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ABOUT THIS BOOK AND THE 
RESEARCH THAT INSPIRED IT
In 2018, the GAMA Foundation conducted research to determine 
to what extent culture contributes to a high-performing business. 
Close to 1,000 financial services leaders participated in the 
interviews, surveys and focus groups we facilitated to compile 
this research. Based on the iconic Finding, Building and Keeping 
the Right People studies, this research identified the best practices 
that contribute the most to firm-building success in the areas of 
recruiting, retention and productivity. 

The results of that study were published in the report, “Building 
a High-Performance Business: Optimizing Your Systems for Finding, 
Building and Keeping the Right People.” 

In 2020, the Foundation expanded the Building a High-Performance 
Business series with the release of “Building a High-Impact Recruiting 
Culture.” A deeper dive into the recruiting and selection best 
practices used by top-performing leaders to build their high-
performing agencies and firms.

These best practices are: 

1. Cultivate a strong recruiting mindset within the agency or 
firm. 

2. Focus on warm-source recruiting activities. 

3. Apply a rigorous and consistent approach to the selection 
process. 

In this Research in Action book, 25 of these highly successful field 
leaders share their stories and strategies with you. 



Creating a High-Impact Recruiting Culture  ■  Research in Action 3

INTRODUCTION
Recruiting is job one in our industry. Those who don’t recruit will 
basically die in this business. It should be what you think about 
when you wake up in the morning and what you go to sleep 
at night thinking about. That is the hallmark of a high-impact 
recruiting culture.

Our industry is aging, and my firm is no different from anyone else’s. 
I would say that more than half of my 150 advisors are within five 
to 10 years of retirement. If you don’t continuously recruit and 
bring new blood into your organization, it is going to shrink, and our 
industry is going to go backward.

Building a high-impact recruiting culture doesn’t just fill your own 
pipeline with ideal candidates; it strengthens our industry as well. 
There is a reason GAMA has a policy against proselytizing. If the only 
thing managers in our industry did on a daily basis was try to recruit 
other people’s advisors, the business would never grow.

When you actively seek out other firms’ advisors, you are harming 
the industry we so love and that has made all of us extremely 
successful. If we do not bring in new men and women who have 
never been in this industry before, and train and develop them 
to become successful, at the end of the day, not only are our 
organizations going to fail, in my opinion, but the industry is going 
to fail.

High-impact recruiting is the key to ushering our noble industry 
into the future. Elevating our profession requires a collaborative 
effort among all of us who are fortunate to be leaders in firms 
and agencies.

In this book, field leaders who have experienced great success in 
recruiting share their strategies for attracting and selecting top 
candidates, so you can grow your organization. 

Frank T. Scalese, LUTCF®

2019–20 GAMA International President
General Agent
Blue Ocean Wealth Solutions
MassMutual
East Hills, New York
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CULTIVATE A RECRUITING 
MINDSET IN YOUR AGENCY 
OR FIRM

“�The�difference�between�a�recruiting�environment�
where�people�are�expected�to�recruit�and�building�a�
high-impact�recruiting�culture�is�one�where�people�
are�excited�and�motivated�to�have�that�be�the�first�
thing�that�they�tackle�every�day.”

Stephanie Rivas, Managing Director
The New York Financial Group

In high-performing agencies and firms, almost half of all referrals 
are obtained without prompting. Agents, advisors and staff in these 
organizations see providing referrals and growing the business as 
part of their responsibility. Recruiting is embedded into the culture 
at top agencies and firms and everyone contributes to the process. 
That doesn’t mean, however, that leaders can take a casual approach 
to generating referrals. 

Top-performing field leaders:

■■ Regularly talk about the importance of referrals to the overall 
success of the organization.

■■ Establish clear expectations with agents, advisors and staff 
about their recruiting activities.

■■ Conduct weekly meetings to discuss recruiting goals and 
objectives.

■■ Ensure team members understand the ideal candidate profile.

In this section, field leaders share their strategies for cultivating a 
recruiting mindset in their agencies and firms.
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PASSION ABOUT THE PROFESSION 
IS YOUR BEST RECRUITING TOOL
In a high-impact recruiting culture, recruiting is one of the core 
strategies. It isn’t something you do because some higher authority 
is dictating that you need to grow by a certain amount. It isn’t an 
afterthought. When you have a high-impact recruiting culture, 
recruiting is embedded into the DNA of the leadership in your 
organization.

At North Star, our purpose is changing lives forever. But we exist to 
find, grow, nurture and serve our financial advisors. If you ask any 
leader at North Star, “Why does North Star exist?” they will say, “To 
find, grow, nurture and serve our financial advisors.” 

We don’t mention clients in our purpose because our advisors are 
our clients, and they, in turn, find, grow, nurture and serve their 
clients — the teacher, engineer, architect, business owner, doctor, 
dentist or other person who is entrusting his or her hard-earned 
money to any of our advisors.

Even though I oversee 350 people in 22 locations now, I still recruit; I 
just can’t help it. I still source probably a dozen candidates a year just 
in my interactions with folks. When I meet people and talk to them, if 
a window opens up, I will immediately pivot. I’ll say, “Hey, you should 
come visit with us. I’d love to introduce you to our talent acquisition 
team to see if North Star might be a good fit for you.”

I meet with the recruiting team monthly and serve as a mentor to 
our recruiters. Mitch Zimmer is our director of recruiting. He and I 
hold a call every single week. That’s his time to ask questions of me 
and to pick my brain. We have a couple of new recruiters I make 
myself available to as well. One in particular calls me a little bit more 
than most, but he’s my son, Jake. I have had more conversations with 
him in the past four months than I think I had during his entire four 
years in college!

To me, recruiting gives us the opportunity to share this incredible 
story we have to tell. Sometimes I think people make it a lot more 
complicated than it has to be. We get so caught up in having all 
these special steps and tests. I’m not discounting any of those tools, 
but at the end of the day, the most valuable step is to ask yourself, 
“What is my story? Is it inviting? Is it motivating? Is it inspiring?” If 
you feel passionate about the career and the opportunity you are 
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offering, then share that story with as many people as possible. 
That’s where the law of large numbers comes into play.

It’s the old definition of the sale — transferring your beliefs and 
enthusiasm to another person. That’s when a sale is made. So, you 
have to ask yourself, “Do I really believe in what we’re doing here? 
Am I enthusiastic about it? Or am I just going through the motions?”

If you’re just checking the box and getting in your 12 interviews for 
the week, that is not going to inspire people. Recognize that the 
opportunity you are offering to potential advisors is phenomenal 
and that it will change their lives forever. We know that the 
career opportunity we bring offers people the three I’s: impact, 
independence and income. And in turn, our advisors change the 
lives of their clients forever by helping them start and stay the 
course of financial security.

Just share your story. Tell candidates how wonderful this career 
is and how it has impacted you. When you communicate that and 
share your belief and enthusiasm with candidates, great things 
will happen.

Edward G. Deutschlander, CLU® CLF®

CEO
North Star Resource Group
Austin, Texas
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FOCUS ON QUALITY NOT QUANTITY
“Culture” is the operative word when it comes to high-impact 
recruiting. In our organization, we take a lot of pride in our culture, 
in the interpersonal relationships within our firm, and in the impact 
we’re making on our community by helping families and businesses 
achieve the financial objectives that are important to them.

We have a lot of visitors come to our office. They tell us that they can 
see we are a tight-knit group and that we work very well together. 
It’s true — we genuinely like one another, and we enjoy the time we 
spend together. We do a lot of things outside of work together.

In our organization, there is a genuine belief within the leadership 
team that we can’t be successful unless we help other people 
become successful. We exist to make financial advisors successful 
in this career. We’re all committed to that goal, and we understand 
that we must grow. What better way to preserve the culture and 
accomplish the bigger goal of growth than to be on the lookout for 
people who we believe are similar in values, work ethic and beliefs?

Our desire to help people succeed caused some poor hiring 
decisions in the past. We were selling the career instead of selecting 
based on certain criteria. We were so passionate about wanting to 
help others that we wanted it more for them than they wanted it for 
themselves. In other cases, candidates got caught up in the emotion 
when they saw how passionate we were about the career. They 
said they wanted to become advisors, but in their hearts, they really 
weren’t committed to it.

Now we make sure we follow our process. We make sure that our 
staff, advisors and leadership team have a chance to meet, review 
and critique candidates to remove some of that emotion from 
the process.

When we create our recruiting plan, we’re very deliberate about 
identifying our message and communicating it in a consistent way. 
Whether someone is making an initial phone call, conducting a first 
interview or making the offer, that message is consistent. We’ve 
identified the qualities and character traits we are looking for. We’re 
always cross-checking and testing to make sure everyone is using a 
consistent assessment to identify the same qualities. This helps us 
select instead of sell.

Legendary coach John Wooden said, “The score will take care of 
itself when you take care of the effort that precedes the score.” We 
have no set recruiting goal. We don’t have to hire a certain number 
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of people. For us, it’s all about quality over quantity and about the 
growth that occurs when we bring someone in, develop them and 
then they contribute to the organization’s growth.

Jeffrey S. Golan, CLU® ChFC® CLF®

Regional Managing Director
Southern California Business Center
Principal Financial
Costa Mesa, California
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MAKE REFERRALS PART 
OF THE CULTURE
Throughout my 17 years in leadership, I have recruited hundreds 
of advisors. By far, the most reliable source of candidates has been 
referrals from our current and happy advisors.

At the corporate level, there is an incentive program, so advisors 
receive an incentive for referring new candidates who come in and 
make it to a certain point. But I believe our advisors refer candidates 
because it’s a big part of our culture. When they come across 
somebody they think might benefit from this opportunity, they know 
to make the introduction. It’s just part of our culture.

We discuss our ideal candidate profile at least quarterly, but I think 
most advisors are looking for people who are similar to them. 
Sometimes the process is formal. Advisors will go directly to my 
recruiting manager and then follow formalized steps. Other times, 
it’s a less formal process. Advisors will tell me about potential 
candidates they think I should spend a little time with on the phone, 
as a warm-up before we put them through the formal process.

