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Foreword

by Claudio O. Pannunzio
I-Impact Group, Inc.
Greenwich, CT

Hardly a month goes by that yet another book for finan-
cial advisors is announced in the press, eruditely quoted
for its catchy phrases, dutifully read on commuter trains
and airplanes, and finally relegated to a bookshelf never
to be opened again.

If you are interested in that sort of book, then I exhort you
to close and put down the one in your hands.

If your interest instead is learning how to excel at what
you do, then read on, as you are in for a real treat. I guar-
antee this book will not gather dust on a bookshelf but
become your go-to guide.

I have been providing strategic communications coun-
sel to the wealth management industry for nearly two
decades, and I've had my share of success. The latter
materialized not without a number of struggles. One in
particular was recruiting talent for my firm. Despite be-
ing an excellent communicator and caring for people,
I always felt I lacked the sales and human resources
experience necessary to be a good recruiter. Does this
sound familiar to you?

Atmy firm, on a daily basis, we counsel branch / recruiting
managers and OSJs at leading wirehouses, sizeable RIAs
and broker/ dealers on how to establish and promote their
brand, create and deliver insightful and audience-relevant
messages, secure and leverage earned media, as well as

vii



FOREWORD

engineer social media programs to promote their brand
and grow their business. Repeatedly, these professionals
seek our help to address their recruiting challenges. We
consistently draw their attention to the fact that a series
of significant industry shifts have made financial advisors
more prone to change their affiliations. The rules of en-
gagement have changed.

Today, the most astute and successful recruiting manag-
ers no longer target advisors solely on capabilities and
production. They first get “to know the advisor” and his/
her personal traits — hobbies, interests, strengths, weak-
nesses, preferences and dislikes. Ultimately, their tactic
has morphed from a traditional transaction-oriented to a
relationship-based approach.

In this new paradigm, impersonal and dated recruiting
strategies no longer generate tangible results. Branch
managers must instead focus on conveying the value of
their personal brand and the brand they represent to es-
tablish and cultivate authentic personal relationships,
which have become imperative to attracting advisors. In
the quest to draw talent, personal branding is no longer
an option, but a compelling leadership differentiator.

Advisors no longer want to be just recruited. They in-
tend to interact with a branch manager they regard as
an expert — one who can provide valuable professional
counsel and be instrumental in helping them grow their
book of business. Consequently, it is vital for managers
to create a personal brand to promote their differentia-
tors and characteristics.

Your personal brand shows an advisor who you are and
what you represent as an individual, a professional

viii



FOREWORD:

and a leader. It does not entail a shameless self-promo-
tion of personal achievements and success, but rather
conveys a series of strategic, advisor-centric messages
that unmistakably position you as a trusted expert, a
mentor, the voice of reason, a great role model and a
facilitator. Your personal brand is one of your great-
est assets, the catalyst that leads advisors to you and
makes them feel they will gain great benefits by being
associated with you.

When Sarano and Brooke Kelley shared with me the
manuscript of A Guide to the Recruiting Conundrum: A
Consistent, Disciplined Approach to Attracting Top Talent, 1
lauded their effort for a very specific reason: they bring
to the industry the first comprehensive and much-need-
ed guide to effective advisor recruiting. Their book is the
Rosetta Stone of the recruiting process. It fills the deep
void in the industry engendered by an absence of train-
ing programs and books specifically conceived to help
recruiting managers excel in a highly competitive and
fast-changing landscape.

The key goal of this unprecedented book is to educate
readers. The authors do an outstanding job of providing
clear, logical and unbiased guidelines, resources, tools
and knowledge. Each chapter is filled with invaluable di-
rection on how to excel at attracting talent by analyzing in
detail real-life situations and how they relate and apply to
each step of the recruiting process.

Throughout this book, Sarano and Brooke bring forth
an extensive body of knowledge, sharing the results of
countless hours of extensive research as well as decades
of training and coaching elite branch managers and teams
of advisors at premiere wirehouses and wealth manage-
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ment firms. But they did not stop there, as they proceeded
to convert such knowledge into a clear, systematic and ap-
plicable model.

Chapter 1 gives you the opportunity to analyze and rate
your recruiting abilities by answering a series of targeted
questions before the writers proceed to masterfully ana-
lyze and articulate The Five Whiches — the core problems
recruiting managers unfailingly encounter during the
recruiting process. Chapter 3 provides a comprehensive
list of preparation and planning activities and strategies,
including a number of excellent tips on how to enlist “re-
cruiting” help by establishing an ad-hoc advisory board.
In Chapter 9, the authors share their insight on how to for-
mulate a recruiting presentation that effectively answers
the core question, “Why would an advisor work for my
firm and me?” The topic of how to handle objections is
expounded in Chapter 10, along with several scripts and
a formula for dealing with possible advisor responses to
what you propose.

As you read this book, you will naturally envision your-
self implementing many of the techniques provided. Its
clear and compelling content will undoubtedly spark
flashes of insight on why until now you have been able
to attract certain advisors and failed to recruit others. You
will learn critical and practical techniques that have never
been shared before in a book format.

Learning and refining the recruiting process on your own
not only may take several years, but it may expose you to
a significant cost in lost opportunities. This guide is the
antidote to such problems.

I am confident that you will find this book highly edu-
cational and read it cover to cover. I am also certain that
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the prediction I made in the opening lines of this fore-
word will be fulfilled: This book will not gather dust on
a bookshelf but become your professional go-to guide.

L 2 4 4
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Chapter

The Recruiting Challenge

or company, it’s likely that one of your many hats is

l f you're a branch manager at a financial services firm
recruiting reps or advisors.

It may not be a responsibility that you were officially
trained to do. In fact, you may actually dread it. After all,
you started out in this business in a sales role, working
with clients on a financial plan or selling a product that
will give them more financial security in life. You didn’t
come from the human resources side with the skills to hire
(and fire, if necessary). Yet here you are looking for people
to hire, because if you don't, the fact is your job could be
at risk.

But you've also learned by now that people are the life-
blood of a company. You need the right people to keep
a business running smoothly. In fact, Webster’s New-
World Dictionary defines the verb “recruit” as: “to raise or
strengthen (an army, navy, etc.) by enlisting personnel.”
Let me repeat: to strengthen. You are working to make
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your branch and company stronger. Good hires make
your job easier, and they make it more satisfying. Success-
ful people breed more success. They set a standard that
others around them strive to meet, and it becomes con-
tagious. So don’t dread the hiring process — embrace it.
Take pride in the fact that you have been given such an
important role for your company.

You, no doubt, are in a manager position because you like
working with people. You like the challenge of helping
your advisors achieve their goals. You enjoy mentoring,
and you are probably a problem-solver. So congratula-
tions, the fact that you are good at communicating with
people means you have already overcome one of the big-
gest challenges in recruiting. You've also had training in
sales, right? Since recruiting is a sales process, you just
have to change your “pitch” to win over a different kind
of client — a person you will work with and mentor al-
most daily.

Get Ready: Recruiting Will Get Tougher

Be sure to learn as much as you can about the recruit-
ing process now because the challenges of finding and
retaining talent are expected to intensify. Experts point
to a growing shortage of advisors in coming years. One
reason is that the average age of financial advisors is
50.9, according to a report from global analytics firm
Cerulli Associates.! About 43% of advisors are over the
age of 55 and nearly one-third fall into the 55 to 64 age
range. As these advisors start to retire, firms will be
scrambling to find replacements.

1 Cerulli Associates, “Advisor Metrics 2013: Understanding and Addressing a More
Sophisticated Population”
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More recent data from Cerulli Associates show a 1.1% in-
crease in the total advisor headcount in 2014 — but that
was the first increase in nine years.> That uptick will prob-
ably be short-lived. Cerulli projects that the advisor head-
count will start dropping again in 2019 as advisors leave
their jobs and head into retirement.

Because of the anticipated decline in the headcount, Ce-
rulli recommends the financial services industry begin
“laying a solid foundation to recruit and groom new advi-
sors in the upcoming years.”

That’s where you, the manager/recruiter comes in, and
you have your work cut out for you. It’s not just the aging
advisor factor that will make recruiting tougher. The advi-
sory profession has lost a lot of the trust it once had with
the public, and unscrupulous advisors like Bernie Madoff,
whose huge Ponzi scheme defrauded investors out of bil-
lions of dollars, and movies like “The Wolf of Wall Street,”
depicting greed and corruption on Wall Street, have sul-
lied the image of the industry.

We all need to work hard to change this negative view of
the industry. It's even hurting our ability to attract new
clients, and it's hurting our hiring efforts. Fewer college
graduates are interested in becoming financial advisors.
In addition, many firms that once had healthy training
programs for reps phased them out in cost-cutting mea-
sures during the Great Recession (December 2007 to June
2009). That means there aren’t as many trained and expe-
rienced advisors out there.

But don’t despair. If you hone your communication skills
and follow best practices in recruiting, you'll be able to
find and recruit top-notch advisors.

2 Cerulli Associates, “Advisor Metrics 2015: Anticipating the Advisor Landscape in 2020”
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Learning to Recruit

How exactly do you learn how to recruit financial advi-
sors? It's not offered as a college course, and there aren’t
any best-selling books on the topic. Your peers at other
firms are probably hesitant to share their secrets with you
because they are most likely courting the same prospects.

That means your knowledge about how to recruit general-
ly comes from on-the-job learning, picking up tips and ad-
vice wherever you can. You probably aren’t receiving any
feedback about what you may be doing right or wrong,
which makes it difficult to improve your recruiting skills.

As a recruiter, you may never know exactly why some-
one turned down your job offer. Was it something you
said or did? Maybe you didn’t put enough time or ener-
gy in preparing your presentation. Maybe your commu-
nication skills weren’t up to snuff, or perhaps the recruit
just received a better offer from another firm — one you
couldn’t match.

Quiz Yourself

On the next page is a short test. On a scale of 1 to 10, rate
yourself on your recruiting abilities: If you're not giv-
ing yourself all 10s, then the answer to these questions
will be obvious: Are you really giving your consistent,
best efforts to recruitment? What are the odds that you
can be highly successful in recruiting without giving it
your consistent, best efforts? And do you really want to
gamble with such an important aspect of your career,
business and financial success?
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RECRUITING ABILITY 1 2 3 4 5 6 7 8 9 10
1. Results in recruiting

2. Comfort with recruiting

3. Effort put into recruiting

4. Time devoted to recruiting

Five Problems to Tackle

Now that you're aware you need to improve your num-
bers, take a look at the problems you face in recruiting. I
call these “The Five Whiches.”

1. That which you don’t know about recruiting
2. That which you think you know, but is incorrect

3. That which you know you need to do, but are not
doing

4. That which you are doing, but only sporadically

5. That which you know, but are not doing with
enough intensity or focus

Number 1 can be solved by educating yourself. Submerse
yourself in the recruiting process: read, listen, ask ques-
tions, and learn. (That's what this book is for!) Number
2 is the most problematic because if you incorrectly as-
sume that you already know everything, you won't learn
and you won’t change. The other problems (3, 4 and 5)
can be solved if you are willing to make the effort and
take the logical steps toward mastering the art and sci-
ence of recruiting.
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My goal is to give you control and mastery over recruit-
ing so you can do it with power and ease. If you get good
at something, it becomes enjoyable. It’s no longer a chore.
That's the goal. The secret to enjoyment is to reach a high
level of competency and skill, maintain a voracious appetite
for learning, and be willing to receive feedback and help.

Keep Up the Momentum

Remember, recruiting is an ongoing activity. It's not some-
thing you do when the mood strikes or when you hap-
pen to have a little time to spare. You don’t wait until your
financial advisor is ready to walk out the door before you
start looking for a new team member. Networking and
recruiting should be done systematically. That way when
you have an office to fill, you already have a string of pros-
pects in your pipeline. Make sure the prospects aren’t just
“any” prospects either — but are candidates you've already
screened to some degree and are staying in touch with until
you can officially bring them on board. Remember, your
goal is to strengthen your company.

The recruiting process requires dedication and persis-
tence. Successful recruiters of college athletes are able to:

¢ Identify and analyze talent

* Be proactive rather than reactive (actively search
rather than wait for the phone to ring)

e Comfortably communicate with various personal-
ity types

e Be authentic

College scouts look for the best high school athletes, both
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locally and nationwide. Even international students make
the prospect list. Recruiters collect names, they attend
tournaments, they talk to high school coaches, and they
talk to the players to get a feel for their future plans. They
invite them to the college or university for a visit. They
point out the highlights of their program — why it’s the
“best.” What they DON'T do is wait for a student to grad-
uate and then start trying to recruit him/her. It’s too late.
That athlete has probably already given a verbal commit-
ment to another university.

Similarly, the worst time to recruit new talent for your
firm is when you need someone now. Desperation lowers
standards. It’s far better to network and recruit systemati-
cally so your bench is deep before you need it. When you
consistently recruit the best, you build a reputation for ex-
cellence, and the best are attracted to your team.

I am here to encourage you. To coach you. The advice I
provide in this book will give you the skills to win more
recruits by learning to manage your time, overcome ob-
stacles, formulate a compelling message, and develop a
consistent process.

Let’s get started!

*00
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Chapter

How Do | Find
theTime?

o matter what profession you're in, time
management can be a struggle. It seems like you
just finished your morning cup of coffee and
suddenly it's noon. Where did the time go?
“How did it get so late so soon?
It’s night before it’s afternoon
December is here before it’s June.
My goodness how the time has flewn.
How did it get so late so soon?

- Dr. Seuss

The FPA Research and Practice Institute, a program of
the Financial Planning Association, conducted a survey
several years ago to examine time management, and one
of its findings was: “Despite investing significant time
in their business, a very small minority of advisors feel
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completely in control of their time or their businesses,”
according to a FPA press release.!

In fact, the 2014 Time Management and Productivity
Study found “Only 13% feel in complete control of their
time and 10% in complete control of their businesses; over
half of advisers are feeling out of control.”

Let me repeat: more than 50 percent feel out of control.
Doesn’t sound good, does it? And imagine what kind of
responses you'd get if branch managers like you were
polled. You probably feel you have even less control over
your time and schedules because some of you don’t just
manage, you also produce.

Fortunately, there’s a way to dig yourself out. Take a look
at the successful advisors: “Fifty-one percent of advisors
indicated that having clearly defined/standardized pro-
cesses was the best way to improve efficiency, followed
by better delegation (47%) and better scheduling (38%).”

