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Segmentation Process 
 

 
Objective  
 
The endgame of segmentation is to produce more revenue and bottom line profit for 
your firm. Intermediary objectives include: 

 Identifying your most profitable clients  

 Developing a profile of your ideal client, (or profiles of  multiple desirable client 
types) 

 Finding more prospective clients and developing a relationship with them 
 

Current Situation 
 
You may have done a great job of segmenting your client according to revenue 
produced and profitability. Further, you may have created an admirable system by 
which to determine how services are best delivered to clients as a result of said 
profitability.  
 
Here, we will be outlining a process to take those profitable clients, (perhaps the “A”  
and “B” clients), and meet more of them on a favorable basis.  
 

Process  
 
Note: I am listing activities without regard to whether it can be done electronically, or if it 
needs to be done by hand. No doubt both will be necessary.  
 
Phase 1: Developing Segments 
 
We are addressing working with your “A” and “B” individual clients. (We want to pull 
business accounts and qualified accounts as well, but they have their own category, as 
well as falling under the individual client) 
 

1. Define the parameters of the project. In our case, we probably want to define the 
scope geographically, because later on we will want to get information from 
clients one-on-one, in person. While we know that you have clients all over, for 
purposes of the exercise and better control, it may be better to restrict it to your 
immediate market area. We can also add any other parameters to the project as 
a whole. If you will be asking anyone in the office to contribute time initially, this  

2.  
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would be the time to make that decision. Who and how much of their time can 
you afford? 

3. We want to pull the names of your “A” and “B” clients and anything you have on 
them on a CRM program. Based on a Broker Dealer New Account Form, we 
should at least have: 

a. Age- we all think of age as an indication of what types of investment 
strategies make sense and an indicator of needs. It is also an indicator of 
how you speak with them. Baby Boomers and older individuals are best 
reached in a different way than the generations that follow. Their value 
systems and their mental trigger points are significantly at odds. 

b. Residence, (physical address) 
c. Net Worth/Exclusive Net Worth 
d. Nature of Employer’s Business 
e. Occupation, Position  
f. Marital Status, (same information on the spouse) 
g. Dependents 

4. We want anything else you know about them. Create a Chart or Questionnaire to 
fill in anything else you or your staff may know about them. Including, but not 
limited to: 

a. How you met them, who introduced you.  
b. How many meeting did it take before they became clients? 
c. How often do you see them? Business? Socially? 
d. Why you believe they decided to work with you. Have you asked them?  
e. Which of your services do they access? (We will discuss Blue Ocean later, 

but for now the knowledge of which services they use can be helpful in 
creating a profile.  

f. In addition to the Employer, what other business interests do they have? 
(For the most part, we are looking for active rather than passive activities.) 

g. What are their favorite leisure activities; favorite vacation spots? 
h. What clubs do they belong to? golf, tennis, Rotary, investment, book, even 

bridge clubs 
i. What charities do they contribute to? Are they active or passionate about 

them? Why? (For Example, my wife is a heart patient and my Dad died as 
a result of both Alzheimer’s and Parkinson’s disease. I am passionate 
about all three. We recently worked with an advisor who said he did not 
need the money from his business, but he has a favorite charity. Knowing 
that the money goes to the charity changed his perspective.)  

j. What trade journals does the client read? I realize we are getting pretty 
detailed here, but if your client reads certain trade journals, perhaps you 
could look for like minded clients. More important; if you are going to try 
and develop a segment around people who share interests with your 
client, it would be very helpful to review from time to time what people of  
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his/her profession find of interest. We work with advisors, RIAs and Broker 
Dealers. We read every publication in print or online we can get our hands 
on. Not only do we find names, but we find out what is important to the 
clients we serve. I am particularly interested in case studies of practices to 
see their success stories as well as their challenges. Our entire idea of 
providing succession planning grew from this activity.  

k. What are his/her politics? This one is touchy. I do not suggest you engage 
in political discussions, but if your client is openly vocal about it and active 
in a Party, (and you are of like mind), there is a possibility of referrals. It 
does not mean you put it on your website, but done correctly, and with 
sensitivity, it can pay dividends. I know of at least one of your colleagues 
that gets a lot of the firm’s business this way. 

