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01 Industry-Specific Trends and Issues

Key topics and potential directions for private markets, hedge funds, asset management, wealth management and family offices, banks, and 

insurance.

02 Modern Sales Compensation Design

Predominant incentive structures by segment and channel, the shift toward hybrid approaches, and the design choice firms face as 

businesses expand and converge.

03 AI, Talent, and the Future of Compensation

Changing workforce structures and career progression, evolving talent pools, and the growing emphasis on skill-based pay and productivity.
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Discussion Topics
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I N D U S T R Y - S P E C I F I C  T R E N D S  A N D  I S S U E S

Top Compensation Topics by Sector

Secondaries and infrastructure advance while private credit declines; other strategies largely flat

Carry environment:

Projected results:

Incentive pools:

Extended hold periods and stalled distributions weaken carry's power as a retention tool

Results diverge sharply by segment, straining historical practices of limited cash differentiation; 
diversified platforms withstand stress better than single-strategy firms

Hedge Funds

Talent competition escalates 

while performance disperses

Talent environment:

Projected results:

Talent pool:

In a reversal of recent years, many single-strategy funds outperform multi-strategy platforms; 
dispersion across strategies remains high

Continued outsized pay packages for star portfolio managers, including multi-year guarantees 
and more favorable P&L splits

Hedge funds and proprietary trading firms now compete directly with AI firms for high-end 
quant and technology talent; AI firms increasingly competitive on cash, not just equity

Potential directions:

Potential directions: Revisit deferral programs, equity structures, and restrictive covenants; design bespoke payout 
arrangements by individual rather than uniform approach

Widen cash differentiation based on performance; revisit carry terms to maintain retention and 
alignment value

Private Markets

Record low distributions shift focus 

from carry to cash



4J O H N S O N  A S S O C I A T E S

I N D U S T R Y - S P E C I F I C  T R E N D S  A N D  I S S U E S

Top Compensation Topics by Sector

Incentive pools trend modestly higher on market appreciation, but fee compression continues to 
limit revenue growth

Asset flows:

Projected results:

Consolidation and 
expansion:

Outside a small number of large firms, most managers face net outflows; select boutiques with 
specialized strategies and strong track records remain better protected

Merger activity accelerates while firms move into alternatives, active ETFs, and wealth channels, 
creating challenges in combining compensation programs across businesses

Asset Management

Market appreciation masks pressure 

on fees and margins

Wealth / Family Office

Talent costs rise amid heavy 

competition

Advisor market:

Projected results:

Family offices:

Inflows and strong investor demand support higher pay; advice remains a structural growth 
driver as wealth transfers across generations

Advisor mobility at record levels with recruiting costs escalating; an aging advisor base 
intensifies competition for established books and successors

Institutionalization continues with investment talent recruited from top firms; carry increasingly 
standard

Potential directions:

Potential directions: For wealth managers, revisit grid designs, compensation models, and retention economics; for 
family offices, design programs competitive with the firms they recruit from, with structures 
specific to each investment strategy

Compensation approaches should align with business mix; add structure to compensation 
designs while increasing flexibility in funding pools
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Banks

I N D U S T R Y - S P E C I F I C  T R E N D S  A N D  I S S U E S

Top Compensation Topics by Sector

Incentives sharply higher on record revenues led by trading; advisory and underwriting trend 
higher

Workforce:

Projected results:

Talent:

Headcount declines while revenue per person rises; firms trending toward leaner junior and 
mid-level ranks

Skill-based premiums grow for AI-adjacent producers (i.e., quantitative, data, and automation 
roles); captive asset management units becoming major players in illiquid strategies

Insurance

Firms prioritize operational

efficiency / investment capabilities

Investment platform:

Projected results:

Efficiency:

Strong P&C underwriting profitability to start the year, though slowing premium growth may 
signal a softening market; L&A steady as interest rates remain elevated

Asset management remains a primary growth engine, with alternatives in focus; competing for 
investment talent requires benchmarking against comparable asset management roles

AI and technology streamline underwriting and claims as part of cost savings initiatives

Potential directions:

Potential directions: For investment platforms, structure pay on asset management market terms; for core 
businesses, differentiate for high-demand skills as efficiency concentrates pools

Differentiate sharply for revenue producers and scarce skills; revisit career progression as 
workforce structures change