Take Control of Your Time, not Vice Versa

The bottom line is, make sure you take charge of your
time and not the other way around. Be proactive. I'm a
big believer in “time blocking,” and I preach it in my
coaching program. The process is simple: you separate
your day into chunks — or blocks — of activities. Some
call it calendar blocking. By blocking out time each day
to take care of specific tasks or activities — like recruit-
ing -- you avoid procrastination, distractions and anxi-
ety. There are several ways to time block, and it’s im-
portant to find a method that works best for you. You

1 Press release: “Study Reveals Financial Advisers are Not Completely in “Control”
of Their Time and Businesses,” FPA Research & Practice Institute, released April
17,2014,
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can use a physical calendar, online calendar, an app, or
simply a piece of paper to start.

I suggest you do a test run before you set up a more for-
mal calendar. Take a notebook or your smartphone and as
you go through your day, jot down what you do and how
long it takes. And yes, include your routines at home, not
just at work. Start the calendar with the time you get up,
and end it when you go to sleep at night. Do this for three
to five days.

Once you have a record of your typical week, you'll have
a better handle on where you're losing (or wasting!) time
and how you want to structure your day. Are you check-
ing emails 30 times a day? Do you have co-workers drop-
ping into your office to ask a question or tell you about
their dog’s latest stupid pet trick?

As a manager, you have to juggle a lot of duties, and when
you oversee a team of people you're likely to face a lot
of unplanned events that crop up during the day. Inter-
ruptions happen, but there are ways to minimize them so
you don’t feel like you're getting bounced around inside
a pinball machine.

Now that you've put together what your week looks like,
and it’s probably not pretty, you can work on putting to-
gether a calendar that will keep you on track and focused.
You may even feel like you have more time in the day af-
ter you’ve blocked out your daily activities. Imagine that!

Now let’s go to work:
1. Assemble your daily tasks

Grab your notes on how you currently manage your daily
routine. Now pull together your “to-do” list of meetings
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for the week, projects and deadlines, and anything else
that might be happening that week. Get out your “new”
calendar and start blocking out time for specific activities
(e.g., recruiting). Again, you can use a regular calendar,
an Excel spreadsheet, a digital calendar on your computer
or smart phone (e.g., Outlook, Google.com/Calendar), or
something similar.

2. Rank the activities by order of importance
For example:
A = Mandatory; these activities are essential
B = Important; high priority, but not urgent
C = Need to be done at some point
D = Need to be done, but can be delegated

As you prioritize, consider the 80/20 rule: a small percent-
age of your daily activity (20%) actually produces a large
percentage (80%) of your recruiting success. If you're fol-
lowing this system, you should devote a specific amount
of time to those activities that are going to drive recruiting.
Ask your staff not to let anything or anyone interrupt you
during that period of the day unless it's an emergency. If
it can wait, nothing should interrupt the time you spend
driving recruiting.

3. Determine best time of day to accomplish tasks

For most people, the start of each day tends to be more
proactive and the end of the day more reactive, so pen-
cil in your most important tasks — “A” tasks — first. This
way you're not just time blocking your schedule, you are
identifying a part of your day as a sweet spot for proac-
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tive recruiting. It might be 45 minutes or two hours. If
you're using a long-range time-blocking method, keep in
mind that the beginning of a quarter or new year tends to
be more proactive than the end. The beginning is more pro-
active than the ending of most activities. It’s like running a
race: you have more energy and enthusiasm at the starting
line than at the finish line.

4. Fill in the calendar

Take your calendar and write down or type in the specific
activities you need to accomplish and when, using your
prioritized list. Don’t forget to schedule in breaks, lunch
time, family time, and time to exercise. Some people like
to color code the activity blocks to help separate them.
You could also give certain colors a higher priority. For
example: “A” tasks are red (top priority).

5. Delegate tasks

If you have tasks that you can delegate to others, then do
it. As the FPA study results show: “Advisers who were
in control were more likely to delegate a wider range of
activities.” The same can be said for managers and pro-
ducing managers. That is what we are striving for — being
in control.

6. Share the calendar

Give your staff a copy or access to a copy of your sched-
ule. You might want to share it with your spouse as well.
This way they can see what you are working on at cer-
tain times of the day and know not to interrupt you. This
will help you stay more focused. You could block off an
“open hours” time when staff or coworkers can drop into
your office to ask questions or get your input on a project.

13
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That way they are less likely to bother you at other times
of the day. When you are successful in staying on top of
your daily activities, others in your branch or office will
be inspired to do the same. The key is to recognize that
while you can’t control your entire day, you can control
the block of time — 45 minutes to two hours — to focus on
recruiting. This is how you succeed in making recruiting
a discipline.

7. Evaluate and adjust calendar

Spend time at the end of each day (15 minutes is all it
takes) to evaluate what you accomplished and where
you fell short. Don’t be too hard on yourself. Some activi-
ties may require more time that you realized. Revise and
tweak your schedule as necessary. Each week (e.g., Sun-
day afternoon), plan and “block” for the next week.

8. Include daily accountability

In my book, The Game: Win Your Life in 90 Days, one of the
big focuses is on accountability, which is why my coach-
ing participants consistently produce stellar results.

In our Recruiting Game Coaching Program we select a
peer, one you don’t already work closely with, to be your
daily accountability partner. We do this because we find
that people tend to be more candid with a peer and more
accountable to a stranger than a friend. With an account-
ability partner, you'll gain an effective method to keep up
your momentum and stay on track, not to mention that
it’s a lot more fun to take this journey with another per-
son. Managers think of it as having a workout partner or
swim buddy.
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The rule for The Game is that after you have a partner,
you need to be in contact with each other by phone
every day for about 10 minutes. This will give you an
opportunity to practice any skill or script you want to
work on, along with holding each other accountable.
Did you conduct recruiting activities during your daily
sweet-spot time as promised the day before? If so, how
much time did you put in?

We encourage our coaching clients to track several daily
statistics:

*  How much time did you spend recruiting in min-
utes and hours?

e How many prospects were you able to connect with?

e Did you set any meeting or interviews with pos-
sible recruits?

e What commitments weren’t you able to keep to-
day? Why?

Share with a partner if you were able to move the ball
down the field. Before you hang up, set a time to talk the
next day and determine who will be placing the call.

As much as you want to exercise self-discipline, combin-
ing self-discipline with peer accountability is a superior
structure that produces much better and more consistent
results than you will get by going it alone.

By combining accountability with tracking your results,
you should see a steady increase in the amount of time
devoted to recruiting and an increase in the number of
recruits you are able to contact.

15
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The Importance of Data

By tracking your data and kicking up your activity level,
you'll have a much better sense of how long it takes until
you see a pick-up in branch recruits. Using data allows
you to view recruiting like a business. When you lack
proper data, there is a greater likelihood that your emo-
tions will guide you — which means you're up one day
and down the next. By working with carefully gathered
data, your tendency is to act more rationally, have better
judgment, and take more consistent action.

What you are seeking to create is a consistent, disciplined
approach to resolving the “recruiting conundrum,” and
using the right data makes that happen. I'll discuss more
about organizing and tracking data in Chapter 7, Creating
a Recruiting Database.

*00



Chapter

Preparation and Planning

list of names of prospective advisor candidates
Azits on your desk, and now that you've blocked
ff time for your recruiting efforts, you're ready

to pick up the phone and start making calls. Not so fast.
Are you really ready? Have you prepared yourself for the

job? Do you have a plan for how you want to approach
potential candidates?

Athletes don’t just go out onto a court, a field or track and
start competing; they prepare, set goals, and have a course
of action. You need to do the same. Preparation will make
you more efficient when doing your job, help you limit
distractions that can sideline you, and keep you moving
toward your goals.

Even if you've been involved in recruiting for many years,
take a step backward to determine if there’s a better way
to boost your branch recruit numbers. Inspect the founda-
tion of your recruiting plan, and don’t be afraid to tear
down a few walls or add new supports to strengthen your
structure. Without a blueprint and a solid foundation,
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you won't get the recruiting results you're seeking. Define
your goals. Make sure you have explored and are taking
advantage of the many resources out there. We live in an
ever-changing world. For example, check out new tech-
nologies that could enhance your process. Even though
you have been assigned the responsibility of recruiting,
you need to reach out and talk with others at your firm to
determine what kind of support is available from your re-
cruiting department, human resources, compliance, mar-
keting and other divisions within your firm.

Ask yourself some questions:
1. What is my budget for recruiting?

2. Can I work with outside corporate recruiters? If
so, who and how best can I work with them?

3. How best can I leverage lead-sourcing firms and
social media avenues like LinkedIn?

4. How best can I screen candidates?

5. How do I market on behalf of my firm in my spe-
cific region, community or market?

6. How can I promote my branch in my community?

7. Whom can I enlist to help me out; e.g. centers of
influence?

The answers to numbers 1, 2, 3 and 4 will depend on your
firm. Of course, the more resources at your disposal, the
better. Corporate recruiters can give you a great bird’s eye
view of the industry’s employment landscape, and their
insights can be extremely helpful when it comes to un-
derstanding how to navigate the recruitment conundrum.
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They can save you time scouting out leads and prescreen-
ing — as can lead-sourcing (database) companies. You may
find it worthwhile to consult with executive search firms
or lead-sourcing companies to determine if utilizing their
services is worth the cost or if it would even be effective for
you. At the end of the day, it's your business, and despite
what I or anyone else has to say, you have to do your own
market research and make your own determinations.

Do you know how your competition is finding recruits? If
they are having success with outside recruiters and lead-
sourcing companies, then you might want to consider
that, too. As I've discussed, recruiting has become ex-
tremely competitive, and it’s important to educate your-
self on any opportunities to streamline and upgrade your
prospecting process.

Marketing, Selling

As for questions No. 5 and No. 6, marketing and a sales
mentality are key components of recruiting. Remember,
you are not just searching for the best recruits, you are
selling your firm and what it has to offer. You are also
selling yourself. How you interact with and relate to the
candidates is critical. After all, you will be the one super-
vising and working with that new advisor or team of ad-
visors. You must be able to develop a rapport with them.

I tracked down a presentation by Mary Sieck and Chris
Flint on “Recruiting Best Practices,” which they gave at
the 2010 Financial Services Institute’s (FSI) OneVoice con-
ference for broker-dealer executives.!

Here are five tips they gave to help enhance the public

1 https://www.financialservices.org/uploadedFiles/F SI/Events/OneVoice_2010/Re-
cruiting%20Best%20Practices.pdf
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profile of your firm (or broker-dealer) to provide “proac-
tive outreach.”

1. Host information sessions about your firm

2. Develop a “drip mail” campaign strategy (in other
words, reach out to prospects on a regular basis)

3. Send personalized letters to your prospects
4. Develop an information/ recruitment kit

5. Have a clearly communicated referral program

Read, Participate

Knowledge is crucial. You need to keep your eyes and
ears open to stay on top of the developments and changes
in the recruiting field. Read industry publications to get a
feel for the trends in recruiting. Often corporate recruiters
are asked to comment on the latest trends in the industry.
Learn what’s happening with signing bonuses and pack-
ages and try to find out where advisors or brokers are
gravitating to and why.

Attend conferences put on by your firm where you can
learn more about how to improve your recruiting pro-
cess and talk with others who can share their tips and
ideas. The foundation of the industry lies in hiring and
retaining successful, competent, and ethical advisors.
Everyone benefits from networking and sharing best
practices. Not all peers are competitors. Sometimes a
peer who works in a non-competing market may know
an advisor in your region who could be a great candi-
date for you. Word of mouth is one of the best ways to
track down qualified candidates.
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Setting Goals

I've already talked about setting aside time for recruiting
duties, but you also need to set goals: How many advisors
do you need to hire immediately, and how many will be
needed long-term? What is your time frame? What are your
monthly, quarterly, and year-end goals? Write them down.
Hold yourself to those goals by using accountability.

Recruiting can be a slow process, especially if you want
the best candidates out there. It never works to hire peo-
ple because you're in desperate need. In my recruiting
coaching sessions, I often joke: “If desperation wasn’t of
much help in your dating life when you were younger
and single, what makes you think that it will work now?”

Recruiting is an ongoing activity, and you can’t take your
foot off the accelerator. I know of one manager who kept
in touch with an advisor for 10 years before that advisor
was finally ready and willing to make a move. That’s a
long time, and a big commitment for the manager, but
sticking to his plan paid off.

Advisory Board

Don’t operate inside a bubble. In other words, don’t be a
lone recruiter. It won’t work. You'll get discouraged and
you’ll fail. Enlist some help (No. 7). You have to take a
broad perspective, and one thing that can help is to set up
an advisory board. Members of this board can feed you
data about recruiting leads, and that information becomes
part of your drip campaign. They can make introductions
for you. They can tell you things about the industry and
recruits you may not know.

Whom do you put on the board? Assemble individuals

21



A Guide to the Recruiting Conundrum

such as retired senior executives of the firms you want
to recruit from, or managers and individuals who were
responsible for overseeing your territory before you took
over. You can include anyone with contacts in the advisory
community. Retired executives in the asset management
world can be called upon to go over your ideas for local
marketing or offer suggestions on new developments that
might give you more leverage in the marketplace. Con-
sider them your brain trust — your trusted advisors.

Meet with them regularly. You don’t necessarily have to
meet with them as a group, but do cater to their schedules
and make sure they feel appreciated. Consider combining
the meeting with a golf outing or a nice evening on the
town. Thank-you notes and small tokens of gratitude will
go a long way.

In the next chapter, we'll discuss another critical way to get
leads: your branch office. Virtually every firm has discov-
ered the success of an internal referral program in which
branch advisors and other staff members are rewarded for
referring a new advisor. But how can you communicate
with staff so that everyone is on board and actively refer-
ring? Keep reading.

L 4 4 4
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Chapter

Leveraging an
Advisor-Referral Program

dvisor-referral programs have become the norm
Ain the industry and for good reason. Referrals

from advisors and staff within the branch tend
to bring in a greater number of high-caliber prospects.
The hiring process often moves more quickly because the
candidate has been pre-screened by a peer. If the advisor is
a loyal, competent team member, chances are the advisors
they refer will share those qualities. Remember the adage:
Birds of a feather flock together.

Advisors know the power of networking, and because
they run in the same circles as their colleagues, they see
and hear what's going on at other companies and firms.
They are in a better position to know which advisors
aren’t going to budge from their jobs, and on the other
hand, they are more likely to know who’s unhappy at
their current firm and looking to move. It shouldn’t take
much to encourage your advisors to start identifying suit-
able prospects and referring them to you and your firm.
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The majority of firms, no matter what the channel, have
systems in place to compensate or reward advisors and
staff who help bring another advisor into the fold. But even
with incentives in place, often your advisors or staff mem-
bers aren’t entirely sure how to approach the recruiting
conversation with an outside advisor. They may be con-
cerned: “Will I turn that person off?” or “Will they take of-
fense?” It can be awkward. This is where coaching — and
practicing — can help an advisor become comfortable with
the recruiting process.