I do not see a downside from relying on advisor referrals. It can be a 
challenge if someone comes to us highly recommended but doesn’t 
meet our criteria. It’s important for your team to understand that 
not everybody is a good fit. In fact, it makes your team members feel 
more confident when they understand this because they know they 
made the cut and are right for our culture.

This is one of the important messages to share with your advisor 
team up front, at the beginning of the selection process — the fact 
that only the right people will make it through.

When an advisor refers a candidate to me, I keep that advisor 
involved throughout the entire selection process. I want that advisor 
to know how his or her referral is progressing. It benefits both 
advisors and candidates when the referring advisors coach them 
through the selection process. It is very helpful to keep that advisor 
involved along the way.

Culture is everything when it comes to recruiting. We have a team-
oriented culture, which is what many advisors want today. They want 
to have an entrepreneurial opportunity, but they want to be on a 
team at the same time. We communicate a clear value proposition 
and mission. We describe where we’re going and how we plan to get 
there. We explain how advisors are given the freedom to build and 
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grow their businesses while also benefiting from the collaboration 
they get a team environment.

It is incredibly fulfilling when people come in and build careers, and 
I can make a positive impact on their lives and help them become 
better because they are part of our team. That has happened so 
many times, and it’s why I have such a passion for this industry.

Kristi Acree, CLF® LUTCF®

Managing Director
Mutual of Omaha
Greater Boston Area
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LOVE THE ONES YOU’RE WITH
If you’ve got a good culture, your agents will attract more agents. 
Culture is what happens when you’re not around. When your culture 
is so positive and fun that people want to be there and bring others 
in, then you’re always recruiting. You don’t have to stop what you’re 
doing to recruit. It’s really a mindset of always observing people, 
always building a great culture.

I joined Transamerica Agency Network in 2013. I was doing a lot of 
cold-sourcing, so I was looking at résumés online and advertising. I 
was letting people know we were open for business and looking for 
new agents. Four months in, I went to a management meeting, and 
I met one of the top managers in the company. He and I were in the 
same role.

I was bringing one new advisor on board for the first quarter, and he 
was bringing on six. I said to him, “You’ve got to tell me your secrets. I 
am cold-sourcing. I’m making calls on potential agents all the time.”

He said, “You’re not going to like my answer because you’re probably 
working harder than I am.” Then he explained, “Reps in my office 
bring me a lot of new reps.” I could see that network referrals were 
a reliable source of quality agents for him. It taught me that it’s really 
about creating a culture in your office where people want to work 
and bring others they know into the firm.

Back at my office, I told myself, “I’ve got to love the ones I’m with, and 
they’ll help me grow.”

I started putting on Thursday night marketing sessions, and I made 
them a lot of fun. I had food brought in and gave away prizes, and I’d 
play music. It attracted a lot of attention and buzz with my agents. We 
really got to know each other and built a strong bond. Then I would go 
to each of my top reps and tell them, “I need your help. I’m looking for 
a few good people. You’re one of my top reps, and it would be great if 
you could bring in some people who would fit well here.”

I created trust among those on my team. I made “deposits” in my 
working relationships with them. After about 30 days of focusing on 
agent referrals, we started to see some results, and then our hiring 
gained momentum.

When you have a great culture, you don’t even have to ask for 
referrals. When your people are making money, and when they feel 
respected, appreciated and valued, they’re going to bring you other 
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people because they want the people they care about to work in that 
great culture, too.

Christopher S. Jones, FSCP®

Regional Managing Director
Transamerica Agency Network
Charlotte, North Carolina
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BRING VALUE TO YOUR REPS 
ANY WAY YOU CAN
I am phenomenally blessed to have a full-time talent acquisition 
director, Jackie McDermott. She is the greatest recruiter I’ve ever 
met in the industry. I trust her implicitly. I turned recruiting over to 
her seven years ago because I’m running a very large organization. I 
don’t have the time to do what I used to do. But the recruiting focus 
and mindset still need to start at the top.

A majority of our referrals come from sponsorships by our reps. Our 
reps will refer candidates or centers of influence to us and offer to 
sponsor them. These close working relationships are an important 
part of our culture. Each agent who refers someone to us will receive 
$500 once the new person is hired on a full-time contract. However, 
we have found that the monetary incentive is less of a driver of 
referrals than the support we provide to our advisors.

As our new reps come on board, and as existing advisors grow their 
businesses, we bring value to them any way we can. Jackie gets them 
involved in networking events, helps them find assistants and lines 
them up with our marketing department for support — whatever will 
help them succeed.

We have an attorney and an accountant on staff to support the 
advisors and help their clients. Our mission is to change people’s 
lives. We provide this support to our advisors at no additional 
cost to them because it helps them grow their businesses. In turn, 
they are aware that the only way our organization can grow is for 
them to make recommendations to us. As a result, people in our 
organization refer people to Jackie on a daily basis.

Our reps see firsthand how the support we offer in many different 
areas helps them succeed. Because of that, they are happy to 
recommend people to us. They know the people they refer to 
us will get support they won’t find anywhere else. That will help 
them succeed.

Frank T. Scalese, LUTCF®

General Agent
Blue Ocean Wealth Solutions
MassMutual
East Hills, New York
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BELIEVE IN THE VALUE 
OF THE PROFESSION
Having a high-impact recruiting culture means working in an 
environment in which we aren’t just recruiting to fill open positions, 
instead, we are always recruiting to grow the organization: When an 
opportunity presents itself, we recruit promising candidates.

My advice for a manager who is new to recruiting is to take a close 
look at how you feel about the position before you start recruiting. 
Carefully consider how someone can benefit in a career as an 
advisor: Not just the financial benefit, but the potential lifestyle the 
career provides as well. Each opportunity needs to be so valuable 
that you just can’t wait to tell people about it. That’s the mindset that 
yields the best hires.

This way of thinking makes recruiting a heck of a lot easier and much 
more effective, because when you truly believe people will be happy 
in the position and in your culture, your enthusiasm will come across 
as genuine and natural.

As leaders, we need a clear understanding of the benefits and 
challenges of all positions we recruit for. During our recruiting 
process, transparency about what a candidate will actually do every 
day is paramount, as is explaining that this is an activity-driven 
business. We should also share how this career will benefit their 
lives, and how they, in turn, can benefit the lives of their clients. 

I don’t ever want a situation where a new hire comes on board and 
says, “This is different than I thought it would be.” They might come 
in and say it’s harder than they thought it would be, but I don’t want 
them to say it’s “different” than what they expected. It’s our job to 
make sure they know what to expect.

Michael A. Abdella, FSCP®

Director, Life Sales
Auto Club Group, AAA
Dearborn, Michigan
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REWARD ADVISORS’ REFERRALS 
WITH MEMORABLE EXPERIENCES
To build a high-impact recruiting culture, we encourage our 
advisors to recognize that it is their responsibility to help grow the 
organization. We have started grooming a lot of Managing Associates 
who have a recruiting mindset, making sure that every single month, 
they’re giving referrals while building their own personal practices. As 
a result, advisor referrals are our best source of candidates.

Very early in our relationships with our advisors, we talk to them 
about the importance of helping our firm grow. During our fourth 
interview, which is our offer meeting, we go through our letter of 
understanding with them and ask them to sign it. We talk about what 
we expect of them and what they can expect from us, and part of 
that letter discusses introductions to candidate.

This way, they know from the very onset that we want them to 
recruit and help us grow. Then, when they have been on board 
between two weeks and 90 days, that’s when they’re most excited 
and happy that they’ve joined our organization. At that point, we 
have our recruiting team reach out to those new advisors and ask 
them how their experience has been. They will ask them to post a 
review on Glassdoor to talk about their experience. That’s also a 
great time to ask them for referrals.

We take a proactive approach in asking advisors for referrals. In 
every agency meeting, we discuss recruiting. And three times a 
year, we get together as an organization, and I always discuss the 
importance of recruiting. We also do a “state of the agency” meeting 
quarterly. I update the agency on where we stand from the recruiting 
perspective and discuss any challenges we may be going through. I 
talk to them about recruiting initiatives we’re exploring; we often get 
referrals after our advisors hear about those initiatives.

Transparency is key. I think a lot of organizations will ask for referrals, 
but they never really give an update on where people are in the 
process. I’ll tell our advisors if we’re up, if we’re down and what we’re 
struggling with. I want to be really transparent about what’s going on.

People who were brought into our organization from people they 
know — our advisors — tend to stay a lot longer because of the 
loyalties within those relationships. Advisors who bring in people 
they know and care about will support them and mentor them.
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To reward their efforts, we have created what we call the “Blueboard 
experience.” We subscribe to an employee-recognition service called 
Blueboard (https://www.blueboard.com), which drives long-term 
engagement impact. The idea is that you reward team members with 
memorable, personal and shareable experiences.

We put money in a fund so that the advisor who gives us the most 
referrals for the month gets to choose an adventure. It could be 
a massage, dinner at a nice restaurant, indoor skydiving or salsa 
dancing lessons. There are all sorts of experiences that they get to 
choose from. It’s a lot of fun.

We feel like this is a much more meaningful reward than if we 
give our advisors $200 in cash, for example. We want to focus on 
experiences they’ll remember and be excited to talk about.

Misty Weltzien, CFP® CLU® ChFC®

Managing Partner
Pacific Advisors
Newport Beach, Californi
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CREATE A CULTURE THAT SUPPORTS 
ASPIRING AGENTS
If we hire someone an agent refers to us, that agent will get 
compensated graciously if the new agent works in the office for one 
year. The referring agent gets an additional bonus if the new agent 
stays, makes it all the way through our 18-month aspirant program 
and gets hired as an agent. 

Agent aspirants have unlimited earning potential based on 
sales while learning the business firsthand. They enjoy both the 
professional and personal perks of being small-business owners 
while receiving the support of a major corporation. This is an 
important component of our value proposition — that agents can 
be independent contractors, in charge of their own future, while 
working with established agents for a while, to learn the business.

