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Spillage and leakage

Spillage occurs when firms under-price 
or over-discount their services, leaving 
earned value unrealised before it ever 
enters the revenue pipeline. 

Leakage occurs when fees that should 
be collected are not – typically due to 
operational inefficiencies, fragmented 
systems, data issues, or overly manual 
processes. 

Together, spillage and leakage form an 
invisible tax on growth, quietly eroding 
margins and weakening confidence 
in revenue outcomes. Far from being 
challenged, it becomes normalised. 
Many executives interviewed for this 
report implicitly accepted both as simply 
a matter of “business as usual”.

Executive 
summary
Revenue pressure is 
structural, not cyclical

Wealth management firms today are operating in an 
environment of sustained fee pressure, rising operating 
costs, increasing regulatory scrutiny, and accelerating 
product and technology complexity. 

Advisory fees have declined steadily over the past decade, 
even as client expectations, compliance obligations, and 
operational demands continue increasing. What was 
once a high-margin, operationally forgiving industry 
has become one where precision, transparency, and 
discipline increasingly determine success.

In this context, revenue management has evolved 
from a back office function focused primarily on 
billing accuracy into a strategic capability that directly 
influences profitability, growth, compliance, and firm-
wide value. Firms that treat revenue management 
as an operational afterthought struggle to convert 
asset growth into earnings growth. Those that see it 
as a strategic priority are better positioned to sustain 
margins, scale, and build long-term trust with clients 
and regulators.

Despite this shift, many firms continue to experience 
significant, often invisible revenue loss. This loss 
manifests through two closely related dynamics: 
spillage and leakage. 

As one senior industry executive observed: 
“Revenue leakage isn’t one big failure 
– it’s the accumulation of lots of small 
misses.” - Chief Operating Officer, 
national wealth manager.
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The road to revenue integrity

This paper examines the causes of revenue loss 
in wealth management, explores why complexity 
is accelerating, and argues that pricing discipline 
– supported by end-to-end revenue management 
– is both the industry’s greatest challenge and its 
greatest opportunity. Firms that manage pricing, 
billing, and compensation holistically are better 
positioned to protect margins, reduce risk, and 
build lasting enterprise value in an increasingly 
competitive and regulated industry.

Drawing on interviews with a range of wealth 
management executives, this report argues that:

•	 Revenue loss in wealth management is driven 
by factors that are structural, predictable, and 
accelerating. These factors are driven by scale, 
complexity, fee compression, and fragmentation.

•	 Traditional approaches to revenue 
management, that treat it as a back office 
operational function, are no longer sufficient.

•	 Firms that embrace pricing discipline, integrated 
data, and end-to-end revenue lifecycle 
management will enjoy significant competitive 
advantage.

•	 Firms that proactively build revenue integrity 
can convert growth and complexity into 
sustainable profitability, compliance strength, 
and enterprise value. Those that do not will 
see their margins erode, even as their AUM 
continues to grow.

Revenue loss is not a problem of effort or intent, 
but of infrastructure, governance, and mindset. 
Revenue integrity – enabled by pricing discipline 
and an integrated revenue lifecycle – is now a core 
competitive advantage, that determines whether the 
consequence of scale and complexity is sustainable 
profitability or structural margin erosion. 
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Revenue loss is not a 
problem of effort or intent,

but of infrastructure, 
governance, and mindset.



The scale of the opportunity – 
and the associated risk
A massive market, but with wafer-thin margins.

The wealth management industry is one of the largest 
segments of global financial services and continues to 
expand in absolute terms, even as margins compress. 
Global assets under management reached approximately 
US$135 trillion in 2024, according to McKinsey, with 
broader industry surveys estimating global assets 
closer to US$159 trillion. This growth reflects long-term 
demographic trends, increasing financial complexity, and 
sustained demand for professional advice.

Within this total, North American managers – 
overwhelmingly US-based – account for roughly US$88 
trillion, or about 63 percent of the assets managed by 
the world’s largest 500 firms, underscoring the outsized 
scale of the US market within global wealth and asset 
management. This growth reflects long-term demographic 
trends, increasing financial complexity, and sustained 
demand for professional advice. 

As of the end of 2024, SEC-registered investment advisers 
in the United States oversaw US$144.6 trillion in client 
assets and served approximately 68.4 million clients, while 
the number of SEC-registered advisory firms – a large 
majority of which are RIAs – rose to about 15,870. 

Yet scale does not equate directly to simplicity. As firms 
grow – organically or through acquisition – operating models 
become more fragmented, technology environments more 
heterogeneous, and pricing practices harder to standardise. 
Each additional platform, custodian, product type, or pricing 
exception runs the risk of increasing the distance between 
theoretical revenue and realised revenue.

Scale amplifies both opportunity and exposure. Without 
integrated revenue controls and pricing governance, 
growth increases the gap between theoretical and realised 
revenue – making revenue integrity essential to sustaining 
margins at scale.

Deal momentum reshaping 
the RIA market
In the US wealth management industry, mergers and 
acquisitions (M&A) have become a central strategic 
response to intensifying competition, margin pressure, and 
succession planning challenges. 2025 marked a record-
setting pace of deal activity among RIAs and wealth firms 
in the US, with more than 130 transactions completed in 
the first half alone – the most active start to a calendar 
year since Fidelity began tracking the market. This surge 
underscores a strong industry appetite for scale, broader 
capabilities, and more resilient revenue models. 

M&A activity spans both large platform builds and targeted 
strategic add-ons. Together, these transactions reflect a shift 
from ‘growth-for-growth’s-sake’ toward capability-driven 
consolidation. Firms are not simply accumulating AUM; 
they are also extending core competencies in areas such as 
financial planning, tax services, investment management, 
and alternative solutions to strengthen their competitive 
position in an increasingly consolidated market.