Naturally I'm a huge believer in preparation; I'm a huge
believer in training. Training is, by definition, having a
successful sequence of steps that produce a predictable
outcome. These steps will predictably produce a great
conversation. People who are unprepared for a conversa-
tion will make things up on the fly and in all likelihood
lose an opportunity. Let me walk you through two sce-
narios for referral conversations.

For instance, let’s say your advisor bumps into another
advisor at a charity event. How does she start the conver-
sation? Is she currently using an approach similar to this:

The “other” advisor tells your advisor what they do and
who they work for. Immediately your advisor responds
with, "Well, I've heard about your firm in the news, and it looks
like a lot of bad things are going on there. You should take a look
at us.”

A Positive Approach

Stop! That was not a great way to start a conversation.
It had a negative tone. It is far better to start with a
positive air. Instead, you should train your advisors
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and staff to use this approach:

Ask the outside advisor what he likes most about being
at that firm. “What are some of the great things your firm is
doing for you?” Then give the outside advisor a chance to
express himself and talk about his job.

» Replay

Ideally, after he shares that information with your advi-
sor, the best response is to replay what was said: "So, you
really love the technology platform at your firm. It sounds like
you have an amazing relationship with your manager, and it’s
great that the office is so close to your home.” That would be a
replay of what the person said.

» Acknowledge

The next thing your advisor wants to do is acknowledge
the outside advisor’s willingness to communicate with
her and to share information about his firm. For exam-
ple: “Thank you for sharing that,” or “Gee, I found that very
insightful,” or “Wow, I didn't realize your firm does that, so
thank you for that.”

» Ask

Your advisor is then leading up to a second question,
which is, "Well, you know, no place is perfect. What do you
wish they could improve?” The word “improve” is impor-
tant. You don’t want to insinuate that he’s unhappy or
disgruntled.

This outside advisor has already opted to keep a conver-
sation going with your advisor. As long as she has rap-
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port with him, in most cases there is no reason for him
not to share with your advisor. Whatever he tells your ad-
visor could be the reason he might be willing to arrange
a meeting with your firm. The information he has pro-
vided gives your advisor a way to move the conversation
forward naturally. He doesn’t feel like your advisor has
forced herself on him.

When he tells your advisor what he’d like to see im-
proved, your advisor replays that. For example, “Oh I see,
you really wish they’d provide more office support staff.” And
his response would be “Yes, exactly.”

Once again, acknowledge him. “You know, I want to thank
you for sharing that with me. I don’t know whether or not it's
a fit for you, but as I listen to you speak, I can’t help but think
that you might enjoy a conversation with one or two of the lead-
ers at my firm.”

The structure is simple. Once you know what the per-
son does for a living, ask him what he likes most about
where he works. This is not intrusive, not invasive,
and not off-putting. It doesn’t sound like the recruit-
ing advisor is stalking him. Next, your advisor replays,
acknowledges, and asks him, "What do you wish could
be improved?” No relationship is perfect; there's always
something people would like to see improved. In many
cases, these advisors are not being listened to, so the
approach is natural. Now your advisor has a basis for
the conversation, and she won’t have to go into a de-
tailed conversation with him.

Why Advisor-to-Advisor Recruiting Pays Off

Now, advisors sometimes question why they should be in-
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volved with recruiting. Sure, they often receive some sort
of incentive for doing so, but is it worth the time and trou-
ble? To that I say that managers need to have great work-
ing relationships with their advisors. A team approach is
needed these days. There are older advisors getting ready
to retire, and there are young advisors who need mentor-
ship and a book of business. A manager who encourages
his branch advisors to help with recruiting must be able to
show those advisors how bringing on a new team mem-
ber helps everyone succeed.

Many advisors, quite frankly, don't necessarily see the
growth of the branch as being in any way related to their
own success, but it is. That's one reason the script that I
just gave you is a valuable one for training people at the
branch. It’s also important to know how to inspire advi-
sors so they want to be engaged in the recruiting process.
Those same advisors may want to be able to take over a
retiring advisor’s book of business, and you can make
a big difference in how they are able to accomplish that
goal. They must know that they are important and valu-
able to the firm. They need to know they have opportuni-
ties at the firm that won't be sidelined if a new advisor
shows up. Explain the benefits of growing the team and
the branch.

When advisors make the effort to assist you in the recruit-
ing process, you need to be able to address “What'’s in it
for them.” Succession planning can be a good motivator,
especially given the fact that the advisor population is ag-
ing and many have their sights on retirement. A “new”
advisor can be recruited to join a team with the under-
standing that they will eventually be taking over the retir-
ing advisor’s business. It's a win-win for everyone: the re-
tiring advisor, the advisor’s clients, the incoming advisor,
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their team, their branch, and the firm as a whole.

Be sure to acknowledge the help that the advisor provid-
ed in the referring process. In addition to a formal “thank
you” for the referral, be sure to keep the advisor updated
on whether that prospective advisor makes the final cut
and when he/she will be coming on board. It’s critical to
keep the internal lines of communication open.

The current advisor’s role in the recruiting process is over,
and now you, the branch manager, and the firm can take
over with the specifics.

So what happens next?

Most likely as soon as the prospective advisor hears, “You
should speak with my manager,” they will go online and
do a search to learn more about you and your firm. What
will they find?

1 2 2 4
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Social Media:
Developing a Presence
by Laura Virili

hat is personal branding and why is it so
Wimportant? Personal branding is what makes
you unique and different than other managers.
It's your story, experience, passions, hobbies and interests

— it’s the core of who you are, and it’s what motivates and
inspires you.

When you have a clear understanding of your personal
brand, and you're aligned with that brand and its mis-
sion, you will attract advisors who are also aligned with
it. Moreover, if you want to create change, this is your
opportunity to get that message across, influence others,
and attract exactly the kind of advisors who will support
you and help attest that your style and approach works.

The key to your personal brand is to remain authen-
tic — don’t just talk the talk. Your actions must sup-
port your statements. Your brand supports your prin-
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ciples, justifies your value, and defines your character.
There are a lot of managers with the same qualifica-
tions as you, doing what you do, and looking to retain
and recruit the same advisors as you. So how do you
stand out, make an impact, and look more desirable
than anyone else? How do you become the number one
choice? Ultimately, it’s your reputation.

“But I work for a firm that already is a recognized brand.”

At one time, you could establish your business under a
large, well-known firm with a well-established, highly
respected brand, and a prospective advisor rarely cared
to know much about you — other than whether you ran
your office well and the advisors under you were content.
Those days are gone, and your personal brand is more im-
portant than ever before.

Not long ago, it seemed perfectly acceptable to move
into new relationships, new jobs, and new experiences
with limited research. If you were lucky, maybe you had
a friend who knew something about the subject, or per-
haps you could dig up an article somewhere. It usually
required a decent amount of effort to research, and often
times it seemed much easier to just leap forward into the
unknown and learn first-hand.

Today, the idea of going somewhere new or meeting any-
one you don’t know without at least a quick search on
Google seems preposterous. Your prospects think the
same way. It's what feels right — and because of it, advi-
sors today are well informed and highly skeptical.
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Your LinkedIn Profile

A great first impression is paramount to building long-
lasting relationships. And it’s likely that an advisor’s first
impression of you will be through your online presence.
What will advisors find when they start researching you
online? What will he or she find when clicking through to
your profile? Is it fully optimized? Are you telling your sto-
ry? Are you owning your personal brand? Are you owning
the narrative around that brand, or are you sitting back and
letting it happen to you?

A few of the questions advisors want answered are:
e Who are YOU and what’s YOUR story?
e Why should I trust YOU?

e What makes YOU so different from every other
manager?

Your social media presence, your LinkedIn profile in par-
ticular, is your opportunity to distinguish yourself from
every other manager. It has the power to draw advisors
in or drive them away. A typical advisor will decide with-
in three seconds whether to engage with you, meet with
you, or move on.

The Anatomy of a Well-Branded Profile

Your LinkedIn profile is an extension of your personal
brand. That’s why it is important that you have the fol-
lowing key elements in place to optimize your profile
so that it tells your story, connects you with advisors,
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and differentiates you from other managers. It must be
intriguing so advisors will want to meet with you and
potentially work for you. (See sample below.)

1. Picture

The key to your online brand is your image. It's the first thing
advisors will see. Make sure it reflects who you are, is engaging,
cropped to the right dimensions, and is professionally taken.

Dan Smith, CFA, CFP ®

Managing Director of FinFirm e

500+
connections

www.linkedin.com/in/dansmith/ m Contact Info
2.Name 3. Headline/Title
Use your preferred name, Your title is a shortened
include designations, version of what you do, make
certifications & advanced it compelling. It's the first
degrees to help differentiate, thing people read when they
adds credibility and potential view your profile.

connection points.

Additional examples of engaging profile pictures:

Images: www.stankaady.com
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Your Summary:

Your summary is your hook and you
only have 2,000 characters and they
go quick, so use each word wisely.
Start with a bang - something of inter-
est to encourage the recruit to want to
read on. It could be a quote, question
or statement. Writing in first person is
more personal and recommended for
making a connection as well as human-
izing yourself. What would you like the
recruit to learn about you, and how do
you want them to feel? Be crystal clear
about your intentions and your goals.

Next, you want to choose your for-
mat; either in paragraph form or dif-
ferent sections with bullets. Whether
you choose a paragraph format or a
sectional format, think of each sec-
tion as a category where you’d like to
highlight your passions, display your
trust (through accomplishments) and
what makes you so different from any
other manager out there. Your sum-
mary has to be so compelling that
once a recruit reads it they simply
can’t resist meeting you face to face.

Your passion: What lights you up.
It's your “why” and that is what dif-
ferentiates you from everyone else in
the same line of work. This is selling
through storytelling.
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Your approach: Describe how you run your office/ mar-
ket and how it’s different from anyone else you want to
inspire and motivate!

Your accomplishments: Remember, this is not your re-
sume, it's your reputation. Share the success you've had
leading your market. It's ok to share facts and figures in
this section. List relevant points that are quantifiable.

Your industry experience: round out your summary with
the time you’ve spent in the industry and the different roles
that you've had that enable you to connect to recruits.

Call to Action

It's always best to close with a call to action that includes
your telephone number and email address.

EXAMPLE 1 of a LinkedIn Summary:

I am the Managing Director of the Wealth Manage-
ment Division in downtown Baltimore. Our office is
led by an outstanding management team with the
support of 165 Financial Advisors, 60 Client Asso-
ciates, 6 Wealth Management Bankers and several
product specialists. My industry-leading Financial
Advisors have been entrusted with $20.7 billion in
client assets and generate in excess of $175 million
in revenue.

I'stand by our motto, “People first,” meaning our goal
is solely to enhance our clients” lives with thoughtful
and sound financial advice that suits their personal
needs and lifestyles. To that end, I work closely with
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Financial Advisors and Associates as a mentor and
coach to ensure they have the tools they need to meet
their clients” goals. This includes one-on-one work with
Advisors to help improve their effectiveness in every-
thing from investment management to estate planning
strategies, cash flow analysis to philanthropy.

With 32 years of financial services experience with
this firm, I am well-versed in the depth and breadth
of thought leadership, research, technology, prod-
ucts and investment strategies our firm offers that
make us stand out from any other out there — and
I help our Advisors use those tools to their own ad-
vantage, and ultimately to the clients.

As aleader and manager, I pride myself on my strong
ethics, honest communication, advocacy and empa-
thy, and I expect the same qualities in those who are
part of our team.

If you are interested in joining a dynamic financial ser-
vices team who believe in “people first,” 1'd love to hear
from you. Send an email to Bob.Advisor@finfirm.com or
call 888-555-1234.

EXAMPLE 2 of a LinkedIn Summary:

“Work and live to serve others, to leave the world a little
better than you found it and garner for yourself as much
peace of mind as you can. This is happiness.”

— David Sarnoff
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Beliefs:

Every day, I find happiness in the work I do to im-
prove my own life, the lives of my family and the
lives of the managers and supporting staff who make
our business the success that it is today.

Approach:

e [ foster an environment that is progressive and
collaborative. I have a true open door policy.

e I consider myself a coach first, mentoring finan-
cial advisors to greater success.

Accomplishments:

e The branches I manage have exceeded sales
goals for 12 out of the last 15 years.

e  Our region is a three-time recipient of the Finest
in Finance - Wealth & Finance by Wealth & Finance
International Magazine

e Received 2015 Best Wealth Managers and Finan-
cial Advisors in the U.S. - AdvisoryHQ News

e Coaching my oldest son’s little league baseball
team for 4 years.

Professional Experience:

Prior to becoming a Regional Director, I made my
way through the ranks of the financial services in-
dustry, starting as a Client Associate with this very
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firm and then moving into a Financial Advisor role
for the next 19 years. My goal is to create an envi-
ronment in which each and every person working
within the branch offices has the same opportunities
for success that I have had here.

If you are interested in joining a dynamic financial ser-
vices team that believes in “People first,” 1'd love to hear
from you. Send an email to Bob.Advisor@finfirm.com or
call 888-555-1234

Your Experience: A great place to showcase what you
currently offer advisors and what positions you've held
in the past, particularly important if you were an advi-
sor. It’s the part of your LinkedIn profile that feels most
like your resume”. However, don’t just cut and paste from
your resume’; your profile is not your resume” — it’s a
snapshot of you as a professional.

Volunteer Experience & Causes: A great place to show
who you are beyond a professional — you're human. It
helps you gain further respect and connect with others
who have the same passions.

Add personal and professional Organizations to open
opportunities to connect with prospects/clients who are
part of the same organizations.

Add Certifications to increase your credibility and dis-
play your commitment to your profession.

Include Education. Display as much as you can, from
prep school to grad school. Alma maters are excellent con-
nection points.
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You should join at least 5 Groups to expand your Linke-
dIn network. Joining groups exposes you to others with
similar interests and increases your relatability, branding
and searchability.

Follow Companies where recruits are employed be-
cause you want to nest within the company and receive
information about it through your news feed.

Follow Influencers. There are more than 500 LinkedIn
Influencers, so follow the individuals you find the most
interesting.

While it will take you some time to optimize your profile,
just remember you only get one chance to make a good
first impression. Continually build your brand on Linke-
dIn by adding new certifications, accomplishments, and
organizations. Stay abreast of new LinkedIn features. In-
vest in your brand and the dividends will be ten-fold.

1 2 2 4
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Social Media:
Filling Your Pipeline
by Laura Virili

are being re-written by the simple fact that since

January 1, 2011, and every day for the next 19
years, 10,000 baby boomers will reach age 65. The aging
of this huge cohort of Americans (26% of the total U.S.
population) will dramatically change the composition
of the country.! Couple this with the gig economy, an
environment in which temporary positions are common
and organizations contract with independent workers for
short-term engagements, and the rise of the millennial
workforce, talent acquisition has to be approached in a
whole new way.

