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I. Executive Summary

Financial planning, at its core, aims to guide individuals towards their financial aspirations. However, a
pervasive and often unacknowledged challenge undermines its effectiveness: the gap between advice and
action. This white paper posits that the primary impediment to successful financial planning is not a
deficiency in technical advice, but rather a failure in execution driven by inherent human behavioral
patterns. Despite continuous advancements in financial theory, investment strategies, and technological
tools, client outcomes frequently remain inconsistent. Clients often delay, disengage, or entirely fail to
implement well-crafted financial plans, highlighting a critical behavioral rather than technical shortfall.

This paper delves into the fundamental human problems that financial planners implicitly address: the
need for Clarity in goals, the challenges of Behavioural follow-through, the impact of Emotion on
decision-making, the burden of financial Complexity, and the apprehension stemming from Uncertainty.
Drawing upon insights from behavioral finance pioneers such as Kahneman and Tversky, alongside
industry research from institutions like Vanguard and Morningstar, we argue that an adviser's true value
lies significantly in behavioral coaching.

We introduce the Behavioural Execution Architecture (BEA), a novel framework designed to
systematically bridge the intention-action gap. The BEA, with its six core components and three-layer
structure, offers a practical methodology for financial professionals to move beyond mere advice delivery
towards fostering consistent client action and achieving measurable outcomes. This approach is
particularly pertinent in the context of evolving regulatory landscapes, such as the UK Consumer Duty,
which increasingly demand demonstrable positive client outcomes. By shifting focus from advice
generation to execution enablement, financial planning can unlock superior client results and cultivate
enduring value.

© 2026 Patrick Murphy | Sustain Momentum Ltd | All rights reserved



4|Page

Il. Introduction: The Uncomfortable Truth

The efficacy of a financial plan is paradoxically less dependent on its intricate design and
more profoundly influenced by the client's consistent adherence and follow-through. In
an era marked by sophisticated investment products, advanced analytical tools, and a
wealth of financial information, the human element—specifically, client behavior—
remains the most significant determinant of financial success or failure [1]. This presents
an uncomfortable truth for the financial planning industry: while the pursuit of technical
excellence is commendable, it often overlooks the critical juncture where advice meets
reality.

For decades, the financial services industry has invested heavily in refining its technical
capabilities, from optimizing portfolio construction to developing complex tax strategies.
Yet, the persistent challenge of clients failing to act on sound advice continues to plague
the profession. This 'intention-action gap' is a well-documented phenomenon in
psychology and behavioral economics, where individuals frequently fail to translate their
good intentions into concrete actions, even when fully aware of the benefits [2]. In
financial planning, this gap manifests as delayed investment decisions, inconsistent
savings habits, emotional reactions to market volatility, and a general inertia that
undermines even the most meticulously crafted plans.

This white paper contends that to truly serve clients and deliver meaningful outcomes,
financial planners must pivot their focus from solely providing advice to actively enabling
and sustaining client execution. We will explore the underlying behavioral dynamics that
contribute to this execution failure, drawing on established theories and contemporary
research. By understanding the 'real problems' that clients face—problems rooted in
human psychology rather than financial mechanics—we can develop more effective
strategies.

The proposed Behavioural Execution Architecture (BEA) offers a structured approach to
integrate behavioral insights into the financial planning process, ensuring that plans are
not just understood, but consistently acted upon. This paradigm shift is not merely an
enhancement; it is an imperative for an industry increasingly accountable for
demonstrable client outcomes, particularly under stringent regulatory frameworks like
the UK Consumer Duty. The future of financial planning hinges not on better advice, but
on superior execution.
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lll. Literature Review: Foundations of Behavioural Finance and the Intention-

Action Gap

The traditional paradigm of economic theory often assumes that individuals are rational
actors who make decisions to maximize their utility. However, the emergence of
behavioural finance has profoundly challenged this assumption, demonstrating that
psychological biases, heuristics, and emotional influences significantly impact financial
decision-making [4] . This field, largely pioneered by Nobel laureates Daniel Kahneman
and Amos Tversky, provides a critical lens through which to understand why individuals
often deviate from rational economic choices.

1. The Groundbreaking Work of Kahneman and Tversky

Kahneman and Tversky's seminal work, particularly their development of Prospect
Theory, revolutionized our understanding of decision-making under risk [5]. They
demonstrated that individuals evaluate potential outcomes not in terms of absolute
wealth, but in terms of gains and losses relative to a reference point. Key insights from
their research include:

 Loss Aversion: The psychological impact of a loss is roughly twice as powerful
as the pleasure derived from an equivalent gain. This bias often leads investors to
hold onto losing investments for too long or to be overly cautious, missing out on
potential gains [6].

» Framing Effects: The way information is presented (framed) can significantly
alter decisions, even if the underlying objective facts remain the same. For
instance, an investment described as having a "70% chance of success" is
perceived more favorably than one with a "30% chance of failure," despite
conveying identical probabilities.

» Heuristics and Biases: People rely on mental shortcuts (heuristics) to simplify
complex decisions, which can lead to systematic errors (biases). Examples include
availability bias (overestimating the likelihood of events that are easily recalled)
and anchoring bias (over-relying on the first piece of information encountered).

