EXECUTIVE SUMMARY FINOPS PARTNERS

Building and Managing a Future-
Proof Wealth Management Platform

Six Core Architectural & Operational Lessons from Industry Execution

RIAs and multi-family offices face mounting pressure to scale operations, protect profit
margins, and deliver institutional-grade transparency and security to high-net-worth clients.
Driven by steep increases in client assets as well as an uptick in consolidation, as widely
reported by DeVoe, Citywire and others, wealth companies are pursuing revenue growth
while at the same time trying to manage cost to deliver at scale.

At FinOps Partners, we built an approach to platform modernization consisting of six core
principles, drawing on our partners’ extensive RIA integration and platform build experience,
from revenue lifecycle automation for a large US aggregator to building out an ERP-
anchored, multi-entity hub-and-spoke platform. Rather than treating software as a
superficial fix, successful scaling requires an intentional approach that connects unified data
architecture, deliberate system integration, and streamlined business operations to build a
future-proof, AlI-embedded scalable platform that supports growth and scale goals.
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Figure 1. The six principles: three platform pillars, two cross-cutting guardrails, and people and executive
alignment as the foundation.
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Prioritize Purpose-Driven Data Infrastructure

The starting point of a future-ready platform is purpose-driven data infrastructure and
process-first technology deployments. Firms must establish standardized data schemas,
strict governance, and a single source of truth by designing backwards from essential
management reporting and regulatory requirements. For example, household and client
account structures, product and advisor dimensions, with regulatory and privacy
restrictions embedded in data access, are now effectively managed using knowledge
graphs and data ontology tools (Al-native platforms such as Avantos are one example)
that keep data clean and available for transactional, reporting and analytical purposes.

Integrate and Sequence Intentionally Across Core Systems

Technology must serve as an operational multiplier rather than a patch for broken
workflows. This can be done by integrating intentionally across core systems with strict
design principles to limit technology debt. To do this, we recommend that RIAs start by
building an operational and financial engine, preferably atop an enterprise data layer if
the RIA has some or all of the following: ten-plus entities and states, several thousand
clients or more, AUM typically above $15 billion with plans to scale further, and multi-
product and multi-jurisdiction presence. This engine lays the base of technology
architecture. In other words, select CRM (e.g., Salesforce), PMS (e.g., Orion or
Addepar) and ERP (e.g., Workday), and align them to core client, advisor and product
processes while ensuring key reporting requirements, internal and external, are defined.
After this is in place and working, integration and tool debt needs to be strictly
controlled via strong governance and oversight, which is easier said than done. In our
experience, this requires senior management support while balancing a centralized
architecture view and business unit autonomy, given that large RIAs typically feature an
alphabet soup of software solutions across client, product, advisor and enterprise-level
processes. Twenty acquisitions in, it is not uncommon to have three CRM systems, four
PMS systems and several custodians, including small ones, with a slow path to
converging on fewer. An orchestration layer on top of many systems can help address
this fragmentation, but the underlying data work still has to be done.
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Figure 2. Establish the data layer and the core engine before building selective integrations.

3 Let Business Processes Drive Technology Solutions
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Wealth management platform transformations often fail when software is deployed
before core business processes are designed, as technology is meant to amplify

operational efficiency rather than fix fractured workflows. For example, addressing
billing inefficiencies without fixing the underlying billing workflow and consolidating



collection methods leaves firms struggling to unify the process. To achieve real
leverage, firms must first establish clear operational requirements, such as defined role
accountabilities, standardized data, and consolidated processing hubs (for example, the
billing centers of excellence some larger aggregators set up), before selecting specific
tools. With the help of AI, process documentation and workflow charting can now be
done in days rather than weeks and kept continuously updated, to ensure clarity of
business processes and data before technology is deployed. In addition, initiatives must
be driven by experienced operators and finalized with formal sign-off on end-to-end
process designs from senior leaders like COOs and CFOs before any technical
configuration begins. Our Revenue Lifecycle Diagnostic focuses on the sequencing and
dependencies involved in addressing these issues (see Appendix A).
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Figure 3. Process design, sign-off and tool selection come before technical configuration.

No technical configuration starts before sign-off

4 Centralize Governance and Security Access
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Operating at scale also demands centralized security governance. To eliminate silos and
streamline regulatory readiness, firms should unify access management under
automated Role-Based Access Control (RBAC) and least-privilege principles via
dedicated enterprise security platforms. In our experience, firms should focus first on
making sure advisors at an acquired firm lose access to household data they should no
longer see after integration, and on controlling client data access under Reg S-P. This
work takes time and close coordination across technology, risk and compliance, finance
and legal teams. It is usually where aggregator RIAs are challenged, since many have
not done it at enterprise scale, unlike large banks and broker-dealers, whose scale,
regulatory requirements and product complexity forced them to. Recognizing the need
and addressing it systematically, with top-down design and step-by-step adoption, is a
start.

