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What is the price and 
value outcome?

At its core, the Consumer Duty’s price and value outcome is about ensuring consumers get 
‘fair value’. It means, quite simply, that the amount a consumer pays for a product or service 
must be ‘reasonable’ when compared with the benefits the product or service offers.
Under your firm’s obligations to meet the Consumer Duty rules, you must determine your own approach for assessing 
if the prices you charge for the services provided represent value for money.

Your firm needs to carry out a value 
assessment of your standard advice service
In this step-by-step guide, we’ll take you through an 
approach to get you started on carrying out a value 
assessment on the products and services your firm offers. 
This will illustrate how your firm could meet the Consumer 
Duty rules.

For the majority of adviser firms that means performing 
a value assessment on their standard advice fee. Firms 
offering a separate Discretionary Investment Management 
(DIM) service in-house, will need to perform a value 
assessment on the DIM fee, as well as the advice fee.

This outcome is not about driving down prices – it’s about 
value. A low price does not always mean fair value. A 
cheaper, but unsuitable product or service for a client, 
that they do not value or need, is still unsuitable. 

It’s important to note that under the Consumer Duty 
rules, your firm is not responsible for carrying out a value 
assessment on the other elements of the distribution chain 
– such as platform fees or investment fees – that’s the 
platform provider and fund manager's responsibility.

However, firms do need to look at the overall charge 
across all fees to check the total is reasonable and we’ll 
examine this in more detail in Part 2 of this document.

To recap, what the price and value outcome is 
 . all consumers should receive ‘fair value’ for the services 

they receive
 . to ensure all products and services your firm offers are 

fit for purpose and represent fair value for consumers
 . a need for your firm to undertake a value assessment 

and can demonstrate why you consider the relationship 
between price and benefits is reasonable.

What it’s not
 . a price cap or a cap on margins of products and 

services – your firm continues to have flexibility in the 
way you set prices

 . prevent your firm from offering an innovative product 
or service that provides additional benefits to clients 
and charging more for it – it’s not the FCA’s intention to 
stifle innovation

 . prevent your firm from adopting business models which 
may have different prices for different groups of clients, 
or to prevent cross-subsidies between different products 
or services. But your firm should be able to justify the 
‘fair value’ of each product or service offered to each 
client group, considering clients with characteristics of 
vulnerability and clients with protected characteristics 

 . require your firm to point clients to a potentially better or 
cheaper product or service offered by another firm.

Finalised  
Guidance 

Chapter 7
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There are no set rules around the format an adviser 
firm’s value assessment should take. The key is being 
able to demonstrate that there remains a reasonable 
relationship between the total price of the service and 
the benefits the client receives.
However, we would suggest a good starting point is to tackle the 
products and services outcome first. By tackling the products and 
services outcome you will already have documented:
 . the products and services you offer (schedule of products 

and services)
 . the type of client they are suitable for (your target 

market assessment).

This then provides you with the building blocks to focus on price 
(and value) of the products and services you deliver to clients in  
each of your target markets.

Under this outcome, the price of the products and services being 
offered is your firm’s standard advice fee.

As mentioned above, if your firm is offering an in-house discretionary 
investment management service, you will need to perform a separate 
value assessment on that – but the process can be similar – just look at 
this separately if it is charged separately.

You may also wish to include all this information on your firm’s schedule 
of products and services (or equivalent client-facing document) so it’s 
clear to clients what the standard advice fee is for their advice service.

Part 1

Next steps
To carry out your value assessment, start by 
documenting the schedule of products and 
services in each of your propositions, and 
the price paid. This information should then 
help you to articulate the benefits to clients 
to support you in demonstrating value.

How to carry out your 
value assessment
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Sample table to illustrate how you can document the services your firm offers, the charge and your firm’s levels of service.