These cognitive biases are not merely theoretical constructs; they manifest directly in
client behavior, leading to suboptimal financial outcomes. Understanding these biases is
the first step towards mitigating their negative effects in financial planning.
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2. Industry Research: Vanguard, Morningstar, and the Value of Behavioral
Coaching

Leading financial institutions have increasingly recognized the profound impact of

behavioral factors on investment success. Research from firms like Vanguard and

Morningstar has quantified the value that financial advisors can add beyond traditional

portfolio management, often termed "Advisor's Alpha" or "Gamma"[7]. A significant

portion of this added value stems from behavioral coaching.

Vanguard's research, for example, suggests that behavioral coaching can contribute a
substantial portion of an advisor's value, potentially adding around 150 basis points
(1.50%) to a client's annual return [8]. This value is generated by helping clients avoid
common pitfalls such as panic selling during market downturns, chasing performance
during bull markets, or making impulsive decisions based on emotional reactions. By
providing a steady hand, offering perspective, and reinforcing long-term strategies,
advisors can prevent clients from making costly behavioral mistakes that erode wealth
over time.

Morningstar's work similarly emphasizes the importance of understanding investor
psychology. Their research highlights how advisors can use behavioral insights to
improve client outcomes by helping them stay disciplined, manage expectations, and
make more rational financial decisions [9]. This involves not just identifying biases but
actively developing strategies to counteract them.

3. The Intention-Action Gap: Bridging the Divide

Despite understanding the importance of certain actions, individuals frequently struggle
to translate their intentions into consistent behavior. This phenomenon, known as the
intention-action gap, is a critical challenge in financial planning [2]. Clients may
intellectually grasp the necessity of saving more, investing consistently, or rebalancing
their portfolios, yet they often fail to execute these actions due to inertia, procrastination,
or competing priorities.

Psychological research points to several factors contributing to this gap:

* Present Bias: A tendency to prioritize immediate gratification over future rewards,
leading to procrastination on long-term goals.

» Decision Fatigue: The more decisions individuals have to make, the more their ability
to make sound choices deteriorates.

 Lack of Specificity: Vague intentions (e.g., "I will save more") are less likely to be acted
upon than specific, actionable plans (e.g., "I will transfer £500 to my investment account
on the 15th of each month").
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Bridging this gap requires more than just providing information; it demands a proactive
approach to facilitate and sustain action. The insights from behavioral finance and the
recognition of the intention-action gap underscore the need for a financial planning model
that extends beyond mere advice to encompass robust execution support. This forms the
foundational premise for the Behavioural Execution Architecture presented in this white

paper..
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IV. The Five Real Problems Financial Planners Solve

1. Clarity: Defining Meaningful Goals

At the outset of any financial planning engagement, the establishment of clear, meaningful
goals is paramount. However, clients often struggle with articulating these goals beyond
generic aspirations like "retirement" or "financial security." This lack of specificity creates
a significant hurdle for effective execution, as vague objectives fail to provide the
necessary motivation, direction, and measurable benchmarks for progress 10 . Without a
vivid and emotionally resonant understanding of why they are saving or investing, clients
are more susceptible to behavioral pitfalls and less likely to adhere to their plans when
faced with challenges.

The Problem: Clients frequently present with ill-defined or abstract goals. For instance, a
client might state they want to "save for retirement," but lack a concrete vision of what
that retirement entails—where they will live, what activities they will pursue, their
desired lifestyle, or the specific income required to support it. This ambiguity can stem
from several factors:

e Cognitive Load: Envisioning a distant future and quantifying its financial
implications can be cognitively demanding and overwhelming.

 Emotional Disconnect: Generic goals often lack the emotional resonance
needed to drive consistent action, especially when short-term sacrifices are
required.

» Lack of Framework: Clients may not possess the tools or guidance to translate
broad desires into specific, measurable, achievable, relevant, and time-bound
(SMART) financial objectives.

Real-world Example: Consider a client, Sarah, who tells her planner she wants to "save
for a comfortable retirement." Without further exploration, this goal remains abstract.
When market volatility hits, or an unexpected expense arises, Sarah is more likely to
deviate from her savings plan because the immediate pain of saving outweighs the vague
future reward. If, however, her planner helped her articulate a vision of retirement that
includes traveling to specific destinations, spending time with grandchildren, and
maintaining a hobby farm, the goal becomes tangible and emotionally compelling. This
clarity provides a stronger anchor against behavioral temptations.

Impact on Execution: A lack of clarity directly contributes to the intention-action gap.
When goals are fuzzy, the path to achieving them is equally indistinct. This can lead to:
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* Reduced Motivation: Without a clear destination, the journey feels aimless,
diminishing the drive to make necessary financial sacrifices.

« Difficulty in Decision-Making: Ambiguous goals make it challenging to evaluate
financial choices. Is a particular investment suitable? Is a spending decision
aligned with objectives? Without clarity, these questions are hard to answer.

» Increased Procrastination: The absence of specific deadlines or milestones
allows for indefinite postponement of actions.

Effective financial planning, therefore, must begin with a rigorous process of goal
clarification, transforming abstract desires into concrete, inspiring objectives that serve
as powerful motivators for behavioral execution.

2. Behaviour: Bridging the Intention-Action Gap

Even with clear goals, clients frequently struggle to translate their intentions into
consistent actions. This intention-action gap is a central challenge in financial planning,
manifesting as inertia, procrastination, and a general failure to follow through on agreed-
upon strategies [2]. It highlights that knowing what to do is fundamentally different from
actually doing it, especially when faced with the complexities and psychological demands
of financial decisions.