Deploy the AI Guardrails

Alongside security, Al adoption requires proactive compliance guardrails and clear
usage policies. In highly regulated wealth management environments, firms should
prioritize targeted proofs-of-concept and pilot builds, to minimize building agent-
assisted workflows that run into security and audit issues. Building first, and always, in
a sandbox, with human approval of any client-facing materials (for example, in a



financial planning or fee review session), is the best place to be today. Nothing else is
not yet ready, despite promising Al-native tools that offer agentic client onboarding and
management. We therefore recommend deterministic and human-in-the-loop workflows
that accelerate issue research and automate repetitive tasks, such as billed-to-collected
fee reconciliations or portfolio profitability analytics. This is where value is generated
quickly, without introducing unmitigated autonomous risk. Before you build in a
sandbox, first activate your AI use cases by defining the what and the why. Then make
sure your infrastructure is good enough to deploy Al: data that is clean enough, with
governance in place; processes; people skills and ownership; and technology that can
support an Al orchestration layer. Our Al Deployment approach builds responsible Al in
three steps, Al Activation, Readiness Assessment and Sandbox-First Build, all run in
parallel. This gets firms to the final output, a production-ready build, faster and with
clear costs and benefits. Most importantly, it gives firms a transparent Day 2 approach
to running Al-assisted and fully agentic workflows (see Appendix B).

6 Invest in Operators and Executive Alignment

Technology is only one component of a successful transformation; human capital and
executive alignment form the true bedrock of platform longevity. Over-reliance on third-
party consultancies delays institutional knowledge build, however short-staffed the firm
may be. Many firms offer strategic advice, often at high cost, but advice is no
replacement for doing the hard part. Anyone building a scalable platform needs
experienced operators who have done the work at scale, for example deploying
preventive controls in a client support function. Recruiting experienced in-house product
leaders and doers whose incentives align with the firm’s long-term strategic vision is
therefore critical. Backed by clear OKRs, top-down executive sponsorship, clear
business-led vision, selective third-party help and measurable metrics, firms can build
cohesive, adaptable wealth management teams and platforms that enable sustainable
growth.

The Takeaway

Building a future-ready wealth management platform is fundamentally an
organizational transformation rather than merely an IT upgrade. While standardized
data, disciplined integrations, and enterprise security create the core infrastructure,
long-term success hinges on firmwide execution and empowered leadership across
each business and support unit of the firm. RIAs that pair business outcomes with
clear operational objectives and robust maintained employee buy-in are better placed
to build a future-proof, Al-embedded scalable enterprise platform that supports
growth and supports a winning business.
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APPENDIX A | CASE STUDY

Principle 3: Business Process Drives Technology
Revenue Lifecycle Management

ASSESS PORTFOLIO CONVERGENCE AND INTEGRATION PLAN IN ONE GO

The FinOps Partners Revenue Lifecycle Diagnostic turns gaps against these principles into a
sequenced action plan. Building on our four-by-four approach and assessing integration
steps from billing to reporting and from data to people, we here have an example of
prioritized actions that need to be addressed as a part of integrating new portfolio into the
existing firm. The billing module example below uses synthetic data drawn from twenty live
deals our operators have delivered and the experience they have in managing dependencies
to deliver the sequencing of integration actions. Here in the two screens below, the full plan
shows the approach to integration of the new firm, and the specific Action A2-EW-1 defines
the end-to-end billing sequence (snapshot, tier lookup, fee calculation, invoice, status). It
closes the gap on documented operating procedures, the first requirement under Principle 3,
and is scheduled from January to August 2027.

BILL - PROCESS - UPLIFT ACTION x

azew1 Define the end-to-end billing sequence (snapshot — tier lookup — fee calc — invoice — status)

A2 - Billing workflow fragmentation
6+ mo - scheduled Jan 2027 to Aug 2027
convergence step - brings the acquired firm to the acquirer level
A2-P1 - Does the firm have its key operating procedures documented?
Acquired firm answered  Partially
Starts after nothing - can start at the wave anchor

Unblocks nothing downstream

~ Parent action A2 # Locate on the 4x4 gap map

Figure 4. Revenue Lifecycle Diagnostic, Module 01 (Billing), action plan view. Synthetic data.
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Principle 5: AI Guardrails
AI Deployment in Three Steps

Imagine your revenue lifecycle a third faster, near error-free, and adding capacity to your
day-to-day operations. Our AI Deployment approach has three parts. First, we activate the
team around revenue lifecycle automation opportunities and determine the why and the
what of Al. Second, we assess enterprise readiness across the lifecycle, develop the plan,
and close gaps so the firm is ready for AI. Third, we build an automated revenue lifecycle in
a sandbox, adjust, close the remaining gaps, and go live. Best of all, the three parts can run
in parallel, while we help you capture gains in team capacity, capabilities, and controls
across your revenue lifecycle. Start with a day’s effort and see value in a month. The screen
below shows what a Client Operations person sees in its Agentic Workflow Desktop when
managing the resolution of a particular break between amount billed and amount collected,
with the help of an agent.
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Figure 5. Billing reconciliation workflow, activity view: each agent action is logged for compliance, and advisor
emails go out only after human approval. Illustrative demo data.
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