Service Service 1 Service 2 Service 3

Annual face to face meeting with Adviser  

Objectives

Risk profile

Asset allocation (where required)

Investment suitability

Tax charges

Annual remote review meeting with Adviser 

Objectives

Risk Profile

Investment suitability

Ad hoc meetings by arrangement 

Annual investment valuation report   

Ad hoc valuation report as required 

Advanced cash flow modelling (if applicable) 

Basic cash flow modelling   

DFM service (if applicable) 

Model portfolio service (if applicable)  

Annual pension allowance (excluding carry forward) 

Annual ISA allowance 

Ongoing tax planning  

Increasing/amending regular payments 

Arranging regular withdrawals (excluding pensions) 

Ongoing access to your Adviser  

Ongoing access to our support team  

Access to our online evaluation system   

Secure messaging and document library   

Quarterly market commentary  

Quarterly newsletter   

Liaising with 3rd party professionals 

Personal introduction to legal services   

Personal introduction to accountancy services   

Charge 1% 0.75% 0.5%

Subject to a minimum of £5,000 £1,500 £750

5Consumer Duty – price and value outcome



Consider benchmarking your standard 
advice fee against an industry average

There are a number of different measures your firm can implement to support your 
assessment of fair value.
You may find it useful to benchmark your standard advice 
fee against the range of fees used across the advice 
market. This can be a useful indicator to show that your 
firm is not over-charging relative to similar services your 
clients could get elsewhere.

By carrying out a benchmarking exercise, it can show, 
as the following examples illustrate, your firm’s standard 
advice fee is:
1. At the top of end the scale – however your service may 

only offer a very basic or standard level of support 
for clients. It therefore may be more difficult to justify 
your higher advice fee. Your firm may need to review 
the level of your advice fee, the products and services 
provided, or both.

2. Sitting around the market average – and your firm’s 
advice service offers a standard level of support for 
clients. In this instance, your advice fee may be about 
right, and this would support evidence that the price 
represents value to your clients.

3. Sitting around the market average – however your firm’s 
advice service is very bespoke and supports high value 
clients with complex needs. In this case, your firm may be 
undervaluing your service. As long as your commercial 
model supports this service for the fee you charge, this 
shouldn’t be an issue but you may want to check your 
firm is not operating at a loss for some clients.

The important point to repeat here is that the regulator 
is very clear that there’s:
 . no cap on prices and 
 . your firm has flexibility in the way you set your price 

for the service you offer.

For the majority of adviser firms, the most common fee 
model currently adopted is a fixed ongoing percentage 
charge. The lang cat consultancy carried out an annual 
survey of the advice market, State of the Adviser Nation 
(SOTAN), published in Q1 2020, which questioned over 
400 firms.

While this survey is two years old, it still offers a useful 
range of advice charges to benchmark your own charges 
against – see table below.

Over the longer term,you will need to source a more  
up-to-date source of information.

Ongoing adviser charge levels provided by the lang cat 
survey results 

0%

1.00%
0.95%
0.90%
0.85%
0.83%
0.80%
0.79%
0.76%
0.75%
0.74%
0.70%
0.65%
0.60%
0.55%
0.50%
0.37%
0.35%
0.30%
0.25%
0.10%

10%5% 15% 25%20%

Source: Serenity. Courage. Wisdom – in white paper published by the lang cat, 
October 2020.
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Client feedback
Seeking feedback from your clients can also provide 
useful evidence of fair value. Our experience shows that 
if you create a clear pricing model linked to a defined set 
of products and services, clients can see the value. For 
this, you could use your schedule of product and services 
document (or equivalent client-facing document).

In addition, if your firm has more than one target market, 
you will need to replicate this task for each of your target 
markets, get it documented, and review on a regular basis.

Next steps
Document your advice fee for 
each service you offer, then 
compare these to a suitable 
benchmark (such as the lang 
cat’s survey, 'Serenity, Courage, 
Wisdom' October 2020). Then 
document why you believe your 
firm’s service is in line with or 
more bespoke than comparable 
services from other adviser 
firms at a similar price level. You 
can then use this information to 
determine if your advice fee looks 
suitable compared to the market.
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Consider the cost of delivering 
your firm’s advice service

Another useful measure to support your firm’s value assessment of your advice fee is to work 
out the cost of delivering your service.
While this cost is less relevant than the price paid and the 
value to the client of the services offered, it can support the 
rationale for setting your firm’s standard advice fee at your 
chosen level.

