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Client Segmentation  
 

WHY is this important? 
 
Many Credit Unions already realize the importance of using some sort of client segmentation model. 
After all, if 80% of the organization's revenue is derived from 20% of its client, it makes sense to figure 
out exactly who these clients are. The right amount of time and energy must be invested in this highly 
deserving group of clients –to competitor-proof and attract more like them. 

Think about the following questions:  

• Do I know which clients contribute significantly to my profitability? 
• Do they generate a significant amount of production?   
• Do you have any unproductive clients who do not positively contribute to the Credit 

Union/Organization’s profitability? 
• How exactly does the 80/20 principle play out for you? 
• When it comes to managing these relations, are you allocating your time appropriately to 

your clients? 

Now, most Financial Professionals simply classify their clients according to assets, and assets are a 
logical starting point for any segmentation system. By moving to a more detailed system, however, 
you can offer better service to your high value clients, attract more qualified referrals and increase 
your productivity.  We highly recommend you follow the three-tiered Triple A Approach to create a 
meaningful framework for sorting and organizing your clients.  

WHO is this proven strategy designed for? 

For those who want to meaningfully sort and organize all their clients – the first step in strategically 
allocating your time, energy, and money.  

WHAT should you expect? 

You will: 
  

• Know which segment every client or any prospective client falls into  

• Understand the significance of each segment and how it impacts your business 

• Refer to “What You Can Expect from this Best Practice” on the following page for more 

  

PSA 4 
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What You Can Expect from this Best Practice 
 
PURPOSE  

• To segment your clients based on clearly defined criteria based on: Assets (income), 
Attitude and Advocacy  

• To create a segmentation framework which allows you to meaningfully sort and organize all 
your clients  

• To become aware of your ‘ideal client’ and how this type of individual brings tremendous 
value to you and the Credit Union/Organization 

• To become aware of the types of clients who may be better served by someone else within 
the Credit Union/Organization 

• To determine the level of service to provide to (and thus the amount of time to spend on) 
each client segment  

 

EXPECTED RESULTS 
  
You will: 
  

• Know which segment every client or any prospective client falls into  

• Understand the significance and meaning of each segment and how it impacts your 
business 

• Have a heightened sense of awareness that all clients are not created equal – which ones 
add tremendous value; and which do not 

 

ACCOUNTABILITY 
  
You will: 
  

• Use client segmentation to sort and organize your existing clients 

• Use client segmentation to properly identify new clients 

• Be open to the idea that some of your clients may be better suited to work with other 
financial representatives at the Credit Union/Organization 

• Focus your time and efforts on your high value clients:  the 20% who generate 80% of the 
revenue   
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Client Segmentation:  

It's about more than just assets & income 

The most basic client segmentation systems identify clients using a single letter or number -- clients 
are 1-2-3 or A-B-C level clients. This approach to client segmentation is founded largely on client 
profitability based on aggregate deposits, mutual funds, credit 
dealings, investment and other banking services.  This is an 
excellent starting point for client segmentation, which many 
organizations have adopted in some form or another.   

With our “Triple A” approach you are can further refine client 
segmentation to help achieve a better degree of meaning as it 
relates to your clients.  This refinement involves overlaying a 
multi-dimensional client assessment.  This refined 
classification involves assessing the Attitude and Advocacy of 
your best clients, so you can differentiate them from those 
who simply have the assets or income.  Let’s look now at how 
the “Triple A” approach works to create a meaningful 
framework for sorting and organizing all existing and future 
clients.  

The Ideal Client and AAA Client Classification 

When it comes to defining each of the “A”s in our “Triple A” approach, we use criteria congruent with 
how we would describe our ‘ideal’ or ‘best’ clients.  Now we’ll explore each of the “A”s and exactly 
what they mean. 

The First “A”   

The first A in this approach speaks to Assets (or income generated from those assets and other 
business activities with you and the organization).  Simply put:  these are clients who have only met 
the ‘money’ criteria of segmentation.  Currently, you only manage part of this client’s financial and/or 
banking needs. You need to demonstrate to “A” clients that you offer an exceptional experience at a 
trusted organization and can manage all their financial and/or banking needs. The nice thing is that 
these people are typically your best prospects because they are already partially convinced. You don't 
have to start from scratch.  