The Problem: The human tendency towards inertia is powerful. Clients may
intellectually agree with a financial recommendation—e.g., increasing their pension
contributions, setting up an emergency fund, or rebalancing their portfolio—but then fail
to execute the necessary steps. This can be attributed to several behavioral phenomena:

e Procrastination: The deferral of tasks, often due to the perceived effort involved
or the lack of immediate gratification. Financial tasks, with their long-term
benefits, are particularly susceptible to procrastination.

e Decision Paralysis: When faced with too many options or complex choices,
individuals may become overwhelmed and choose to do nothing at all. The vast
array of investment products or insurance policies can trigger this paralysis.

e Lack of Accountability: Without external motivators or regular check-ins,
clients may lack the discipline to maintain consistent financial habits. The solitary
nature of personal finance can exacerbate this.

e Friction: Any perceived effort or obstacle in the execution process can act as a
deterrent. Complex forms, obscure online portals, or lengthy administrative
procedures can easily derail good intentions.
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Real-world Example: Consider a client, Mark, who understands the importance of
increasing his retirement savings. He agrees with his planner to increase his monthly
contributions by £200. However, weeks pass, and Mark hasn't logged into his pension
provider's portal to make the change. He intends to, but the task feels like a hassle—
finding his login details, navigating the website, and confirming the change. This small
amount of friction, combined with the lack of immediate reward, leads to procrastination.
Without a structured approach to facilitate this action, Mark's good intention remains
unfulfilled.

Impact on Execution: The failure to bridge the intention-action gap directly undermines
the entire financial planning process. It leads to:

e Suboptimal Outcomes: Delayed actions mean missed opportunities for
compounding returns, inadequate protection, or increased costs.

e Erosion of Trust: Clients may feel guilt or frustration, and the planner may feel
their advice is being ignored, potentially straining the client-advisor relationship.

e Wasted Effort: Significant time and effort are invested in creating plans that never
come to fruition, representing an inefficient allocation of resources for both client
and planner.

Addressing behavioral inertia requires proactive strategies that simplify action, build
accountability, and reduce friction, transforming intentions into tangible financial
progress.

3. Emotion: Navigating Psychological Biases

Financial decisions are rarely purely rational; they are deeply intertwined with human
emotions. Fear and greed, in particular, are powerful psychological forces that can drive
individuals to make irrational choices, especially during periods of market volatility or
significant life events. These emotional responses often override logical analysis, leading
to actions that contradict long-term financial goals.

e The Problem: Emotional biases manifest in various ways, undermining sound
financial planning:

e Fear (Panic Selling): During market downturns, fear can trigger panic selling,
leading investors to liquidate assets at a loss, thereby locking in those losses and
missing out on subsequent market recoveries. This is a direct consequence of loss
aversion, where the pain of further potential losses outweighs the rational
assessment of long-term investment horizons [6].

e Greed (Chasing Returns): Conversely, during bull markets or periods of rapid
growth in specific assets, greed can lead to speculative behavior, such as chasing
high-performing investments without proper due diligence or taking on excessive
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risk. This often results in buying high and selling low, as these assets inevitably
correct.

¢ Confirmation Bias: The tendency to seek out and interpret information that
confirms one's existing beliefs, while ignoring contradictory evidence. This can
lead clients to selectively consume news or advice that supports their emotional
inclinations, reinforcing poor decisions.

¢ Overconfidence: An inflated belief in one's own abilities or judgment, leading to
underestimation of risks and overestimation of returns. Overconfident investors
may trade too frequently, incurring unnecessary costs and taxes.

Real-world Example: Consider a client, David, who had a well-diversified portfolio
aligned with his long-term retirement goals. During a significant market correction,
driven by widespread economic uncertainty, David saw his portfolio value drop by 20%.

Overwhelmed by fear and the constant negative news cycle, he called his planner,
insisting on selling all his equity holdings to move into cash, despite being advised against
it. His emotional response to the short-term loss overrode his understanding of his long-
term plan and the historical resilience of markets. Had he acted on emotion, he would
have crystallized his losses and missed the subsequent market rebound, severely
impacting his retirement savings.

Impact on Execution: Emotional decision-making has profound negative consequences
for financial execution:

e Value Erosion: Emotional reactions often lead to buying high and selling low,
directly eroding wealth and undermining the compounding effect of long-term
investing.

e Deviation from Plan: Impulsive decisions driven by emotion can cause clients to
abandon their carefully constructed financial plans, making it difficult to get back
on track.

e Increased Stress and Anxiety: The emotional rollercoaster of financial markets,
when not managed effectively, can lead to significant stress and anxiety for clients,
further impairing their ability to make rational decisions.

Financial planners must act as emotional circuit-breakers, providing objective guidance
and behavioral coaching to help clients navigate the psychological minefield of financial
markets. This involves recognizing emotional triggers, providing reassurance, and
reinforcing the discipline required to stick to a long-term strategy.

4. Complexity: Simplifying the Financial Landscape
The modern financial landscape is characterized by an ever-increasing degree of
complexity. From a myriad of investment products and intricate tax codes to diverse
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retirement vehicles and estate planning considerations, the sheer volume and
sophistication of financial information can be overwhelming for clients [12]. This
complexity often leads to confusion, anxiety, and ultimately, inaction, as individuals
struggle to comprehend and navigate the intricacies of their financial lives.

