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should yvield at least five [irst inter=
views per week per sales unit.

I'he following seven steps outline
bt eritical elements of a

Identily the current state of vour
agency's recruiting plan. Be specific
u currently

Tdenufy

grow i :agenrye:u:h'_ ar. Ureate the
vision of what you want your recrui=
leok like in your agency,
this qu
it the desired owut
recruiting efforts? How mal
hires do we want each year? What is
our current retention rate and what
should our model be to achiev
percent or greaben Fou
tina?
Stap 2. Emvislon your [deal recruit.
Where do they come from? What's
educational b
s their

» they bave? These are good

LKLY, FERRLANT 2088 T4



about the author

macten@meny,oom,

questions, and you must go even deeper. Try these:
What age thely values and in what crder? What do they
really want for themeelves and their family? What gets
them out of bed every morning? What makes them re-
ally come alive? My guess 1= that if you look at the top
produsers in your agency, they are preuy close 1o a
mirror image of you as far as the last four questions.
Let’s face it! That's why you veally connect with them.
Do you really want 1o be spending time with people
who you don't form a deep connection with ve, the
people whom you do? Think about this: What would
your agency o unil look like if 12 was flled with top
producers you veally connected with? What would be
possible for you?

Step 3. Determine your recrulting goak This may
actually be handed down to you from above (how cone
wenient). In either event, the formula is simple. Think
O ]. No, not that O.]. Think Olympic Judge. Here's
what I mean: Throw out the high and the low producs
tion of your current producers, then divide the re-
maining prodection by the total number of agents
currently in your unit, including the two whose pro=
duction you are not including. 5o now that you have
the production wdal, you need w delenmne by how
much you want o grow the agency in the next year
and divide that number by the average production
namber you just came up with—this & how many pro-
ducers you need 1o hire on January 1. Now how many
managers get thelr annual recruiting done by the first
day af the year? That's right! Not many, So you need
o divide that production figure by 12 to get your
monthly production per hive factor. Hires in January
give you a factor of 11, Felwuasy vields a facwo of 10,
March 129 and so on, down to 0in December.

Try o complete your birng by October, This way,
in the fourth gquarnter, you can shilt your focus 1o ges
ung all your producers productive by yearend with=
out taking vour foot off of the accelerator of
recruiting beeause you will want w hit the ground
minning again in January. Here 15 an example: Let's
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say that your goal is to increase from a $252 000 unit
of seven producers to a $470,0000 unit, and you have
determined your average monthly production unit is
£1,897 after throwing out the high and the low pro-
ducers’ producton. To kit the $470,000 mark, you
will need o hire 18 hires by Ociober if vou hire two
per month, Or you could hire just six producers in
Jamuary, Butagain, how realistic is that® This alf werks f
your agency has bulleteproof relention, resulling from o
stvong and Groper selectivn frocess, which is the witimate goal
and the witismate focis here,

Step 4, Select your Ideal sources and Implement
your strategy. Determine what recruiting methodolo=
gles you will implement and the anticipated vesults
From each, We all know that warm sources are much
better than cold sources. However, there are always
the exceptions. So don't eliminate cold sources
altogether. You will need 1o discover what the right
blend is for you, Indicate from the list below how
Aty recruits you wish to harvest from each source.

Personal Observatons
Agent/Staff Referrals
Centers of Influence
Career/Job Fairs
Callege Campus
Head Hunter

Internet

Advertising

Diirect Mail

Speafic Company Programs
Other,

Total Target Hires

Step 5. Caleulate the number of prospects necded
to yielkd a hire from sach of the sources listed abowve in
Step 4, You may need only 15 personal observations o
get seven of them in the door for a first interview and
eventually hire one, whereas you may need to get 60
people responding from a newspaper ad W get 15 in
for a first interaew and eventually get one hire,

This is why keeping track of vecruiting activity is

30 important. From year to year you can see what
sources are ylelding what hives, If you don’t have
records you can start with the averages provided by
GAMA International and LIMRA and then wack
against those to ultimately determine your own.