As consolidation accelerates, the real differentiator is no 
longer deal volume, but the ability to integrate pricing, 
billing, and data into a coherent revenue lifecycle that 
protects value post-acquisition.
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The changing face of 
revenue management
As revenue management shifts from an operational necessity 
to a strategic capability, firms that invest early in discipline, 
visibility, and integration are far better positioned to turn growth 
into durable profitability rather than hidden revenue loss.

https://www.mckinsey.com/industries/financial-services/our-insights/asset-management-2025-the-great-convergence#/
https://www.im.natixis.com/content/dam/natixis/website/insights/investor-sentiment/2025/wealth-industry-survey/wealth-industry-survey-full-report.pdf
https://www.wtwco.com/en-gb/news/2025/11/worlds-largest-asset-managers-aum-surges-to-record-dollars-140-trillion-driven-by-north-america
https://www.investmentadviser.org/industry-snapshots/
https://clearingcustody.fidelity.com/insights/topics/running-your-business/biannual-mergers-and-acquisitions-review-2025%5d(https:/clearingcustody.fidelity.com/insights/topics/running-your-business/biannual-mergers-and-acquisitions-review-2025
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Why consolidation is about 
stopping revenue spillage
A major catalyst behind this wave of consolidation is the 
need to reduce ‘revenue spillage’ – the loss of potential 
income caused by inconsistent pricing, unmanaged 
adviser discretion, and fragmented operational 
processes across onboarding, billing, and client 
lifecycle management. Without scalable governance 
and platform efficiencies, firms can grow assets while 
still losing revenue.

By integrating acquisitions into unified technology, 
data, and process frameworks, wealth managers can 
tighten revenue capture. This typically involves more 
disciplined pricing policies, automated billing systems, 
and standardised client segmentation, enabling firms to 
capture fees more fully and consistently across a larger 
adviser base.

Consolidation only succeeds when it strengthens 
pricing discipline and operational consistency – 
transforming scale into revenue integrity rather than 
compounding fragmentation.

Integration as the 
real value driver
Although precise estimates of revenue spillage vary 
widely by firm and business model, industry analysts 
consistently point to post-merger integration as the 
decisive factor in whether M&A creates real economic 
value. Harmonised pricing, consolidated back-office 
operations, and centralised performance reporting are 
critical to converting scale into revenue protection rather 
than merely a larger balance sheet.

In a highly competitive US market, operational 
inefficiencies can materially erode profitability. Firms 
that treat integration as a core strategic priority – 
rather than an administrative afterthought – are 
better positioned to sustain recurring fee income and 
strengthen long-term margins.

Integration is where revenue integrity is either realised 
or lost, determining whether M&A delivers true economic 
value or simply magnifies existing inefficiencies.
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Client segmentation 
is a revenue multiplier – 
and a risk amplifier
More clients, more complexity, less margin for error.

The modern wealth management client base spans 
multiple segments, each introducing distinct operational, 
pricing, and governance challenges:

•	 Mass affluent clients: drive new requirements of 
scale, automation, and efficiency.

•	 High-net-worth (HNW) and ultra-high-net-
worth (UHNW) clients: introduce expectations 
of bespoke pricing, alternative investments, multi-
entity structures, and customised service.

Overlaying these segments is the rapid expansion of 
the independent advisory channel. Industry research 
projects that RIAs will manage approximately one-
third of all professionally advised US assets by 
2026. Consolidation within this channel continues to 
accelerate as firms look to increase their scale and 
geographic reach.

Each additional client segment or service tier increases 
the number of pricing schedules, breakpoints, 
exceptions, and approval workflows that must be 
accurately managed. Without integrated revenue 
infrastructure, complexity multiplies faster than controls 
can keep pace.

But segmentation creates opportunities, too. With more 
granular segmentation comes the opportunity to align 
fees more explicitly with value delivered. For segments 
like UHNW and complex family structures, firms are 
more confident in defending premium pricing because 
service intensity, bespoke advice, and specialist 
expertise are clearly differentiated. At the other end 
of the scale, segmentation enables firms to introduce 
standardised pricing and scalable service models for 
less complex segments – protecting margins that were 
previously eroded by over-servicing.

Client segmentation is no longer a descriptive 
exercise; it is a core revenue management capability. 
Segmentation magnifies the importance of disciplined 
pricing and integrated execution, enabling firms to 
monetise differentiated service models without allowing 
complexity to erode revenue outcomes.

Firms that use segmentation to align pricing, service 
intensity, and growth strategies are achieving more 
predictable revenues, stronger margins, and more 
scalable business models. Those that lag behind are 
risking continued revenue leakage and strategic drift.

https://s3.us-east-1.amazonaws.com/cerulli-website-assets/documents/Info-Packs/2024/Cerulli-US-RIA-Marketplace-2024-Information-Packet.pdf
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The economics have shifted – 
permanently
Fee compression is no longer contained.

Historically, wealth management benefited from relatively 
stable margins, predictable fee structures, and slow-moving 
technology environments. Billing and adviser compensation 
systems were designed primarily for efficiency at scale 
rather than flexibility, transparency, or insight. Revenue 
management was a largely operational concern.

That model has changed, fundamentally.

Low-cost passive products, digital competitors, and 
heightened fee transparency have placed sustained 
downward pressure on pricing across nearly all client 
segments. Research shows that more than 80 percent of 
advisers expect to charge less than 1 percent on portfolios 
above US$5 million, with effective fees often falling below 
0.7 percent. 

