The 10 Keys to Successful Recruiting
"A recruitment system is like farming.  It takes many contacts, lots of follow-ups and patience…” 
 “Remember – once you develop your ‘hit list’, keep the agents on it until you hire them, no matter how long it takes…” 
1. Understand whom you hire. 
Don’t make the mistake of only wanting the best agents or those from offices above you in market share.  It’s more beneficial to hire agents from offices below yours in market share.  Here’s why:

       Average producers can easily increase their production in a larger office with more market share.

       It’s easier to upgrade these agents than trying to convince a great agent from a company that is stronger that you in the marketplace, to switch to your firm.

       Sometimes you’ll wind up giving top agents so much, that you’ll have less profit. 

Bottom line: there are a lot of agents out there you can have.  Focus on them!  Remember, by increasing your staff you increase your market share and top agents will come to you. 
2. You have to court ‘em before you can marry them. 
It’s not surprising that agents avoid managers who continually walk up to them and ask, “So when are you going to join me?”   The courtship process is very important for recruiting experienced agents. Most agents are what we call 'expressive' in nature. This means that they are emotional decision makers. Agents who are emotional decision makers need to like the person that they work for. You need to develop a relationship with these agents so  that they feel comfortable with you. That means using letters, phone calls, gifts, postcards, or just being a friend.  Your phone calls and written correspondence need to educate them about who you are and what you can do for them if and when they decide to make a move.   Let them get to know you first.  They’ll let you know when you can propose!

The number #1 rule when recruiting experienced agents is this: It’s not what you do that makes them leave, it’s what their broker does or does not do that makes them leave. It's what you do that makes them pick up the phone and call you once they make the decision to leave. It is just timing and patience.

Have several on-going recruitment systems to keep a steady flow of agents coming in. 
Develop a list of 50-100 agents you want.  Then select the recruiting systems that work best for you in your marketplace.

There are about 15 different systems to help you recruit.  All of them are designed to keep you in touch with the agents by developing rapport and credibility, so that when they’re -ready to make their move, you’re somebody they want to talk to. For information on specific systems, call Forum Recruiting & Management Systems, Inc.

You also need a strong foundation system in place. 

The best one is an effective letter system that educates the agents in the marketplace as to who you are and what you can do for them. Then you need to follow up the letters with phone calls and see who is interested in getting together. You also need to promote your 'just hireds', those who join your firm. Your letters  should always address the uniqueness of your organization and be on your personalized stationary.

3. You need to know how you compare to your competition. 
Find out what your competition has to offer.  This involves research.  Start with a list of the  unique reasons for agents to join your firm. Then look to see how each of your competitors compare to your firm with regard to that system. The key is to always have your firm look the best. No one has everything, and no one needs everything. Everything can be sold or unsold.  You need to be able to sell your systems and unsell your competition’s systems by showing how your services are superior.  Good sales techniques can make any “unique” enticing. 

A few ways to get that information are:

       Ask your agents who used to work for your competition.

       Question newly hired agents who interviewed with your competition.

       Ask agents who you’re interviewing.  Tell them: “This is how we do it, how does that compare to your company or other companies you’ve talked to?”

4. You need to know where you are in market position and track it monthly. 
There are three reasons:

       It’s important to know where you are, so you can know where you are going.

       It focuses your recruiting efforts on those offices below you in market share.

       It lets you spot which offices are increasing market share as well as those that are losing it.  Offices that are declining in market share are prime targets for a raid.  Also, you need to see when you are increasing your market share and market position so that you are encouraged to continue doing the things that will carry you to your goals.

 Offices that are declining in market share are prime targets for a raid. Their agents are usually experiencing less calls on floor time, and less synergy in the office. On the other hand, an office that is continually increasing it's market position will have record breaking sales, listings and increased profits.   If you focus your efforts on recruiting experienced agents, you’ll dramatically increase your market position, even in a declining market.  If you recruit a two million dollar agent, you increase your market position by  $4,000,000.00.  That is because the competitor loses $2,000,00.00 in business and you pick it up which gives you a $4,000,000.00 net gain in the marketplace. If you recruit 10 agents who are doing an average of $2,000,000.00 each, you increase your market position $40,000,000 in one year, through recruiting versus focusing on production.
  

#6- Know what makes an office vulnerable 
The broker or manager who can master the art of recruiting in a vulnerable situation can build an empire of agents very quickly, and without a lot of effort. The key is to stay aware of what is happening in the marketplace at all times, and to maintain contact with the agents on your hit list. 