About half of our agents go through the aspirant program. The 
aspirants who work in an agent’s office are the agent’s employees; 
they are not State Farm employees. The agents can hire them and 
fire them. After eighteen months, they can become agents. Some 
stay in the aspirant program for two or three years because they 
feel like they are still figuring things out, or they are waiting for an 
opportunity to open up in a certain geographic area.

In the past six years, I’ve hired six agents. Five of them were 
aspirants, and one was an outside candidate. Two of the five 
aspirants were ranked No. 2 in the country. The other three were in 
the top 100. To be in the top 100 as a new agent is impressive.

Just recently, I hosted a dinner to celebrate the fact that one of our 
agents was recognized as being among the top 10 agents for our 
company. There are 19,000 State Farm agents, and he is in the top 
10. This incredibly successful agent has eight aspirants in his office, 
and they were all at the dinner. He has developed some highly 
successful agents, just like himself. Many of them are among the top 
100 new agents in the country. He has really paid it forward with 
referrals to the aspirant program.

One of the reasons he is so successful is that he lets them fail in his 
office, on his dime. When they make mistakes, he gives them carte 
blanche to build their clientele with a marketing budget. By the time 
they become agents, they’ve made many of the common mistakes 
and have learned from him how to correct them. They have a really 
strong idea of what it takes to be successful. 
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When he promotes one person out of his office, he promotes 
someone else within his group to be the office manager and the 
next aspirant. It has worked out well. In some cases, people have 
not turned out to be strong managers, but he’s OK with that. He lets 
them figure that out.

Beth MacTaggart
Sales Leader
State Farm Insurance
Greater New York City Area
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ENGAGE AGENTS BY USING 
THEIR UNIQUE SKILLS
I think a high-impact recruiting culture starts at the top. As leaders, 
we have a responsibility to create an environment that allows our 
teams to be successful. When you do that, you get a significant 
amount of buy-in from the people you are leading. The engagement 
level goes up when your team feels like everybody on the team has a 
vested interest for us all to succeed — not just at the agent level, but 
also at the client level and at the corporate level. It’s a shared vision.

When everyone is engaged, everyone wants to see the team win. 
Everybody is rooting for each other and excited about what we’re 
doing in our communities to help protect families. When that 
happens, then they’re out recruiting, trying to bring others onto the 
team to help us all grow. That’s when it becomes a lot of fun. We as 
leaders create that environment, and then our teams invite others 
to join us.

This culture of engagement and passion starts with a strong belief 
in what we do. We are driven by the positive impact we make in the 
lives of every single agent and every single client we serve. We are 
passionate about the fact that we are out protecting families and 
helping them create financial resiliency.

We are a high-recognition culture, so we have a lot of contests to 
reward great performance. We work hard, and we play hard.

We also have a mentorship program that facilitates high-impact 
recruiting. If people don’t believe that what we’re doing is one of the 
noblest professions in the world, then I think everything else falls 
flat. Ultimately, we have to find those people who want to make a 
difference in the lives of others.

My two partners and I lead 133 agent advisors who are independent 
contractors. The challenge we face is leading those individuals under 
a shared vision. We believe that people support what they help to 
create. We’ve asked our team to share the responsibility for growth 
of our team in our region. A number of our agent advisors have a 
heart and a passion for mentorship and recruiting. They want to see 
our region and our company do well. They have stepped into what 
we call an associate managing agent role.

We have put them on teams, modeling what we’ve done in our 
managing partnerships. We all have our different strengths, whether 
it’s operations, sales, training, recruiting, development or business 
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acumen. We give our associate managing agents the opportunity 
to live in what we call their own “swim lanes” — where they find the 
most happiness.

We combine their unique skills, such as prospecting, building a 
business or commercial insurance, for example, into teams. When 
they’re out recruiting and bringing on new agents, they’re able to 
help new agents in their onboarding and development as they 
launch their businesses. It’s a very cool thing for us.

Daniel Negin
Managing Partner
Farm Bureau Insurance of Michigan
Macomb, Michigan
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GET EVERYONE INVOLVED 
IN RECRUITING
Every mentor I have had has said to me, “You can recruit your way 
out of any issue, any problem, and any situation.” Over the past 
three years, we have experienced a lot of change in the industry and 
within our own organization. At one point, I sat down and said to 
myself, “Wow, how are we going to get out of this one? This is really a 
big change.” And then those words came to my mind again: “There is 
no problem in our industry that we can’t recruit our way out of.”

Recruiting is about attracting the right talent to an organization. 
High-impact recruiting means everyone in the firm is involved in 
recruiting. It’s not just the sales managers or one department doing 
the recruiting. For the past three years, that has been our key 
message. We are an aging industry, and we need to recruit to sustain 
the future of our business.

By engaging everyone in that conversation, it becomes an exciting 
journey because people can see and understand why we’re 
recruiting. We’re not recruiting to meet a number or head count or 
a goal for the year. We’re recruiting to build the future bench of our 
organization so our clients continue to be taken care of, and so we 
can service the next generation of clients.

Just like financial advisors consistently say their top clients come 
from referrals, our top advisors come from referrals. Those warm 
leads are much more effective than cold leads because when 
someone introduces you to someone they know, their reputation on 
the line. There is more support in making sure that person succeeds.

People within our organization provide us referrals without 
expecting anything in return. But a couple of times a year, we 
conduct recruiting campaigns and offer incentives. By doing 
that, we get referrals from people who otherwise wouldn’t have 
given us those names. Our staff get involved, too. During one of 
our campaigns, a staff member referred more people to us than 
anyone else. It’s exciting to see our staff members helping us build 
the organization.

We always tell our teams, “The best recruits are going to come from 
your own referrals because you’re building your own culture within 
your team that you want to protect.” One of our top advisors has 
built his team with referrals from his client base. He goes to his 
clients whenever he has an opportunity. He knows if a client has a 



Creating a High-Impact Recruiting Culture  ■  Research in Action 23

son or daughter who is about to graduate from college. And he has 
ties with many of his clients’ children because he is a Little League 
coach. He knows the children as they are growing up.

Not only has he had a great number of people joining his team, but 
he has had a high success rate. He personally commits to the new 
candidate and to the candidate’s parents that he will help them 
succeed. That has been an incredible story for us.

Bellaria Jimenez, MBA, CFP®

President and General Agent
MassMutual Tri-State
Iselin, New Jersey
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USE TEAMING TO DRIVE REFERRALS
It’s important to be strategic about putting a high-impact recruiting 
culture in place. Everyone on our leadership team has a recruiting 
objective. The main way we create that mindset is to have recruiting 
out in front of us at all times. We have leadership meetings, 
executive team meetings and recruiting meetings once a week. The 
recruiting meeting is with my onboarding officer, our recruiter and 
me. We’re consistently tracking our recruiting activity. We look at 
how many people are coming through our process, how many are 
getting filtered in and filtered out and how many candidates were 
introduced to our firm from our advisors and staff.

Somewhere around 45 to 47 percent of our new hires in the past 
year have come from advisor referrals. They are the lifeblood 
of our firm. These referrals are mostly unsolicited; our advisors 
enjoy referring people they know to us because we have a large 
infrastructure here that offers incredible support to our advisors. 
We’re very proud of that.

One thing that helps drive our internal referral program is talking 
about the benefits of teaming with our senior advisors. We explain 
how they can expand their books of business and their footprint in 
their clients’ lives by helping new advisors come into the business 
who can eventually become their successors.

The biggest growth component we’re seeing right now is the 
evolution of teaming. There are several ways we incorporate 
teaming. We put brand-new advisors on teams, and we have 
advisors in years three to five help more senior advisors so the 
veterans don’t have to spend a lot of time on training. When we 
bring advisors into our firm, we organically grow their teams with 
other advisors who are a good match.

I think the low four-year retention rate in our industry is partially 
the result of leaders selling the career. When we sell the career, 
the people we’re trying to convince to come into the industry aren’t 
always right for the career, and they eventually leave. We never sell. 
Instead, I try to educate people. I want to be very transparent with 
the folks we’re talking to because it costs our firm a lot of money to 
bring somebody in who doesn’t make it.

One thing that consistently drives me crazy is when we are 
interviewing someone who says, “Well, I talked to X, Y and Z, and they 
said I could make a $100,000 in year one.” Can they do it? Yes, it’s 
possible, but it’s not very feasible. So I explain the advantages and 
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the disadvantages of our industry, trends that are going on and the 
realities of the career. I’m not trying to talk them out of it; I just want 
them to really think about whether or not this is the right business 
for them. I want them to have realistic expectations.

I think it is extremely crucial for the longevity of our industry for us to 
continue to recruit the right way — being open, up front and honest 
about the advantages, disadvantages, struggles and successes 
associated with this industry.

Samuel Terrazzino, MSM, CFP® LUTCF®

President and Managing Partner
Financial Partners of Upstate New York
MassMutual
Syracuse, New York
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SET DAILY RECRUITING GOALS 
FOR YOURSELF AND OTHERS
I find time every single day for recruiting. As a multiline agent, my 
daily goal was to quote two people a day and I didn’t allow myself to 
leave until said goal was met. When I came on as a manager, I just 
switched that mantra to, “schedule two candidate interviews a day.” 
I don’t leave until I had made the calls and set up two interviews. 
That was and still is the key to being able to grow my team quickly.

When starting as a scratch manager in Salt Lake City, outreach 
in the community became vitally important to me. Getting out to 
meet people and learning a new market and a new territory was 
instrumental. It took me only three years to grow from zero to 
22 agents.

Now that my agency is up and running, agent referrals are my best 
source of candidates. I work with each of my agents to make sure 
they understand our vision of internal growth and external impact 
on peoples’ lives. When agents refer a candidate to me, they are 
invested in that person’s success. It creates a team, with the existing 
agent helping manage and mentor new agents. As that effort has 
grown, it’s been fun to see new agents catch hold of our shared 
vision and help recruit and grow our team through agent referrals. 