This group is best described as “Clients” in the Loyalty Ladder.  In other words, they have an existing 
working relationship with you, they also have significant assets and/or income, but they often feel 
more like customers than true clients.  These individuals do not reflect your ‘best’ relationships. 

 

http://www.google.ca/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&ved=0ahUKEwih7f-lzsTPAhUN02MKHcwIBOYQjRwIBw&url=http://www.business2community.com/marketing/enterprise-customer-market-segmentation-a-guide-for-limited-customer-data-0192877&bvm=bv.134495766,d.cGc&psig=AFQjCNG_8To6PmHlaesnZuSv9oK7iObSPw&ust=1475789450884612
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The Second “A”  

The second “A” refers to Attitude, which over the lifetime of your working relationship with clients, is 
more important than assets (or income).  These are the clients that make you smile when they come 
in to see you because working with them is a pleasure. 

This is where we consider the following:  

• What is their affinity towards you, other representatives and the organization as a whole?  

• Do they empower you to guide them as it relates to financial advice?   

• Do they focus on what the service costs them or what the service is worth?  

• Do they follow your recommendations and appreciate the services you offer them? 

• Do they possess the attitudinal traits that create a positive working relationship?  Are they 
respectful, pleasant and cooperative when dealing with you and others at the organization?  

This group is best described as “Engaged Client” in the Loyalty Ladder.  This is a client who meets the 
Asset criteria for classification but also demonstrates a good Attitude towards you and the 
organization.  

These clients value you and the Credit Union/Organization.  However, something is holding them back 
from raving about us to their friends and families. These clients have sufficient assets and/or income 
to be an A level client. They also seem to value our service as we are typically their primary financial 
institution. However, for whatever reason, AA clients are not sending friends and family your way. Your 
goal with AA clients is to get them up to the AAA level by offering superb client service. You also need 
to show them how to introduce others to you.  This can take time and patience, but the results will be 
well worth it.  

The Third “A”  

The third A stands for Advocacy. These top clients will frequently recommend the services of you and 
other representatives at the organization.  These Ideal Clients appreciate the merit of "buying into" a 
relationship with a professional, rather than simply "buying" things from a salesperson. They are 
extremely loyal and they feel they are doing a likeminded friend a disservice by not introducing them 
to you.  

This group is best described as your very best clients – your “Advocate Clients”. They meet your asset 
and/or income criteria (Assets), we are their number one financial provider (Attitude) and they 
frequently recommend your services (Advocacy).  A partnership with a AAA client is extremely 
rewarding and they demonstrate a consistent willingness to introduce you to others thereby helping 
you continue to grow your clients.  

Now that you understand how your clients are segmented then classified, you can provide the 
appropriate service levels with the goal of migrating them upwards towards the ultimate - AAA client!  
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The Triple “A” Approach 

The following approach is used to identify the Credit Union/Organization’s high value clients.  This 
segmentation enables specific client servicing and marketing initiatives to be implemented with this 
high value group, resulting in higher rates of advocacy which translate into the attraction of more high 
value clients.   
 
Note: It is important to remember all Credit Union clients have access to quality financial, banking and 
lending service and advice.  However, there are several specific relationship-based service activities 
best suited for the Credit Union/Organization’s high value clients.      
 

ADVOCACY 

Assess Client Advocacy 

 

 

• Consistently introduces you to 1 or 2 of their friends and 
family clients every year. 

• This is a “AAA” client and represents your ideal client. 

 

ATTITUDE 

 

Assess Client Attitude 

 

• Is engaged with all you offer, which suitably meets their 
goals and objectives. 

• You are their primary Financial Professional. 

• This relationship feels more like a partnership. 

• This is a “AA” client. 

 

ASSETS 

 

Assess Client Profitability 

 

• Has met your and/or the organization’s stated threshold 
for the highest value clients – in terms of portfolio size 
and/or profitability. 