Revenue management increasingly requires close 
monitoring of discounting behaviour across advisers 
and client segments, identifying where concessions are 
becoming structural rather than tactical, and determining 
when repricing conversations are justified by enhanced 
capabilities or service improvements.

The changing product mix is introducing new complexities 
to billing, valuation, and timing. New types of assets offer 
less predictable revenue that is harder to reconcile and 
more prone to delays or manual intervention. That means 
the role of revenue management has changed, expanding 
beyond fee calculation to encompass product-level 
visibility and control.

At the same time, firms face rising costs driven by 
regulation, cybersecurity, data management, and 
technology modernisation. Advisers are more mobile and 
entrepreneurial, placing greater emphasis on transparent 
and timely compensation. Regulators continue to increase 
scrutiny of fee calculation, disclosure, and conflicts of interest.

But revenue optimisation is rarely a true C-suite concern. 
Although dashboards, month-over-month reporting, and 
intra-quarter updates exist, executives interviewed for this 
report suggested that firm leadership accept sub-optimal 
revenue outcomes: “It just is what it is, and we throw our 
hands up in the air.” Visibility exists without accountability. 
Information does not translate into operational change. 

More tranquil times allowed firms’ inefficiencies in pricing, 
billing, and revenue capture to go unaddressed, as organic 
AUM growth could offset fee compression. But with more 
pronounced revenue fluctuations, the how and why of 
revenue are facing extra scrutiny. 

Many firms are moving to “run the business on revenue, not 
AUM”, in the words of one CFO. In a world of compressed 
fees and heighted scrutiny, firms that follow this path are 
better equipped to preserve margins through disciplined, 
transparent revenue practices.

Firms that adapt by improving pricing discipline, revenue 
visibility, and operational resilience are better positioned to 
navigate economic uncertainty. Those do not risk margin 
erosion precisely when resilience matters most.

Firms that adapt by improving 
pricing discipline, revenue 
visibility, and operational 

resilience are better 
positioned to navigate 
economic uncertainty.

“You don’t feel revenue leakage day to day. It 
only becomes obvious when growth accelerates, 
complexity increases, or scrutiny arrives.” 
- Chief Financial Officer, advisory-led wealth firm

https://www.cerulli.com/press-releases/fee-compression-and-rising-service-demands-cause-advisors-to-adjust-pricing-structure
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Revenue loss is structural, not 
accidental
Structural complexity demands structural solutions. 
Without integrated revenue infrastructure, firms will 
continue to absorb spillage and leakage as an invisible 
cost of doing business.

The hidden cost of operational complexity

Revenue loss in wealth management is rarely dramatic or 
immediately visible. It accumulates gradually, embedded 
in daily operations, and often accepted as the cost of 
doing business. 

Industry benchmarks suggest firms may lose between 2 
percent and 5 percent of annual revenue due to billing 
errors, mispricing, under-aggregation of assets, and 
operational inefficiencies. 

A striking theme of many of the interviews conducted 
for this report was a cultural acceptance of imprecision. 
Executives repeatedly implied that a gap between “what 
should be billed” and “what actually gets collected” is 
normal. Variance is expected. Reconciliations are routine. 
Delay is tolerated. 

At the heart of these sources of revenue loss is the 
increasing operational complexity of wealth management 
firms. The changes many have made to keep pace with 
the evolving industry – for instance expanding product sets 
and a mishmash of still-integrating technology stacks – are 
adding extra gears to once relatively simple machines. 
Post M&A firms are more complex still, bringing diverse 
pricing models, fee schedules, client agreements, and 
adviser practices into a single enterprise. 

More products, more platforms = more risk

A major expansion area for the industry is alternative 
investments: Goldman Sachs estimates that AUM in 
the alternatives space among individual investors could 
expand significantly, reflecting a broader shift in portfolio 
construction toward alternatives. 

But alternative investments are an additional source of 
complexity. They introduce non-standard pricing, delayed 
valuations, and bespoke fee arrangements that frequently 
fall outside traditional billing workflows. 

Revenue recognition can vary by product, by manager, 
and by client agreement, making it difficult to gather a 
clean, real-time view of profitability. Data arrives late, in 
inconsistent formats, creating downstream challenges 
for billing accuracy, adviser compensation, and 
forecasting. And where alternatives require significant 
legal, due diligence, and operational resources not 
easily tied to individual accounts, it can be hard to 
allocate costs appropriately.

“Alternative assets are where things really get messy 
– pricing delays, data gaps, non-standard fees. That’s 
where leakage hides.” — Chief Operating Officer, 
wealth manager.

“The challenge isn’t strategy – it is the mechanics of 
how revenue actually moves through the firm.” — Chief 
Operating Officer, independent wealth platform.

Firms are becoming complex for good reasons. But 
complexity needs to be supported. Firms that invest in 
standardised processes, clearer governance, and modern 
data architecture are better able to support their newfound 
complexity without sacrificing revenue discipline. 

The causes 
of revenue loss

As product and platform complexity 
grows, revenue integrity increasingly 
depends on unified data, standardised 
processes, and consistent pricing 
enforcement across the enterprise.

https://www.mckinsey.com/industries/financial-services/our-insights/asset-management-2025-the-great-convergence#/
https://am.gs.com/cms-assets/gsam-app/documents/insights/en/2025/opening-the-door-to-alternatives-survey_oct2025.pdf
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Spillage: when value is lost 
before billing even begins

Under-pricing is a confidence problem

Spillage occurs when firms under-price services or allow 
excessive discounting due to weak pricing confidence 
and governance. It represents value that never enters 
the revenue system. 

Common drivers include a lack of transparent pricing 
benchmarks, limited visibility into peer pricing, disconnected 
systems that obscure client-level profitability, and manual 
or inconsistent discount approval processes. 