The rules of employment as we once knew them

It's an advisor’s marketplace. No longer can you hand-
select advisors — they actually select you. Competition

1 Source: Pew Research Center (http://www.pewresearch.org/daily-number/baby-
boomers-retire/)
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is fierce and advisors have access to information like
never before. But the good news is — you have just as
much access, if not more. With a clear understanding of
how to source ideal advisors through LinkedIn and then
engage and nurture the relationship through “social lis-
tening,” you can move them closer to becoming a part of
your team.

Let’s begin!

The LinkedIn Solution

LinkedIn has literally changed the way we work — and
recruit. While LinkedIn was initially created as a job-listing
website, it’s become the largest and fastest-growing pro-
fessional social media platform of today. It's where 400+
million professionals from around the world come to con-
nect, build relationships, and get hired. Every day, billions
of interactions take place on the platform — updates from
members, influencers and companies. Furthermore,
LinkedIn can be an ideal resource to source names of
advisors you want to hire, establish and nurture rela-
tionships with, and then convert those relationships into
long-lasting hires.

The Setup

As a hiring manager you are more than likely going to do
a lot of research on advisors, therefore it’s best to adjust
your settings to “Private Mode.” Note: the change is in
real-time.

How to:

1. Click on your small profile picture

40



6. Social Media: Filling Your Pipeline

2. Select Privacy & Settings
3. Select Privacy

4. Select Profile viewing options > it will bring up
three options

5. Select Private Mode

Advanced

Account & Settings »

Language Change
e Privacy & Settings Manage
@ Account Q) Privacy 0 [ Communications
Profile viewing options Close
| Profile privacy Choose whether you're visible or viewing in private mode Ful profile

Blocking and hidin:
9 9 Select what others see when you're viewed in their profile

Data privacy and advertising
Your name and headline
Security
. Laura Virili
O - Coaching Advisors to Kill It Online & Off thru Social Selling / Social Media Speaker
for Financial Services

Pennington, New Jersey
Private profile characteristics

Consultant in the Financial Services industry from
(©) Greater New York City Area

Private mode

6 o Anony LinkedIn

Note: Selecting this option will disable Profile Stats. Whenever you
switch to anonymous, your viewer history gets erased

41



A Guide to the Recruiting Conundrum

Use a Little Logic, Save a Lot of Time

Smart searching on LinkedIn can save time and help you
find exactly who you are looking for with the use of modi-
fiers, called Boolean searches. Built on a method of sym-
bolic logic developed by George Boole, a 19th century
English mathematician, Boolean modifiers allow you to
string search terms together using the words AND, OR,
and NOT to define your search and then start to get really
specific with quotes and parenthesis.

Simply put, using Boolean modifiers will help you find
exactly who you are looking for in the least amount of
time. Note: The modifiers AND, OR, and NOT must be
uppercase.

AND
If you would like to search for | Financial Advisor AND Director
profiles that include two terms,
you can separate those terms

with the upper-case word AND.

Wealth Management Advisor AND
First Vice President

OR
If you would like to broaden Financial Advisor OR Wealth
your search to find profiles that | Management Advisor OR Senior
include one or more terms, you | Financial Advisor OR Private
can separate those terms with | Wealth Advisor

the upper-case word OR. OR is
most often used to search for
alternate spellings or for terms
that mean the same thing.
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NOT

If you would like to do a search
but want to exclude a particular
term, type that term with an
upper-case NOT immediately
before it. Your search results
will exclude any profile contain-
ing that term.

Financial Advisor OR Wealth
Management Advisor OR Senior
Financial Advisor OR Private
Wealth Advisor NOT “Assistant
Vice President”

QUOTES

If you would like to search for
an exact phrase or terms that
include punctuation, enclose
the phrase in quotation marks.
If you don't include the quotes
around the multi-word term,
each word will be picked up on
its own. You can use these in
addition to other modifiers.

“Wealth Management Advisor”
OR “Financial Advisor” OR “Se-
nior Financial Advisor”

PARENTHESES

If you would like to do a com-
plex search you can combine
terms and modifiers. Parenthe-
ses are only important if you
are looking to use a second
set of terms to complete your
search.

(“Wealth Management Advisor”
OR “Financial Advisor” OR *
Senior Financial Advisor”) AND
(“First Vice President” OR FVP
OR “Senior Vice President”)
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Find Your Ideal Recruits

LinkedIn has thousands and thousands of registered fi-
nancial advisors. Most have rich profiles that make deter-
mining their length of service, title, background, certifica-
tions, interests and common connections incredibly easy
for you.

Note: The features shared here come with the free ver-
sion of LinkedIn. If you are going to perform extensive
recruiting on LinkedIn it is recommended you upgrade
to the premium version. As LinkedIn continually chang-
es the features available through premium, it is best to
check online. Generally it enables you to view more pro-
files, send InMails, save more searches, and have access
to premium filters.

Start your search by accessing the Advanced People Search
within LinkedIn.

Step 1: Relationship

In the Relationship field, select 1st Connections, 2nd Con-
nections, Group Member and 3rd+ Everyone Else. This
will cast the widest net and provide you with the largest
amount of advisors to review and prequalify.

Step 2: Industry

When you set up your LinkedIn profile you must select
Industry. Use this feature to your advantage and keep
your search results relevant. Select Financial Services to
find advisors.

TIP: You can also search by firm. For example, if you are
looking for Financial Advisors at XYZ Firm, use the Cur-
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rent Company search feature. If you’d like to search more
than one firm at a time simply click + Add and add the
name of the firm(s) you are targeting.

Step 3: Title

Because the Title field is an open text field where the advi-
sor has the ability to fill in their title, you have to think
about the title variations an advisor would list on a
LinkedIn profile. Most advisors use the following:

¢  Financial Advisor

¢  Financial Adviser

e Private Wealth Advisor

e Wealth Advisor

e Wealth Management Advisor

The following alphabetical list displays keywords advi-
sors and producing managers commonly use:

e  Associate Complex Director

*  Associate Manager

¢  Complex Business Development Manager
e  Complex Manager

e  Director

¢ Divisional Director

e  Executive Director

e  Financial Adviser
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e  Financial Advisor

e  First Vice President

e FVP

e Investment Advisor

¢ Investment Professional
*  Managing Director

e  Market Executive

e  Portfolio Manager

e  President

e  Private Wealth Advisor
*  Regional Manager

e  Second Vice President

e  Senior Financial Advisor
*  Senior Portfolio Manager
e  Senior Vice President

e SVP

®  Vice President

e Wealth Advisor

e Wealth Management Advisor
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TIP! Remember to use Boolean modifiers to find exactly
who you are looking to recruit. The modifier OR coupled
with quotes will more than likely be the ones you use the
most. The following is an example of a search string to help
you find financial advisors on LinkedIn.

Financial Advisor Search:

“Wealth Management Advisor” OR “Financial Ad-
visor” OR “Financial Adviser” OR “Senior Financial
Advisor” OR “Private Wealth Advisor”

Step 4: Current

Because you would like to recruit advisors who are cur-
rently in production, it is best to select Current from the
drop-down box.

Steps 5, 6 & 7: Location

More than likely you want to recruit advisors within
your geographic area, therefore it is best to select the
Location in or near option. This will allow you to in-
clude your zip code along with a desired radius of 10,
25, 35, 50, 75, or 100 miles.

Step 8: Search

Now for the magic! Once you click on the Search button,
LinkedIn will return a listing of advisors who meet your
search criteria. Review the results, prequalify and add the
advisors you'd like to recruit to your database. (See im-
ages on page 50 and 51.)
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Advanced Search Steps

- . .
==l Search for people, jobs, companies, and more... Q Advanced

B Peopie Advanced People Search

Keywords Relationship

| o 1st Connections
2nd Connections
First Name Group Members
3rd + Everyone Else

Last Name Location

Current Company

Title
Financial Advisor OR Wea 9 Industry

Current [] Executive Office
[ Facilities Services
Company [] Farming
‘ ‘ Financial Services
[] Fine Art
M Eiehina
School
‘ ‘ Past Company
Location
- School
Located in or near: =
County Profile Language
‘ United States s

Postal Code Nonprofit Interests

y

08534 Lookup

Within
50 mi (80 km) =

Reset

(8
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Advanced Search Results
5,316 results

1st Connections 2nd Connections Group Members

3rd + Everything Else Industry: Financial Services

Rita Cheng 2nd

Senior International Financial Advisor at ... Connect v

Greater New York City Area « Financial Services
» 18 shared connections « Similar
Senior International Financial Advisor, Senior Vice President — ...

Joseph Miller {3 2nd

Senior Financial Advisor at ...
Greater New York City Area * Financial Services

» 11 shared connections * Similar

Senior Financial Advisor, Senior Vice President — ...
University of Delaware
Morristown Beard School

Mary Smith 2nd

Senior Vice President — Wealth Management, Financial Advisor .
Greater New York City Area * Financial Services

» 10 shared connections « Similar
Senior Vice President Wealth Management, Financial Advisor at ...

Saving Searches

Running advanced searches is an efficient and effective
way to find your ideal recruits and fill your pipeline.
However, depending on your geographic location and
the size of your network, your search results could re-
turn hundreds, if not thousands, of advisors. Thankfully,
there is a solution. Saving your searches allows you to
return to your search results and continue your review
of potential recruits.

In addition, LinkedIn continually does the prospecting
for you ... How? Well, if anyone new meets your search
criteria, LinkedIn will send you an email with links to
their profiles. All you have to do is select the frequency of
the alerts: weekly or monthly.
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How to save your search results: Once you’'ve run an
advanced search that you’d like to keep, select the Save
Search option in the upper right-hand corner. A dialogue
box will open and you will have the ability to save three
searches for free. Title your search and select the frequen-
cy of the alerts on new recruits who meet your criteria,
and click the green check to complete the action.

Saved Searches

Type Title New  Alert Created

People Financial Advisor Recruits Weekly v Q
People Fin Firm Recruits 32 Weekly April 15, 2016 S X
People Private Wealth Advisor Recruits 9 Weekly Jun 11, 2015 e X

How to return to your saved searches: When you’d like
to return to your saved searches, go to the Advanced
search feature on LinkedIn and click on the “saved
searches” in the upper right-hand corner of the page.
Note: When returning to your saved searches LinkedIn
does not return you to where you left off; therefore,
make a note of the last page you were reviewing to
save some time (and mental energy)!

Do Your Homework

It's amazing how much information is available at our fin-
gertips. Historically it used to take a large amount of time
and resources to unearth the same information you now
have access to online. As a recruiting manager, use tech-
nology and social media to your advantage. If you've tak-
en the time to perform advanced searches, you’ve more
than likely used Boolean logic to identify exactly who you
are looking for. Now it’s time to do some homework. Take
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the time to really read through advisors’ LinkedIn profiles
and look for the following connection points that will ul-
timately help you with the outreach and initial contact to
establish the relationship:

*  Experience

¢  Common connections

¢  Education

e Certifications/Designations

e Interests (personal and professional)
¢ Volunteer Experience & Causes

* Personal details

e  Groups

e Influencers

Identifying just one connection point, i.e., you may have
attended the same university, can make all the difference
in getting in front of your ideal recruit.

Turn on Your Social Listening Ears ...

It’s easy to get sucked into social media and lost on Linke-
dIn. While most social media channels offer tools that al-
low you to keep a careful eye on only those advisors with
whom you’d like to build stronger relationships, LinkedIn
does not. However, through targeted social listening you
can view activity and changes to an individual advisor’s
profile by visiting their profile > click on the drop down
arrow (located in the first section of their profile) > select
view recent activity, and if they are sharing information
you can review their feed and select something of inter-
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est that enables you to reach out in a personalized way to
deepen the relationship.

Furthermore, if you are a 1st degree connection with the
advisor, you will receive alerts when they have a work an-
niversary, birthday or job change (hopefully to your firm).

If you want to take your social listening to the next
level, Google the advisor. Find out if he/she is on Twit-
ter and/or Facebook and then check them out. Set up
Google alerts on them. All of the intel you gather on-
line enables you to have a richer connection and deep-
er conversation when you have the opportunity to take
it offline. The on- or offline conversations that result,
especially with an advisor who’s not quite ready to
“buy” you, may reverberate five days, five months or
five years from now.

The key to social listening is to block out time to regu-
larly learn about your top recruits and then act accord-
ingly. Remember, online opens the door, but offline
closes the deal!

1 2 2 4
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ou’ve flipped the “on” switch to your recruiting
machine, and now the time you’'ve devoted
to scouting out recruits is starting to pay off.

You have names, you have referrals, and you have
recommendations. What happens next?

Screening

It's time to do a little homework — and investigating. You
don’t want to waste time interviewing prospective advi-
sors who don’t meet your qualifications or could poten-
tially be “high-risk” hires. Take time to do a little digging.
What do you know about this person? Look for as much
relevant information as possible about them on social me-
dia sites. Check out their professional record on the SEC.
gov website. Who recommended them? Was it a reliable
referral source? Check with advisors in the office and with
your strategic alliances to see if anyone knows this candi-
date or has heard anything about them. Did they go to the
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same college? Do they run in the same circles — church,
country clubs, community organizations, or charities? If
so, what is their personal opinion of this person?

I know it can seem like an invasion of privacy to check a
person’s background by viewing their activities on social
media platforms or privately asking other people about
them, but keep in mind that a financial advisor’s clients
will be checking up on them, so you need to do the same.
You don’t want any surprises.

Choose Your System

If your firm already has a software program that can be
used for tracking recruiting results, then take advantage
of it. Make sure you take time to look and learn from the
data. Customer relationship management (CRM) systems
and data analytics can be valuable in keeping track of can-
didates and contacts and analyzing where you're finding
the best leads and the highest quality candidates.

Select a system that’s easy to use so you won’t get frus-
trated and abandon it. If Excel is your technology of
choice, take all your recruiting prospects and put them
into an Excel spreadsheet. The “A” column would in-
clude all recruits that meet your qualifications. The “B”
column would include all candidates who had taken
your calls; the “C” column would be candidates with
whom you spoke and have agreed to meet with you. In
the “D” column, you would list all the candidates you
met with and interviewed. This spreadsheet is called a
funnel or sales pipeline.

This process is critical in helping you keep track of your
recruiting progress. If your recruiting pipeline slows to a
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trickle, you know you need to start looking at additional
ways to bring in more candidates — whether it’s stepping
up your promotion, encouraging your branch staff to give
more referrals, or increasing your networking.