• This is an “A” client.  

SPECIAL NOTE:  Regardless of how you may classify your clients, all clients need to be provided the necessary 
service, management and ongoing monitoring as defined by the Credit Union and other regulatory and 
compliance policies.  
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Playing the 80/20 Odds 

Like most Financial Professionals, you are probably familiar with the 80/20 Rule.  That's the rule that 
asserts that 80% of the income is derived from roughly 20% of the clients.  But did you know that there 
are other versions of the 80/20 rule as well? If we spend time mastering the nuances of these three 
rules, we will end up with a predictable, sustainable and duplicable organization. 

80/20 Rule #1:  Assets & Income 

If we don’t spend 80% of our time on the top 20% of our clients:  we are doing this elite group a gross 
disservice.  Any group that pays 80% of the 'freight' deserves 80% of the time and attention.  By looking 
after your top clients, you look after 80% of the income, which ensures that you and our organization 
stay strong. 

80/20 Rule #2:  Lifetime Value of a Client 

A new client is a reason to celebrate.  However, it is important to remember the second application of 
the 80/20 rule which states; signing a new client brings you only 20% of the lifetime value of that client.  
The other 80% of the client’s lifetime value comes from the steady stream of quality introductions they 
can provide to you over the lifetime of the relationship.  

Of course, you will only earn these introductions if you nurture the client properly. But this is where 
the 80/20 rule works for you, because for you, most of your efforts in acquiring a new client are 
invested up front in creating the relationship and conveying the process, which means it’s easier (and 
more enjoyable) to maintain this relationship over the long run.  Compare this to the traditional ‘sales’ 
approach where there is little or no effort put into creating the client relationship at the outset, which 
essentially means the Financial Professional has to expend a considerable amount of time and effort 
‘re-selling’ the client every time they come in.  In our approach, the client is buying into the process 
and approach – not simply buying a product or service.  However, here's the catch: You need to make 
the client feel like they are part of an 'exclusive club' because of your extremely high level of service, 
and furthermore, the service must be consistent.  

In addition, the client must be repeatedly exposed to a dedicated Introduction Process that explains 
how our Introduction Process works, and this process must convey a benefit to the client.  Without the 
Introduction Process, you won’t achieve your goal because even if your clients want to recommend 
you, they may not know how to.  The Introduction Process will be covered in another Proven Strategy.   

80/20 Rule #3:  Productivity 

On average, most people accomplish 80% of their work in 20% of the time they spend at work.  
However, you can use this fact to your advantage.  If you take the time to schedule your time, to map 
out your year, your week, and even your day, you will account for each hour.  And you will have the 
means and the incentive to make the best use of your work time – and of your non-work time.  Have 
you ever noticed how productive you are a few days before you go on holiday?  If you schedule time 
to do the things you want to do, then you will accomplish what you need to in less time. 
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TAKE ACTION & GET STARTED   

You should spend more of your time with the clients who generate more of the revenue. Usually, 
the top 20% of your clients generate 80% of the organizational revenue, so you should spend 80% 
of your time serving them. However, most organizations do exactly the opposite, wasting time and 
energy on the 80% of their clients who only generate 20% of the revenue. By using client 
segmentation and the A-AAA approach, you can avoid this trap.  

1. Review the Client Segmentation Worksheet. Use this worksheet to apply the CUSO 
segmentation system.  
• The criteria you establish will determine the future growth of your business - ensure that 

you have considered each option carefully.  
• Be confident that your definitions for each segmentation group will help you to achieve 

your goals and objectives.  
• Ensure that the system is meaningful to you and can evolve with your business.  

2. Complete Section 1 to be aware of the various Ideal Client definitions within the 
organization and that of the MFIS.  We will focus on identifying your Top 20 clients which 
is based on their assets under management as well as, their attitude and level of engagement 
with you and we will treat these as your “A” Level clients.  