Of course, you are always going to have people on your team who 
buy into your recruiting strategy and others who don’t. When I 
identify those agents with whom a recruiting routine does not 
come naturally, I spend time with them individually and ask what 
their objections are and then try to help them understand how the 
agency’s growth benefits everyone in it. Some days, it’s not fun, but 
commitment to a daily recruiting activity and having a metric that you 
can follow will lead to your success.

Mitch Messner
Agency Manager
Farm Bureau Financial Services
Salt Lake City, Utah
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BE TRUE TO WHO YOU ARE
Education is one of our core values. To be genuine to who we are 
and what we do, we need to be involved in education in some way. 
We help local universities raise money to enhance diversity and 
provide scholarships. We do this because it’s the right thing to do, 
but we also understand that if we do the right thing, and we’re true 
to who we are, then other people will, in the course of conversation, 
ask us what our day job is and how they can help us.

For example, there’s a local university here that we’ve been involved 
with for more than 10 years. The Future Scholars Program is a 
statewide program in California that gives predominantly first-
generation Americans a chance to go to college. We work with other 
community leaders to raise money for the university to grant some 
of those scholarships through the Hispanic Education Endowment 
Fund (HEEF).

We believe it’s important to mentor these kids because, as first-
generation Americans and the first in their families to attend college, 
they don’t know how to handle the emotional roller coaster of 
college. We serve as their support network, help them see the light 
at the end of the tunnel and encourage them not to get frustrated 
and give up.

We also volunteer our time to schools in our community that teach a lot 
of students who don’t speak English at home. Every year on Dr. Seuss’s 
birthday, we go into the schools and read Dr. Seuss books to the kids. 
We talk to kids about the importance of staying in school, going to the 
next level and becoming all that they have the potential to be. 

That activity promotes a lot of positive feelings about the work we do 
and the impact we’re making. It’s also a great way to build connections. 
Many large companies in the community have teams that go out and 
do this too. We get to know them on a personal level and have the 
conversation about, “What do you do? How might we network?”

We promote learning in our organization as well. For example, just 
recently, we brought everyone in our firm together for a face-
to-face meeting. We are pretty spread out geographically. We all 
shared best practices. I reminded everyone that taking time out of 
their busy schedules to come in for this meeting is consistent with 
our core values and who we are because we are a learning and 
growth organization. The 30-year advisors were taking notes from 
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the two-year people, and vice versa. In this career, you’re never 
finished learning.

Jeffrey S. Golan, CLU® ChFC® CLF®

Regional Managing Director
Southern California Business Center
Principal Financial
Costa Mesa, California
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CULTIVATE A RECRUITING MINDSET 
In a high-impact recruiting culture, top-performing leaders cultivate a 
recruiting mindset by:

■■ Involving the entire team — leaders, agents, advisors and staff 
— in the recruiting process.

■■ Developing referral programs that are fun and engaging.

■■ Creating a culture that team members are proud to refer 
people into.

To cultivate a recruiting mindset in your agency or firm:

Share a recruiting vision 
that gets people excited 
about the future .

Teach agents, advisors 
and staff how to 
approach people 
through personal 
observation .

Set recruiting goals and 
keep everyone updated 
on the status .

Examine your culture 
and work environment. 
Is your agency or firm 
referable?
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FOCUS ON WARM-SOURCE 
RECRUITING

“�I�believe�givers�get.�If�I’m�not�giving�something�to�
my�reps,�why�would�they�give�something�to�me?�I�
bring�them�prospects.�I�give�as�much�as�I�can�to�
all�my�reps�first.�After�that,�I�don’t�need�to�ask�for�
candidates.�They�just�automatically�give�them�to me.”

John Romero
Thrivent

Leaders in all the Foundation research consistently affirm that warm-
source recruiting yields the highest-quality candidates. Many leaders 
in our study are focusing most, if not all, of their efforts on warm-
source recruiting. 

Top-performing leaders:

■■ Design strategies to find and attract top performers.

■■ Build relationships to generate referrals.

■■ Use social media as a warm-source recruiting tool.

This section includes the warm-source recruiting strategies top-
performing leaders use to maximize their recruiting results.
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SUPPORT CENTERS OF INFLUENCE 
BEFORE ASKING FOR THEIR HELP
Many times in our recruiting efforts, we come across successful 
professionals who don’t have a passion for our industry, but they 
are passionate about what they do. These people make excellent 
centers of influence (COIs). They can help you identify great 
candidates, and you can do the same for them.

I have found that if you have a strong COI network and you are loyal 
about supporting them before you ask them for something, it comes 
full circle in the end.

I spent part of my career in Milwaukee, Wisconsin, and I knew some 
people at Northwestern Mutual Life. It’s a fantastic company, and 
they have different product lines than I offer in my multiline agency. I 
came across a very impressive professional who really wanted to get 
more into the financial realm and the life realm. I could see that P&C 
was not his passion, so I connected him with a friend of mine who 
works at Northwestern Mutual Life. They hired him, and he has done 
a fantastic job there.

When I talk with centers of influence, I start the conversation by 
asking them what they are looking for in their next hire. I get an 
idea of their ideal candidate profile. Then and only then do I discuss 
my own ideal profile. Then we share some success stories with 
one another.

Do the right thing for the person you’re in front of. Sometimes that 
right thing is not going to be advantageous to your own firm or 
agency. But if you do the right thing consistently, help from others 
will come back to you eventually.

Jim J. Pucci, CLF® LUTCF®

Sales Director – Twin Cities
American Family Insurance
Greater Twin Cities Area, Minnesota
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CULTIVATE RELATIONSHIPS 
WITH CENTERS OF INFLUENCE
When you have a high-impact recruiting culture, it means you’re 
getting an adequate supply of the right kind of folks who fit into the 
ethos, the culture, of the agency. The challenge is to maintain a steady 
flow of the ideal candidates who fit into your culture.

The most consistent source of candidates over the course of my 
career has been cultivated referrals from our centers of influence 
(COIs). I say “cultivated” because getting referrals doesn’t happen 
just because you ask. Typically, I don’t get a name until at least the 
third ask. I have to cultivate my relationships with my COIs. These are 
people I’ve intentionally sought out, established relationships with, 
and discussed what we’re about and what we’re looking for. I continue 
to “drip” on them frequently enough that they will say, “Hey, I know 
somebody you should talk to.”

We live in an area that has a low-density population, and I try to locate 
folks in specific communities. A lot of times, I go to the VP at the local 
bank. If it’s a new community or a new area of the city, I will ask, “Which 
bank in this area does most of the business lending?” Then I will go 
to that bank and ask to speak to one of the commercial or business 
lending officers. In an agricultural area, I will ask to speak to the farm-
loan person. I will say, “I’m looking for someone to establish an office 
and work with us,” and explain the types of people I’m looking for.

The second thing I do is look for two or three of the largest houses 
of worship and begin looking there. I try to meet with the priest, the 
rabbi or the lead pastor. I say to them, “I have found that sometimes 
the clergy are privy to situations where people are not happy in 
their current work environment. They might be looking for a new 
opportunity. We have a great business opportunity for the right 
person.” I describe the kind of people we look for and say, “I just want 
you to know, if one of your parishioners might be in that circumstance, 
I’d be really flattered if you would send them our way.”

We’ve gotten some very good candidates that way. People don’t 
necessarily want their situations to be common knowledge, but they 
might share some things in confidence with the leaders in their place 
of worship. 

This is my 35th year in the financial services business, and in 33 of 
those years, I’ve been involved, in some way, in a management role. I 
never get tired of telling the story about one of the associate general 
agents in our firm. I hired him right out of grad school when he was 
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a client of our firm. He was a student at the same small college I 
graduated from. Another one of our advisors had known this guy 
while they were in school together, and he brought him on as a client. 
So this guy had already seen who we were as a firm and what we were 
about from a client vantage point.

We had participated in a couple of alumni events for the college he 
and I graduated from. He believed in what we did and in our process, 
but he didn’t live close to our office. I was a little reluctant at first 
because I thought maybe we should connect him with someone in the 
industry who was located closer to where he lived.

But he insisted on further exploration. Because he was single at the 
time, he brought his parents to meet with me in a restaurant. When 
they walked in, I recognized them. Back when I was right out of college 
and lived in the same community as them, I knew his parents; we were 
in the same class at church. And it turned out that this guy had been 
in the church nursery with one of my daughters. But we never knew 
any of that until we were basically ready to contract him.

We brought him on board, and he had phenomenal success as an 
advisor. Now he is an associate general agent with us, supervising 
a divisional office. He has built a core group of very sharp young 
advisors around him.

I try to meet with my centers of influence at least once a year, and 
preferably a couple of times a year, in person. We have set up 
prompts to send them notes about once per quarter, reminding them 
about the kind of people we’re looking for. We will mention that our 
firm is still growing and that we would appreciate their referrals. In 
addition to that regular email contact, sometimes I’ll reach out with a 
phone call.

Every year, we invite our COIs to our agency retreat, our annual 
recognition event and vendor-sponsored events. For those COIs who 
are clients, we invite them to client-appreciation events. We want to 
keep them connected to our firm. One of our best COIs is a law firm 
we have been doing quite a bit of work with for more than 20 years.

Cultivating relationships with other professionals in your community is 
an excellent way to build your sales force with quality people.

Bruce Davison, CFP®

President
Strategic Financial Concepts, Inc.
Wichita, Kansas
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BUILD LONG-TERM RELATIONSHIPS 
WITH YOUR CENTERS OF INFLUENCE
Frequently, our best candidates are referred to us by individuals 
who are centers of influence (COI) in the community. I have lunch 
regularly with people I’ve known for a long time, typically business 
owners and people who have some political influence. I’ve known 
some of them my whole life, and I’ve met some of them just recently. 
These are mutual relationships — I send business to them, and they 
refer candidates to me. 