The Problem: Financial complexity acts as a significant barrier to execution. When
clients perceive their financial situation or recommended actions as too complicated, they
are prone to:

e Avoidance: Rather than confronting a daunting task, clients may simply avoid it
altogether, postponing critical decisions or ignoring important financial matters.

e Decision Paralysis: As discussed in the context of behavioral inertia, excessive
complexity can lead to an inability to make a choice, resulting in inaction. The fear
of making the 'wrong' decision in a complex environment can be paralyzing.

e Reliance on Heuristics (often flawed): When overwhelmed, clients may resort
to oversimplified rules of thumb or delegate decisions entirely without fully
understanding the implications, potentially leading to suboptimal outcomes.

 Reduced Engagement: Clients are less likely to engage with a financial plan they
do not fully understand. This lack of comprehension diminishes their sense of
ownership and commitment to the plan.

Real-world Example: Consider a client, Maria, who inherited a diversified portfolio of
stocks, bonds, and several alternative investments. Her financial planner recommended
consolidating some of the more esoteric holdings, rebalancing the portfolio to align with
her risk tolerance, and optimizing her tax strategy across multiple accounts. While Maria
understood ‘the why’ behind these recommendations, ‘the how’ felt incredibly complex.
She had to understand capital gains implications, navigate different investment
platforms, and decipher various investment statements. The administrative burden and
perceived complexity led her to delay implementation for months, resulting in missed
rebalancing opportunities and potential tax inefficiencies. Her planner's technical
expertise was sound, but the complexity of execution created a significant hurdle.

Impact on Execution: Unmanaged complexity directly impedes financial execution by:

» Increasing Cognitive Load: Forcing clients to expend significant mental energy
on understanding, leaving less capacity for action.

e Creating Friction: Each layer of complexity adds friction to the execution process,
making it harder for clients to take the necessary steps.

o Fostering Dependence (potentially unhealthy): While clients rely on advisors
for expertise, excessive complexity can lead to a passive dependence where clients
feel incapable of understanding or managing their own finances, even with
guidance.
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Financial planners have a crucial role in simplifying the complex. This involves translating
intricate financial concepts into understandable language, breaking down complex tasks
into manageable steps, and designing processes that minimize cognitive burden for
clients. Simplicity is not about oversimplification; it is about clarity and ease of action.

5. Uncertainty: Managing the Unknown

Uncertainty is an inherent and unavoidable aspect of financial life. The future is
unpredictable, marked by economic fluctuations, geopolitical events, personal life
changes, and market volatility. While financial planning aims to prepare clients for
various contingencies, the psychological discomfort associated with uncertainty can be a
powerful deterrent to decision-making and execution [13]. Clients often fear making the
'wrong' decision, leading to hesitation, delay, and ultimately, inaction.

The Problem: The human brain is wired to seek certainty and avoid perceived threats.
When faced with significant financial decisions that involve unknown future outcomes,
this innate aversion to uncertainty can manifest as:

e Analysis Paralysis: Clients may endlessly research and analyze options, hoping to
eliminate all risk or find the 'perfect’ solution. This quest for certainty is often futile
in financial markets and prevents them from taking any action.

* Regret Aversion: The fear of making a decision that they might later regret can
lead clients to maintain the status quo, even if it is suboptimal. This is particularly
true for irreversible decisions or those with significant financial implications.

e Overemphasis on Short-Term News: In an attempt to reduce uncertainty, clients
may become overly focused on daily market movements or economic headlines,
mistaking noise for signals and reacting impulsively rather than adhering to a long-
term strategy.

e Procrastination: Similar to complexity, uncertainty can fuel procrastination.
Delaying a decision feels safer than making one that might prove incorrect.

Real-world Example: Consider a client, John, who is nearing retirement and needs to
decide on his pension drawdown strategy. He has multiple options: annuity, flexible
drawdown, or a combination. Each option has different implications for income security,
investment growth, and inheritance. Despite his planner providing detailed projections
and risk assessments, John delays making a decision for over a year. He constantly worries
about future inflation, potential market crashes, and whether he might outlive his savings.
The fear of choosing the 'wrong' option, coupled with the inherent uncertainty of future
economic conditions, paralyzes him. This delay means he continues to draw a lower, less
efficient income, missing out on potential tax advantages or investment growth that a
timely decision could have provided.
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Impact on Execution: Unmanaged uncertainty significantly hinders financial execution
by:

» Delaying Critical Decisions: Postponing actions that have time-sensitive benefits
or consequences.

e Increasing Stress and Anxiety: The constant worry about the unknown can lead
to significant emotional distress for clients, impacting their overall well-being.

e Suboptimal Outcomes: Inaction in the face of uncertainty often leads to missed
opportunities or adherence to less efficient strategies, eroding long-term financial
health.

Financial planners must help clients embrace a realistic understanding of uncertainty,
focusing on managing risks rather than eliminating them. This involves providing robust
scenario planning, emphasizing diversification, and fostering a mindset that prioritizes
resilience and adaptability over an elusive quest for perfect foresight. The goal is to
empower clients to make informed decisions despite uncertainty, rather than being
paralyzed by it.
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V. Why the Current Model Fails: A Regulatory and Practical Critique

The traditional financial planning model, largely predicated on the delivery of expert
advice and the measurement of engagement metrics, is increasingly proving inadequate
in an environment where client outcomes are paramount. This section critically examines
the shortcomings of this conventional approach, particularly in light of evolving
regulatory expectations such as the UK Consumer Duty.