Step B, Create Your Recruiting Action Plan [RAP)
Separate the warm sources from the cold sources. Be
sare to identify who in your agency is going 1o da
what. Much of the coldsource activity can be done
with the help of support staff within the fim. They
can pull the resumes lrom Internet sites. They can call
and schedule the first interview with candidates found
online and through clagsified advertising. Stay high-
touch with any of the warm sources from the begine
ning.

Each recruiting unit should develop a recruiting
calendar. Start with a elean calendar and begin w ine
sert the various recruiting activities among your other
activities. For example, you should list the day(s) of
the week in which you will place advertisements, con-
duct center of influsnce appointments, pull Internet
Job postings and visit local colleges. Again, decide who
15 responsible for which aspects of recruiing. Whao 13
responsible for getting all the job fair daies for the
year and signing up the agency for those? Remember
that a lack of planning on vour part does not consti=
fute an emergency on anyvbody else’s part.

Coon over the calendar in each management meel-
g and constantly update it.

Use the valendar o schedule recruitng activicy,
much like a FP schedules phone time and prospecting
activilies,

Step 7. Implament, track, review and follow a
eeruiting calendar. Take these proactive steps to en-
sure that you are following your recruiting calendar
every week: Produce a Management Production
Report. Track the progress of each of your candidates
through a process and system. Many companies have
fine soltware programs or Webbazed programs to
track. Use itl Don't waste time reinventing it

Conduct Management Team Meetings. During
each weekly management team meeting, he sure 1o
review your reciiiling progress. Review vour reciuil=
ing calendar and plan your upcoming activities.
Recalibrate as needed,

Ldentify Your Resources. Learn what recruiting
and selection resources are available o you. Deter-
mime what you should we and how specifically to im-
plement these resources into your recraiiing and
selection activity. Do not be afraid 1o ask for kelp on
this,

If vour follone the seven steps of AM. = P. M, you
will have the flow of names you need 1o call and will be
able to schedule enough Rrst interviews 10 move the
might number of candidates through your system 1o
eventually hit your recruiting goal.

ey yow kmow what your ratios are? You should
Buave total elavity about the Tollowiag ratio:

Prospective Advisor Candidates {PACs)-
Fipst Imterviews (Fls): Hires

Heve ix o guend hase-fane avevage: 53 PACs fo 24 FT o 1
Hirve. This takes into account a blend of both cold and
warm recruiting sources. What's your ratio? Always
work toward tightening vour ratios.

Finally, plug in your ratios, Assuming you are
53:24:1 like the example above, and you need 18
hires for the year per the example in Step 4, you will
need 954 name: [rom your various recrulting sources
tovyield 432 first interviews to get your 18 hires. S0 how
sany names af candidates do you need w consider e
ery day? Keep in mind that you may be taking off a few
weeks per year, If you have only 59 real work weeks
from January to October (remember we want to hit
our recruiting goals by October each year) and you
take a week or two off, you really have only about 37
weeks to get 934 names, That means you need a sy
tean that is getting vou 25 names each week. Does your
current system get yvou the five new names every day
that you need 1o kil your goal?

[ust think, if vow would have built your RAP at the
first of the vear and had been executing againstil, you
would be done with your recrulting in only a few more
months, How would vou feel nght now if you had hait
vour recruiting objective? Take the time @0 check vour
current plan get real with yourself, Are you on wack?
Do it new! And remember—it's never oo soon o
start planning for next year?

The overall key in this whole game is agency
growth through retention. You can't retain producers
i you aren't recruiting themn and i's prety darn hard
o recoult if you aren't retaining them. The only pers-
som responsible for 2 “bad hive” 15 youl And the realiny
is that theve i o such thing as a "bad hire.”

Mo is the tme to be selective! I you follow these
AM. =P M, principles and § 1 the into powr
practice, you will see astronger flow of recruits sooner
rather than later,

The closer it gets to year-end, the better looking
sonne candidates become, and it's not because of cons
suming oo much egg nog during the holiday season.
It's becawse most managers don't have enough
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candidate flow and are willing o0 hire just about any-
bady to satisfy certain company recruiting objectives.
This is where integrity comes in. We spoke about cres
ating enough, so now let's focus on being selective.

If you have been in the recruiting game for any
length of ume, you are familiar with "Kenny" and
“Willy.” It's one thing to recognize if vour candidate
can do the job (Kenny); but how can you tell if he or
she will do the job (Willy)?