If the cost of delivering your advice is low relative to the 
price, you may want to benchmark this.

A high charge and low cost may be reasonable if it reflects 
an investment in streamlining processes to deliver a 
highly efficient business model. Of course for a successful 
business, your firm should always be incentivised to 
streamline your processes to maintain a profitable firm and 
have the ability to improve services.

You should document why you believe your 
price is fair.
We know many adviser firms will have already established 
the cost of delivering their products and services. However, 
it’s very important your advice service is costed out 
properly and reflected in the charges paid by your firm’s 
clients – taking into account your fixed and variable costs.

If your firm needs more help to establish the cost of 
delivering your products and services, you may find the 
following steps and sample template useful.

Working out the cost of delivering your 
advice service.

STEP 1
Document how your firm charges your clients on each of 
your existing products and services. There is no right or 
wrong option here. The charging structure should be fully 
transparent and easy to understand for the client. This 
information should be fully documented, i.e. how and why 
the fee structure has been designed as it is.

There are a number of alternative pricing models your firm 
may use: 
 . hourly charge rate
 . percentage of assets/funds under management
 . fee based on tax saved
 . fixed fee for specific types of work
 . fixed project costs
 . combination of the above.

Carefully consider how these pricing models may vary 
between the different types of clients your firm serves and 
document if these pricing models work for all your clients 
in your service and target markets.

STEP 2
 Establish your firm’s hourly charge rates. One of the 
biggest challenges here is ensuring the cost for each task 
your firm carries out accurately reflects the hours involved. 
To help you work this out, you need to examine:
 . who carries out each activity
 . the time involved
 . the associated cost of delivering that element of the 

client proposition.

Documenting this information then enables your firm to 
calculate the price point for any service proposition (e.g. 
new client sign-up or ongoing advice) you offer, as well as 
supporting your standard client advice fee.

This is not an exact science, but does provide a 
framework that enables you to think about the 
essential issues and develop a starting point as 
opposed to using a rough estimate. Firms often 
underestimate the cost of some processes, as 
clients often change their mind. Furthermore, staff 
sometimes make mistakes (no matter how good 
they are), so watch out for this in your cost estimates.
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STEP 3
Once this task is completed, your firm should be able to 
identify the different elements of your service proposition 
(including initial onboarding of clients, ongoing advice, 
ad-hoc advice) and the associated costs to your firm. 
This information helps you to check your firm’s charging 
structure and price provides fair value for clients and, 
importantly, a profit margin for your firm.

Again, if you are using this approach and if your firm has 
more than one target market, you will need to replicate this 
exercise for each one, get it documented, and review on a 
regular basis.

Next steps
Carry out a cost analysis for each 
of your advice services using a 
table such as the sample above. 
It’s important to determine that 
your profit margin is suitable and 
sustainable or if further checks 
and analysis are needed of the 
advice services your firm offers.

This sample template table can be used to capture a list of the processes, activities and costs for the key elements of your 
firm’s client proposition

Process Activity Who is involved and time required Cost

Adviser (Hours) Paraplanner (Hours) Administrator (Hours)