Strong results reinforce "year of 

the bank" prediction
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M O D E R N  S A L E S  C O M P E N S A T I O N  D E S I G N

Sales Compensation Models by Segment and Channel
P R E D O M I N A N T  M O D E L  B Y  S E G M E N T

Private Markets
Predominantly discretionary given episodic fundraising and long cycles; evergreen and wealth channels more 
formulaic than institutional

Hedge Funds
Predominantly discretionary with emphasis on servicing existing assets; many funds raise selectively and manage 
capacity

Traditional Asset Management
Historically formulaic on commission with multi-year trails; explicit formulas decreasing in prevalence due to rise 
of hybrid programs that are production-driven but provide flexibility

Wealth Management
Formulaic for wirehouse advisors; practices more mixed at independent firms, especially where teams blend 
direct sales with relationship management

Banks
Sales compensation aligns with the norms of each underlying business; opportunity for incentives that reward 
selling across businesses

Insurance
Commission-based for insurance products, particularly retail; asset management distribution historically target-
based, now shifting toward percentage-linked pools allocated with discretion

Across segments and channels, purely defined models have proven less effective; firms increasingly use hybrid approaches for flexibility

C H A N N E L - S P E C I F I C  N U A N C E S

Institutional

Fewer, larger sales over longer cycle; episodic closes often require 
more discretionary approaches

Retail / Wealth

Continuous flows through platforms and distributors; easier to 
account for through formulaic structures
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M O D E R N  S A L E S  C O M P E N S A T I O N  D E S I G N

Sales Compensation Design as Businesses Converge

Unique by Business

Favored as firms increasingly specialize their sales teams

▪ Competitive in each distinct talent market

▪ Reflects revenue and sales cycle differences in each business

▪ Multiple plans add governance complexity

▪ May require subsidizing early-stage businesses and channels

Linked to the Overall Firm

Practical when individual salespeople cover the full product range

▪ One consistent philosophy, governance, and pay framework

▪ Easier to share credit for joint sales across businesses

▪ Simplifies administration across businesses

▪ Fee differences may create misaligned sales behavior

▪ May trail market practice where specialized businesses compete for 
dedicated distribution talent

K E Y  T A K E A W A Y

Under a single sales compensation approach, wide fee differences can concentrate sales effort on the highest-fee products; select firms accept 

this intentionally to build newer or subscale platforms
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A I ,  T A L E N T ,  A N D  T H E  F U T U R E  O F  C O M P E N S A T I O N

Workforce Structure and Career Progression Under Pressure

The Traditional Structure

Pay and progression built around the pyramid

▪ Steady career progression with defined pay steps at each level

▪ Broad junior classes perform the foundational work that builds core 
skills

▪ Middle ranks form the future leadership bench

▪ Firms historically maintained deeper staffing levels than strictly 
required

The Emerging Structure

Leaner at the entry level, with higher expectations throughout

▪ Entry-level classes shrink as AI absorbs foundational work; select 
roles outsourced or offshored

▪ Analyst-to-manager ratios decline, with greater selectivity and 
higher expectations for new hires

▪ Pay / revenue per head rises, incentive pools hold, headcount falls

▪ Leaner classes raise future questions on leadership bench strength 
and succession depth

K E Y  T A K E A W A Y

Career paths, training models, and leadership pipelines were built on large junior classes; each requires deliberate redesign as those classes 

shrink
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A I ,  T A L E N T ,  A N D  T H E  F U T U R E  O F  C O M P E N S A T I O N

Evolving Talent Pools and Skill-Based Pay

Talent Bifurcation

▪ AI-driven skillsets command premiums; AI 
fluency now a prerequisite for hiring at 
many leading firms

▪ Top performers and scarce skills receive 
outsized pay, widening gaps across the 
workforce

New Competitors for 
Talent

▪ Technology and AI firms setting the market 
for quant and engineering talent across 
financial services

▪ Competitive on cash as well as equity, 
pressuring traditional pay frameworks

Skill-Based Pay and 
Productivity

▪ Compensation increasingly tied to 
capability and impact rather than title or 
tenure

▪ Greater focus on revenue per employee, 
with AI use and expertise embedded in 
performance reviews

K E Y  T A K E A W A Y

Differentiate compensation for the skills driving productivity, and rebuild development paths for a leaner workforce
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F I N A L  T H O U G H T S