I like to invite my COI’s to events to keep the relationships strong, 
so we do several half-day events a year. Because we live out here in 
the West in the mountains, we take four-wheeler trips, snowmobile 
trips, shoot skeet, and similar trips like this. I bring all my agents and 
often bring our COI’s so they can meet the agents. We’ll meet at 9 or 
10 in the morning, do our planned activity, have lunch together, and 
then get back to work. We’ve had a lot of success making lasting and 
impactful connections with these events.

One of my best COI’s is a general contractor who builds homes in 
the area. He’s used to hiring and training people, and they work with 
a lot of business owners. He understands our business because 
they’re in business for themselves. This is the perfect type of person 
to send clients and potential employees to knowing that he would 
do the same for me. I might interview someone who isn’t a good 
fit for sales and marketing, but the person has a background in 
construction or electrical work, so I will refer that person to my COI’s. 

When a COI refers someone to me, and I interview that person, 
I send my COI a message right away — either a text or a card — 
thanking him or her. I write, “Hey, we had a first interview, and it went 
really well. We’re going through the interview process, and I’ll keep 
you tuned in on how it goes, one way or the other.” If we end up 
hiring the referral, I communicate that as well. I make sure my COI’s 
know we appreciate it.

Building relationships with centers of influence takes time, 
sometimes many years. It is best to start building these relationships 
early because it doesn’t happen overnight. You have to find out what 
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you have in common and foster the relationships. It is worth the 
effort, however, because it pays dividends in the long run.

Shawn Smith, LUTCF®

Agency Manager
Farm Bureau Financial Services
Logan, Utah
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GET OUT AND SERVE
When I moved to Charlotte in 2015, I didn’t know anyone. The first 
thing I did was jump in to serve. I became a coach at my middle 
school. I became a captain at my church. I wanted to be able to 
ask the people in my warm market to refer people to me. Now, 
four years later, I can go pretty much anywhere in South Charlotte 
and run into somebody I’ve helped in some way by serving my 
community. So that’s important — grow your warm market. 

A lot of the volunteer coaches at our middle school are business 
owners as well as parents. For example, the wrestling coach owns 
six flooring stores. He comes in touch with just about everybody in 
our area. He has referred two people to me. I’m out there on the 
mat with him for three months out of the year, so I get to stay in 
front of him. When he runs into somebody who is looking for an 
opportunity, he sends them to me. He has seen what I stand for and 
that I show up, and he knows I develop people and help them launch 
their careers.

Frontline leaders need to get out from behind their desks. Get 
out there and serve. That’s where you can get your personal 
observations. That’s where you can find people who are looking for a 
career in our industry.

Christopher S. Jones, FSCP®

Regional Managing Director
Transamerica Agency Network
Charlotte, North Carolina
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NETWORK WITH COMMUNITIES 
IN-PERSON AND ONLINE
As the leader in my organization, my role is making sure I articulate 
the message about who we are looking for in a concise and correct 
way. I also set an example of success for the people I recruit. I invite 
people to come in and sit with those on my team who are doing the 
job. I want them to come in and observe what we’re doing to see 
if it’s something they might enjoy. I have a very open, collaborative 
approach because I don’t think everybody’s a good fit for the job.

Community networking has been my best source of candidates. Two 
of the people on my team were partners of mine in a local women’s 
networking group called She Wins.

I also network through my local Gilbert Chamber of Commerce. 
When I served on several different committees and committee chair 
positions, I met a lot of people, including other insurance agents. We 
exchanged ideas on how to find great candidates.

I use social media for networking as well. I have posted positions 
on the websites of community groups such as “Living in Chandler,” 
a website for the residents of our community. I also post jobs on 
specific neighborhood Facebook pages. This is a great way to reach 
out to candidates in the community, maybe a stay-at-home mom 
who wants to get back in the workforce.

Because I work in a corporate-run insurance office, I have the luxury 
of a formalized recruiting process through American Family. They 
use a standardized personality test that assesses characteristics like 
coachability and adaptability. I also use a pretty rigorous interview 
process composed of three meetings with each potential candidate.

Beyond the more formal assessments, I use a technique I learned 
from a manager I knew 20 years ago. He said, “If you were stuck in a 
boat with this person for two hours, would you want to get off that 
boat, or would you have a great time talking to the person? Hire 
people who make you happy, those you can have conversations 
with. If they can keep you engaged for two hours, they’ll do it with 
your clients too.”

Holly Pritulsky
Branch Sales Manager
American Family Insurance
Chandler, Arizona
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TEACH STUDENTS THE POWER 
OF OUR PROFESSION
When you get everybody involved in the recruiting process, that’s 
really where the magic happens. We communicate to everyone that, 
on a scale of one to 10 in terms of candidate quality, we want 10s in 
our organization.

Our leaders are building teams, but we want our advisors to 
participate in finding their own partnership opportunities as well. We 
know they would rather work with people they’re friends with than 
strangers hired from an online job board.

We are very clear about our ideal candidates. We want to hire 
people who are passionate, positive, optimistic, presentable, gritty, 
confident, driven, hungry and coachable. Sharp college graduates 
tend to have many of these characteristics. There is a massive 
opportunity there. This group is usually at the point in their lives 
when they are looking for training and coaching.

We stay away from what I call the “status quo” activities, such as 
attending career fairs or putting up a booth at a meeting. Anyone 
can do that. So we’ve tried a different approach.

For example, we created a presentation called “The Power of Loving 
What You Do.” It isn’t focused on the financial services industry, but 
rather on the type of person who would do well in our industry. We 
fill rooms with college juniors and seniors on the premise that they 
are not going to hear a company presentation or hear how great the 
financial services industry is. They are going to hear very specific tips 
and tricks, hopefully adding value to where they are in the career 
decision-making process.

We discuss the statistics that show how few people actually like the 
work they’re doing. We share with them good books to read. We 
help them understand their unique abilities and describe careers 
out there and how they relate to their unique abilities.

That presentation has helped us fill rooms and identify “head-
nodders.” When I speak to groups of people, for the most part, 50 
percent of them are not paying attention. The other 50 percent are 
engaged, and of those who are engaged, probably 20 percent are 
nodding their heads. Those are the people that we want to interact 
with after the presentation.

Given the 14 percent four-year retention rates in our industry, it 
seems like many managers aren’t as clear as they should be about 
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who their ideal candidate is. Anyone who is in a recruiting role needs 
to be really, really clear on who will succeed in their organization. 
The worst thing you can do is hire somebody and experiment with 
their career.

Having a profile of your ideal candidate is not going to be perfect, 
but it will make those decisions a heck of a lot easier.

Matthew R. Foxhall, CFP®

Regional Executive Vice President – East Region
Equitable Advisors
*  Equitable Advisors is the brand name of AXA Advisors, LLC. 

Jacksonville, Florida
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BUILD CENTERS OF INFLUENCE 
IN COLLEGES TO ATTRACT TALENT
College recruiting has become an important component of building 
our bench for the future. We need to attract young talent, so 
colleges have become a very important part of this process. But we 
do not do the traditional activities of going to job fairs and collecting 
résumés. Instead, we build centers of influence within the schools. 
We speak at the colleges and get to know the students. This helps us 
understand the students who are coming through the door and how 
we can work with them.

Within the colleges, our centers of influence are the deans of 
students, directors and professors. We want them to think of us 
when they are guiding their top students into their careers. We 
want to be their top choice. We want them to have an intimate 
idea of what we do and how we do it. Some educators have a 
misconception of our business because we’re commission-based. 
We help them understand how our career is compensated, that 
commissions are not a bad thing. As a result, educators realize that 
this profession is a great option.

In the past, we focused on schools with wealth-management and 
financial-planning programs and degrees. But we have found that 
educators in entrepreneurship departments have been great COIs 
as well. In a way, we are all entrepreneurs. We have had a lot of 
success in these schools.

Today, the biggest challenge with recruiting is that there are a lot of 
very smart individuals out there who are very good at interviewing. 
They tell you everything you want to hear. So we need to get better 
at knowing when it’s real and when it’s rehearsed. To do a better job 
of assessing candidates, we have tightened our interview process. 
Now we have several different people interview them with different 
styles of interviewing.

We will conduct the formal interviews in the office, but then we’ll 
have an interview off-site, maybe at a coffee shop, to them a little 
bit out of the element and see how they interact in a different 
setting. Our business is all about meeting people, and we want to 
see how they engage with others. Are they socially awkward? Are 
they outgoing?

After the interview phase, we have our candidates go through a pre-
appointment production phase — the licensing phase. This enables 
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us to see how candidates react to the struggles they encounter 
during that process. We can see how coachable they are.

We had a candidate who passed his life and health exam, but he 
couldn’t pass his FINRA exam. We have a very strict policy when it 
comes to FINRA testing, you can fail only twice. That’s it — no more 
chances. This was one of the few times we made an exception — 
we let this candidate take the exam a third time and then a fourth 
time. This situation was an anomaly. We let him take the test again 
because everything he did during the pre-appointment phase and 
during every stage of the recruiting process was just stellar. He 
followed every single coaching tip we gave him. He was in the office 
every day, trying to learn and get better. But he just had a challenge 
with that one test. He had even had tutoring. We could see that he 
was really trying.

That advisor has been with us for eight years now. He is still relatively 
young because he started working here in his early twenties. He has 
been a perennial conference qualifier for five or six years. His story 
is inspirational because in this career you face a lot of rejection. He 
failed the FINRA test three times, but he got back up and tried again. 
He could have just quit. But he didn’t. He came to us with a plan for 
how he was going to pass that test. Perseverance is really important 
in our business, and he demonstrated it.

Bellaria Jimenez, MBA, CFP®

President and General Agent
MassMutual Tri-State
Iselin, New Jersey



W
AR

M
-S

O
U

RC
E 

RE
CR

U
IT

IN
G

Creating a High-Impact Recruiting Culture  ■  Research in Action 43

SHARE LIFE LESSONS WITH STUDENTS
Get out there in your community and meet people. There’s nothing 
better than face-to-face interaction with people. 

We’ve gotten some great recruits through our involvement in rugby. 
One of our best advisors came to use through some work we did with 
one of the rugby teams. At the national level, Penn Mutual sponsors 
college rugby championships, and our firm has supported local teams. 