1. The Limitations of the Traditional Advice-Centric Model

For decades, the success of financial planning was often measured by the quality of the
advice provided, the volume of assets under management, or the frequency of client
meetings. The assumption was that if the advice was technically sound and clients were
engaged, positive outcomes would naturally follow. However, as highlighted in the
preceding sections, this model overlooks the profound impact of human behavior on
execution.

Key limitations of the traditional model include:

e Focus on Input over Output: The emphasis has historically been on the delivery
of advice (an input) rather than the achievement of client goals (an output). This
creates a disconnect where a planner can provide excellent advice, but if the client
fails to act on it, the advice, however brilliant, is ineffective.

e Underestimation of Behavioral Barriers: The traditional model often assumes
a rational client who will diligently implement recommendations. It fails to
adequately account for the intention-action gap, emotional biases, complexity
aversion, and uncertainty paralysis that prevent clients from following through.

o Passive Engagement Metrics: Measuring client engagement through meeting
attendance or document reviews provides an incomplete picture. A client might
nod along in a meeting and understand the plan, but still fail to execute. True
engagement must be measured by active participation in the execution process
and demonstrable progress towards goals.

e Lack of Execution Support: The model typically concludes with the delivery of a
plan, leaving the onus of execution almost entirely on the client. There is often
insufficient ongoing support, nudges, or accountability mechanisms to ensure that
actions are taken and sustained.

Real-world Example: A financial firm prides itself on producing comprehensive, detailed
financial plans for its high-net-worth clients. Their client satisfaction surveys consistently
show high ratings for the quality of advice. However, an internal audit reveals that a
significant percentage of recommended actions—such as updating wills, consolidating
old pension pots, or adjusting risk profiles—are either delayed indefinitely or never
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completed. The firm is delivering excellent advice, but failing to achieve optimal outcomes
because its model does not adequately support execution.

2. The UK Consumer Duty: A Paradigm Shift Towards Outcomes

The introduction of the UK Consumer Duty by the Financial Conduct Authority (FCA)
represents a significant regulatory shift that fundamentally challenges the traditional
advice-centric model [3]. Effective from July 2023 for new products and services, and July
2024 for existing ones, the Duty mandates that firms "act to deliver good outcomes for
retail customers." This moves the regulatory focus from merely ensuring fair processes to
requiring demonstrable positive results for consumers.

The Consumer Duty is underpinned by a new Consumer Principle (Principle 12) and three
cross-cutting rules that require firms to:

1. Act in good faith towards retail customers.

2. Avoid foreseeable harm to retail customers.

3. Enable retail customers to pursue their financial objectives.
These rules are supported by four outcomes that firms must deliver:

e Products and Services Outcome: Products and services must be designed to
meet consumers' needs and offered at fair value.

e Price and Value Outcome: Consumers must receive fair value for the products
and services they buy.

e Consumer Understanding Outcome: Communications must be clear, fair, and
not misleading, enabling consumers to make informed decisions.

e Consumer Support Outcome: Firms must provide support that meets consumers'
needs throughout the product lifecycle.

Implications for Execution: The Consumer Duty places an unprecedented emphasis on
actual client outcomes. This means firms can no longer rely solely on providing technically
sound advice; they must actively ensure that clients understand the advice, are enabled
to act on it, and ultimately achieve their financial objectives. The intention-action gap,
emotional biases, and complexity become regulatory concerns, as they can lead to
foreseeable harm or prevent clients from pursuing their objectives.

For example, under the Consumer Understanding Outcome, firms must consider how
behavioral biases might impede a client's comprehension of information, requiring
communications to be designed to mitigate these biases. Under the Consumer Support
Outcome, firms must provide support that facilitates execution, recognizing that simply
providing information is often insufficient. This regulatory imperative underscores the
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urgent need for financial planning models that are explicitly designed to foster and
measure behavioral execution, rather than just advice delivery.
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VI. The Behavioural Execution Architecture (BEA): A Framework for Action
Recognizing the limitations of traditional advice-centric models and the imperative for
demonstrable client outcomes, this white paper proposes the Behavioural Execution
Architecture (BEA). The BEA is a comprehensive framework designed to systematically
bridge the intention-action gap by integrating behavioral science principles directly into
the financial planning process. Its core purpose is to transform financial advice into
consistent client action, thereby maximizing the probability of achieving desired financial
outcomes.

Core Components of the BEA

The BEA is built upon six interconnected components, each addressing a specific
behavioral challenge identified in Section IV. These components work in synergy to create
an environment conducive to sustained client action:

1. Clarity of Values and Goals: Moving beyond generic objectives, this component
focuses on helping clients articulate deeply personal, emotionally resonant, and
specific financial goals. This involves guided exercises to uncover core values, visualize
future states, and translate abstract desires into concrete, measurable targets. Clear
goals act as powerful intrinsic motivators and provide a definitive benchmark for
progress.

2. Decision Framing: This component involves presenting financial choices and
recommendations in a manner that mitigates cognitive biases and encourages optimal
decision-making. Techniques include framing options in terms of gains rather than
losses (to counteract loss aversion), simplifying complex information, and highlighting
the long-term benefits of consistent action. The goal is to make the desired action the
easiest and most appealing choice.