Without benchmarks and peer pricing, firms gravitate 
toward the lower end of their pricing bands. Discounting 
made at the onboarding stage, for fear of losing clients 
to competitors, becomes permanent without systematic 
review: temporary pricing decisions become long-term 
revenue drag. The revenue loss doesn’t happen all at 
once, in a way that firms notice easily, but happens 
incrementally, client by client, discount by discount.

Some firms find data fragmentation creates blind 
spots that exacerbate the problem. Delays, manual 
processes, and reconciliation gaps result in revenue 
being recognised later than intended, or not at all. This 
form of spillage is especially pernicious because it’s 
often invisible to firms running their businesses on AUM 
or high-level growth metrics.

“Discounts are usually intended to be temporary, but if 
you’re not careful, they become permanent – and nobody 
notices.” — Chief Financial Officer, national advisory firm.

Even a single basis point of under-pricing, across a 
large asset base, compounds into permanent margin 
loss year after year.

Broken systems create operational drag

A lack of joined-up technology infrastructure remains one 
of the most persistent challenges for wealth management 
firms, particularly smaller RIAs and those that have 
grown primarily through acquisition. When front, middle, 
and back office systems do not communicate effectively, 
firms face data inconsistencies, manual reconciliations, 
and duplicated work across critical functions such as 
onboarding, portfolio reporting, billing, and compliance. 

This fragmentation transforms routine workflows into 
time-consuming administrative burdens. One executive 
interviewed for this paper described running all billing 
through individual Excel workbooks with three layers 
of human review – a process praised by regulators but 
consuming half a full-time employee every quarter. 

Research suggests that advisers can spend 60 to 70 
percent of their time on non-revenue-generating tasks 
tied to outdated systems and disconnected processes. 
The absence of a ‘single source of truth’ for client and 
household data further compounds inefficiencies, limiting 
real-time insight into revenue drivers, client profitability, 
and portfolio performance.

Spillage is ultimately a failure of pricing 
confidence and governance. The remedy 
lies in frameworks that protect value before 
it enters the revenue lifecycle.

When systems are fragmented, 
operational drag becomes a structural 
drain on revenue integrity – absorbing 
time, obscuring visibility, and preventing 
disciplined pricing and billing from being 
executed consistently at scale.
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https://copiawealthstudios.com/blog/wealth-management-evolution-from-legacy-to-digital%5d(https:/copiawealthstudios.com/blog/wealth-management-evolution-from-legacy-to-digital
https://www.pwccn.com/en/asset-management/top-ten-trends-nov2024.pdf%5d(https:/www.pwccn.com/en/asset-management/top-ten-trends-nov2024.pdf


Fragmentation fuels revenue spillage

Disconnected technology directly contributes to revenue 
spillage and leakage. Inconsistent pricing rules, misapplied 
fee schedules, billing errors, and incomplete household 
aggregation all become more likely when systems are 
siloed. These breakdowns erode top-line revenue before 
it is even booked.

The risk is especially acute for firms managing assets 
across multiple custodians or alternative investments. 
Without real-time data aggregation and reconciliation, 
even well-intentioned pricing policies can break down in 
practice. A survey indicating that 30 percent of investors 
want a fully consolidated view of all investable assets 
in one application highlights how widespread – and 
problematic – data fragmentation remains.

Integrated platforms as a revenue safeguard

Firms that invest in end-to-end digital platforms and 
automation are better equipped to curb revenue spillage 
and protect recurring fee income. Integrated systems 
reduce manual errors, reconcile data inconsistencies, and 
enable standardised pricing enforcement, automated fee 
transitions, and real-time exception monitoring.

Beyond cost savings, modern technology tends to improve 
both operational efficiency and client experience. Industry 
research shows that a majority of RIAs view digital tools as 
critical to growth, competitiveness, and client engagement. 
Moving from fragmented legacy systems to unified, data-
driven platforms is therefore not just an operational upgrade 
– it is a direct lever for strengthening revenue integrity and 
converting AUM growth into realised, sustainable income.

Fragmented systems undermine even 
well-intentioned pricing strategies, 
making integration a prerequisite for 
consistent revenue capture.

Integrated platforms transform 
revenue management from a reactive 
control function into a proactive 
safeguard of margin, trust, and scalability.
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Spillage – 
the takeaway

All growing firms experience spillage. 
The differentiator is between those 
that measure it, understand its drivers, 
and reduce it deliberately, and those 
that do not. 

Those that do are better able to convert 
complexity into sustainable revenue. 
Those that do not risk leaving value on 
the table.

https://www.pcrinsights.com/blog/overcoming-data-aggregation-challenges-in-wealth-management%5d(https:/www.pcrinsights.com/blog/overcoming-data-aggregation-challenges-in-wealth-management
https://www.wealthmanagement.com/ria-edge/technology-a-top-priority-for-ria-growth%5d(https:/www.wealthmanagement.com/ria-edge/technology-a-top-priority-for-ria-growth


Leakage: where earned revenue 
is never realised 

Accuracy without integration is not enough

If spillage represents value never captured, leakage 
represents value earned but not realised. Leakage 
occurs when fee calculations are incorrect, asset data 
is incomplete, invoices are delayed, or reconciliation 
happens long after the fact. It’s the outcome of increasing 
complexity, as performance-based, multi-custodian, 
multi-asset-class, and multi-tiered relationships 
increasingly demand precision at a scale many firms 
aren’t yet set up to provide.

Data fragmentation creates leakage, as account-level and 
relationship-level data sit in different systems and create 
mismatched calculations. Manual workflows create 
leakage, as spreadsheets and email chains introduce 
risk, delay, and human error. And a lack of operational 
transparency creates leakage too, as discrepancies go 
unnoticed for months or years in the absence of a clear 
revenue book of record.