Monitor the Funnel

The “funnel” can also help you determine where you're
losing a candidate. Are you unable to get candidates to
take your call? Did you lose them in later phases of the
interview process? Don’t just keep track of which phase
recruitment candidates get to. Use your critical thinking
to analyze why they dropped out before getting to a final
commitment. This data will help you determine where to
put your time and effort. How long is the process for each
of these phases? What if you could shorten the time of
each phase and increase the number of people you move
from one phase to another?

Try to figure out your closing ratio: How many advisor
-prospect meetings will you have to engage in to recruit a
single advisor? You want to be able to calculate how much
time it takes to move a candidate through the “funnel” or
hiring process, so you know how much time to allot to the
recruiting function.

How many phases do you have? Can you see where most
of the candidates are in your pipeline? Can you see on
average how much time you are spending on each of the
phases? Can you tell where you typically lose people?
Most importantly, what are the issues you need to handle
at each phase to move someone forward successfully and
consistently?

This data is the “gold,” and it tells you how to trouble-
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shoot your process. It is entirely possible to be work-
ing hard on all of the wrong actions, or worse yet, to
expend energy fixing the wrong thing. I want you to
view recruiting as a precision sport. Focus on what will
make you better.

In my 90-day Recruiting Coaching Program, we train
people to keep their stats, know their pipeline and to di-
agnose their weak spots, and we help them take action
to get the biggest return. As a manager, you don’t have
time for guessing or for getting it wrong. You must aim
for precision.

Focus on Control

It is critical to focus on what you can control, and two key
factors you can control are: 1) your level of effort, and 2)
the quality of that effort.

The tendency is to focus only on your results, which are
important to track, but not for planning and motivational
purposes because results are “lagging” data. Your results
today only tell me what you did in the past. Even the
good results you produce today are only an indication of
past efforts.

Itis this lack of understanding of lagging and leading indi-
cators related to our behaviors that create so much erratic
and inconsistent performance for managers. Successful
managers take action and aggressively apply themselves
to recruiting; they develop a pipeline that they constantly
feed. As soon as you — the manager — get tremendous
results, what do you do unconsciously? You probably
stop doing all those things that gave you those tremen-
dous results and take a victory lap.
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The harsh reality is that when you are working the hard-
est, you are usually paying for a lack of past action. Your
experience with working hard will see few “final” results.
By the time you see final results, you are not working as
hard. There is a psychological disconnect that makes it all
seem a bit random, but underneath the results are statisti-
cally verifiable actions that explain the results — or the
lack of results.

As my manager at Lehman Brothers once told me: “When
the markets are down, you have to work hard to posi-
tion yourself for when the markets are up. And when
the markets are up, you have to work hard to make hay
while the sun is shining because at some point markets
will go down. If you are unclear as to exactly which sce-
nario applies to you, then just put your head down and
work hard.”

Take Action and Learn

We structure our training and coaching process as a
“game” to generate the highest level of improvement in
recruiting in the shortest period of time. As a manager
participating in the game, you will agree to do specific
daily actions that lead to your goals, and you will be held
accountable for those actions. If you don’t do what you
had planned on a given day, you take on a consequence.
The primary consequence for a manager is a written anal-
ysis of why you did not do those recruiting actions.

In Chapter 16, I will show you how to construct and play
the recruiting game. I will even make sure you can get a
free copy of my book, The Game.

The point is to make sure that every day you are ad-
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vancing your recruiting effort on two fronts: 1) Taking
the actions needed to produce the results you want and
2) learning.

The key to consistent success is to:
e Know your important leading indicator statistics
*  Record your leading indicator statistics

e Learn from the up-and-down movement of your
statistics, and

e Know what to do when they are going up or down.

When you focus on lagging statistics for guidance, you
will feel less in control and feel less motivated to take ac-
tion at the right time and in the right way. Your results are
just that: the results of something you do. In other words,
your actions. If you want to get more (and better) results,
focus on the something, not the results.

1 2 2 4
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RECRUITING TIPS

As you go through the recruiting/hiring process,
keep these important tips in mind:

* Don’t slack off even when your pipeline is full. As
I said earlier, recruiting is an ongoing process. You
should always be looking for recruits who meet
your qualifications. You aren’t going to turn away
a top candidate; you’ll make space won’t you? Def-
initely. You will find an office for that person.

Ask for referrals from candidates. Even if a potential
recruit turns you down, they may know of someone
— either at their firm or elsewhere — who'd be inter-
ested in joining your firm. Don’t scrap the name of
the advisor who turned you down. Circumstances
might change at their current firm, and they might
consider joining your branch in the future.

Consider candidates who have a compatible back-
ground and book of business but may come from a
non-traditional firm. You and your firm may have
to invest time in training or mentoring someone
with a different business model, but if they demon-
strate sales skills and have a “people personality,”
they might be a good fit.

* Don’t connect with candidates only about job of-
fers. That can be a turn off. Share with them what
kind of services your firm offers by emailing your
latest firm research or posting relevant content
about trends in the financial services industry, for
instance. How about interviews with the firm’s top
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producers and how they’ve built their business?
This content can also be posted on your social me-
dia channels. Pique their interest in your firm so
that next time you call on them, they’ll remember
the professionalism of your firm and the excellent
services you offer to your financial advisors. They
won't think of your firm as “desperate” to fill offices.

Use the power of social media. As mentioned above,
post firm-approved content that is interesting and
informative and will draw financial advisors and
prospects to your social media outlets. Lead them
back to your website for more information.

Show the personal side of your firm and differen-
tiate it from the others. Make candidates want to
work for you. What are the benefits of working at
your firm? What makes it unique? Is there comrad-
ery among the advisors? Post photos of advisors at
the firm who got together to contribute their time
to community projects or charities.
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Getting Past the Gatekeeper

Let’s face it, it’s difficult, if not impossible, to get through
to a high-caliber recruit with a spur-of-the-moment phone
call or visit. They're focused on clients, prospects and
sales, not you, a manager who is recruiting and is robbing
them of precious time. They have purposefully construct-
ed a barrier around themselves and use a “gatekeeper” to
restrict access.

You can try a number of ways to circumvent gatekeepers,
such as:

e calling at off hours,

e calling early in the day,
e calling at lunchtime,

e or calling late in the day.

Of course, one of the best ways to reach that advisor is to
get a personal cell phone number.

However, if you are unable to avoid the gatekeeper you
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need to have a more strategic plan. Getting through the
gatekeeper is similar to a military exercise. It's best to be
armed with leverage, such as information about the re-
cruit, a referral, and so on, to help you penetrate the front
lines. You want to gather information from the gatekeeper
but avoid “capture.”

Most managers haven't been trained to be very effec-
tive at this exercise because they are not fully prepared
to handle phone conversations and potential dialogues.
They rarely practice what they’re going to say. They lack
a script. What I'd like to impress upon you is that you
should never wing it in a sales — or recruiting — call.

Also keep in mind that the gatekeeper is a “sale.” Every
step of the way, you are selling. Every step of the way, you
are closing. Your goal my get deduced to selling the gate-
keeper if you can’t get through his or her barrier the first
time. This will make a lot more sense as I reenact a mock
conversation with the gatekeeper. I will play the role of
the advisor.

The “Before” Scenario

Phone rings.

GATEKEEPER: Sarano’s office, this is Alex speaking. May 1
help you?

YOU: Alex, is Sarano in?

GATEKEEPER: Yes he is, but he’s on another line. May I ask
who’s calling?

YOU: It’s Bob Jones.

GATEKEEPER: May I ask what this is in reference to?
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YOU: Well, it's kind of personal in nature.
GATEKEEPER: May I ask what firm you're with?
YOU: Yes, I'm with TKG Investments.

GATEKEEPER: I'm sorry, Sarano has asked me to not put
through recruiting calls, but we appreciate you calling.

Leverage

It sounds familiar, right? Now there are strategic ways
to mitigate being in this weakened position. If you don’t
have a way to avoid the gatekeeper, you need to use le-
verage — something that gives you the power to reach
a prospect. The more leverage you have, the more easily
you will get past the gatekeeper and win over the pros-
pect. If you have leverage, your prospect will be favorably
disposed to hear what you have to say — instead of just
putting you off.

Importance of Testing

In the scenario role played above, given the fact that the
conversation went the way that it did, what should you
do? Some people leave phone messages, but I would sug-
gest that you track the actual success rate of messages left
versus messages returned to see if that method is sup-
plying you enough of a return to warrant using that ap-
proach. Leave 10 messages. Track the response rate. Then
see what happens if you use a different message. Which
tactic was more successful? The key is that you need to
prove things to yourself. Don’t automatically buy into
what I say. Test what I'm saying. Do your own marketing
study on a localized basis to determine the best approach.
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Mystery, intrigue

I find the most successful messages — those that actually
get a person to want to call you back — are those that have
missing information as opposed to a message with volu-
minous detail that gives the listener the ability to make
the decision easily and on a perfunctorily basis.

A prospect is more likely to call you back if you don’t give
them all the details or if you add some mystery to the
message. Here’s an example:

YOU: This is Bob Jones. My cell phone number is xxx-xxxx.
Can you call me before the market opens (or right after the mar-
ket closes).

There’s missing information: Why am I calling? The pros-
pect is more prone to call you back to find out what you
want. You want to pique their interest in talking with you.

Gatekeeper Rules

Now that we’ve discussed leaving a voice mail message,
here’s what you need to know when you want to get past
the gatekeeper. Following these rules can help ensure a
successful encounter:

Rule #1: Don’t answer a question with a question
Rule #2: Stay in command

Rule #3: End with a “commanding” question
Rule #4: Never lie

Rule #5: Never make an enemy of the gatekeeper

If you answer a question with a question, the gatekeeper
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will assume you are up to something and you will be inter-
rogated (GATEKEEPER: What is this in reference to? YOU:
Is he in?). This comes across as defensive. In response, the
gatekeeper will feel impelled to interrogate or further in-
vestigate you. Always answer a question politely; then
ask a question to maintain control of the dialogue and
stay in a dominant position.

Example 1: The Wrong Way

Ring-g-g-g.

GATEKEEPER: “Sarano’s office. This is Alex. May I help you?”
YOU: “Hi Alex. Is Sarano in?”

GATEKEEPER: “May I ask who’s calling?”

YOU: “Is he currently available or do you think he’ll be awhile?”
GATEKEEPER: “What's this in reference to?”

Notice how answering the question with a question im-
mediately triggered a suspicious response. So let’s try
something different.

Example 2: The Right Way
Ring-g-g-g.

GATEKEEPER: Sarano’s office, this is Alex speaking. May I
help you?

YOU: Alex, is Sarano in?

GATEKEEPER: Yes he is, but he’s on another line. May I ask
who’s calling?
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YOU: It's Bob Jones. Will he be off the line soon? Or should I
call back later?

GATEKEEPER: May I ask what this is in reference to?

YOU: [ was asked by senior management to give him a call. Can
you let him know 1'm on the line? I'll hold.

Applying the first rule, you did not answer the gate-
keeper’s question with a question, did you? You po-
litely answered the question. But then instead of fall-
ing silent at the end of your answer, which would have
invited another question from the would-be interroga-
tor, you then asked the gatekeeper a question. You kept
the conversation going and controlled the flow of the
conversation. In this interaction, you never want to be
the one who’s back on your heels. Answer respectfully,
but then ask them a question with some authority. This
tactic keeps the gatekeeper occupied and will help you
avoid getting sucker punched.

Remember, your goal is not to get through everyone. It’s
to increase your ratio by having a successful approach that
you can apply consistently, while understanding the un-
derlying structures and patterns of communication skills,
and finding the most successful approach.

Know How to Respond

What are you going to say when someone says, “What is
this in reference to?”

You need to have a consistent, prepared response. In the
example above, when I say, “A colleague or senior manage-
ment asked me to call,” I don’t have to say which colleague
or which firm. I'm definitely not suggesting that you lie,
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but you don’t need to be overly specific. If the gatekeeper
wants information, they’ll have to work for it. In other
words, you will provide information, but they should
have to earn it.

Example:

Let's say the gatekeeper says, “May I ask what firm
you're with?”

Take them to another level.

YOU: “Let him know that a colleague of his at TKG Invest-
ments asked me to call him. Should I call him back later or
should I just wait?”

This is marketing. You're working through levels of an-
tagonism or challenge.

If the gatekeeper says, “I'm sorry. Sarano asked me to not
put through recruiting calls,” you reply: “Look, I know you're
just doing your job. I'm not at liberty to say, but this call is
extremely urgent. Sarano would want to be kept in the loop on
this. Can you let him know I'm on the line?”

Next Level

Here’s how you would take a conversation to an even
higher level:

GATEKEEPER: May I ask what firm you're with?

YOU: Let Sarano know that a colleague of his asked me to call
him. Do you need me to call back later or can he speak now?

And then ...
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GATEKEEPER: I'm sorry, Sarano has asked me to not put
through recruiting calls. But we appreciate your calling

YOU: I know youre just doing your job. Unfortunately I'm not
at liberty to go into it; however I'm not a recruiter (you are a
manager, not a professional recruiter), and I'm sure Sarano
is going to want to be kept in the loop on this. So can you let him
know I'm on the line?

Once again, note how “you” end with a question that’s,
quite frankly, in the form of a command. In this case: “Can
you let him know I'm on the line?”

Moving Up

The more rounds you can go with the gatekeeper, the
more people you can penetrate. Your goal is to turn en-
emies into allies. True story: As a 23-year-old “kid” work-
ing for Lehman Brothers in the 1980s, we were given
white lead cards with telephone numbers. One card I got
said “Steven Spielberg,” so I had to cold call him. I must
have gotten through seven assistants, or gatekeepers. It
was awesome. The eighth, however, was an 800-pound
gorilla who wasn’t about to let me get through to Spiel-
berg. Nothing worked. However, getting to that point was
still a huge accomplishment.

Bottom line: You want to be able to go a couple of rounds.
That doesn’t mean you’ll have a 100% closing ratio. But
it should be a significant jump from where you are right
now. If you can go several rounds with the gatekeeper
and avoid being “taken hostage,” then you're operating in
stealth mode. You're turning the tables on the gatekeeper.
You're in control, and they won’t be able to brush you off
with, “Is this a recruiting call?”
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Going the Rounds

How many times can you push back on the gatekeeper
without it reaching a level of antagonism? How many
rounds can you go? This should not be stressful. It's en-
tirely repetitive. It's only stressful when you do things dif-
ferently every time, and you're unclear about what works.

This is predictable: You will up your closing ratio when
you apply a clear process and have an understanding of
human tendencies. Once you do this, compare your sta-
tistical results to prior statistics to see if your results im-
proved. Go through the same cycle again to determine if
it's effective. You're responsible as a professional to deter-
mine what works effectively. Otherwise you’ll be incon-
sistent and your success will be arbitrary.