3. Micro-actions: Large, complex financial tasks can be overwhelming, leading to
procrastination and decision paralysis. This component advocates for breaking down
significant financial objectives into small, manageable, and easily executable micro-
actions. Each micro-action should be clearly defined, require minimal effort, and
contribute incrementally to the larger goal, fostering a sense of progress and reducing
friction.

4. Automation: Leveraging technology to automate routine financial behaviors is a
cornerstone of the BEA. This includes setting up automatic savings transfers,
automated investment contributions, and systematic debt repayments. Automation
removes the need for conscious decision-making and willpower, effectively bypassing
behavioral inertia and ensuring consistent execution [8].

© 2026 Patrick Murphy | Sustain Momentum Ltd | All rights reserved



19|Page

5. Accountability: Establishing mechanisms for regular check-ins and progress
reviews creates external accountability, which is a powerful motivator for behavioral
change. This can involve scheduled meetings, progress reports, or even peer support
groups. The advisor acts as a coach, providing encouragement, addressing challenges,
and celebrating milestones, reinforcing positive behaviors.

6. Feedback Loops: Providing timely, clear, and actionable feedback on progress is
crucial for sustaining motivation and allowing for course correction. This involves
regularly showing clients how their actions (or inactions) are impacting their goals.
Visual dashboards, progress charts, and personalized reports can effectively illustrate
the connection between behavior and outcomes, reinforcing the value of consistent
execution.

The Three-Layer Framework
The six core components of the BEA are organized into a logical three-layer framework,
reflecting the progression from understanding to sustained action:

1. Clarity Layer — Define What Matters: This foundational layer focuses on
establishing a profound understanding of the client's values, aspirations, and specific
financial goals. It addresses the 'Clarity’ problem by ensuring that all subsequent
actions are aligned with deeply meaningful objectives. This layer primarily utilizes the
Clarity of Values and Goals component.

2. Decision & Action Layer — Enable Action: Once clarity is established, this layer
focuses on facilitating the initial steps towards execution. It addresses the 'Behaviour’,
'Emotion’, and 'Complexity' problems by simplifying choices and making action easier.
Key components in this layer are Decision Framing and Micro-actions.

3. Execution Layer — Sustain Behaviour: The final layer is dedicated to ensuring
long-term adherence and consistent progress. It addresses the 'Uncertainty’ problem
and the ongoing challenge of maintaining positive financial habits. This layer heavily
relies on Automation, Accountability, and Feedback Loops to embed and reinforce
desired behaviors over time.

This layered approach ensures that the financial planning process is not a one-off event
but a continuous cycle of understanding, acting, and reinforcing, designed to overcome
inherent human tendencies that impede execution.
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Practical Implementation of the BEA

Implementing the Behavioural Execution Architecture requires a deliberate shift in the

advisor's role from a pure advice-giver to a behavioral coach and facilitator. Here are

practical steps for integrating the BEA into financial planning practices:

Enhanced Discovery Process: During initial client meetings, dedicate significant
time to values-based discussions and detailed goal visualization. Use open-ended
questions and tools (e.g., vision boards, guided imagery) to help clients articulate
their deepest financial motivations. This goes beyond numerical targets to capture
the emotional essence of their goals.

Behavioral Audit: Conduct a 'behavioral audit' of existing client processes and
communications. Identify points of friction, areas where complexity is high, and
instances where emotional biases might be triggered. For example, are investment
reports overly technical? Is the process for making a contribution cumbersome?
Simplified Action Plans: Translate complex recommendations into a series of
small, concrete, and time-bound micro-actions. Instead of "increase retirement
savings,"” specify "set up an automatic transfer of £100 to your pension on the 5th
of each month." Provide clear, step-by-step instructions for each micro-action.
Leverage Technology for Automation: Actively assist clients in setting up
automated savings, investments, and bill payments. Many financial platforms offer
these features, and advisors can guide clients through the setup process, reducing
the initial friction.

Proactive Communication and Nudges: Implement a communication strategy
that includes regular, positive nudges. These could be automated reminders for
upcoming actions, celebratory messages for completed milestones, or educational
content framed to reinforce long-term thinking. Avoid jargon and focus on clear,
concise messaging.

Structured Accountability Sessions: Integrate behavioral check-ins into regular
client reviews. Beyond reviewing portfolio performance, discuss progress on
micro-actions, address any behavioral challenges, and reinforce positive habits.
Frame these discussions as collaborative problem-solving sessions.

Visual Progress Tracking: Utilize client portals or custom dashboards to visually
represent progress towards goals. Seeing tangible evidence of their efforts can be
a powerful motivator and reinforces the feedback loop. Highlight the impact of
consistent action on their long-term financial picture.

Behavioral Coaching Skills Development: Advisors should invest in training to
develop strong behavioral coaching skills, including active listening, empathetic
communication, motivational interviewing techniques, and an understanding of
common cognitive biases. This equips them to effectively guide clients through
emotional and behavioral challenges.
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By systematically applying the BEA, financial planners can move beyond simply providing
advice to actively engineering an environment where clients are empowered to execute
their plans consistently, leading to superior and more predictable financial outcomes.
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VII. Implications for the Industry and Regulatory Landscape

The shift from an advice-centric to an execution-focused financial planning model,
particularly through frameworks like the Behavioural Execution Architecture (BEA),
carries profound implications for the entire financial services industry and its regulatory
landscape. This section explores how the BEA aligns with and extends regulatory
mandates, especially the UK Consumer Duty, and suggests broader industry
transformations.