Manual billing and reconciliation remain widespread. 
One RIA platform Chief Financial Officer explained: “Our 
fee billing is incredibly inefficient. It’s accurate – but it’s a 
massive opportunity cost.”  

Another CFO at an advisory-led wealth manager added: 
“We’re still reconciling revenue well after quarter-end. 
That delay hides issues and makes leakage feel normal 
instead of actionable.”

Product complexity: where leakage really 
accelerates

More services, more billing risk

The expanding mix of products and services in US wealth 
management has materially increased revenue complexity 
across the client lifecycle. Adviser research shows that 
growth in the HNW segment is increasingly driven by 
offerings such as tax management, private markets, and 
customised model portfolios – all of which carry more 
intricate fee structures and operational requirements than 
traditional AUM-based billing.

At the same time, the industry’s shift toward fee-based 
models continues to intensify. Cerulli projects that 77.6 
percent of the industry will be fee-based by 2026, while 
ongoing fee compression means that even small billing 
errors can have a meaningful impact on profitability. The 
combination of more complex services and tighter pricing 
creates an environment where minor inconsistencies can 
translate into substantial missed revenue.

Bespoke offerings create operational blind spots

As firms introduce more tailored solutions – including tiered 
pricing breakpoints, negotiated discounts, performance-
based add-ons, and alternative investment billing 
structures – the risk of leakage rises. Common failure 
points include missed household aggregation, misapplied 
fee rates, incomplete implementation of negotiated terms, 
and delays in billing during onboarding or service changes. 
The more customised the client experience becomes, the 
harder it is to operationalise pricing consistently at scale 
without strong systems and controls.

As billing models become more sophisticated, execution 
risk rises accordingly. Firms with broader product 
mixes often require tighter pricing governance, clearer 
product and service catalogues, and stronger revenue 
operations controls to prevent complexity from quietly 
becoming a recurring drag on profitability.

Leakage exposes the limits of accuracy 
without integration, highlighting why 
end-to-end revenue visibility is essential 
to converting value into realised revenue.

As offerings become more bespoke, 
only firms with disciplined pricing 
and integrated execution can prevent 
complexity from becoming a persistent 
drag on profitability.
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https://www.morningstar.com/news/business-wire/20260114473493/blackrock-advisor-survey-shows-advancing-high-net-worth-business-is-driven-by-tax-management-private-markets-and-customized-model-portfolios%5d(https:/www.morningstar.com/news/business-wire/20260114473493/blackrock-advisor-survey-shows-advancing-high-net-worth-business-is-driven-by-tax-management-private-markets-and-customized-model-portfolios
https://www.cerulli.com/press-releases/more-than-72-of-financial-advisors-are-compensated-by-fee-based-models%5d(https:/www.cerulli.com/press-releases/more-than-72-of-financial-advisors-are-compensated-by-fee-based-models
https://www.thinkadvisor.com/2025/04/30/1--cerulli/


Optimising revenue management  |  Research paper

Revenue loss is not a 
systems glitch that needs 
a patch. It is a structural 
outcome of complexity that 
has grown unmanaged. 
As offerings, pricing, and 
operating models grow 
more sophisticated, firms 
need revenue infrastructure 
that is equally deliberate. 
Integrated data, standardised 
pricing logic, and end-to-end 
visibility are core enablers of 
margin discipline. Firms that 
address spillage and leakage 
structurally will convert growth 
into realised revenue. Those 
that do not will continue to 
absorb loss as an invisible, 
recurring tax on scale.
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The way out – data, 
pricing discipline, 
and the integrated 
revenue lifecycle
Data – the foundation of real 
revenue infrastructure
Small errors compound at scale:

The executives spoken to for this report rarely complain 
about fee formulas themselves. Instead, as one put it, “the 
devil’s in the data”. 

At the foundation of pricing accuracy and billing precision 
lies data integrity. Without granular, reliable data, firms 
struggle to understand profitability at the client, adviser, 
or product level. Inaccurate asset values and stale pricing 
schedules translate directly into revenue errors. 

This problem becomes worse as offerings expand 
beyond traditional advisory fees into alternatives, planning 
services, and bespoke arrangements. These new offerings 
require data that is enriched with contextual information on 
pricing exceptions, contractual terms, and service scope, 
if it is to be meaningful.

Data timeliness matters. Many firms rely on month-end 
or quarter-end reporting to manage their revenue – 

effectively accepting a data lag and inhibiting their ability 
to make proactive decisions. Near real-time data enables 
them to identify anomalies earlier, forecast revenue more 
accurately, and adjust pricing or incentives before small 
issues become systemic problems. 

Data consistency matters. Firms are increasingly finding 
their revenue data fragmented as they adopt more 
technology solutions. Different systems may calculate 
fees differently, or use different identifiers for clients and 
advisers. Without a strong data model and governance 
layer, automation accelerates inconsistency.

Data infrastructure matters, decreasing firms’ reliance 
on manual processes that introduce operational risk 
through human error and personnel turnover. Clean, well-
structured data allows firms to automate reconciliation, 
billing, and compensation workflows, freeing staff to focus 
on analysis rather than correction.

High-performing firms treat data governance as 
strategic infrastructure, with clear ownership, automated 
validation, and transparent exception management. 
Without this foundation, even well-designed pricing 
strategies fail in execution.

Without trusted and timely 
data, pricing discipline cannot 

be enforced and revenue 
integrity cannot be sustained. 