3. Complete Section 2 to be aware of the Knock-Out Factors. This provides a starting point for 
clearly articulating those who may be better served elsewhere within the organization:  
• The specific and undesirable traits as defined by assets (or income) and attitude that you 

are not prepared to deal with OR Identify individuals who are better suited to work with 
other representatives at the Credit Union based on their current situation and financial 
needs.  

4. Review and understand Section 3 of the Client Segmentation. This provides a starting point 
to create a meaningful framework for you with your respect to your role as an MFIS to sort 
and organize your existing clients as well as, appropriately classify all new clients added to 
your MFIS portfolio of clients.  

5.   There is an understanding by virtue of the MFIS role, that the vast majority of your clients 
will be C & D level clients because the A & B level clients are best aligned with the Financial 
Planners and their capabilities.  This is still a very important exercise for you to clearly 
understand your capacity as it relates to the MFIS roles.   

6. Make sure your contact management system has a designated field for each client contact to 
store the client segmentation code.  

Special Instructions for MFIS  

You also need to arrange a meeting with your Financial Planner(s) so you understand their Ideal 
Client & Knock Out Factors which will ensure you are absolutely clear on where all clients fit within 
the wealth continuum. 

  



CUSO Wealth Strategies Inc. Page 8           INTERNAL USE ONLY MFIS 

 

Client Segmentation Worksheet 
 

 

 

Step 1: Define Your Ideal MFIS Client 
 
Assets  
 
Define your Client Equation by Assets: 
 

A. Desired Assets Under Management:      

B. # of Client Relationships:       

C. Assets per Client Relationship (A/B):      
 
Note:   
 
The ideal AUM range for MFIS is those between $25,000 and $100,000. 
 
Attitude (Be specific: list specific attributes you expect) 
 
 
 
 
 
 
 
 
Advocacy (Be realistic: how many referrals would you expect per year?) 
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Step 2: MFIS “No Fit” Factors 
 
It is not the mandate of the Credit Union/organization to turn clients away.  However, clients can 
and should be aligned with representatives within the Credit Union/organization that are best able 
to manage the client’s expectations (ie. mid-tier investment specialists, loans specialists, etc.). 
 

ASSETS 
 
Less than $25,000 → Virtual Wealth 
   
More than $100,000 → Financial Planner 
 
 
 

ATTITUDE (Be specific) 
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Step 3: CUSO Wide Client Segmentation 
 
 
AAA Primary Focus of the Financial Planner 

• Meets your Asset Knock-Out factor. Guideline:  $250,000 or more AUM 

• Meets Ideal Client Attitude attributes & Meets your Advocacy requirements. 
AA   

• Meets your Asset Knock-Out factor. Guideline:  $250,000 or more AUM 

• Meets Ideal Client Attitude attributes 
A  

• Meets your Asset Knock-Out factor. Guideline:  $250,000 or more AUM 
AF 

• These are family clients of a client in one of the ‘A’ groups. 
 
AS    May be with MFIS or Financial Planner 

• These are employees of the Credit Union who are clients of yours. 
 
Bs     Primary Focus of the Financial Planner 

• This client would be AA or AAA if they had the assets. 

• This client has a great attitude, is committed to working with the Financial Planner 
and may even provide introductions (ie. offers good growth potential). 

• Guideline:  $100,000 to $250,000 AUM 
 
 

  CA   Primary Focus of the MFIS  

• They are set up with deluxe servicing with the intention to grow them to “B” client  

• Guideline:  Your Top 25 clients based on AUM & active saving/engagement opportunity 
 

C     Primary Focus of the MFIS  

• Set up with mid-tier servicing with the intention to grow them to “B” client  

• Guideline:  $50,000 to $100,000 AUM 
 
D    Primary Focus of the MFIS  

• Set up on base-line servicing with the intention to grow them to “C” client 

• Guideline:  $25,000 to $50,000 AUM 
 
 
VW Virtual Wealth Process 

• They should be directed to Virtual Wealth until they become a “D” client 

• Guideline:  Under $25,000 AUM 
 

INS ONLY 

• These are clients who are only engaged in insurance services and therefore, their 
ongoing servicing requirements are different.  Some of them may represent future 
potential investment clients. 