1. Alignment with UK Consumer Duty

The UK Consumer Duty, with its core principle of acting to deliver good outcomes for retail
customers, finds a natural and powerful ally in the Behavioural Execution Architecture.
The BEA provides a practical methodology for firms to meet and exceed the Duty's
expectations, particularly concerning the Consumer Understanding and Consumer
Support Outcomes.

e Consumer Understanding Outcome: The BEA's emphasis on Clarity of Values
and Goals and Decision Framing directly supports this outcome. By translating
complex financial concepts into understandable language, mitigating biases
through careful framing, and breaking down actions into micro-steps, firms can
ensure clients genuinely comprehend their financial plans and the implications of
their decisions. This moves beyond simply providing information to ensuring
effective assimilation and retention.

e Consumer Support Outcome: The BEA's components of Micro-actions,
Automation, Accountability, and Feedback Loops are instrumental in delivering
robust consumer support. Instead of leaving clients to navigate complex execution
tasks alone, firms adopting the BEA proactively guide, prompt, and support clients
through every step. This continuous support mechanism helps clients overcome
inertia, manage emotional responses, and sustain positive financial behaviors
throughout their financial journey.

Furthermore, the BEA's focus on measurable execution (as will be discussed in Section
VIII) provides firms with the data and evidence required to demonstrate compliance with
the Duty's outcome-based requirements. It allows firms to move beyond anecdotal
evidence to quantifiable proof of how their processes lead to better client actions and,
consequently, better outcomes.

2. Transformation of the Advisor Role

The adoption of a behavioural execution mindset necessitates a redefinition of the
financial advisor's role. The traditional image of an advisor as a purveyor of technical
knowledge evolves into that of a behavioral coach, facilitator, and accountability partner
[8]. This transformation involves:-

© 2026 Patrick Murphy | Sustain Momentum Ltd | All rights reserved



23|Page

e Deep Client Psychology: Advisors will need enhanced skills in understanding
client psychology, identifying behavioral biases, and employing techniques from
motivational interviewing to elicit true goals and encourage action.

* Process Design Expertise: A greater emphasis will be placed on designing client
journeys that are inherently behavioral-friendly, minimizing friction, and
maximizing the likelihood of execution. This includes leveraging technology for
seamless implementation.

e Proactive Engagement: The relationship shifts from reactive problem-solving to
proactive guidance, anticipating behavioral pitfalls and intervening with timely
nudges and support.

e Measuring Behavioral Progress: Advisors will need to track not just financial
metrics, but also behavioral indicators, understanding which interventions are
most effective for different client segments.

3. Industry-Wide Implications
Beyond individual firms and advisors, the widespread adoption of behavioural execution
principles could catalyze several industry-wide changes:

e Product Design: Financial products may be designed with behavioral insights in
mind, incorporating default options, automatic features, and simplified structures
to encourage better consumer choices.

 Technology Development: Fintech solutions will increasingly focus on execution
enablement, offering tools for micro-action tracking, automated nudges,
gamification of financial goals, and intuitive feedback dashboards.

e Regulatory Evolution: Regulators, observing the success of outcome-focused
approaches, may further refine guidelines to explicitly encourage behavioral
science integration in financial services, potentially leading to new standards for
client engagement and reporting.

e Education and Training: Financial planning curricula and professional
development programs will need to incorporate more behavioral economics,
psychology, and coaching methodologies to equip future advisors with the
necessary skills.

Ultimately, by embracing a Behavioural Execution Architecture, the financial services
industry can move towards a more client-centric, outcome-driven paradigm, fostering
greater financial well-being for individuals and enhancing the profession's value
proposition in a rapidly changing world.
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VIIl. Measurement and Outcomes: Quantifying Behavioural Execution Success

In an outcome-driven regulatory environment, particularly under the UK Consumer Duty,
merely providing advice is insufficient; firms must demonstrate that their services lead to
tangible, positive client outcomes [3] . This necessitates a robust approach to measuring
not just the delivery of advice, but the successful behavioural execution of that advice.
This section outlines key metrics and methodologies for quantifying behavioral execution
success.

1. Shifting from Activity Metrics to Outcome Metrics

Traditional financial planning often relies on activity-based metrics such as the number
of client meetings, plans delivered, or assets under management. While these metrics
indicate activity, they do not necessarily reflect the effectiveness of advice in driving client
behavior or achieving goals. A true measure of success must shift towards outcome-based
metrics that directly assess the impact of interventions on client actions and financial
well-being.

2. Key Metrics for Behavioural Execution Success
To effectively measure behavioral execution, firms should consider a combination of
quantitative and qualitative indicators:

1. Implementation Rate: This is a critical metric that tracks the percentage of
recommended actions that clients successfully complete within a specified
timeframe. For example, if a planner recommends setting up an automatic savings
transfer, the implementation rate measures how many clients actually set it up.
This moves beyond simply tracking whether the recommendation was made to
whether it was acted upon.

Example: A firm tracks that 85% of clients successfully initiated their
recommended monthly investment contributions within 30 days of advice
delivery.

