
 

 

 
 
 
 
 
 
 
 
 

ADVISE™ Framework: 
‘Future Proofing’ Financial Advice  

 
 
 

A guide to Enterprise 
Learning’s management 

framework for delivering 
suitable financial advice. 
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More information 
 
 
We can help you assess and demonstrate RDR-readiness 
using our ADVISE™ framework with a range of tools and 
services including: 
 

 Online gap-analysis tool 
 Toolkits for advisers and managers 
 Management Guides 
 Policy & standards templates 
 Guidance for advisers 
 Online Risk Culture Benchmarking Survey 

 
 

To book your free workshop and use  
our ADVISE™ online framework  

free of charge and find out about support  
and tools available please visit our website  

 
www.enterprise-learning.co.uk 
  +44 (0) 1444 411416 

gary.storer@enterprise-learning.co.uk 

 

 
 
 
 

http://www.enterprise-learning.co.uk/
mailto:gary.storer@enterprise-learning.co.uk
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Welcome: learning lessons from the experience 

 
In a world of increasingly less public sector welfare provision and lower investment returns, 
it is more important than ever that individuals should plan their financial future and invest 
their wealth wisely. In the UK and around the world firms able to provide financial advice to 
individuals abound in an increasingly complex and often confusing marketplace. Getting 
financial advice right can set firms apart from their competitors. Done well and efficiently 
providing advice can be profitable for the advisers, firms and above all their customers. 
 
However, providing financial advice to private clients is fraught with challenges for the 
Advisers and their employers. In an increasingly complex economy where achieving 
predictable returns is more and more difficult it is vital to analyse customer needs carefully 
and recommend solutions which will both meet these needs and while not taking 
inappropriate risks.   
 
The last 20 years are littered with examples of advisers or entire firms getting this wrong, 
whether it was in selling private pensions to those whose employers already met their 
needs, endowment mortgages which did not deliver the expected returns, insurance 
products which customers did not need or investment bonds whose returns did not match 
the investment costs and the risk profile or capacity for loss of the customers. 
 
Advisers, employers and regulators have learned salutary lessons. In a speech given in 
February 2012, Tracey McDermott (acting director for the Enforcement and Financial Crime 
Division of the Financial Services Authority) said the following:  

 
 
 
 
 
 

At Enterprise Learning, our consultants have spent many years working with our clients to 
build their business models, operating frameworks, processes and procedures for giving 
financial advice, as well as educating and training advisers, managers and support staff.  We 
are often asked about best practice in this field and how firms can benchmark what they are 
doing.  
 
So we produced our ADVISE™ framework to bring together all of our learnings and 
experience and provide a suite of tools, guides and information which firms can use to 
underpin their operations. This guide introduces the framework and sets out what we regard 
as good practice.  
 
 

“So you might expect to see the FCA taking action, including Enforcement action, where our 
judgment is that a particular aspect of the firm’s business model – its product selection, its 

remuneration practices, its training or recruitment, for instance – is likely to give rise to poor 
consumer outcomes. We won’t wait to see if those outcomes occur” 
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The ADVISE™ framework 

 
We believe providing effective financial advice requires an interconnected and dynamic 
‘system’ consisting of a number of core components which the firm and advisers can 
develop to underpin the quality of their advice. The 7 hexagons in our model set out what 
we think needs to be developed and in place, embedded within supportive culture and 
governance and driven by a focus on risk management and continuous improvement. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Our framework indicates what we believe firms need to have in place in each of these 
components to be successful in providing financial advice. 
 
Around this we have developed on-line diagnostics, workshops, information guides, 
reference materials and tools which firms can use to develop and improve their operations 
and to train their people. 
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SUITABLE ADVICE STANDARDS  

Bespoke  ‘Policy, Standards and Guidance’ setting out standards 
required to ensure suitable recommendations and suitable 

client outcomes are achieved 

BENCHMARKS 

✔ Advice standards are clear and 
describe when actions must be 
taken, and specific guidance on 
how to apply the standards 

✔ Advice Standards & detailed 
Guidance are concise, language is 
easy to understand and format is 
user-friendly. 

✔ Advice Standards are easily 
accessible to advisers/ managers 
and Quality Checkers etc., are 
arranged in an intuitive, 
understandable order and are 
searchable. 

✔  Changes to Advice Standards are 
implemented and communicated 
in an appropriate way, 
proportionate to the importance 
and impact of the change, 
maximising understanding and 
maintaining levels of quality 
outcomes. 

NEGATIVE INDICATORS 

✘ Advice Standards written 
as inflexible ‘rules’ and 
do not allow for different 
client outcomes 
dependent on client 
circumstances and 
objectives. 

✘ Advice Standards that 
have been allowed to 
become excessively 
large by seeking to 
provide an answer to 
every circumstance or 
complaint. 

✘ Advice Standards that 
are not easy to find, 
navigate, or search. 