O
nb

oa
rd

in
g 

ne
w

 c
lie

nt
s

Adviser introductory call 0.25  £47.50 

Appointment letter and fact find 0.50  £30.00 

Appointment confirmation call 0.25  £15.00 

Discovery meeting set up and arrangements 0.25  £15.00 

Review of fact find and pre meeting prep 0.50 1.00  £215.00 

Discovery meeting 2.00 2.00 2.00  £740.00 

Research and analysis 4.00  £480.00 

Follow up letter 0.25  £15.00 

Report preparation and recommendations 0.50 3.00  £455.00 

Report production 0.50 0.50  £90.00 

Follow up call 0.50  £95.00 

Appointment confirmation letter 0.25  £15.00 

Appointment confirmation call 0.25  £15.00 

Client meeting 1.00  £190.00 

Execution of recommendations 2.00 2.00  £360.00 

Client report schedules 0.50 1.00  £120.00 

Thank you letter, confirmation of services and 
review date 

0.25 0.50  £77.50 

TOTAL HOURS 5.00 13.00 7.75  

TOTAL COST  £2,975.00
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How to deal with  
non-standard advice fees

The steps above cover off a value assessment for standard advice fees. However, you may 
need to charge one-off advice fees or apply a bespoke price for additional services for 
individual clients.
In this case, your firm should run an exercise to identify 
any such outliers to your standard advice fees in each 
of your target market segments, i.e.
 . are there any clients who exceed the standard 

advice fee?
 . are there any clients who are below the standard 

advice fee?
 . are there any clients with investments below the 

minimum threshold (are not profitable)?

Your firm then needs to decide what action to take here – 
i.e. move clients to your standard advice fee, or state why 
it’s suitable for your client(s) to stay on the existing fee. Your 
firm could justify a higher fee if your client was receiving 
additional bespoke services.

As we’ve highlighted before in this document, the FCA 
does not expect the Consumer Duty to stop advisers from 
applying flexibility in the delivery of their service or the 
setting of their fees.

It’s also worth noting that there are often very good 
reasons why firms might apply extra charges on either 
a one-off or a permanent basis to some clients, or a 
discount to others. What’s key is that your firm identifies 
those clients on non – standard services or charges, 
and document the rationale for your firm’s different 
approach here.

If there are a significant number of clients on a different fee 
with different services then you might want to document 
these clients as a different target market/sub-segment 
altogether and carry out an additional value assessment 
for this market/segment.

Next steps
You need to document your 
rationale if your firm charges a 
non-standard advice fee and 
decide what action to take if it 
is required – i.e. move clients to 
your standard adviser fee, with 
a deadline to make sure this 
happens, or state why it’s suitable 
for your clients to stay on the 
existing fee.
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Once your firm has performed a value assessment 
on your standard advice fee, you now need to 
consider the overall charge your clients pay across 
all fees in the distribution chain to check the total is 
reasonable and still provides value for money.
It’s important to repeat here that while you are not responsible 
for performing a value assessment on the other elements of the 
distribution chain, you can ask, as part of your ongoing due diligence, 
how they are meeting their price and value obligations under the 
Consumer Duty. Do they offer additional or higher quality services 
which are important to your target market?

The elements that make up the adviser’s wider distribution chain

Advice Platform DFM Fund  
Manager

Your firm therefore needs to capture (where applicable) the:
 . advice fee
 . DFM fee 
 . platform fee
 . investment manager fee.

Part 2

Next steps
You need to document why the overall fees 
(including advice, DFM and platform) offer 
fair value in relation to the products and 
services you deliver to clients, either directly 
or through your chosen providers. Again, if 
your firm has more than one target market, 
you should document this task for each 
target market.

Considering price and value of 
the wider distribution chain 
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Ongoing monitoring 
of outcomes 

Once you’ve completed your value assessment, it will 
need to be reviewed on a regular basis.
The new rules do not specify how often the review should be carried 
out. The Finalised Guidance just states ‘firms must consider how 
regularly to perform ongoing value assessments based on relevant 
factors’, so there is flexibility here.

However, we’d suggest a review is carried out at least annually, or 
earlier if there’s: 
 . a material change in the scope or price of the advice 

service(s) offered
 . any indicators of potential harm to clients 
 . any relevant external factors.

Next steps
In terms of ongoing monitoring of outcomes, 
your firm’s Board needs to review and 
approve an assessment of whether your firm 
is delivering good outcomes for clients and 
capture this in the Board report. This should 
not be an onerous task, it could simply involve 
looking at the previous year’s information, 
considering what, if anything, has changed, 
then take appropriate action and document 
it. If nothing has changed, then document 
this too.