l. Church? Ditto ‘k’ above. 
The more you know about someone right now, the better we assume your 
current relationship. Almost everything mentioned above can be gathered over 
time. A good place to start is their Facebook or LinkedIn Page, but you can also 
do something as simple a Googling their name. Sometimes you can Google them 
in combination with an interest and find results. I can tell you who your neighbors 
are, many of their ages, many of your relatives, etc. The point is that there is an 
enormous amount of information available. The challenge is in determining which 
information is useful for you and the most efficient way to collect it. The first time 
you do this, it will take a great deal longer than in subsequent projects. You learn 
as you go along, and you also learn to teach staff to collect the data you will need 
later on. 
 

 
Phase 2: Prioritizing and Selecting Segments 
 

5. Create a spread sheet to enter all of the information we are collecting. We are 
looking for: 

a. Common characteristics; trends and intersection points 
b. Places where you can provide additional service 
c. Opportunities to create an ideal client and target market(s) 

6. Describe techniques for grouping the segments and creating a hierarchy of 
desirable client segments. Using the information from Step 4, we create the 
groups. Some segments will not present enough opportunity. Others may reveal 
client types that you have that you were not even aware of. (Ex: You might find 
you have a small group, or even one significant client, that can unlock a 
marketing strategy directed at a certain group. “We have developed a special 
program for owners of plumbing firms with 10 or more employees, who are within 
5 years of normal retirement.” “We have a program for owners of architectural 
firms with at least 5 employees who need to develop a succession plan.”.) It does  

http://www.moissongrp.com/


  www.MoissonGrp.com 

  Phone (515) 963-5374 

  Fax (863) 457-9980  
 

4 
 

Recruiting Consulting Acquisitions 

 
 

 
not matter what it is; if you can build a program around servicing them, and can 
make it profitable, you have a market segment. Learn all you can about them. 
Use this exercise to identify trends or opportunities. 

a. How many attorneys, and CPAs do you have?  
b. How many corporate executives? 
c. 401k, 403b 
d. Doctors, college professors, plumbers, small business owners, farmers, 

etc? 
6.  In conjunction with number 5 above, you apply your own metrics of profitability to 

the market segments. This helps you define the groups that have the most 
promise and those you might create a “program” for. How many niche targets 
can you carve? (Hint: As long as they represent a significant profit center, less is 
better and easier to manage. We live in a world of specialization. The generalist 
risks losing some of his or her elán. 

 

 
Marketing Objectives and Strategies 
 
 
Segmentation is not an end in itself. Only by developing and implementing the 
appropriate strategies for each of your chosen segments is your firm able to reap the 
benefits of the process. 
 
Market Strategies 
 
With the ideal client segments and possible niche markets in hand, employ a process of 
determining which of your services are most effective and profitable . In other words, 
where are you getting the ‘most bang for the buck, (and effort).’ This is where you might 
employ the Blue Ocean Strategy.  
 

Blue Ocean- Standing out in Financial Services is a daunting challenge. Trying 
to present yourself as all things to all people forces you into Red Ocean. Red, 
from all the blood of sharks biting each other. Creating points of difference will 
create Blue Ocean.  
1. List all the services you provide. Be specific. If you or the staff spend any time 

or money on it, include it. 
2. Create a survey to find out which services clients value. Scale of 1-10 (don’t 

ask them to rate in order) 
3. Determine which categories of your clients value what 
4. Graph it and evaluate the merits of keeping or enhancing the services you 

provide 
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Referral Strategy – The following is done for each market segment identified. 