We worked with the Boston College rugby team, and I spoke to 
the players about goal achievement and life success. I do a lot of 
speaking engagements at colleges. I’ve also taught classes for the 
University of New Hampshire, Bentley University in Waltham and 
the University of Massachusetts. Those classes are not always about 
the career. They are on personal development, time management, 
interviewing skills, goal achievement or emotional competency. Every 
time I’ve taught a class, I have gotten at least one recruit as a result. 
That has been hugely successful.

I might talk about the career if the professor wants me to. It’s really 
up to them. Either way, I want to leave the students with a really 
good impression and give them some life lessons that will help them. 
I write my name, phone number and email address on the board 
and tell everybody, “Here’s my cell phone number. Feel free to text 
me or give me a buzz if you have any questions about life in general, 
or interviews you’re doing or whatever, I’ll help you prep.” That 
always turns into something.

One rugby player reached out to us about a year after we made a 
presentation to his team. He was getting ready to graduate from 
college, and he wanted to talk about the career. He came on board 
and became one of the top advisors in the entire company.

Without a doubt, recruiting is the most critical thing an organization 
can do for long-term success. When I see an organization hit the 
pause button on recruiting, either intentionally or not, that’s a sign that 
the organization is headed in a bad direction. You can never stop. You 
always have to be upgrading the quality of candidates as you continue 
to recruit. It’s a mindset, a lifestyle — and it never stops.

John T. Laurito, CFP® ChFC® CRPC®

President & CEO
Concord Wealth Management
Penn Mutual
Waltham, Massachusetts
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SHARE THE POSITIVE IMPACT OF THE 
PROFESSION WITH PEOPLE YOU MEET
I often find candidates as a result of personal observation. If 
someone demonstrates a lot of passion, connection, personality and 
empathy, I will start a conversation with them about how they could 
make a positive impact on a grander scale if they were to become 
advisors. It could be a server in a restaurant. It could be a mattress 
salesperson. It could even be a client.

One time, I was working with an individual who handled claims. He 
was really thorough and passionate about what he did, and he had a 
great personality. I kept telling him how I thought he was well suited 
for the advisor career. It took some time, but I got him into the 
interview process. He became an advisor, and now, many years later, 
he is still a successful advisor and has many clients. He absolutely 
loves what he does, but I’m not sure he would have ever made the 
transition if I hadn’t approached him.

As the leader for our firm, I have a deep belief in bringing in the 
right people, partnering with them, pouring a solid foundation, and 
truly helping them grow in their careers to be the best they can 
be for their clients. I partner with every person who walks through 
my door. I’m not bringing in the masses to see what happens. 
We truly partner with our people to help them get to where they 
need to go — not only now, but in the future. I provide a very clear 
leadership path for the people who show up, and I have a passion 
for diversity. I truly believe in building a diverse team so we can serve 
a diverse community.

Recruiting is all about building trusted relationships, and that can 
take time. When you meet an individual, at first it might take time 
to connect and help the person understand that this is the right 
opportunity. If you are consistently meeting people, communicating 
your vision and your mission, and are passionate about where you 
are going, you will recruit the right kind of people you need to build 
your firm.

Kristi Acree, CLF® LUTCF®

Managing Director
Mutual of Omaha
Greater Boston Area
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BE ON THE LOOKOUT 
FOR GREAT CANDIDATES
We have hired several people whom our leadership team identified 
through personal observation. We might get a high caliber of 
service in a restaurant, for example, and talk with the server about 
this career.

I was in the service industry, and someone saw something in me 
and gave me a shot at this incredible career. So how amazing is it 
if we notice people who are serving tables and introduce them to 
this opportunity that is amazing, both in terms of providing for their 
families and from a lifestyle perspective.

When I receive extraordinary service, I initiate a conversation by 
asking questions like, “How long have you been in this industry? 
And are you in school?” Then I will leave it with, “I’ve really enjoyed 
your service. You did an incredible job, and I’d love to share an 
opportunity about a role in my firm with you.” I don’t tell them much 
about it at that point. I can’t think of one person I have approached 
who said no. We don’t always hire them, but they always agree to the 
first conversation.

I once hired someone who had been a valet manager at a high-end 
hotel. He is still one of our advisors and is doing very well.

Misty Weltzien, CFP® CLU® ChFC®

Managing Partner
Pacific Advisors
Newport Beach, California
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HOLD A WEEKLY CAREER 
INFORMATION SESSION FOR 
CANDIDATES
Having a consistent recruiting pipeline that’s transparent is the most 
important reason why our firm has never missed a recruiting goal. 
In the four and a half years I’ve been the managing director of the 
organization, we’ve hit every quarterly goal and exceeded every 
annual goal for recruiting.

That success comes from having a weekly career information 
session. My recruiter, sales manager and sales leadership team fill 
the room, and I present career opportunities to the candidates in 
these one-hour sessions.

This does two things. First, it allows me to meet people and get a 
first impression of every person who comes through the door. I 
don’t have time to do one-on-ones with all the people that we talk 
to. It also allows me to tell the story of the firm from the leader’s 
perspective. I make sure they’re all hearing a consistent story from 
the very beginning.

Probably the biggest benefit of these sessions is that they hold my 
management team to a high level of accountability. They know I’m 
going to walk in that room at 10 a.m. on Wednesday to do a career 
presentation, and I’m going to know how many candidates they’ve 
recruited to meet with me that week.

That is the single biggest reason we have never missed a recruiting 
objective, because it’s consistent. My recruiter knows he needs to 
have 10 people confirmed for each career information seminar, and 
five or six will show up. Each Manager of Financial Services (MFS), 
or sales manager, knows that he or she needs to have at least one 
person in attendance for the week.

When that doesn’t happen, I can say to the manager, “You didn’t 
have anyone in the career information seminar today. What 
happened?” It’s very transparent, versus a manager just saying, “Hey, 
I’m going to hold three interviews.” I’m not in those meetings, so I 
don’t know if they happened. I don’t know if they’re really going to 
take place. But if we have a session where I’m walking in the room, 
then everybody is on the same page.

Some of the candidates who attend our sessions have commented 
that they don’t like a group setting. I address it immediately at 
the beginning. I say, “There are two reasons you all are in a group 
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setting right now. One is that I like to meet every single person who’s 
considering a career at Prudential, and my calendar just doesn’t 
allow me to do that one-on-one with each of you. Secondly, it’s 
because I want you to hear from me as a leader of the organization 
what the opportunity here is.” Then I tell them, “Directly following 
this seminar, you will have a one-on-one meeting with one of the 
members of my management team. We don’t want you to think 
you’re not special. I just wanted a chance to get to meet you myself.”

The candidates who participate in our weekly career information 
sessions come from agent referrals, LinkedIn, cold sources and 
targeted blasts on Monster.com or CareerBuilder.com. Lately, 
LinkedIn has been our No. 1 source of candidates, so that is where 
we spend the bulk of our time. Each person on our management 
team has a marketing assistant who manages their efforts on 
LinkedIn for them.

First, we send a connection request. Once someone accepts that 
request, we will send a private message to that person. We will say 
something very simple along the lines of, “I was very impressed with 
your profile. I would love to talk to you more about opportunities 
within my organization. When is a good time for us to talk?”

Sometimes people will reply and say they are not interested at this 
time. When that happens, we respond with, “We understand. You’re 
probably very happy where you are, which is great. Do you mind if 
we check back in with you in six months?” Then we check back in 
with them in six months to see if anything’s changed, or if they’re 
more willing to have a conversation now.

We also source candidates from Monster.com, ZipRecruiter and 
head-hunting organizations. Plus, we partner with local colleges to 
do career fairs and have a presence within those colleges. We try to 
go deep with the few universities that we work with so that we are 
not just attending a career fair. Instead, we are conducting mock 
interviews or speaking to the athletic department. We’d rather spend 
quality time with a few colleges than attend 15 or 20 different career 
fairs throughout the year.

Stephanie Rivas, CLU® ChFC® LUTCF®

Managing Director
Prudential Financial
Greater New York City Area
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SHARE YOUR EXCITEMENT 
ABOUT YOUR VISION
As I’ve grown in leadership, I have realized how important it is to set 
aside a time every week to do a briefing with potential agents. You 
can host these in person or use technology to include people who 
aren’t in your immediate area. Let your leadership team and your 
agents know about the briefings — maybe you hold them every 
Friday at 10 a.m. That way, when someone in your organization has 
a referral for you, that person can tell the potential candidate, “Hey, 
my regional managing director is doing a career briefing this Friday 
at 10 a.m. Why don’t you go the office and learn more about a career 
as an agent?”

In these briefings, I spend about 45 minutes giving a 50,000-foot 
view of the industry. I share my excitement about what we’re doing, 
the vision of this company and where we’re going to help them see 
if it makes sense to them. It’s an informal setting. It really builds 
excitement and openness. 

Some people say, “It’s not for me.” And that’s OK; the briefings let 
us all figure that out early in the process. But I don’t want people to 
decide for or against this career until they have all the information. 
For those who want to move forward, we will talk about the products 
we offer, customizing a marketing plan, and details on the contract.

Christopher S. Jones, FSCP®

Regional Managing Director
Transamerica Agency Network
Charlotte, North Carolina
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CONDUCT VIRTUAL INFORMATION 
SESSIONS
Having a high-impact recruiting culture requires a mindset shift from 
hiring to recruiting. A lot of firms simply work through their sources 
of candidates and accept the candidates who are coming to them as 
preferred candidates. To shift from a focus on hiring to recruiting, you 
must first identify the traits you’re looking for and pursue candidates 
who have those traits instead of running with the default traits that 
come through the door.

Here’s how I see the difference between hiring and recruiting. Hiring 
is when candidates come up to us at a career fair or a trade show and 
wants to share with us their skill sets and backgrounds. Recruiting 
is when our talent evaluators identify somebody as they walk past. 
Maybe they have a certain presence, a certain look of professionalism 
or can be heard talking with someone at another table or booth, 
effectively delivering their message. It’s very subtle, but we want to be 
the ones who identify and go after these folks and try to recruit them, 
as opposed to just hiring them.