This means that data 
governance is not optional 

– it is foundational.
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Pricing discipline: 
the highest-impact lever
Confidence drives consistency – and margin:

Among all revenue levers, pricing discipline delivers 
the most immediate and sustainable impact. Firms with 
disciplined pricing frameworks demonstrate:

•	 Clearly defined pricing bands, split by segment. 
Firms that succeed do not operate with a single, 
generic pricing schedule. They define explicit pricing 
bands aligned to client segments, service models, 
and complexity. Advisers can price with confidence, 
knowing that fees are anchored in a defensible 
framework rather than ad hoc negotiation.

•	 Consistent breakpoint and minimum application. 
Firms that succeed treat these mechanics as non-
negotiable unless explicitly approved. This way, they 
protect margin and reduce internal friction. Advisers 
are spared repeated pricing debates. Finance teams 
gain predictability in revenue outcomes. Consistency 
shapes client expectations, reducing resistance to 
pricing discussions.

•	 Transparent governance of any discounting. 
Firms that succeed establish transparent approval 
structures for exceptions, with clear documentation 
of rational and duration. Temporary concessions are 
tracked rather than forgotten – creating opportunities 
for future repricing, as relationships mature and 
capabilities expand. Discounting is transformed 
from an unmeasured revenue drag into a powerful 
commercial tool.

•	 Monitoring of realised versus expected revenue. 
Firms that succeed are those that run their 
businesses on revenue rather than AUM. They 
regularly analyse the gap between rack rates and 
realised rates, enabling targeted interventions 
– whether through adviser coaching, repricing 
initiatives, or changes to service models – rather 
than blunt, firm-wide fee actions.

These firms do not rely on headline fee increases. 
Instead, they strengthen pricing confidence and 
enforcement – generating incremental margin while 
reinforcing adviser and client trust. It is less about tools 
and more about mindset. 

Firms that treat pricing as a strategic asset, embedded in 
segmentation, governance, and revenue analytics, unlock 
compounding benefits over time. Those that do not may 
grow, but see their margins quietly eroded.

Pricing discipline 
compounds over time, 
allowing firms to defend 

margins, reinforce adviser 
confidence, and convert 

revenue integrity into lasting 
competitive advantage.



The integrated revenue lifecycle: 
from fragmented processes to 
growth engine

Leading firms increasingly manage revenue as a single 
lifecycle:

1.	 Calculate: Leading firms treat accurate fee 
calculation as essential to their credibility and 
compliance. They invest in standardisation and 
data integrity to ensure calculations are consistent 
across products, platforms, and client segments.

2.	 Collect: Leading firms recognise that billing is not 
just about invoices, but about trust. Clear audit 
trails, timely billing cycles, and defensible logic 
reduce disputes, support regulatory scrutiny, and 
make revenue visible rather than assumed. Where 
assets sit off-platform or valuation lags exist, firms 
acknowledge heightened risk and actively work to 
minimise blind spots.

3.	 Distribute: Leading firms align compensation 
systems with firm-wide objectives. If payouts are 
poorly integrated with billing and revenue data, 
firms struggle to understand true profitability or 
influence adviser behaviour effectively.

4.	 Incentivise: Rather than blunt controls, leading 
firms use insight to link pricing, product choice, and 
service decisions to economic outcomes. Advisers 
can see how their actions affect realised revenue, 
creating accountability without undermining 
autonomy.

5.	 Optimise: Leading firms use analytics to identify 
leakage, discounting patterns, and segment-level 
performance. These insights feed back into pricing, 
service models, and governance. When the lifecycle 
operates as a whole, revenue management shifts 
from a back office function to a strategic engine for 
sustainable growth.

When these elements operate together, revenue 
management evolves from a back office necessity into 
a strategic capability.

The compliance dividend
Operational excellence reduces regulatory risk.

Integrated revenue management embeds compliance 
into daily operations through automated controls, 
audit trails, and transparent reporting. Accuracy and 
transparency become the norm, reducing regulatory 
exposure while strengthening client confidence. An 
integrated approach makes the correct, consistent, 
and evidenced calculation of fees routine rather than 
reactive by enabling:

•	 Accuracy by design: by operating fee calculation, 
billing, and compensation on a single, coherent 
revenue framework, firms materially reduce the 
risk of misbilling. Manual workarounds, fragmented 
systems, and inconsistent application of pricing rules 
are often exposed in the harsh light of regulatory 
scrutiny; integrated revenue management replaces 
these vulnerabilities with standardised logic and 
automated controls, limiting the scope for human 
error and applying pricing policies with consistency.

•	 Auditability: transparent revenue flows reduce 
the burden of regulatory examinations as every 
calculation, adjustment, and exception is logged 
and rationalised. Rather than reconstructing 
decisions after the fact, firms demonstrate clear 
lineage from client agreement to billed and 
collected revenue. They give clear and evidenced 
answers to the heightened regulatory scrutiny that 
accompanies discounting, bespoke pricing, and 
complex products.

•	 Flexibility: when time-bound exceptions are 
routed through defined approval workflows, 
advisers can retain their flexibility in pricing while 
firms can demonstrate that discretion is controlled, 
documented, and aligned with policy.

•	 Transparent reporting: firms that ‘run the 
business on revenue’ gain early visibility into 
anomalies, allowing issues to be addressed before 
they escalate into regulatory concerns.

Compliance becomes the natural outcome of good revenue 
practice, reinforcing trust with regulators and clients. 
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When revenue is managed as a single lifecycle rather 
than fragmented activities, firms shift from defending 
margins to actively engineering sustainable growth.

Revenue integrity embeds compliance by design 
– reducing regulatory risk while strengthening trust 
through transparency and consistency.
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Revenue visibility and predictability: 
from reporting to control
As revenue management evolves from an operational 
function into a strategic capability, firms are increasingly 
focused not just on accuracy, but on visibility and 
predictability. 