1. Develop your Value Proposition and a long and short Elevator  Speech 
2. Train your staff to describe your ideal client and to articulate the special 

value you represent 
3. Teach staff, clients, and spheres of influence trigger phrases that will help 

them recognize an ideal client and the fact that they need what you 
provide 

4. Incorporate into onboarding programs and client meetings  
 

 
Mapping the Segments 
 
Now the fun starts. We are looking for new clients to approach. Specifically, we are 
looking for prospective clients in your segments who the members of those segments 
can introduce you to. It should be noted that mapping your clients is something you 
want to do on an ongoing basis; especially client types that you know you want more of. 
For our purposes here, we are going to take the segments created and look at each 
client in the segment to identify who they know. No doubt you will think of others, but I 
suggest the following:  

 Look at their Facebook and LinkedIn pages. If you are connected to them, (if not, 
get connected), you can get a look at friends, relatives, business colleagues, 
interests, charities, and a number of other things. Since most people insist on 
putting pictures on Facebook, you get an idea how old the contacts are. Suppose 
you want to get to know someone in your town. I would bet that by working 
backwards, you can find trail to follow back to someone you know, (or can get to 
know). On an ongoing basis, this is a good project for someone in the office who 
is tech savvy and a little nosey, as I am. 

 Charities and Foundations often list members; at least board members. If one of 
your clients is a member, you have an in 

 Business associations- After leaving the business to become a recruiter, 20 
years ago, I dropped my memberships in IMCA, the Estate Planning Council in 
Tampa and Dallas, and the association of CLUs, (renamed now). However, I 
have been recruiting from these organizations for years, along with over a dozen 
others. Sure, we pay to attend a conference or a dinner once in a while, but for 
the most part, we find someone who can get us in and work through them, in the 
same way we map the corporate organizational charts. It is not hard; it is just 
time consuming, but it pays enormous dividends. 

 Neighborhood Analysis- I mentioned earlier that we can identify the neighbors 
and relatives of clients, along with ages and telephone numbers on a lot of them. 
This information is available on everyone. It is a little scary, but if your motives 
are honorable, useful. If your client lives in an upscale neighborhood, asking to 
introduce you to a couple of them, could be a nice entry into his/her circle. (There  
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is generally a cost for a service like this, we get it for about $20 per client and it 
produces on average 12-20 neighbors.) 

As indicated there are other places to survey, and the activities above will lead you to 
some of them. You simply have to decide how much time to attribute to the project.  
 
I know you do a nice job of working your strategic partners. You probably know that very 
few advisors do a good job of working them for referrals. I prefer introductions because 
it is an entirely different way of looking at the process.  
 
It is a Process. I have asked groups of advisor how many of them work through 
referrals. Most raise their hands. When I then ask how many have a concerted plan for 
doing so, almost no one raises their hand. The Process above gets you to identify 
targets. The next step we would show to an advisory firm, (which is in itself a module), 
how to ask. 
 
Some of the model is common sense.  
 
For example, a large percentage of advisors, and trainers, suggest you ask for referrals 
at the end of a good meeting when you have demonstrated what you are doing for the 
client. WRONG. At the end of a meeting, clients are already mentally out the door. 
Asking who you know, is asking them to change their mental dynamic, so that it is very 
easy to say, “I can’t think of anyone right now, but if I think of someone I will get back to 
you.” The advisor is now in a position of either dropping it, (weak), or pressing them at a 
time when they are looking at the clock. There are better ways to do it. Making it an 
agenda item, somewhere in the middle works a great deal better, especially if you ask 
correctly. We can teach them those, a process to follow, just like everything else that 
makes a firm profitable.  
 
Another mistake they make is trying to convince an older individual to work with them 
using the same approach as a younger person. Older folks are impressed with degrees, 
certifications, a recommendation from a trusted friend. The younger investor, while 
he/she still values the recommendation, cannot be approached with your ‘background” 
as your proof statement. You build your trust with them quicker by making them 
understand that you do not make money unless you make money, or at least preserve 
it, for them.  
 

 
Judging Results 
 
Judging results is not complicated. We simply keep a record of every prospect identified 
as a result of the process, whether they became clients, and the revenue and profit they 
produce. Most firms do not keep their metrics, (another indication they are running a  
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practice and not a business. We want to keep those metrics because it becomes part of 
our Value Proposition to firm that we want to work with, either as consultants or on an 
associate, (equity exchange), basis. We are teaching our associate firms to stop 
practicing and start building transferable value. 
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