✘ Changes are 
communicated in 
uncoordinated and 
confusing ways.   
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ADVICE PROCESS 

The Advice Process is clearly defined, with efficient and 
intuitive systems supporting it; there is clear guidance on 

how to use the system and the system is used consistently to 
maximise the benefits 

BENCHMARKS 

✔ A clearly defined advice 
process exists, and 
adaptations/exceptions to 
cover a variety of 
customer requirements 
are robust and well 
documented e.g. 
Execution Only business. 

✔ The advice process is 
supported by efficient and 
intuitive systems leading 
to a streamlined approach 
and robust record 
keeping. 

✔ There is clear guidance 
on how systems should 
be used to ensure 
consistency of approach 
and record keeping/MI. 

NEGATIVE INDICATORS 

✘ No standard advice process 
exists. 

✘ Multiple channels within one 
organisation with widely 
varying advice processes 
without any apparent 
justification. 

✘ Manual advice process with 
insufficient controls to drive 
consistency and adherence 
to advice standards. 

✘ Automated advice process 
that is not clearly understood 
by users, or supported by 
user guidance, and leads to 
inconsistent use and 
potentially inconsistent 
records/MI. 
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ADVICE TOOLS 

Comprehensive tools backed by user guidance where 
required, which are consistently used to support key 
elements of the advice process and drive suitable advice 

BENCHMARKS 

✔ Comprehensive suite of 
tools to support key 
elements of the advice 
process (e.g. inflation and/or 
projection calculators, 
stochastic and/or 
expenditure modellers etc.). 

✔ Output generated by tools is 
fully used by advisers when 
formulating 
recommendations. 

✔ Clear guidance on how 
these tools work and when 
they should or should not be 
used. 

✔ Use of the tools is 
consistent across the sales 
force for a given set of client 
needs or objectives. 

NEGATIVE INDICATORS 

✘ Tools are designed or used 
to promote predetermined 
advice outcomes. 

✘ Calculator tools used 
inconsistently due to adviser 
preference or capability 
leading to different 
recommendations and 
customer outcomes across 
similar customer 
needs/objectives. 

✘ Advisers use tools but then 
ignore or amend their 
outputs in their advice to 
consumers. 

✘ Sophisticated modeling 
tools without clear guidance 
leading to misuse of tools 
within the advice process. 
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ADVISER TRAINING 

Adviser training is based on clear definitions of competence and 
capabilities required and is effectively structured to provide 

education and assessment of learning from induction onwards 

BENCHMARKS 

✔ Training is well structured and based 
on a clearly defined syllabus.  It is 
consistently conducted and regularly 
reviewed and evaluated.   

✔ Advisers are assessed in their ability 
to apply the suitable advice standards. 

✔ Clearly defined learning programmes 
exist for adviser development, which 
are closely linked to identified 
adviser needs. 

✔ Effective, consistently applied 
processes are in place to ensure 
learning is embedded in working 
practices. 

✔ Robust systems and controls are in 
place to ensure that adviser training 
needs can be identified and actioned 
through effective CPD. 

✔ Advisers’ competence status and CPD 
is monitored and recorded to 
efficiently provide the Accredited 
Body with the data required to 
generate Statements of Professional 
Standing and meet the regulator’s 
reporting requirements. 

NEGATIVE INDICATORS 

✘ Training is minimal and 
mainly focused on 
compliance or process 
aspects of role. 

✘ Assessments are multiple 
choice test designed to 
assess knowledge, with 
limited or no assessment of 
application skills in 
information gathering, 
formulating advice or 
presenting 
recommendations. 

✘ CPD is not linked to 
identified training needs 
specific to the adviser. 

✘ No evidence of continuous, 
planned development 
programmes for advisers. 

✘ No evidence of controls in 
place to ensure advisers are 
implementing training after 
attendance. 
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ADVISER MANAGEMENT 

Clear and robust models are in place to monitor and supervise 
advisers’ competence and activities, supported by 

comprehensive KPIs and MI 

BENCHMARKS 

✔ Clear and comprehensive 
T&C scheme detailing the 
supervisory model and 
activities required to monitor 
and supervise advisers.   

✔ All supervisors are trained 
and assessed in the 
knowledge and skills 
required to effectively fulfil 
the role before undertaking 
it. 

✔ Comprehensive and clearly 
defined KPIs which are 
relevant to business needs.  
They are regularly reviewed 
and evaluated to ensure they 
continue to meet the Firm’s 
on-going needs. 

✔ Comprehensive and 
accurate MI allowing close 
and continuous supervision 
and monitoring of advisers. 

NEGATIVE INDICATORS 

✘ Supervisor training is 
minimal and focused on 
knowledge of supervisory 
activities rather than ability to 
complete them effectively. 

✘ KPIs are in place but lack 
clarity and as a result are 
inconsistently applied. 

✘  MI is achieved through a 
number of labour intensive 
manual processes which 
have the potential for high 
degree of human error. 

✘ MI is not effectively used by 
managers in supervising 
advisers. 
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ADVICE SUPPORT 

Advisers have ready access to up to date and accurate 
technical and advice information and expertise, in the form of 

reference materials and/or Helplines 

BENCHMARKS 

✔ Helplines provide a one-stop 
point of reference both by 
email and by telephone. 