Revenue visibility allows firms and their leaderships 
to see, explain, and interrogate revenue outcomes with 
confidence.

Revenue predictability means these outcomes are not 
surprising, because realised revenue aligns closely with 
expectations, forecasts, and pricing intent, even as scale 
and complexity increase.

What revenue visibility means in practice

Revenue visibility exists when firms can trace revenue 
end-to-end, from pricing intent through calculation, 
billing, collection, and adviser compensation. It means a 
consistent view not only of what should have happened, 
but also what did happen.

Visible revenue is:

•	 Explainable: leaders can articulate why revenue 
changed, not just that it did.

•	 Attributable: variance can be linked to specific 
decisions, segments, products, or behaviours.

•	 Timely: insight arrives early enough to influence 
decisions, not months after outcomes are locked in.

•	 Consistent: different teams see the same revenue 
picture, derived from the same underlying data.

Many firms today operate with only partial visibility. 
Billing may be accurate, but it is disconnected from 
pricing intent. Revenue may be reported, but it is not 
reconciled against expectations. Data may exist, but 
it is fragmented across systems and teams. In these 
environments, revenue becomes something that is 
reported rather than managed.

What revenue predictability implies

Predictability is not about eliminating volatility – market-
driven revenue will always fluctuate. Instead, it reflects 
a firm’s ability to anticipate revenue outcomes within a 
reasonable range and understand the drivers behind 
deviation.

Characteristics of predictable revenue environments 
include:

•	 A narrow and well-understood gap between 
expected and realised revenue;

•	 Visible, time-bound, and governed discounting 
behaviour;

•	 Revenue timing that is aligned with operational 
expectations; and

•	 Growth in AUM, products, or adviser headcount that 
translates proportionally into growth in revenue and 
earnings.

When predictability is absent, firms experience surprises 
– like revenue that arrives late, fails to materialise, or 
diverges from forecasts without explanation. Surprises, 
over time, erode confidence – not only in revenue 
numbers, but in pricing discipline, forecasting, and 
decision-making.



Five capabilities that enable visibility 
and predictability

Achieving revenue visibility and predictability does not 
require perfection, but it does require a certain set of 
capabilities that operate together.

1.	 A single, trusted revenue view
Firms need a coherent book of record that reconciles 
pricing, billing, and compensation across products and 
platforms. Without this, revenue remains a collection of 
partial truths more than it does a managed outcome.

2.	 Clear pricing intent and governance
Predictability begins upstream. Defined pricing bands, 
explicit discount rules, time-bound exceptions, and 
documented rationales all ensure that pricing decisions 
are intentional and reviewable, rather than invisible 
sources of future leakage.

3.	 Integrated revenue processes
Visibility breaks down when calculation, billing, collection, 
and compensation are treated as separate functions. 
Integrated workflows reduce delay, rework, and blind 
spots – so firms can see revenue as a lifecycle, not a 
series of hand-offs.

4.	 Data integrity and timeliness
Near real-time, well-governed data enables firms to 
identify variance early, not after the fact. Consistent 
identifiers, standardised logic, and automated validation 
prevent automation from amplifying inconsistency.

5.	 Insight that links action to outcome
The most mature firms connect revenue outcomes back 
to decisions: pricing choices, product mix, service models, 
and adviser behaviour. This closes the loop between 
strategy and execution, turning visibility into control.
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Integrated workflows reduce 
delay, rework, and blind spots 
— so firms can see revenue as a 
lifecycle, not a series of hand-offs.Revenue that is visible can be managed. 

Revenue that is predictable can be 
trusted. Together, they form the 
foundation of revenue integrity.
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How to take action: a decision 
framework for revenue integrity

22

Early warning indicators

Look out for observable symptoms that suggest structural 
revenue is at risk, even if headline growth appears 
healthy. These symptoms come at the commercial, 
operational, and strategic level.

Commercial signals

•	 Effective realised fees are drifting down faster than 
list pricing suggests.

•	 Discounting is widespread – but poorly documented, 
or rarely revisited.

•	 Advisers ‘price to win’ without clear guardrails or 
benchmarks.

•	 Revenue per client varies materially within the same 
segment.

Operational signals

•	 Billing is slow, manual, or heavily spreadsheet-driven.

•	 Revenue reconciliation happens well after period close.

•	 Household aggregation errors are only discovered 
reactively.

•	 Exceptions are managed by people, not systems.

Strategic signals

•	 AUM growth does not translate proportionally into 
earnings growth.

•	 M&A increases revenue volatility rather than predictability.

•	 Leadership discussions default to AUM, not realised 
revenue.

•	 Confidence in revenue numbers varies by department.

Moving to diagnosis: how to 
frame an internal conversation

Once you’ve identified the warning signs of structural 
revenue loss, it’s time for an internal discussion that 
will provoke cross-functional discussion across finance, 
operations, technology, and advisory teams.

Pricing discipline

•	 Do we know the gap between rack rates and realised 
rates, by segment and by adviser?

•	 Are discounts time-bound, reviewed, and 
systematically revisited?

•	 Can advisers explain pricing with confidence, or do 
they rely on discretion?

Revenue discipline

•	 Can we reconcile expected versus realised revenue 
within the same reporting cycle?

•	 Do we have a single revenue book of record across 
products and platforms?

•	 Where does revenue data break down as complexity 
increases?

Operational execution

•	 How much manual intervention exists between 
calculation, billing, and collection?

•	 Where do exceptions accumulate? Who is 
responsible for resolving them?

•	 Can we trace revenue outcomes back to specific 
decisions in pricing or service?

Growth, scale, and complexity only create value when 
revenue integrity is deliberately engineered. The question 
is not whether spillage and leakage exist, but how a firm 
sees, measures, and controls them.  