In general, we are looking for candidates who are effective 
communicators, are professional and have a strong work ethic. The 
talent evaluator needs to assess each candidate’s strengths and 
weaknesses. Of course, candidates will show you their best side 
during interviews, so you have to ask them questions that will uncover 
who they really are.

One of my favorite questions to ask in the interview process is, “Tell 
me something you would want a prospective employer to know about 
you that is not on your résumé.” This forces them to think because 
they’ve used up all their ammunition creating their ideal image on 
their résumés. You want to have a real-world interaction with them.

For the past six years, we’ve been offering virtual information 
sessions. These are digital presentations that we put on once a 
week for candidates in our pipeline who are being interviewed by 
our managers, as well as for our cold-source candidates who are 
lukewarm or not sure about our industry.

I conduct these sessions myself via conference call and screen share, 
and each one lasts about 20 minutes. We don’t ask people to show 
their faces. They can be in their pajamas if they want to! We’ve found 
that the people who are on that call make one of two decisions about 
moving forward: either yes or no.

I like these sessions to be intimate and interactive enough that 
people can feel free to ask questions. It’s a full presentation with 
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screen sharing and back-and-forth dialogue. It allows me to effectively 
communicate the vision and value of our organization; how we’re 
structured; and the training, support and resources we deliver.

These calls serve as great checkpoints for me. First, if candidates 
are on the call, I know my managers are recruiting. Second, when 
candidates are on the call, I can prepare them to be better and more 
effective at interviewing. And third, these calls allow us to make full 
disclosure that we have delivered everything we said we were going to 
deliver in the interview process.

The next step for candidates who want to move forward is that we 
schedule a time for them to come in for face-to-face interviews. 
About half of the candidates who participate in these sessions end 
up moving forward. These information sessions save our managers a 
lot of time. In only 20 minutes, we have screened people either in or 
out. Often, when we get off the call, a candidate who wants to come 
interview at our firm will email us within five minutes. We know that 
person is engaged in the interview process with us. That’s what I love 
about it. People either want to come in and interview, or they don’t.

We don’t sell the career; we present the opportunity, and those who 
are interested will pursue it.

People are busy. I’ve found that this is a very easy way for people to 
learn more about the industry, our organization and the financial 
advisor role. We focus a lot on the entrepreneurial aspect, the 
ownership aspect, of the business.

At the end of the presentation, I ask for referrals. I will say, “If you’ve 
gone through this presentation and do not feel this is the right 
opportunity for you going forward, that’s OK. It’s not right for everybody. 
But if you know someone who’s looking for an entrepreneurial-type 
opportunity, we welcome you to refer them to us.”

The No. 1 benefit for me is that those who are in the pipeline have 
opted in under my framework. They’re coming here because they 
want to, not because they were sold to be here. As a result, those 
who come to us through this process tend to stay with us.

Nathan L. Moore
Executive Vice President, Eastern Division
Equitable Advisors
*Equitable Advisors is the brand name of AXA Advisors, LLC.
Greater Washington DC Area
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FOCUS ON WARM-SOURCE 
RECRUITING 
In a high-impact recruiting culture, top-performing leaders focus on 
warm-source recruiting by:

■■ Developing strong relationships with centers of influence.

■■ Participating in community events.

■■ Using social media and virtual sessions to attract candidates.

To focus on warm-source recruiting in your agency or firm:

Include your centers of 
influence in agency or 
firm events.

Provide value to 
others before you ask 
for their help.

Serve within your community. 
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APPLY A RIGOROUS,  
SYSTEMATIC AND 
CONSISTENT APPROACH  
TO SELECTION 

“You�have�to�stick�to�what�works�and�maintain�your�
high�standards.�Every�step�is�important.�It’s�there�for�
a�reason.�And�everyone�on�your�leadership�team�has�
to�approach�the�process�in�a consistent way.”

John T. Laurito, CFP® ChFC® CRPC®

Concord Wealth Management

Top performers don’t compromise on their candidate profile or their 
selection process just to meet recruiting goals. They are committed 
to maintaining high standards in their agencies and firms, and they 
view the selection process as critical to maintaining those standards.

Top-performing leaders:

■■ Use a systematic and consistent approach to increase 
efficiency and effectiveness.

■■ Assess for fit with the profession and with their culture.

■■ Assess for ability and willingness to perform.

Here are strategies some top-performing leaders use to select the 
candidates most likely to succeed in the profession.
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BE CONSISTENT TO AVOID 
ASSUMPTIONS
To me, if an organization has a high-impact recruiting culture, people 
are standing in line to work there. It’s a very attractive culture that 
has a lot of predictability and clarity. As a result, the people who 
choose to enter that culture are highly productive.

When we assess candidates, we want to make sure they are a good 
fit for us and that we are a good fit for them. We take this step very 
seriously because we are talking about people’s careers, which 
affect their families. We want to be as honest and respectful as 
possible in that profiling. The first step is for candidates to fill out a 
questionnaire. That gives us a starting point to see whether their skill 
sets match what we are looking for.

We also have them speak to other agents and advisors. That enables 
them to learn about the culture and environment, before they talk to 
our sales leaders. Then we get feedback from the advisors they have 
spoken with to find out if it looks like a good match for both parties.

We want to make sure our selection process is fair and equal, that 
it results in our organization mirroring the marketplace and that 
it serves as a self-check for candidates — so they will either select 
themselves into the process or out of it.

It’s important to be consistent in selecting candidates. We use a 
checklist to make sure we’re covering all our bases for the benefit of 
the candidate and of the selection process. We follow it consistently, 
no matter who we’re talking to. We follow that checklist whether we 
are talking to a candidate in a rural area who has great relationships 
with farmers or to a candidate in the metropolitan Twin Cities 
marketplace. However, we want to make sure that each candidate 
is well suited to the marketplace he or she will represent after 
becoming an advisor.

Having a process, a system, helps you avoid making assumptions. 
Back when I was a sales leader doing recruiting, I recruited a 
gentleman in a very rural area in Oregon. He was an entrepreneur 
in the food industry, and he would go to various social carnivals — 
vastly different from running an insurance agency. When I reached 
out to some of the people he gave as personal recommendations, 
a lot of them thought he wouldn’t make it. But when I followed my 
process, I saw that he had an important characteristic that is key in 
our business — a passion for people and what I call “fire in the belly,” 
or self-motivation.
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When I talked with him about what he and his family needed, I saw 
a strong connection with what we were looking for. At that point, we 
offered him an opportunity in a rural market. He blew it out of the 
water and was able to connect with people because of his passion 
and that fire in the belly. He ended up being one of our top advisors.

When I’m interviewing people, I can sense passion in the way they 
talk. They’re confident, but not arrogant. They talk about other 
people, not themselves. That shows me they have the passion 
to help people, because it’s not just about themselves. In our 
profession, it can’t just be about you, it has to be about the people 
you’re trying to protect.

My advice to managers who are recruiting is to be diligent and 
consistent. Make recruiting a behavior, not just a practice. You have 
to be recruiting at all times, because you never know when the need 
for new talent will arise. The people I’ve seen who are successful in 
sales leadership always had recruiting as one of their top skill sets 
and one of their top daily behaviors.

Jim J. Pucci, CLF® LUTCF®

Sales Director – Twin Cities
American Family Insurance
Greater Twin Cities Area, Minnesota
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DON’T JUDGE A BOOK BY ITS COVER
We have created a culture that people find attractive. The word 
gets out that we offer a rewarding career and that we appreciate 
everyone in our organization. People want to hear about it and 
become a part of it.

Only one person can be the leading salesperson in our firm, and only 
a few people can be sales leaders. But everyone in the organization 
can make a significant impact by providing referrals. In this way, they 
can make an impact that’s just as significant as the leading producer. 
They provide tremendous value to our team because they are 
helping us grow the organization.

Although we offer a financial incentive for referrals, I have found 
that most people here provide referrals simply because they like the 
work environment and want to make a difference.

One lesson I have learned about recruiting is to avoid judging people 
on appearance only.

One day, I was chatting with a coworker while waiting for a candidate 
to come in for his first interview. I looked out the window. The 
candidate we were about to interview had pulled into our parking 
lot in an old pickup truck that looked like it had been in an accident. 
When the candidate got out of the truck, we noticed that he was 
wearing a suit that was a bit too small. An inexperienced recruiter 
might have written that guy off, saying, “I don’t think he will fit in here.”

But I had done my research on the candidate, and I knew that he did 
fit our profile. He was a Master Chief of the U.S. Navy and had driven 
a government car during his military career. He had just gotten out 
of the navy, so had to return his government-issued car. As he hadn’t 
had a chance to buy a new vehicle, he was driving the pickup truck 
he used to pull his boat.

I also know when people who are in the Navy go to events, they don’t 
wear suits, they wear their dress uniform. He didn’t have a chance to 
buy civilian clothes yet. I knew he was an outstanding candidate, so 
I moved forward with this gentleman in a very positive way, versus 
making a snap decision based on appearance. He turned out to 
be very successful, selling at a high level immediately, and won the 
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company’s top awards every single year for sixteen consecutive 
years before retiring.

Michael A. Abdella, FSCP®

Director, Life Sales
Auto Club Group, AAA
Dearborn, Michigan
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USE THE SAME PROCESS 
FOR EVERYONE
When referrals come to you from your trusted advisors and staff 
members, there is a tendency to view those candidates through a 
different lens than other candidates, and you might automatically 
rank them a little higher. You have to be careful of that because, 
just like anything else, some of them will be a good fit, and some 
will not. I’ve made some mistakes in the past because I fast-tracked 
somebody I should have vetted a little bit more.

It is true that birds of a feather flock together. If your advisor is a 
good egg, then you will assume that the people he or she is referring 
in will be good eggs too, but that’s not always the case. Never 
shortcut your processes. You’ve got to treat everyone the same, 
regardless of how you source them.