2. Time-to-Action: This metric measures the average time taken for clients to
execute a recommended action from the point of advice delivery. A shorter time-
to-action indicates lower behavioral friction and greater effectiveness of the
execution architecture. Prolonged delays suggest underlying behavioral barriers
that need to be addressed.

Example: The average time for clients to update their beneficiary
designations after a review meeting decreased from 60 days to 15 days
following the implementation of micro-action prompts.
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3. Behavioral Gap (or Investor Gap): While often discussed in investment

performance, the behavioral gap can be broadly applied to financial planning. It
quantifies the difference between the theoretical return or outcome of a perfectly
executed plan and the actual return or outcome achieved by the client due to
behavioral errors (e.g., market timing, panic selling, inaction). Minimizing this gap
is a direct measure of successful behavioral coaching [8].

Example: Analysis shows that clients who received proactive behavioral
coaching experienced a behavioral gap of 0.5% annually, compared to 2%
for those who received only traditional advice.

Engagement Depth: Moving beyond superficial engagement (e.g., opening
emails), engagement depth measures the quality and impact of client interactions.
This could include tracking participation in goal-setting workshops, completion
rates of financial literacy modules, or active use of client portals for progress
tracking. It assesses whether clients are genuinely internalizing and acting on
information.

Example: A firm observes that clients utilizing the interactive goal-tracking
dashboard (a BEA feedback loop component) are 30% more likely to
achieve their short-term savings goals.

Qualitative Feedback and Client Sentiment: While quantitative metrics are
vital, qualitative data provides invaluable insights into the client experience.
Surveys, interviews, and feedback sessions can gauge client confidence, perceived
clarity of goals, sense of control over their finances, and satisfaction with the
support received in executing their plans. This helps understand the 'why' behind
the numbers.

Example: Post-implementation surveys reveal a 25% increase in clients
reporting feeling 'empowered’' and 'less overwhelmed' by their financial
tasks.

3. Implementing Measurement and Feedback

Effective measurement of behavioral execution requires:

Clear Baselines: Establish current implementation rates and time-to-action
metrics before implementing BEA components to provide a benchmark for
improvement.
Integrated Data Collection: Utilize CRM systems, client portals, and financial
planning software to systematically track client actions and progress against
defined goals.
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e Regular Reporting: Generate regular reports that highlight key behavioral
execution metrics for both advisors and clients. Transparency in progress (or lack
thereof) reinforces accountability.

e Continuous Improvement: Use the insights gained from measurement to refine
BEA components, communication strategies, and coaching techniques. The
process should be iterative, constantly seeking to optimize behavioral outcomes.

By systematically measuring behavioral execution, financial planning firms can not only
demonstrate compliance with regulatory mandates like the Consumer Duty but also gain
a competitive advantage by proving their ability to deliver superior, measurable value to
clients.
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IX. Conclusion: The Future of Financial Planning

The financial planning industry stands at a critical juncture. The traditional model,
focused primarily on the delivery of technical advice, is increasingly insufficient to meet
the complex needs of clients and the evolving demands of regulators. This white paper
has argued that the persistent failure of financial plans at the execution stage is not a
technical deficiency, but a profound behavioral challenge rooted in fundamental human

psychology.

We have explored the five real problems that financial planners implicitly solve—Clarity,
Behaviour, Emotion, Complexity, and Uncertainty—demonstrating how these behavioral
barriers consistently undermine even the most meticulously crafted financial strategies.
The groundbreaking work of behavioral finance pioneers like Kahneman and Tversky,
coupled with contemporary industry research from Vanguard and Morningstar,
unequivocally highlights the critical role of behavioral coaching in bridging the intention-
action gap and driving superior client outcomes.

In response to these challenges, we introduced the Behavioural Execution Architecture
(BEA). This framework, with its six core components (Clarity of Values and Goals, Decision
Framing, Micro-actions, Automation, Accountability, and Feedback Loops) and three-
layer structure (Clarity, Decision & Action, and Execution), provides a systematic and
practical approach for financial professionals to move beyond mere advice. The BEA
empowers advisors to become true behavioral coaches, actively facilitating and sustaining
client action, thereby maximizing the probability of achieving financial goals.

Furthermore, the BEA offers a robust pathway for firms to not only comply with but excel
under stringent regulatory mandates such as the UK Consumer Duty. By focusing on
demonstrable client outcomes and providing tangible support for execution, firms can
prove their commitment to acting in clients' best interests and avoiding foreseeable harm.
The implications for the industry are transformative, necessitating a redefinition of the
advisor's role, a re-evaluation of product design, and a renewed focus on behavioral
science in professional development.

Measuring behavioral execution success, through metrics such as implementation rates,
time-to-action, and the behavioral gap, will be crucial for both internal improvement and
external accountability. This data-driven approach will enable firms to continuously
refine their processes and demonstrate the tangible value they deliver.

The future of financial planning will indeed be defined not by better advice, but by better
execution. Firms and advisors who embrace the principles of behavioral science and
integrate frameworks like the Behavioural Execution Architecture will be best positioned
to deliver superior client outcomes, build deeper and more resilient client relationships,
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and secure their relevance in an increasingly complex and outcome-focused financial
world.

This paradigm shift is not just an opportunity; it is an imperative for sustainable success
and genuine client well-being.

While this white paper draws on Patrick Murphy’s ongoing work with Sustain Momentum
Ltd, it represents his independent professional analysis developed over more than fifty years
in financial planning and regulatory engagement.
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