Recruiting is a long-term process. Even after you win over
the gatekeeper, your next job is to win over your prospect.
You can accomplish this by creating a winning script.
We'll get to that in a subsequent chapter. Read on.

L 2 2 4
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Chapter

Preparing an Opening Script

nopening “script” is a crucial part of the recruiting
Aprocess. You're wooing the candidate, and it's
a lot like the art of romance. It's a courtship.
There’s usually a little mystery involved — especially in

the beginning. That intrigue is what keeps another person
interested in you and what you have to say.

You need to attract a recruit with something that engages
their imagination and promotes a sense of urgency. You
should create some excitement about the call. Are you
wondering why you and the recruit need to go through
this process? It’s so that at the end of the call, both of you
will feel like you're the perfect match for each other, and
the recruit will be convinced he or she needs to know
more about your company.

What's Your Line?

What did you say the last time you got a recruit on the
phone? I wonder if it sounded something like this (the
branch manager’s name and investment firm are fictitious):
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“This is Bob Jones, branch manager at TKG Investments. I've
been hearing some great things about you and I want to have a
cup of coffee with you to discuss our firm.”

If that opening line is working for you, all I can say is,
“Really?”

For those of you who use the method above, I want you to
objectively listen to what you're saying. If someone said
to you, “I'm Bob Jones, complex director at TKG Invest-
ments downtown. I'd like to buy you a cup of coffee and
talk to you about our firm,” how long would you listen?
You'd probably be thinking, “Why would I want to spend
my valuable time with you? How quickly can I get off the
phone?” Right?

What reason does a recruit have to focus on what you're
saying? Is there something particularly compelling about
having cup of coffee? Am I desperately in need of a Star-
bucks? Is there any compelling reason why an advisor
who's busy, happy, and productive and has a full family
life would cancel something in their packed schedule to
meet with a person who wants to buy them a cup of cof-
fee and talk? Granted, that may occasionally work with
someone, but I'm asking you to test it.

A Different Approach
Now hang with me while I explain another kind of approach.

Example:

Say you're a branch manager focused on recruiting more
million-dollar-plus advisors. There are several differences
in this new approach than in the more typical scripts we
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hear in our training with the offer, “Let me buy you a cup
of coffee.”

In this example, I (Sarano) will play the role of the advisor.

YOU: “Sarano, listen, I'll be brief. We have a number of rela-
tionships in common, and I'm very impressed by what people
have to say about you. Senior management requested 1 give you
a call. We’re making a major investment in this market to have
the greatest concentration of high-quality top producers doing
at least a million in production on our team. My name is Bob
Jones. You might be familiar with me by name. I'm the branch
manager at TKG Investments downtown. I want to go over de-
tails of this initiative with you before the quarter closes. What
tends to work best for you ... early morning or late in the day?”

Breaking it down
Let’s dissect the key elements of this approach:
1. You didn’t open with your name.

You left that to the end, which forced me (the recruit) to
pay attention and listen for you to say who you are and
where you're from. When I picked up the phone, my first
thought is: Who is calling? If you had opened with your
name, I would be thinking “Who the heck are you?” When
you said “TKG Investments,” I would have looked for the
quickest opportunity to get off the phone.

At this point, I would no longer hear what you are say-
ing. You should never purposefully open with your name.
Instead, leave that until the end and force me to pay at-
tention as I wait to hear your name and where you are
from. Don’t say anything that will allow me to determine
prematurely whether to listen to you until the very end of
your presentation.

73



A Guide to the Recruiting Conundrum

2. You got the advisor to focus by using his/her name and
a simple command.

“Sarano, listen, I'll be brief,” can be said with a lot of
warmth and at the same time it should be clear that you
are giving a command. Often people are not committed
to listening when they first take a call because they were
engaged in an activity that was interrupted by the call or
they are immediately suspicious when they receive a call
from someone they can’t easily identify. Saying the name
of the advisor firmly, asking him to listen and then assur-
ing him that you will be brief, will alleviate many of the
reservations he has about continuing the call.

3. You created mystery and a reason for the advisor to focus.

You then told me, the advisor: “We have a number of rela-
tionships in common.” That piqued my curiosity and kept
me from shutting you down. As the advisor, I'm wonder-
ing: Who does he know that I know? Is it a friend, a client,
a prospect, senior management?

You then went on to say: “Senior management requested
that I give you a call.” I'm thinking, “Whose senior man-
agement — theirs or mine? Why would senior manage-
ment ask him to call me?”

This may seem like you are trying to confuse me (the ad-
visor), but remember that when someone feels somewhat
confused, they will actually listen more closely as they try
to understand what you are saying. Your first and fore-
most goal is to get them to listen so you can deliver your
well-thought-out script.

4. You delivered news — a big, bold headline.

You started your message the same way an article in the
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Wall Street Journal starts out — with a big headline to get
their readers’ interest.

You said: “We’re making a major investment in this mar-
ket to have the greatest concentration of high-quality top
producers doing at least a million in production on our
team.” You gave me (the advisor) the crux of the message
and made me feel valued and important. Phrases like “Re-
quested that I give you a call” and “We want you on our
team” are flattering. You've invited me into a special circle.
You've also given me information that sounds like news.
That’s one of the problems with “Let’s just have a cup of
coffee.” There’s nothing new. Nothing urgent. It just makes
me want to tune you out.

5. You created urgency and a reason for the advisor to
want to meet with you.

When you said, “I want to go over the details,” I had rea-
son to think that this is more than just a recruiting call.
Remember, though, to avoid giving too many details over
the phone. You're only trying to sell me on meeting with
you in person. That's your goal. You've got to be clear
about what you're selling. In the script, you gave me a
reason for urgency that you don’t attempt to explain in
the first call. “I want to go over details of this initiative
before the quarter closes.” So what happened here? You
provided a deadline — that sense of urgency. There’s a
reason you're calling me now and a reason I should meet
with you as soon as possible.

6. You closed by giving a simple choice that can’t be an-
swered with “yes” or “no”.

You closed by giving me (the advisor) one of two options:
meeting early in the day or late in the day. You didn’t say,
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“I was hoping we could get together” or even less effec-
tive, “I was wondering if we could get together.” Think
about your life: You're busy; your time is important. Do
you really think I should cancel meetings or skip time
with my spouse or kids because someone is “wondering
or hoping?” Probably not. Instead, you gave me a choice
of times: “What tends to work best for you: early morning
or late in the day?” When said with confidence it makes it
harder for me to back out of your offer.

You don’t have to use this script word for word. You'll
want to revise and create your own, but when you incor-
porate the factors above, your conversation will be stron-
ger. Think of this as a training session. I'm here to push
you and make you better.

Know Your Recruit

Your opening script will go more smoothly if you have
some background information about your recruit. Know
what some of their hot buttons are and what some of their
favorite hangouts are, for example. If you introduce one of
their favorite places or hobbies into the conversation, you
will pique their interest and give them a tempting reason
to meet with you. Do they like craft beer? What sports
teams do they like? Where do they go to lunch? What do
they do after work? Find out some of these details and
work them into your conversation.

Did you get a referral from an advisor in your branch?
Why not set up a time when all three of you can get to-
gether? That will help put the recruit more at ease so he/
she doesn’t feel like the main topic of conversation.
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Re-examine Your Swing

As a trainer, I'm like a golf coach. It's my job to take a
look at how you hit the ball and see if there is a way
to improve your swing, your stance, or some other part
of your game. I'm not here to break you down or criti-
cize you. I'm here to make you think about what you're
saying and how you're presenting yourself, to examine
the fine details, improve your swing and put you back
on tour so that you're competing — and winning — the
Masters Tournament.

L 4 4 4
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Chapter

Handling Objections

ow that you've crafted the perfect script, your
Npotential recruit will listen to what you have to

say, be intrigued, and will gladly agree to meet
with you. You threw a perfect pitch, right? Well, not exactly.
It may be just like the pitch that turns into a curve ball and
doesn’t make it over the plate; the player moves out of the
way because he’s not going for it. Similarly, your potential
recruit is looking for a reason to back away — an opening
to say “no” to you. However, there are ways to deflect or
intercept an objection before it becomes a rejection.

So what do you do if your recruit backs off — or objects to
your request? There are only four possible responses to
any recommendation or request you are proposing.

Yes
Question
Objection
No

=L =
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When talking with a recruit, the responses you need to
be concerned with are how to handle an “objection” or a
“no.” These are the major obstacles you'll encounter in a
recruiting conversation.

People are programmed to say “no.” Think about it. You're
probably bombarded by a steady stream of requests and of-
fers almost every time you answer the phone or log in to your
computer. What happens when you go into a retail store and
someone asks, “Do you need any help?” Your automatic re-
sponse is “no.” I would guess the times you say “no” far out-
number the times you say “yes” each day. Because of this,
you need to recognize the value of keeping a potential recruit
involved in conversation to get them past this automatic “no”
response that has become a habitual pattern.

It's a simple fact that by approaching people differently,
you’ll avoid the habitual “no” response that works for
them 99 percent of the time. Because the advisors” “no”
response typically shuts down the people who contact
them, there is no reason for them to develop any other
way to shut people down. Put another way, the “no” re-
sponse people have is utterly mechanical. It is not their
conscious response; it’s just an unconscious pattern. To
overcome this, you need to engage them in a genuine dia-
logue, not some sort of perfunctory communication that
makes you feel like you made an effort, yet it gives them
the opportunity to politely get rid of you.

Track Objections

As you engage in recruiting calls, it’s important to track
your progress. You need to document all objections and
the frequency with which they occur. Initially you’'ll only
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want to concern yourself with those objections that rep-
resent 80 percent of the problem. One of the top ones is
likely going to be something like this:

ADVISOR: “Look, I've been at the same firm for 20 years. I'm
very happy here. I don’t see myself moving, nor do I want to
waste your time. Thank you for calling ... Goodbye.”

Does that sound familiar?

What do you say when someone says that to you? Do you
attempt to convince them that they’re wrong?

If you tell them they’re misinformed, do they agree with
you? In other words, was the response:

ADVISOR: “You're right. I was entirely wrong. We should meet
right away. I can come by this afternoon ... let me buy you coffee.”

Yes, I'm being sarcastic here, but you get my point. Tell-
ing a person that they are making the wrong decision will
alienate them, not draw them closer to you. That conver-
sation is over.

Use a Process

There’s a more effective way to proceed. We've put to-
gether a conversation sequence to help you effectively
handle any objection. This process is backed up by vari-
ous experts and has been around for many years. It's used
in a lot of sales-training programs. Why? Because the pro-
cess works.

The formula for responding to an objection is composed
of three parts: Replay, Verify, and Acknowledge. It also in-
volves the use of Reframing, which is discussed in Part II
of this chapter. Here’s how it works.
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1. Replay

When the potential recruit responds with an objection,
you need to continue the conversation by “replaying”
their answer.

Don’t try to counter or rebut what they just said. You
don’t want to come across as argumentative. For example,
here are two common ways of countering or rebutting (a
covert form of argument) what the other person has said:

“I can appreciate what you're saying but ...” or “I under-
stand what you're saying but ...”

Both of these responses can sound patronizing. Avoid
them at all cost. If you don’t understand why this ap-
proach is a turn-off, put yourself on the other side of the
conversation. When someone says to you, “I agree with
you but...” you immediately know that they don’t really
agree with you, and you may even feel that they just lied
about it and are now cleverly coming back at you with
their argument.

Instead, here’s what this step should sound like:

ADVISOR: “Look, 1've been at the same firm for 20 years. I'm
very happy here, and I don’t see myself moving, nor do I want to
waste your time. Thank you for calling ... Goodbye.”

YOUR REPLAY: “OK, you're happy at your firm and have
been there for many years, so you see no reason to make a change
at this time.”

You need to start to replay what they just said as soon as
they say, “Thank you for calling ...” and before they can
say “Goodbye.” If you interrupt their automatic response
to get off the phone with an attempt to understand them,
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it will greatly reduce the likelihood that the conversation
will end.

Most people familiar with the concept of replaying or
“playback” think it is merely a technique. It is not. Re-
playing is a necessity because when you don’t use it,
you create a huge basis for misunderstanding. Many
people think they are listening, but they are actu-
ally spending their “listening” time formulating a re-
sponse. They hear a few words and say to themselves,
“I know where this is going,” so they merely launch
into their response. Replay will keep you from making
this mistake.

2. Verify

After the objection and the replay, a person will predict-
ably verify what you said. This means that they will verify
whether your understanding of what they said is accu-
rate. They will do this by saying one of the following;:

“Yes, that’s what I said,” (or some indication to that effect).
“No, you misunderstood me.”

“Not exactly” ... (which means you didn’t get what they
said).

If you get a “no” or “not exactly,” you must ask for clari-
fication and again replay what they told you. You should
only move forward on agreement.

3. Acknowledgment and Reframe

After replay and verification, the next step in the sequence
involves acknowledgement.
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YOU: “So, given the fact you've been at your firm for 20 years,
you see no reason to make a change at this time?”

ADVISOR: (Verifies) “Yes, that’s exactly what I'm saying.”

YOU: (Acknowledging) “I want to thank you for being up-
front with me. I want to thank you for not wasting my time.”

That puts you in a position to reframe. A reframe is not
a rebuttal. A reframe is how you get someone to change
their mind — to shift their perspective. We’ll talk more
about reframing in the next chapter.

Dissecting a Response

To help you understand the importance of words and lan-
guage, I'm going to take you through a simple exercise.
Read the sentence below and pay attention to what hap-
pens as your brain processes it.

The cat landed on the floor.

Now ask yourself these three things:
1) What color was the cat?

2) What did the cat jump from?

3) What did the cat land on?

You will see an image in your mind. For example, what I
see is a black cat jumping off of a white refrigerator onto a
black and white floor.

What are the odds that you will have the exact same im-
age in your mind? The answer is: very unlikely. Cats come
in many colors and combinations of colors. They can jump
from any number of objects, and they can land on a huge
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variety of surfaces, like tile, hardwood, carpeting, etc.
My point is that language is not always specific, and it’s
highly unlikely that two people will have the exact same
imagine in their minds. You may get part of it, but not all
of it. There’s a lot of room for misunderstanding.

Replaying helps you think about and understand what
another person says. Marriage counselors often use this as
a tool because much of the misunderstanding in marriag-
es stems from miscommunication. People often find out
that they were arguing about two different things. They
weren’t on the same wave length or the words didn’t have
the same meaning to both of them.

Now I'll apply this to a recruiting call. Here’s an example:
ADVISOR: “I'm not ready yet.”

It sounds straightforward, right? But let’s dissect this
statement. For starters, what does the advisor mean by
“1”? T know there are times when I say “I'm not ready
yet,” but what I really mean is, “My wife wouldn’t like
it,” or “I need to check with my team,” or “Right now I'm
dealing with something else.”

