Quarterly sounds about right. You’ll 

want to capture and store the data as it changes over time so that you can analyze trends and 

determine if you’re on track to surpass annual targets.  

 

Determine who among your team should be included in these evaluation and planning sessions. 

Advisors are often cautious about sharing financials with team members – and rightfully so. But 

consider whether giving key personnel a peek under the hood can help inspire greater focus and 

discipline. If stakeholders know what’s driving firm success with clarity and detail, are they not better 

prepared to effect the right change in the right way?  

 

Summary  

 
We encourage you to regularly review results for the benchmarks you have selected. Find the data 

points that suit you and appropriately measure the financial health and success of your business. Find 

inspiration in positive outcomes, and for results that miss the mark, be peaceful with this temporary 

state and resolve to take action that will move the numbers to where you want them.  

Remember that the stats are just communicating the current state. With awareness and will you can 

change things to more closely align with your ideal.  

 

FAQs: 

• The only statistic I currently track is total AUM. Why isn’t that good enough? 

o If this one metric provides all the information you feel you need to optimize growth 

and profitability, then there is no need to make things more complicated. However, 

we would suggest that one number, buffeted by the market as it is, is a deceptive 

and insufficient indicator of the firm’s progress. 

• Depending on how many data points we choose to track, this could become a huge 

organizational challenge. How do you suggest we assemble this information? 

o Most professionals would choose a spreadsheet to store and manipulate numerical 

data such as the metrics described in this course. Use of a spreadsheet allows you 

to slice and dice the data in meaningful ways, such as averages, YTD percent of 

goal, year-over-year growth, and so forth. 

• I see the value in tracking net new assets, but our systems don’t provide all the 

necessary information and firm leadership is not inclined to make any system 

changes. What do you recommend? 

o Meet with the decision makers in your firm and show them how powerful this metric 

can be, and how essentially it is to a true understanding of genuine growth. Such 

understanding can help all the advisors at your firm as well as the management team 

and executives. Show them how this knowledge can driver greater revenue. 



 

 
Resources: 

Learn more and download the resources referenced in this document from the KPI Management 

course in Carson Coaching Online.  

• Advisor Scorecard 

• Key Performance Indicator Guide 

https://coaching.carsongroup.com/courses/kpi-management/
https://resources.carsongroup.com/hubfs/Carson%20Coaching%20Online/Business%20Management/2021_CC_Advisor%20Scorecard.xlsx
https://resources.carsongroup.com/hubfs/Carson%20Coaching%20Online/Business%20Management/2021_CC_Key%20Performance%20Indicator%20(1).pdf