What makes an office vulnerable? Almost anything! For instance: a management change creates vulnerability, but only if the manager was well liked and was doing a good job. Ownership change or name change creates vulnerability, because agents develop a comfort zone with a company and the way it does business. Change creates fear of the unknown, and many recruiters use that to their advantage. They might say, "As long as you need to switch the name of the company that you work for, why not use this as an opportunity to check out other companies as well. After all, your company name is going to change one way or the other. Why don't you make that change after you know all of your options."  Changes regarding policy or compensation also create vulnerability. I recommend that whenever a change will take something away from the office, use that time to introduce something that is being added to soften the impact.  Or if you are rolling out a new and exciting program, use that time to analyze your existing programs and see if you need to make any changes. If you make a change that could have some negative repercussions at the same time that you introduce something new and exciting, you dramatically decrease your vulnerability. Of course, these suggestions are designed to make you less vulnerable. However, do not make the mistake of thinking that your competitors are this smart. When they make changes, or they are vulnerable, contact the agents in their office and see how they feel. You should be able to hire at least one agent, if not more. 

But what is the one change that makes an office most vulnerable? Whenever a good agent leaves a company, that company is vulnerable for up to 10 days. Why? Most agents don't leave the day they become unhappy. They spend up to three months interviewing with other companies and telling the rest of the staff what everyone else is doing. Since the grass is always greener on the other side, the other companies always look better than their company. And the day the agent leaves to go there, a giant sign goes up in the back room which says, "The grass is greener over there. You should check it out too." If any manager calls the agents in that office within 10 days, they should get some interviews. It is always best to call the agents that you know first. And if you hire an agent during that 10 days, you have another 10 days to hire another one. In fact, with each agent you hire, you increase the vulnerable setting in that office another 10 days. 

Important reminder: You do not have to hire the first one to get the second one. You just have to call that office whenever an agent leaves.  What if you are the one that lost an agent and is vulnerable? Can you stop the competition from getting your agents?  Is there a way to know if you are about to be vulnerable? Watch for the answers in our upcoming article, Defensive Strategies Designed To Keep You on Top. 
#7- Develop Strong Presentation and Closing Skills 
Your ability to develop strong presentation skills is probably the most important step of all. After all, we can't make anyone join. What we can do, is present our company in a way that makes them want to join. 

A strong recruiting presentation should always tune into the agents' needs. Each interview with an experienced agent should be unique and different. Since no two agents are alike, and each situation is different, learn how to focus in on 'what would it take?' 

The first step is to spend the first 20-40 minutes asking questions that will tell you what they are unhappy with at their current office, what they are looking for in a different firm, and which of your systems would enhance their real estate career. Then based on their responses, you should present only those systems and opportunities that would make a difference in their real estate career. I usually recommend that you present 5-7 opportunities or systems. 

With regard to presenting your systems or uniques, there are several things to keep in mind. First, they only care about what it means to them and how it will effect their career. 

Whenever you present a system, always let them know, 'here's what that means to you'. You should also use a visual to reinforce the value of that system, and get feedback from them as to how they will implement that system into their real estate career, and what the long term financial rewards will be to them. 

Now, think about what we have done up to this point. Instead of starting to sell them right away on why they should be with you, we first see what they want, and what they need. We then present only those things to them. So when we trial close them and ask them, how does it sound so far? What should their response be? That's right. They should say it sounds great if you have done a good job of identifying their needs, and matching their needs with your systems. The next step is to present details such as compensation and answer questions that they may have prior to making a decision. If it still looks good, just close.  Sound too simple? Try it. One of the things that I have discovered when working with brokers all across the country is that when it comes to recruiting, their closing skills need help. The most common close that I hear is, "Well, ah… what do you think?" For the record that is not a close, and in fact usually prompts the stall, "Well, I want to think about it." You need to develop a closing phase for recruiting just like you did in listing and sales. It could be as simple as "Let's go pick out your desk." But say something that causes them to take action. It's not the end of the world if they don't jump up and say, "Where do I sign?" I have found that agents are just like buyers and sellers. When it comes to signing, they will have some fears and doubts that you will need to address. Handle the agents stalls and objections the same way you have worked with buyers and sellers, and you will be amazed at how well it works for recruits. Watch for our upcoming article, Building Value into Your Presentation. It will help when it comes to overcoming stalls and objections. 