Mo matter how MARY MANAGErS T waork with
throughout the industry, they all think they are the ine
dusty’s gift to having an excellent intition or gut on
selecting strong producers. For the most part, thede
ave the same MARAGETE and recraiters who are delencs-
ing their poor retention numbers based on the fact
that the ones they lost were just “bad hires” and not
their fault. Personal rezponsibility can be elusive in
this regard, Just remember that when vou poinl your
finger at sumeone else, there are three pointing right
hack at you,

S50 what is the process to azsure solid selection,
thus leading to productive recruits and swong retens
ton? Vs the second principle of AM, = P.M., which is
toy fie selective] 1t is crucial to establish a sequence of in=
terviews that do what must be done. First, deselect the
pecple who really are not cut out for a comimission-
based career, This will be in the form of a screening
interview, It should take no more than 13 minutes, It
is your chance to see if vou want to continue the inter-
view process with this candidate. If the candidate
makes thas cul, then adminster a prafile wosee i he or
she pot only can do the job, but most importantly, will
they do the job? An excellent tool for this is the POP
IV or the Kolbe Index. There are several effective
ll)-lh]! i Iht :in.du.“ry. Ttis il:l:ijlzl:i\we' {[H] 1¢A.rn and L=
derstand the resalts you get from these career profiles
to better equip you for the subsequent intervicws and
to ultimately coach and manage agents once they are
hired.

The second step is the career presentation. This is
when you can showcase your agency and company
and answer the three burning questions every candi-
dare has: (1) How will [ be trained? (27 How will Tsell?
and (5] How will I be compensated? Your presentas
tion must include the answers o these three ques
tions. If the candidate doesn't ask them, he or she is
certainly thinking them, so have a solid presentation
arcund those three, The end of this meeting 15 your
opportunity to send the candidate off with some
action items such as completing a Project 100 or sew
eral market surveys. You want o find out if they can
follow directions and follow through, Many candis
dates won't come back. That's goodl It's better 1o
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find out sooner rather than later—it saves vou a lot of
tirme that you can spend with the nght candidates,

The third step s your selection interview. This
may actuzally ke 2 couple of meelings 1o complete.
Thiz is where you go over the assignments from the
previcus meeting and take dme o drill deeper in the
questioning process. Your goal here is to determine
whether or not the candidate has the core compe-
tencies needed to be successful in the career. Your
company should alveady have these identfied. If not
you can find general indwstry standards provided by
GAMA International, SMG or LIMREA,

Finally, you need a way to detenmine if the candi-
date will feel at home in vour agency and if your
agency will feel proud of this new recruit. If the an-
swer o either of those s “no,” then 10 may be only a
matter of time before you part ways. A panel interview
made up of two or more agents, a member of the staff
and perhaps another manager is a great way 1o get an
accurate read on A candidate, You can even use the
pakel interview to conduct the selection Interview
mentioned above by dividing up the questions among
the panel.

If the candidate makes it through these inters
views, then discussions about licensing and marketing
plans are in order, Place the candidate in a prescons
tract or test period so that you can see if the candidate
will do the daily action items that are necessary to
build a business. If they don't do it here, don't kid
yourse lthey are not going to do it once you offer 2
contract to them. Cut them if they don't measure up
in the prescontract penod,

In summary, start your recruiting process by
deselecting mediocre candidates. Have a ool that wall
help determine if the candidate is cut out for a sales
career based on commassion (will they do the jobi),
Have a meeting that answers their questions. Have an-
other meeting that allows you to drll dows and find
out if they have the core competencies necessary for
success inoyour company and next evaluate if they are
a [t for the culre in PO AERCY. Fmall:,', offer a ca-
reer contract to them only if they can demonstrate
succesd by performing the activities that are necessary
for saccess in thas business. Will they make the dials?
Will they get the appointments? Will they open the
casest Will they close the cases? Can they obtain refer-
rals? Will they show up on time to training and agency
meetings? By following this selection procedure built
on [undamental principles, vou will see your agency
retention begin o mse rapidly, After following these
steps, i you don't sce dramatic positive results, we'll
give you your ald agency back at no charge
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