2026 Compensation Themes

Sector issues are 

structural

Private markets: the focus shifts from carry to cash

Hedge funds: continued competition for high-end talent

Asset management: market gains driving results

Wealth / family office: talent competition keeps costs rising

Banks: strong results with structural workforce change

Insurance: pay increasingly linked to each business unit

Sales structures face 

a design decision

▪ As businesses converge and expand, sales incentive structures often differ by strategy / unit; firms must weigh 

business-specific plans against firm-wide frameworks

▪ Across models, purely formulaic, target-based, or discretionary approaches have proven less effective on their own, 

with hybrid approaches providing flexibility

AI is reshaping the 

workforce

▪ Entry-level classes shrink, revenue and compensation per head rises, and AI-driven skills command premiums

▪ Career paths, training models, and development pipelines built on large junior classes require intentional redesign

K E Y  T A K E A W A Y

Compensation advantage in 2026 comes from deliberate design: aligning structures to how each business operates, differentiating based on 

performance and skills, and rebuilding programs as firms change shape
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Insurance Companies
Diversified   •   Life & Annuities   •   Property & Casualty

  • Insurance Asset Management   •   InsurTech

Alternative Investments
Single and Multi-Strategy Hedge Funds   •   Proprietary Trading

  •   Quantitative Funds

Wealth Management and Family Offices
Wealth Management   •   Endowments   •   Foundations

  • Single & Multi-Family Offices

Asset Management
Global   •   Boutiques   •   Equities   • Fixed Income   •   ETF

Multi-Asset   •   ESG

Illiquid Investments
Private Equity   •   Private Credit   •   Venture Capital   • Real Estate

  •   Real Assets   •   Infrastructure   •   Portfolio Companies

Banks
Global Banks   •   Regional Banks   •   Boutique Investment Banks

  • Commercial Banks   •   Consumer Banks

A B O U T  U S

Financial Services Experts. Forward-thinking. Global Reach.

Johnson Associates is a leading independent financial services compensation consulting firm focused on strategic advice, innovative design, 

and data-enhanced benchmarking. Much of our work is project-based for senior firm management covering a wide range of issues. We also 

have extensive experience advising Compensation Committees across business cycles.

30+
Years in Business

250+
Client Assignments

per Year

100+
Client Assignments with 

International Component 

20+
Years of Average Senior 
Consultant Experience
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O U R  S E R V I C E S

Strategic Design. Actionable Advice. Market Data

We partner with firm management, human resources, and Boards to provide tailored compensation solutions and custom analyses

Market Benchmarking

Year-end review and ad-hoc analysis   •   Peer group selection / analysis   •    

Compensation benchmarking by individual   •   Traditional and hybrid / 

compound roles   •   Extensive proprietary database   •   Compensation mix 

analysis   •   Carry allocations, dollars-at-work, and valuation   •   

Perquisites and benefits   •   Market program prevalence   •   Headcount 

analysis

Incentive Plan Design

Detailed program assessment    •    Compensation philosophy   •   

Performance metrics   • Incentive funding rates   •   Annual incentives   •   

Long-term incentives   •   Equity / profits interest   •   Carried interest 

design / terms   •   Sales plans   •   Performance share unit design   •   

Deferral programs / vesting   •   Partnership plans   •   Restrictive covenants   

•   Plan transition / communication

Special Situations

Succession planning (economic and governance)   •   IPO / Sale / M&A   •  

Bankruptcy   •   Restructurings   •   Expert opinion and testimony   •   

Employment contract design and negotiation

Board of Director Advisory

Compensation committee advice   •   Say on pay / shareholder advisory   •   

Executive compensation benchmarking   • Emerging market trends and 

analysis   •   Board compensation   •   Year-end review   •   Regulatory 

updates

Learn more about our services:

https://johnsonassociates.com 

https://www.linkedin.com/company/johnson-associates-inc.

To join our mailing list or speak with a consultant: 

Contact us directly or reach out at: 

info@jaiconsulting.com / +1 (212) 221-7400

https://johnsonassociates.com/
https://www.linkedin.com/company/johnson-associates-inc./posts/?feedView=all
https://www.linkedin.com/company/johnson-associates-inc./posts/?feedView=all
https://www.linkedin.com/company/johnson-associates-inc./posts/?feedView=all
https://www.linkedin.com/company/johnson-associates-inc./posts/?feedView=all
https://www.linkedin.com/company/johnson-associates-inc./posts/?feedView=all
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