✔ Helplines are adequately 
resourced with qualified 
technicians, who ensure they 
are up to date at all times. 

✔ Reference material is 
comprehensive, user friendly 
and easy to navigate in order 
to find the information 
required. 

✔ Reference material is 
reviewed regularly to ensure 
it remains up to date and 
accurate. 

NEGATIVE INDICATORS 

✘ Little reference material 
available to advisers. 

✘ Helplines are inadequately 
resourced, either in terms of 
number of people available 
to answer adviser queries 
leading to delays in 
responding and/or in terms 
of the level of knowledge and 
expertise of staff, potentially 
leading to inaccurate or 
incomplete answers. 

✘ Reference material is 
unwieldy and difficult to 
navigate. 

✘ Reference material is not 
sufficiently comprehensive 
and does not address areas 
that advisers require most 
help with. 
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ADVICE QUALITY ASSURANCE 

Systems and processes for providing assurance that suitable 
outcomes are being achieved for clients and identifying risks 

or changes required to products or processes 

BENCHMARKS 

✔ A clearly defined end to end QA 
process exists  (including case 
selection; tolerance and 
indicators; comprehensive root 
cause analysis). 

✔ QA grades identify outcomes 
with sufficient granularity to 
distinguish between unsuitable 
outcomes, cases lacking clarity 
and those with 
documentation/procedural 
errors. 

✔ QA systems are bespoke to the 
Firm's procedures, and 
required outputs/MI, enabling 
an effective, streamlined QA 
process to be executed. 

✔ QA samples are selected via a 
risk-based analysis of cases 
and advisers, which is regularly 
reviewed in light of QA 
findings/T&C competence 
updates and Regulatory 
'hotspots’. 

✔ Root cause analysis of QA 
findings and other relevant data 
is done and leads to changes in 
policy or procedures where 
necessary. 

NEGATIVE INDICATORS 

✘ QA carried out without a 
formal Checklist to ensure 
consistency of approach and 
process. 

✘ QA systems are semi-manual 
with ‘home grown’ 
spreadsheet solutions used 
in lieu of bespoke systems 
and databases. 

✘ QA grades lack clarity, 
making it difficult to 
differentiate between 
regulatory procedural failures 
where there is no customer 
detriment/re-work, and 
unsuitable customer 
outcomes. 

✘ Case selection centres on 
simplistic volume based 
approach without adequate 
risk based focus. 
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ADVICE CULTURE 

The culture and behaviours led by Senior Management to 
ensure an appropriate focus fair treatment of clients and 

suitable advice 

BENCHMARKS 

✔  The importance of ensuring 
clients receive suitable 
outcomes, and are treated 
fairly is at the heart of 
strategy and leadership 
behaviour.  

✔ Reward supports the drive 
for suitable client outcomes, 
and the impact of reward on 
behaviours, consequences 
and outcomes is thoroughly 
considered. 

✔ Management prioritise the 
expertise of the advisers 
and promote training and 
development for all levels 
which supports this. 

✔ Continuous improvement is 
demonstrated as important, 
with a focus on learning 
lessons and making 
changes to support advice 
quality. 

NEGATIVE INDICATORS 

✘ Leadership demonstrates 
an inappropriate and 
aggressive focus on sales, 
targets and rewards. 

✘ Senior management does 
not support back office or 
control functions in 
adhering to standards or 
requiring improvements. 

✘ Senior management does 
not have a strong 
understanding of regulatory 
expectations. 

✘ Training is seen as a 
minimalist, compliance 
requirement. 

✘ Reward systems prioritise 
sales rather than the quality 
of advice. 
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ADVICE GOVERNANCE 

The organisation and processes in place within the Firm which 
ensure oversight and control of advice provision and drive 

suitable outcomes for clients 

BENCHMARKS  

✔ Appropriately skilled and 
senior people form an ‘Advice 
Standards Policy Group’ 
where the Firm’s Advice 
Policy is set agreed. 

✔ Robust and effective Change 
Control procedures authorise 
any changes to Suitable 
Advice Standards, ensure 
they are appropriately 
updated, and a full archived 
record is maintained. 

✔  Regular review of advice 
provision using appropriate 
MI allows senior 
management to identify and 
act on areas of concern. 

✔ Major Advice Risks (including 
Conduct Risks) are identified 
and appropriate systems are 
in place to ensure these are 
monitored and managed. 

NEGATIVE INDICATORS 

✘  Decision makers appointed 
who do not have the  
required level of 
seniority/capability. 

✘ Lack of change control 
procedures which allows 
haphazard changes or 
guidance without 
consideration and 
authorisation. 

✘ MI is distributed but 
recipients do not use it or do 
not understand when they 
should take action/ what 
action to take. 

✘ Risk Function assuming that 
because MI is available, the 
operational/sales side of the 
business is capable of using 
this data to identify risks and 
mitigate them successfully. 

 
 
 
 