For more information on the Consumer Duty as well as our 
practical step-by-step support to get you started, please visit 
our website at abrdn.com/consumer-duty
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Appendix 1

Types of data firms could use 
Your firm needs to identify relevant sources of data to 
enable you to assess whether the outcomes that clients 
are experiencing are consistent with your obligations 
under the Consumer Duty. In addition, the FCA may want 
to see the data in order to evidence the outcomes.

Helpfully, the FCA have provided a list of the types of 
data your firm could use to support the monitoring of this 
outcome (chapter 7.50 of the Finalised Guidance).

When considering which information to collect, you should 
remember ‘proportionality’. You won’t need all of these. 
Instead, you will need to determine what is most valuable 
and informative for your proposition(s) and get the 
Management Information (MI) for them.

You should also consider how that information will enable 
you to assess whether certain groups of clients, such as 
those with characteristics of vulnerability, are receiving 
worse outcomes.

This includes:
 . The expected price paid by clients, including associated 

fees and charges and those incurred from other 
elements of the value chain

 . Profitability data, including revenue and profit margins.
 . Customer complaints and root cause analysis
 . Client feedback – surveys, net promoter scores, 

social media rating analysis, focus groups, or other 
client research

 . Data about client usage and behaviour, such as 
transactional data, retention rates or testing of variations 
in product or service design 

 . Operational data which might affect value such 
as on app or website outages or client service call 
abandonment rates

 . Feedback from other firms in the distribution chain 
including, manufacturers, intermediaries, appointed 
representatives or other third parties regarding the value 
of the product

 . The cost of providing the product or service.
 . Market conditions, such as the interest rate environment 

or rates for comparable products.

Finalised  
Guidance 
Chapter 7.50
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Appendix 2

Key questions for firms
The FCA has also provided examples of the types of questions firms can expect to be asked in their interactions with 
them in relation to the price and value outcome (Chapter 7.51).

As above, these are useful to think through how you would answer them but consider proportionality. Can you 
justify to yourself (and therefore the FCA) why some of these are more important to your firm than others and 
prioritise accordingly?

These include: 
 . Is the firm satisfied that it is considering all the relevant 

factors and available data as part of its fair value 
assessments? Has it gathered relevant information from 
other firms in the distribution chain?

 . What insight has the firm gained for its value assessments 
by benchmarking the price and value of its products 
and services against similar ones in the market? Have 
the price and value of its older products kept up with 
market developments?

 . Can the firm demonstrate that its products and services 
are fair value for different groups of consumers, 
including those in vulnerable circumstances or with 
protected characteristics?

 . If the firm is charging different prices to separate groups 
of consumers for the same product or service, is the firm 
satisfied that the pricing is fair for each group? 

 . What action has the firm taken as a result of its fair value 
assessments, and how is it ensuring this action is effective 
in improving consumer outcomes? 

 . What data, MI and other intelligence is the firm using to 
monitor the fair value of its products and services on an 
ongoing basis? How regularly is it reviewing this material, 
and what action is it taking as a result?

 . Are there fees or charges or rates which appear 
unjustifiably or unreasonably high compared to the 
benefits of the product and other comparable products 
(either in the firm’s product portfolio or comparable 
products supplied by other firms)? 

 . Should/have any changes in the benefits of the product 
been reflected in the price?

 . Should/have any material changes to assumptions that 
underpinned pricing (for example on costs of servicing) 
been reflected in changes to the price?

 . Consideration of non-financial costs, may include the 
time and effort it takes to access, assess, act to buy, 
amend, switch or cancel a product or a firms’ use of 
consumer data.

Finalised  
Guidance 
Chapter 7.51

Your firm’s Consumer Duty champion could use these questions to help guide discussions with your firm’s Board (or 
equivalent governing body).
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