The reason we often criticize or argue with ourselves is
because people have inner divisions. We have more than
one “I” within us, and each of them can want different
things. Have you ever had part of you want a thick slice of
pizza and another part of you want to stick to your diet?
Those are two separate “I”s.

When an advisor says, “I'm not ready yet,” listen closely
to the “I” they are referencing. What part of them thinks
that they are not ready? Is it the sole decision-maker part
of them? Is there another “I” inside of them that’s curious?
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Let’s move on to the word “not”. What does it mean to “not”?
The mind can't really envision a negation. It's similar to
the word “don’t”. When you tell a child, “Don’t drop your
milk,” they envision that milk dropping and down it goes.
(Instead, the command should be “Hold on to your milk.”)

Ready. What is readiness, and why is it necessary? How
ready do you need to be to make a decision? Do you need
to be entirely certain or ready to move to take a meeting
with me?

Yet. This word suggests that there is a time in the future
when they could be ready. When will that be? What do they
need to see, feel or hear to turn the “yet” into a “now”?

By dissecting this response, you can see that there are
many ways to interpret what the advisor is trying to say.
Don’t accept the statement at face value and get discour-
aged. Instead, take an interest in understanding the un-
derlying meaning of their dialogue. You will find that
the more you get interested in the components of the re-
cruiting process, the easier it is to understand how lan-
guange and communication skills can be used to give you
the results you want. It is a fascinating study. Using your
analytical thinking will help you divorce yourself from
emotional reactions. You'll become less concerned about
failing or losing and more concerned about learning, even
from situations that seem hopeless.

*00
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Chapter

The Power of Reframing

eframing is a communication technique used
Rto help someone see their situation from a

new perspective or from a different frame of
reference. It is something people do all the time — they
just don’t realize it. For example, a friend may tell you
they’re having a bad day and that a problem at work
is frustrating them. You sympathize, and say, “Hey,
you’ve got your health. You have a great family. Things
could be worse.” Suddenly they feel better, even though
their circumstances haven’t changed. They feel better
because you changed the basis of comparison. They
have literally shifted their thinking because you've
shifted the “frame.”

Reframing is an important strategy in the recruiting pro-
cess because it can help the recruit see you or your firm
from a different point of view — as a new opportunity. It
brings new meaning to your conversation.
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Multiple Strategies

There are numerous strategies for reframing. Some are
used for people in an emotional state. Some are geared
toward people who are logical and rational. Many of these
“reframes” come after you have replayed, the advisor has
verified, and you have acknowledged.

Example:

ADVISOR: “Look, I've been at the same firm for 20 years. I'm
very happy here. I don’t see myself moving, nor do I want to
waste your time. Thank you for calling ... Goodbye.”

YOU (Replay): “So, given the fact you've been at your firm
for 20 years, you see no reason to make a change at this time?”

ADVISOR: (Verifies) “Yes, that’s exactly what I'm saying.”

YOU: (Acknowledging) “I want to thank you for being upfront
with me. I want to thank you for not wasting my time.”

YOU (Reframing): “This is a small industry, and you know
I'm not looking for you to make a change today. I don’t know
you well enough, and you don’t know me well enough. Let me
ask you, if you were in my place, how would you go about build-
ing a relationship with you?”

If you present this to someone who is logical and rational,
they will tell you the “what” so that you will know the
“when” for building a relationship with them.

You've found an opening within that advisor’s objection.
You can now take what that advisor has told you and
make a concrete plan to meet.
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Using Contrast

Another way to reframe is to use contrast. You present
“contrasting” information or a question that will change
an advisor’s focus and overcome an objection.

Example:

ADVISOR: “I'm really happy where I am.”
(You replay, advisor verifies, you acknowledge.)

YOU: “You know, you sound really happy, and I must tell you
that 1 often find that when people are actually happy it boils
down to one critical factor. Listen, I respect you and I'm just
curious: What is it that you like so much about your firm that’s
making you so happy? I'm always interested in learning.”

If you have rapport with that advisor, and they’re logi-
cal and rational, they will shift. When they give you their
answer, you replay it, they verify, you acknowlege them,
and then you say:

YOU: “It sounds perfect. If there’s one thing you could change,
what would it be?”

That one thing may very well provide you with a rea-
son for them to meet with you, but this time the reason
is theirs, not yours. If the advisor is rational and logi-
cal, but says, "You know, I'm not ready yet," you can
again replay, let them verify, and then acknowledge us-
ing a response like this:

YOU (Reframing): "Has there ever been a time in your life
that you waited for the right moment to make a decision and
realized when you got there that you waited too long, and it was
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too late? 1've got to tell you, 1"ve never had anyone who left their
firm tell me that they left too soon.”

You are giving the advisor time to reconsider. You are
giving them something to think about that could get
them to change their mind. Again, if you have rapport,
this method of reframing can work. It is clearly better
than the usual objection/counter banter that we hear
in our training.

The Hail Mary

You would use a different type of “reframe” for someone
who is irrational versus someone who is rational. While
you would use the same steps with both, with the irratio-
nal person you would reframe it in a different way.

Example:

ADVISOR: “Look, you're wasting your time. I really don’t
meet with recruiters. I just think you're wasting your time.”

YOU: “So you're not interested. 1 want to thank you for
being upfront with me. I like that quality in you. Let’s get
together anyway.”

That’s called a Hail Mary. If you're going to lose the
game anyway, you might as well throw the ball, right?
You're not being confrontational, but you’re making a
last-ditch effort to turn the conversation into a meet-
ing. You've agreed with the advisor and allowed him
to keep his point of view, so he, in return, may want to
go along with your request. He may decide he admires
your determination and stamina and agree to talk to
you further.
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Confusion Technique

Here is another way to handle an objection from an advi-
sor, after you've verified what they said and they have
acknowledged you.

YOU: “Can you help me out on something. I'm a little bit
confused.”

The advisor will wonder what you are confused about
and keep listening.

YOU: "You know, when we began this conversation, you knew
my name and you said you knew my firm and why I was calling.
I'm just confused — why did you take my call?”

If the advisor knew all this information, or perhaps re-
ceived it from an assistant, why would he get on the
phone with you just to tell you “no”? This action signals
that there may be some interest in talking with you or
some curiosity about what you are going to say.

Keep in mind that “no” doesn’t always mean “no.” Some-
times that’s just an automatic response. Sometimes “no”
could actually mean “not now,” and there’s an opportu-
nity to schedule a meeting at a later date. Listen for any
subtle hints that this could be the case. For example, if
you sense some hesitation on the part of the candidate in
giving you an outright “no,” you might do well to follow
up with an email or a thank-you note in the mail. Always
keep the lines of communication open.

How You Speak

The communication process used in recruiting involves
more than just the words or language you use. In other
words, it’s not just what you say during a dialogue that
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makes a person listen, it's how fast and confidently you say
it. For example, if you take too long to come up with a re-
ply, you can actually invalidate the power of the process.
The same holds true if you use too many “ums” or “uhs.”

The impact of your communication is not just in what you
say, it’s how you sound. When you know what you want
to say, and you're able to deliver it without hesitation,
the confidence you exude is the key to getting your point
across. You can’t speak with confidence if you haven't
mapped out the process. It takes practice, and you don’t
want to practice during a real recruiting conversation. The
way to increase confidence is to increase competence.

Overcoming Objections

The success behind overcoming objections requires learn-
ing and understanding the processes described in this and
Chapter 10. It’s not enough to just follow the steps. You need
to use your increased knowledge of language to truly un-
derstand what a recruit is trying to tell you. It's like read-
ing between the lines. Look for that loophole — a comment
or answer that tells you the recruit is listening and perhaps
open to your suggestions. Your goal is to turn an objection
into an opportunity, and the information you've been given
in these two chapters will help you do just that.

1 4 4 4
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Chapter

Decision-Making Strategies and
Hot-Button Motivators

n often overlooked phase of the recruiting or
Asales process is gathering data about a prospect’s

decision-making strategy and key motivators.
In other words, you're exploring what drives people
to make decisions and take action... their motivation.
The word “motivation” is derived from the Latin word
“movere,” which means “to move.” During the process
of handling objections and even sitting down for a face-
to-face interview, you can gather data that helps you
understand what motivates or “moves” a recruit, and that
information will propel you toward successfully landing
a new advisor or team.

This data is often overlooked or ignored by recruiters be-
cause they haven’t been trained in how to collect the infor-
mation. When you first sit down to meet with an advisor
for a face-to-face interview, you might find yourself ask-
ing them about the reasons behind their career choice. Or
when handling their objections, a candidate might give

93



A Guide to the Recruiting Conundrum

you the opportunity to ask a seemingly simple question,
such as:

“It sounds like you're happy. You're a straight-up guy. I would
like to know, what made you decide to sign on with your current
firm in the first place, if you wouldn’t mind sharing?”

There are other ways to ask someone how or why they de-
cided to do something. Whatever the reason is, it will have
meaning. Listen carefully to an advisor’s answers. Take an
interest in how they make decisions because there’s a sci-
ence involved in the process. As a coach, I have to know a
person’s decision-making strategy so I can guide him /her
using our highly successful sales approach. As a recruiter,
you need to know this too. Following are four decision-
making processes that an advisor might use:

1. Motivational Direction

When someone makes a decision, it has meaning. First,
it will have motivational direction — usually moving to-
ward a solution or moving away from a problem.

Here’s a personal example: If someone asks me how I got
started in the financial services field, I would reply: I grew
up in a very poor neighborhood that had the highest mur-
der rate in the country at the time. In other words, I was
moving away from something. Other people I knew in the
business had a different reason for choosing their career.
They knew someone who was a successful broker and they
admired that person and wanted to do what he/she was
doing. In that case, they were moving toward something.

2. Internal/External

Another way of looking at what goes into making deci-
sions is to determine whether they are made primarily
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from an internal or external reference point. For instance,
when a decision is made internally, you hear the follow-
ing: “I decided, I told myself, it felt right. I knew.” The
decision is based on internal evidence.

On the other hand, a decision made externally will sound
like this: “I collected evidence, opinions, data, and ad-
vice.” In this case, the individual is being moved or influ-
enced by things or information from outside sources.

3. Primary Sorting Filter

Another decision-making strategy we need to listen for is
how people sort the world. They generally sort the world
through five filters or categories.

1. people
2. place

3. thing

4. activity

5. information

For example, if I say, “Let’s go to Rome,” someone who
sorts the world by people would say, “Yes, let’s go. There
are such great people there.” Likewise, other individuals
might refer to specific places they enjoy, activities they
want to do, things they want to see, or information they
want to learn, such as: “I can’t wait to visit various histori-
cal sites and learn about ancient civilization.”

What this tells you is that there is not just one, but many
reasons people might want to go to Rome. It's important
to know a person’s primary sorting filter. As a coach, noth-
ing is more painful to me than to watch someone miss the
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mark in a sales meeting because of miscommunication.
Here’s how things can go wrong for you as a recruiting
manager: You're telling a prospective advisor about the
great people at your firm, but as it turns out, this prospect
sorts by information, not people. It's important to know
what appeals to a recruit when you pitch your firm.

Here’s another example: You're trying to impress a pros-
pect by citing lots of information and statistics about your
firm, when in reality this individual enjoys activities be-
yond work, such as social and charitable events. But be-
cause you don’t sort the world that way, it doesn’t even
cross your radar screen as something to bring up and dis-
cuss with the candidate.

You need to keep your ears open to what the advisor
brings up during an introduction or an interview. Do they
talk about the kind of people they like to work with? Do
they like to get their work done by phone in the office, or
do they prefer to make visits to clients in person? Are they
interested in technology? Or do they care more about the
firm’s investment research department?

In our training programs, we’ve found that videotaping
participants reveals a lot of information about how many
cues they pick up during a conversation. When they re-
view the tape, they discover how many cues they missed.
You might try this exercise.

4. Visual, Auditory or Physical

The last decision-making strategy you should be aware of
involves the primary sensory channel a person uses to
process new information. In speaking, people have a
tendency to use words that are either visual, auditory
or physical:
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e Visual: I saw, I see, it seemed, my perspective, 1
observed, it was clear.

e Auditory: I heard, someone said, someone told
me, clear as a bell, it rang true, and it spoke to me.

e Physical: I understood, decided to take a stand,
got a grasp on it.

The type of language a person prefers is fairly evident
when someone is speaking. So, it’s not difficult to imagine
that when you're trying to recommend your firm to a can-
didate, you're going to appeal to their preferred process-
ing approach: How does that look? How does that sound?
Or how does that feel to you?

There is considerable science behind each of these strate-
gies. My goal is to increase your awareness of the ways
that people process information so that you can recog-
nize the best way to communicate to them: How did you
choose this? When you listen carefully to a person and
customize your offering to that person’s decision-making
pattern, you're able to communicate more effectively.
That’s because you're speaking their language. In our up-
coming book, we will be talking about all of the face-to-
face selling and communication skills a manager should
ideally know when dealing with advisors.

Hot-Button Motivators

In addition to understanding a person’s decision-making
strategy, you need to understand their hot buttons. When
you meet with a person, you collect primary data and sec-
ondary data. Decision-making is primary data. In the case
of an advisor, secondary data might be how many assets
they have under management (AUM) or how their busi-
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ness is structured.

Primary data also includes what we refer to as a person’s
primary motivation. Sometimes it’s called a hot button.
Looked at another way, just because you know an advi-
sor’'s AUM doesn’t mean you have an advantage when
trying to persuade him or her to join your firm.

Everyone has a primary driver or primary motivator
based on a core aspect of their personality. And ironically,
what motivates you is typically whatever you deem to be
your greatest shortcoming or failing. Or as child would
putit, “What’s wrong with me?”

Many people appear to be confident. Yet at the same time,
they may feel deeply insecure.

How can you determine this? If someone acts superior,
typically that means they feel inferior. Bill Gates of Micro-
soft fame doesn’t act superior. He has no need to. But if
someone acts tough, it’s probably because they’re bottling
up the deep-seeded belief that they’re weak. This idea
about oneself forms when we are very young. Early iden-
tity can affect people the rest of their lives. Some people
think they’re worthless so they develop a huge net worth.
But no matter how much money they make, no matter
how much they’re worth, it's seemingly never enough.
They feel worthless.

You will notice that some people are driven to win be-
cause they think they’re losers. Some people put on a very
charismatic front because on the inside they think they’re
unlikable. The way people act is typically the opposite of
how they feel about themselves. They are overcompensat-
ing. So, if they see themselves as unlovable, they have to
be very loving. If they feel they don’t belong, they’ll be-
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come like a maverick and act like they don’t care if they’re
left out.