I think one of the keys to a successful organization is maintaining 
standards that are very high. Be very protective of your organization. 
When you make it too easy for people to get an interview or a job, it 
changes their perception of the organization. And then you let down 
your top-quality people.

Our interview process is very extensive, and we intentionally make 
it hard. Only the best candidates make it through. It’s not long, 
but there are three steps, and candidates have to do some things 
in between their interviews. For their final meeting, candidates 
have to bring in a written business plan and present it to me. 
Once they’ve gone through that, if I make an offer to them, then 
they go to the next phase, which in essence is an extension of the 
interview process.

They come in here once a week for training, so we get to see them 
in action. We will intentionally pass only about 50 percent of those 
candidates on to the pre-contract phase. That gives us another 
chance to see them on the job. So that’s another phase in which we’ll 
weed people out. Candidates have to go through a lot to ultimately 
get officially hired into our firm.

The people you bring into your organization tell the tale of where 
you’re going. So bring in only the A players. Any time we’ve made 
shortcuts in our process or lowered the bar, it has never proven be 
a good decision. You have to stick to what works and maintain your 
high standards. You have steps and a process for a reason.
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If your neighborhood Starbucks store started varying the process 
of how they make your coffee, that store probably wouldn’t do well. 
Every step is important. It’s there for a reason. And everyone on your 
leadership team has to approach the process in a consistent way.

John T. Laurito, CFP® ChFC® CRPC®

President and CEO
Concord Wealth Management
Penn Mutual
Waltham, Massachusetts
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TAKE CANDIDATES THROUGH 
YOUR  CLIENT PROCESS
Over the past several years, we’ve gotten laser-focused on what we 
do, how we do it and the type of person who’s the best fit for our 
organization. We’re very serious about not sacrificing our culture 
under any circumstances. Our recruiting process is built around 
what we do, more so than who we are, the products we offer and 
the company. In fact, in the initial interview with candidates, we 
seldom even discuss the company. We focus on what we do.

I’ve been in this business 32 years, and I’ve never been more 
confident in our recruiting process. We’ve done a lot of things right 
over the years, but just three years ago, we figured out something 
really important — accidentally. So now, one of the components of 
our process is significantly different than it used to be. It is absolutely 
the magic dust for us.

The challenge with our business has always been that it is 
nontangible — you can’t see it, feel it, smell it or touch it. When 
you’re talking to people about what we do, it’s very easy for 
somebody to say, “Yeah, I can do that” or “I could see myself doing 
that.” But then they step into the business, and it’s a lot different 
than what they thought it was going to be.

So now, when we recruit advisors, we focus on the process we 
use with our clients from the very beginning. It tells us everything 
we need to know regarding the opportunity for that candidate to 
affiliate with our firm. We learn a lot about the candidates: will they 
fit, what makes up their markets, what’s their business model going 
to look like? 

We give each candidate a chance to see exactly what we do with 
a client. We take candidates through an intro meeting, through 
the confidential questionnaire and through the activity of building 
their financial model. We also introduce a few strategies that may 
apply to their particular situation. They get a chance, in real time, to 
experience all components of the process.

In the initial interview, we will segue into the intro part of our 
presentation. We talk about the products and services we offer. 
We explain that these topics are what we talk about when we meet 
with clients. Candidates will either respond or not respond to that 
intro conversation. If they respond the way we want them to — in 
other words, if they see value in what we’re talking about — they will 
automatically want to go through the process. They’ll be intrigued.
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I had two meetings recently, and both of the candidates grabbed 
the material out of my hands and said, “I want you to do this for 
my family and me.” One of the candidates is a CPA. That is what I’m 
looking for.

If candidates don’t respond with enthusiasm, then they’re probably 
not going to be a good fit. We’ll know right away whether they see 
value in the way we interact with our clients. In our business, you’ve 
got to have that missionary fervor. You’ve got to have passion for 
what we do. If you don’t believe it, if you don’t own it, if you don’t 
know that we’re making a difference in people’s lives, it’s really hard 
to communicate that. Either you do or you don’t.

Dewane Lewis, Jr., LUTCF® FSS® CLF®

Managing Partner
Penn Mutual Life Insurance Company
Brentwood, Tennessee
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FIND COACHABLE CANDIDATES
My mindset is that hiring starts with my agents. Just like an agent 
has to prospect for clients, I have to prospect for recruits. My job is 
always to be looking out for the next possible person who might be 
added to my team.

It’s important to evaluate everyone using the same criteria. That will 
give you a baseline, and it makes everything easier.

When I am recruiting for agents, I don’t sell the position; I tell the 
position. I caution my agents and managers about this. We need to 
let candidates know there can be a lot of heartache in this business, 
a lot of phone calls and a lot of late nights and early mornings at 
times. But we also want them to know that if they consistently do 
what we’re ask them to do, it will work out.

I look for candidates who are teachable, flexible, adaptable and 
loyal to our operation and what we’re trying to do. I’m looking 
for people who will make a commitment. I understand that not 
everybody is cut out for the life insurance business. But when 
someone makes a commitment to me for a couple of years, then 
I will make a commitment to them that we will give them the best 
training possible.

To try to find out how coachable candidates are, I ask them 
questions like, “Who was your best manager, and why? What 
motivates you? Do you prefer to work independently or with a sales 
manager?” Their answers will show me their mindset.

My championship recruit, Bob, passed away a couple of years ago. 
He was a Kmart manager when I interviewed him. Some things had 
happened in his life, and he was looking for a new career. He was 
very open and very teachable. He was excellent at customer service 
and wanted to help people. But he was sometimes hardheaded 
because he had his ways of doing things. I told him, “OK, I’m happy 
to try your way.” We became very close colleagues and also good 
friends. I learned a lot from him about how he marketed in a retail 
operation. I find that it’s helpful to work with people from different 
backgrounds; you can learn a lot.

I just hired someone who already had a life license because she was 
in the loan mortgage industry, but she had never sold life insurance. 
She has a great personality and a great approach to working with 
customers. Plus, she is bilingual and is a self-initiator. As I was 
interviewing her, I said, “You’re kind of new at this.”
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I loved her answer. She said, “Well, I won’t be new forever.”

J. Michael Enriquez
Life Insurance Manager, AAA and Hawaii
Automobile Club of Southern California
Riverside, California
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SHIFT FROM A RECRUITING MODEL 
TO A SELECTION MODEL
As of the beginning of this year, our team no longer has a quota for 
recruiting. We have shifted from a recruiting model to a selection 
model. We were recruiting at a very high level, but retention wasn’t 
where we wanted it. We were focused on recruiting to a number 
rather than finding candidates who are passionate about helping 
others. So now we have shifted to a focus on high-impact selection.

The million-dollar question in our industry is, how do you identify 
the candidates who have that passion? There have been many 
times in my career when I thought candidates were slam dunks, but 
then they didn’t pan out. Other times, I have questioned whether 
candidates would be a fit, and they turned out to be fantastic. 

To try to identify the best candidates, I look for three strengths. First, 
do they have a track record of achievement? Are they focused on 
accomplishing something and making an impact? Second, do they 
believe in something that’s greater than themselves that they’re 
willing to fight for? And third, to what extent is their focus on others, 
not themselves? How do they take the good that’s within them and 
try to make a difference in somebody else’s life?

We have found that a mix of those three characteristics — 
achievement, belief, and responsibility to others — helps candidates 
to overcome any fears they have about getting out and prospecting. 
Their personal why becomes stronger than their fear. So they’re 
willing to go out talk to prospects and clients about protecting what 
they spent their whole lives building.

A first interview with a candidate will last from an hour and a half 
to two hours. We ask a lot of off-the-wall questions, not related to 
insurance. For instance, to measure their achievement level, we’ll ask 
them about their background in terms of competition, whether it’s in 
academics, athletics, art or theater. We ask them what they did to get 
a position or a role they really wanted. What did they accomplish?

To screen for responsibility, we will ask candidates if there’s ever 
been a time when they had to care for somebody else. We hear 
some incredible stories about times when they helped out a family 
member or friend in need. That tells us a lot about someone’s heart 
and their desire to want to help others.

One question we love to ask, to measure their natural market and 
their sphere of influence, is, “If your vehicle got stuck in northern 
Michigan and you were six hours away from home, how many 
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people could you call who would drop everything they’re doing to 
come get you?”

If the candidate says, “Oh, I have at least 10 people,” and starts listing 
them, that tells us a lot about his or her connectivity. Compare that 
with someone who says, “Well, I could call my brother, Jim.”

We recently hired a gentleman who had gone through a lot of 
tough times. He was in law enforcement and ran into some bad 
relationships that ultimately caused him to leave his profession. My 
business partner knew him when they were younger, reconnected 
with him, and invited him to come have a conversation with us. 
When he first got here, we had a pretty good idea that he could be a 
good fit, but we didn’t understand his level of greatness. It didn’t take 
long for us to realize that if we could keep him on a very clear path 
and give him clear direction, plus the right tools and the resources, 
he would take care of everything else. And he did.

His success is driven by achievement, belief and responsibility. 
Everywhere he goes, he invites people to have a conversation with 
him about how he can put them in a better financial position. He is 
now one of our associate managing agents and is out-recruiting and 
out-mentoring others.

Daniel Negin
Managing Partner
Farm Bureau Insurance of Michigan
Macomb, Michigan
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APPLY A RIGOROUS AND CONSISTENT 
APPROACH TO SELECTION 
In a high-impact recruiting culture, top-performing leaders apply a 
rigorous and consistent approach to selection by:

■■ Never skipping steps in the process.

■■ Clearly identifying the qualities they are looking for.

■■ Communicating the challenges as well as the benefits of the 
profession to candidates.

To apply a rigorous and consistent approach to selection in 
your agency or firm:

Evaluate candidates 
using your ideal 
candidate profile.

Use a checklist or form to ensure each 
step in the process is completed with 
every candidate.

Identify the purpose and 
outcome of each step in 
your selection process.
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