#8- You need to know what experienced agents are looking for and why they leave their existing company. 
As we mentioned in the last component, the key to hiring the agents is your ability to master the presentation process. What is also important is that you, as a company have those things that agents are looking for. What they want today could be completely different two years from today, so this is something that you need to constantly be looking at. Contrary to popular belief, and contrary to what most brokers believe, it is not just about money. But rather it is about their ability to earn more money in a more efficient and professional environment. This theory was proven when NAR conducted a survey of highly successful agents. They sent out 5,000 surveys to agents who closed in excess of $3,000,000.00 in sales, closed 30 units, or were ranked in their company as one of the top 10 producers. They received a 31% return on the survey and the survey showed some very interesting results. The survey was conducted in 1996, but my research shows that the following still apply. The average age of the successful agent is 53 years old today, makes an average income of $130,600+, has been with their current firm 6+ years, and has been in real estate 17 years. What are the highly successful agents of today looking for? 

1.      Technology: The high technology uses earned $47,200 more than agents who were average users of technology, and $74,200 more than agents who are rarely use technology. Also, agents sale more of their own listings with the use of technology. 

2.      Advanced Education: Most top producers in our industry have at least one designation. CRS or GRI. It has been proven that those agents, who invest in their education, earn more money. Does your company support higher education? Do you offer additional courses designed to take them to the next level?   

3.      Personal Assistants: 65% of highly successful agents had a personal assistant. So, any system that assists the agents in their administrative tasks, or allows them to spend more of their time face to face with buyers and sellers would attract the agents that you want. Do you as a company have any systems that allow them to focus on their business verses paperwork? 

4.      A Team Concept that You Support: Today more than ever, we see the top producers forming their own teams. They use buyers' agents to handle their leads. I am seeing more and more companies set up a system where their agents are encouraged to set up a team, and the company helps them. Smart move! 

5.      Marketing: Top producers spend $500-$1000 per month on marketing their properties, and self-promotion. Those companies who have a marketing dept. are attracting the top producers. Top producers don't mind paying for the marketing. They want the convenience, they want it to be less expensive that if they did it on their own, and they want a system that will send the marketing pieces for them. 

6.      Agent Promotion: The more you promote the agents in your firm, the less they have to do themselves. It is also great for retention. 

7.      Calls off of their own signs: The best agents want their calls and they want control of those calls. Today, the best agents spend their own money to make the phone ring, and they don't want a new or part time agent picking up their leads on floor time. 

8.      Competitive Compensation Program: You don't have to give them all the money. You do have to be competitive, or you have to be able to prove that they will make more money with your firm, regardless of the program that you offer. The good agents are smart. They know that more leads and more support equals more money. 

9.      Professional working environment: Even though many agents today work out of their home, they still want a professional environment to take clients to. And when they are in the office, they want it to be functional and professional. 

10.  Quality Support Staff and support systems: Support seems to be one of the most important things to an agent. Support in the areas they need keeps their stress level low, and allows them to focus on their production. 

 It is my opinion that these are the top 10 things that agents today are looking for in a firm. My opinion is supported by many top producers, and I have personally seen that when a company responds to the needs of the agents by implementing the systems that they need, it just gets easier to recruit. However, a lack of these 10 things will most often be the reason an agent leaves. Your interview process should determine which systems you have that their company does not, and present the things that would take their career to the next level. 

 #9- Recruiting needs to be a mission that is felt by your agents as well as yourself. 
The best way to build an office quickly is with the help and support of your existing agents, but the right foundation must be in place. 

a)      Your existing agents must be excited about where they work or they will never encourage others to join. 

b)      They need to fully understand how they benefit through increasing the number of agents. 

The best way to accomplish this is to hold a meeting where you explain the benefits of increased market share. Agents understand the benefits of increased market share. Instead of telling them how many agents you want. Calculate the production that will be added by adding the agents that you want, and sell the benefits of increased listings, calls off signs, market awareness, and how, as you grow, it just becomes easier for everyone to make more money. Also, give them a chance to recommend agents that they would like to work with. If they do recommend someone, do something nice for them to show your appreciation.   

#10- Retention 
When most brokers think about recruiting, they rarely think about retention. Actually, I rarely think about recruiting without also thinking about retention. I have learned that "What it takes to get them, is what it takes to keep them".  If you just court them until you get them, then move onto someone else, your office will have a revolving door. It's pretty simple. 70% of the agents just want food, fun and recognition. They want to work for someone they like, and they want to feel special. If your agents are happy, they are productive. If they are productive, they are happy. Happy agents will tell others that they should be there too. Some agents do just want money,  but only about 20%. But if they are motivated by money, help them make it. Your ability to retain agents will be measured by your ability to know what is important to them. 
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