!

!
If different functions provide different 
answers to these questions, revenue 

integrity is not yet embedded.
If two or more of these signals are 

present, revenue loss is almost certainly 
structural rather than incidental.
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Where to focus remedies

Resist the urge to fix everything all at once. 
Instead, follow a clear order of operations.

1.	 Visibility before optimisation: if you 
cannot see revenue clearly, you will 
misdirect your optimisation efforts.

2.	 Pricing discipline before fee 
increases: most margin recovery 
comes from enforcement and 
confidence, not repricing.

3.	 Integration before automation: 
adding automation to fragmented 
processes creates even more 
fragmented processes.

4.	 Lifecycles, not point solutions: 
revenue must be managed end-to-
end, not function by function.

Revenue integrity is a leadership 
choice. Firms that prioritise visibility, 
discipline, and integration turn 
complexity into control, and growth 
into dependable, defensible earnings.



In today’s wealth management market, operational 
excellence in revenue management is no longer 
optional. The structural realities of this industry – fee 
compression, product proliferation, adviser mobility, and 
heightened regulatory scrutiny – have fundamentally 
changed the economics of the business. What was 
once a forgiving environment, where asset growth could 
mask inefficiencies, has become one in which precision, 
transparency, and discipline determine whether growth 
translates into durable profitability.

Revenue integrity – the new competitive 
advantage

Spillage and leakage are predictable outcomes of scale, 
complexity, and fragmented revenue operations, not 
anomalies or failures of individual teams. As firms grow, 
diversify, and acquire, the distance between theoretical 
and realised revenue widens unless it is actively 
managed. In an environment of compressed margins, 
even small inefficiencies compound into material value 
loss. Firms that rely on reactive revenue practices are 
increasingly exposed.

The opportunity lies in moving from fragmented revenue 
activities to deliberate, integrated revenue management. 
This means strengthening pricing discipline, replacing 
ad hoc negotiation with pricing confidence. It means 
integrating revenue processes, making revenue visible, 
measurable, and governable. It means treating data 
as strategic infrastructure, allowing firms to support 
greater complexity across products, segments, and 
channels, without sacrificing control. Integrated revenue 
management allows wealth managers to protect 
margins, improve transparency, and transform revenue 
integrity into a durable competitive advantage.

Revenue integrity is not just about getting paid correctly. 
It is about building a resilient, scalable, and trustworthy 
wealth management business. It is the difference 
between firms that merely grow and those that build 
enduring enterprise value. Firms that invest now in 
pricing discipline, integrated revenue lifecycles, and 
data-driven insight will be better positioned to convert 
growth into earnings, complexity into differentiation, and 
operational excellence into long-term enterprise value. 
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Conclusion
Why precision in pricing, data, and execution now 
determines whether wealth management firms 
convert growth and complexity into durable 
profitability and long-term enterprise value.
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This research is part of The Wealth Mosaic’s 
WealthTech Insight Series (WTIS), an ongoing and 
developing research process, mixing online surveys 
and interviews, and focused exclusively on technology 
in the wealth management sector across the world.

Rather than a one-off research process, the WTIS will 
seek to build an ongoing program of research among 
wealth managers of different types across the world on a 
broad range of technology and related topics, building up 
an aggregated knowledge base of both qualitative views 
and perspectives as well as quantitative data points.
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Playbook for Technology Spend in Wealth 
Management 

This paper looks at the past, present, and future of 
technology spend and transformation in the industry.

Read now >

The European Wealth Playbook for Growth

This paper has been developed to showcase useful 
insights for wealth managers seeking to navigate the 
evolving financial landscape in Europe and capitalise 
on emerging opportunities to drive growth in an ever-
evolving industry.

Read now >

AI and Analytics in Wealth Management

Driving competitive advantage in wealth management 
through AI-powered analytics and actionable data insights.
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We are pleased to present 
this research paper created 
in partnership with PureFacts 
and Pirker Partners, which 
shows how firms can better 
realise the true value of their 
earnings through effective 
and integrated revenue 
management.

The paper adds to our 
growing, aggregated 
knowledge base, and 
combines qualitative 
perspectives gained through 
high-level industry research 
with quantitative data. The 
result is a portrait not only 
of the challenges of revenue 
management in the wealth 
space, but also how some 
leaders are transforming their 
approaches.

For our readers, we hope 
the findings in this paper are 
insightful, as we continue 
to build an evidenced-
based view of the industry’s 
technology evolution.

PureFacts is an end-to-end revenue 
management platform purpose-built for the 
investments industry. Trusted by leading 
global wealth and asset management firms, 
PureFacts enables organisations to manage 
pricing, fee billing, adviser compensation, 
and performance analytics through a unified, 
enterprise-grade approach. By strengthening 
pricing discipline, improving billing accuracy, 
and providing a reliable revenue book of 
record, PureFacts helps firms reduce spillage 
and leakage, enhance transparency, and 
manage revenue with confidence in highly 
regulated and complex environments.

Find out more at www.purefacts.com

The Wealth Mosaic is a UK-headquartered 
online solution provider directory and 
knowledge resource, focused specifically on 
the wealth management industry.

Find out more at www.thewealthmosaic.com
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As a strategic advisory firm, Pirker Partners 
supports decision-makers at wealth 
management-relevant firms with a flexible, 
ongoing engagement model centred on 
strategic advice and thought leadership 
on current themes impacting business and 
technology innovation. It also acts as a 
platform for dialogue between the various 
parties involved.

Find out more at www.pirkerpartners.com

http://www.purefacts.com
https://www.thewealthmosaic.com/vendors/purefacts-financial-solutions/
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