There are volumes of research on personality types, but
for now I simply want you to recognize a person’s person-
ality hot buttons as you talk with them, even during small
talk or when you handle their objections — but especially
when you can’t overcome their objections or the conver-
sation doesn’t end the way you wanted it to. You need to
continually collect this type of data during your interac-
tions with recruits.

Knowledge is Power

All the data you collect, whether you write it down or
tuck it away in your brain, will help you communicate
better with a potential recruit and help you determine that
advisor’s desires and motivations. Here’s some key data
or intelligence you should be collecting:

e What is the deep, hidden reason this advisor is
looking for another job?

e  What is his/her core issue or driver? How does
he/she make decisions?

e What are his/her goals and dreams and why are
they important?

e What will get this advisor to change firms?
e What would prevent this advisor from moving?

The more advisors you meet and interview, the more you
will understand what impacts or controls them. Knowing
an advisor’s hot buttons is the key to determining what
will pique their interest in becoming a part of your branch
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team. Is it money? Is it more control? Is it the firm’s repu-
tation? Is it access to resources? Is it feeling more valued
or important? You must be part detective, part psycholo-
gist to uncover and understand a candidate’s motivations.
The information I've provided above will be invaluable in
your search.

L 4 4 4
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Why You? Why Your Firm?

ow you go about developing your target market of
Hadvisors for recruiting is a matter of your strategy.
How you consistently take action to reach those
individuals is what I consider motivation. And how you
get them to make a decision to join you is a matter of tactics.

Your tactics are what tip the scale in your favor versus that
of your competitor.

As a manager engaged in recruiting, your tactical ap-
proach involves formulating a presentation that answers
these questions:

1. Why would an advisor want to work for your firm?
2. Why would an advisor want to work for you?

Your responses to these questions are what make up
your value proposition. It should be scripted and not
left to chance. You need to be able to recite this natu-
rally. It’s your calling card. And it’s important to be
consistent by using a tried-and-true approach. Practice
your pitch by recording yourself delivering it. Ask a

101



A Guide to the Recruiting Conundrum

peer who is familiar with recruiting practices for an
honest critique and feedback.

Here are some things to keep in mind as you formulate
your presentation:

Why Your Firm?

Your response should cite data about the strengths of
your firm, your culture, and your balance sheet. Cus-
tomize how you tell this story by tailoring it to the ad-
visor’s motivational strategy for making decisions. If
your recruit sorts by people, you will want to spend
time talking about your firm’s management or culture.
If they sort by place, address the facilities they will
have and how they outshine the offices and buildings
where they currently work. (However, be careful not
to criticize or denigrate the advisor’s firm. Negative
comments may infer the advisor has poor judgment or
taste.) If they sort through activity, stress the activities
your firm offers, including marketing activities and so-
cial gatherings. If they sort by things, you might dis-
cuss how payouts and having additional capital can
benefit them personally and professionally. If they sort
by information, you will want to give them statistics
and data that outline the success and growth of the
firm as well as its advisors.

While you will want to tell the same story basics every
time you talk to a candidate, you need to customize the
details according to your prospect’s sorting filter.

As you put together a script about “Why your firm?” you
may want to think about which of these factors will ap-
peal most to the recruit:
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1. What can you provide in the way of a compensa-
tion package?

2. What support services (e.g., back office) does your
firm provide, and which ones are unique?

3. Does your firm have a top-of-the-line, integrated
technology platform?

4. Do you have a mentoring program? Is there ongo-
ing training and support?

5. What benefits and perks does your company
provide?

6. What types of nontraditional marketing support
and resources does your firm offer?

7. What does the firm provide in the way of succes-
sion planning?

Why You?

When you talk about yourself, you want to emphasize
the culture you’ve built within your market, branch or
complex and stress your desire to help them succeed and
grow their business. Each advisor is different, and you
want them to know you understand their way of con-
ducting business. Some want a manager who’s hands on;
others are less interested in advice and mentoring from
a manager. Your approach must be honest and sincere
because your recruit will easily spot your motivations.
They’ll know when you're simply in a rush to add another
“body” to meet a quota or whether you truly have their
best interests in mind.
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Compelling Story

Whether you're talking about your firm or yourself, the
goal is to create an opportunity for the recruit to bond
with you.

Why you? You're sharing your pedigree. You're answer-
ing the questions: Here’s why I work for this firm and
why I think my firm would be great place for you. Here’s
why you would benefit from being able to partner with
me. Here’s what I bring to the table for you.

A key part of bonding with your candidate includes shar-
ing a personal story. Your personal story should create a
connection between you and the recruit.

Examples

Here’s the “why my firm” and “why me” I use when pro-
moting the coaching services we provide at The Kelley
Group.

Why my firm? I could answer this with a response about
how I am the No. 1 rated speaker at the Wharton School
of Business Securities Institute program. I could point to
the fact that our organization (The Kelley Group) has one
of the top coaching records of any coaching firm in indus-
try. For example, we helped Legg Mason achieve a 7,000
percent increase in million-dollar clients. Or I could talk
about my impact on the broader public through TV shows
made about our work.

Why me? I would speak about how my life is focused on
helping other people reach their full potential, and how
I've been fortunate to have been mentored by some of the
top people in industry and experts in the field of finance.
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Personal Story

However, none of that information has the same impact
as when I share the reason that all of this matters to me:
My personal story. In the early 1980s, my first year in the
business, I did $400,000 in production and was working in
the same office as a $20 million producer who turned out
to be the largest producer in the industry.

I then share that at the end of my first full year, I came into
the office one morning, picked up my phone, and listened
to my kid sister tell me that four of the children I'd grown
up with in my extended family had died overnight in a
tragic fire. When I was standing over the graves of those
four children, on a cold February day in Massachusetts,
I swore to myself that I would honor them, and I would
do everything I could to help people access their full po-
tential while they’re alive. That is why I'm so passionate
about what I do.

My personal story is my personal story. You'll need to
write your own version and probably rewrite it several
times. You want to use information that is relevant and
interesting to each specific recruit, but it should not
vary dramatically from person to person. It needs to be
your “true” story, as mine is. Your story will help a re-
cruit “feel” that you are the person they want to work
with because you share common ideals, both personal
and professional.

If you're having trouble writing your story, here are some
questions to think about:

1. What are some past experiences that helped mold
who you are today?

2. What life experiences can you share that are relat-
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able to others?

3. Who has influenced you and made a difference in
your life?

4. What have you helped others accomplish that you
are particularly proud of?

You need to include the “human element” in your story.
Recruits are no doubt interested in what you can offer in
terms of payouts and bonuses, but don’t make the mis-
take of thinking that money is all they want to hear about.
How can you help them achieve their goals? What does
your firm offer that surpasses what their firm provides?
How will your firm help them become a more productive
advisor?

Go through all of the information you collected on your
recruit and tailor your story to what interests and con-
cerns them. This information will also be valuable when
you conduct a face-to-face interview.

1 4 4 4
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Closing, Positive Control
and Drip Campaigns

s those of you with a sales background know,
Aclosing is one of the most critical parts of the

sales process with a client. The same applies to
recruiting. All your interaction with a potential recruit
should be considered “pre-closing” or leading toward
the close. That way, when it’s time to close, there are no
surprises. You and the candidate are on the same page.

It's up to you to make it clear what happens next: Who is
going to do what by when?

For example, you say to the recruit: “Let’s go ahead and
look at our calendars now, and I'll send you an Outlook
invite so we can sit down and work out the details.” With-
out this step, you don’t have closure. Each step in the
process requires closure to get to the next step. You might
compare it to playing football: Every time you reach clo-
sure is like a “down” moving you toward the end zone
and a touchdown.
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Positive Control

There is an additional step in the recruitment process that
I refer to as positive control. While a “close” answers the
question of “Who will do what by when?” the positive
control answers the question: “What will I do if some-
thing goes wrong?”

Have you ever had someone back out of a commitment?
They didn’t do what they said they’d do or they simply
didn’t respond — they go radio silent. When this hap-
pened, you probably felt like you were going to have to
pester them. Unfortunately this indicates you didn’t in-
clude positive control in your process. When building a
bridge, for instance, it's smart to assume that everything
that can go wrong, will go wrong. The same is true for
sales. Yes, this means you make the negative assumption
that something will go wrong. Planning for the worst
might not be needed, but you shouldn’t attempt to close a
sale or recruiting deal without it. So you always end with,
“Who is doing what by when?” And then add, “What can
we agree to now if that doesn’t happen as planned?”

Example

ADVISOR: I'll give you a call on Monday after I have a chance
to pull some of my numbers together over the weekend.

YOU: So you're going to pull the numbers together and call me
Monday? (You replay what the advisor said.)

ADVISOR: Yes. (Advisor verifies.)

YOU: If for any reason I don’t hear from you, is it OK if I call
you on Tuesday? (Positive control)

ADVISOR: But I'll call you Monday.
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YOU: Of course, I know you will, but just in case. (Positive
control)

So when the recruit doesn’t call you on Monday, then you
feel like you owe it to them to call on Tuesday. You don't
feel like a pest because you are following through on what
you said you would do.

There are many examples of positive control in The Kel-
ley Group sales process. For instance, when you use the
acknowledgment step in handling objections, it's a form
of positive control. When you compliment someone on
wise choices, whether you know it or not, you're exerting
positive control. Even when you let people know you're
disappointed that they didn’t do what they said they’d
do, it’s positive control. Positive control is proactive. Neg-
ative control is reactive.

Drip Campaigns

Sometimes you will go through all the steps that lead up
to closing, and the individual will go radio silent. They
will stop accepting your calls and returning your voice
mail messages. If you aren’t able to communicate verbally
anymore, there are other options, such as email. This is
how you conduct a drip campaign:

Examples
ADVISOR: I'll get back to you on Monday.

You call on Tuesday, no response. Send an email, no re-
sponse. Wait a day or two, give it another try. It dawns on
you: This individual has gone radio silent.

Here’s a suggestion for a simple email that will help
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re-establish communication. I'm playing the role of the
branch manager/recruiter here:

SUBJECT HEADING: Are You OK?

BODY OF MESSAGE: Since I haven't heard from you, I'm
concerned about you and your family. Are you OK? Thanks,
Sarano.

What happens is, the individual receives the communi-
cation and is often compelled to answer. Why does this
work? Because when you think about it, how many
people feel comfortable breaking their word to you,
even if they have a good reason for doing it? Not many.
When people feel guilty, they tend to withdraw from
whatever reminds them of the guilt. Your hammering
away with emails about “the deal” only compounds
the guilt, but it doesn’t address the real problem: the
need for communication.

With email, you give them an easy way to respond. Butlet’s
say they’re just busy and don’t respond to the first email.

Next Email
SUBJECT HEADING: What did I do wrong?

BODY OF MESSAGE: Since I didn't get a response, I assume
you're OK. Is there something I've done wrong? Thanks, Sarano.

Your goal is to prompt them back into communication.
Once back in communication, you can resolve their issues.
Find out why they didn’t want to respond to you. Did
they have questions or concerns about the firm or the po-
sition? Using email as a follow-up can help you find out
what's really going on.
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Moving the Ball Down the Field

Let’s compare the process of recruiting to football again.
Your success in the game is measured not just in touch-
downs but yardage, and that yardage can be broken down
to inches. You want to make sure you are consistently
moving the ball down the field with as many people as
you can, in as many ways as you can, and with the least
amount of effort.

A drip campaign is how you move the ball along, and
continued communication with a recruit can provide
you with a stronger set of statistics. Remember, your
efforts should be driven by the data you gather about
an individual. For instance, if a recruit said, “Look, I'm
someone who has a lot of difficulty with change,” and
the recruiting conversation stalls, you could send that
advisor a book that covers the topic of handling change
or why it’s necessary to change and grow. The advi-
sor’s objection becomes a touch point for you to grow
the relationship.

Be creative and unique. When you go to LinkedIn and
conduct some homework about the top individuals you
want to recruit, take note of the college or university they
attended and the alumni groups they belong to. This gives
you a reason to connect with that advisor. For example,
you can then send a note or email of congratulations when
their alma mater wins a game or a championship.

Stay Ahead of the Game

You are campaigning, not merely selling. Like a politician,
you always want to be ahead in the polls and to be the top
choice among top producers who decide to pull the trig-
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ger and switch firms. Using a drip campaign will help you
stay top of mind and connected with these candidates.

I've had coaching clients who hired summer interns to put
together a thick marketing binder or electronic folder list-
ing the top prospects in their area. I suggest you do this,
making sure the intel includes the prospect’s friends and
contacts in the community as well as information about
the candidate’s family.

You need to also recognize the limits of directing a drip
campaign only at the advisor. While many managers use
campaigns that are aimed at winning over the recruit, that
strategy can be too restrictive. Top advisors receive a lot of
solicitations, and a high percentage of them are ignored.

To counter this saturation, you need to develop a robust
drip campaign that includes the advisor’s secondary
system of support. It could be an assistant at work or a
spouse. For example, on Administrative Professionals’
Day, you might send a token of appreciation to the assis-
tant of an advisor you are trying to recruit. One advisor I
coached sent flowers to my wife as a way of saying thank
you. That’s an action we never forget.

Discover ways you can positively impact the recruit’s
spouse, children or staff. Have a long-range view.

Recap

The communication sequence I've just described — us-
ing positive control and drip campaigns as part of your
closing strategy — increases the opportunity for recruit-
ing success.
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I encourage to you seriously consider these “what ifs”:

What if you found yourself getting through more
gatekeepers and feeling more prepared for phone
dialogue?

What if your response rate from advisors was great-
er when you used an organized script?

What if you were able to artfully ask a candidate to
reconsider their objection or resistance to your of-
fers and do so without losing them?

What if, when you talked face to face, you got a clear
sense of your prospect’s decision-making strategy
and presented any decision you wanted them to
make in that structure?

What if when you told them about yourself, your
firm, and why they should work with you, you
told them a personal story that inspired them or
moved them?

What if your closing dialogue was clean and com-
pelling, you always knew who was going to do
what by when, you always assigned a deadline and
responsibilities clearly, and you always exercised
positive control?

What if you constructed your process so if things
were to go wrong, you're already prepared?

What if, when a candidate didn’t respond to your
communications or fell off the radar screen, you
had an email drip campaign in place as well as a
standard operating procedure?
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When you apply all the pieces of this process over a
period of time and compare the results you get to your
past performance, you will undoubtedly see a signifi-
cant jump in your success ratio. Recruiting is not an
exact science, and it will take time and some experi-
mentation to develop your best practices. Be patient,
but be persistent.

L 2 2 4
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Chapter

Tackling Diversity
in Recruiting

hile the United States continues to grow more
Wracially and ethnically diverse, many financial

firms continue to struggle with how to attract
and hire diverse candidates.

According to information from the Census Bureau, by
2020, more than half of the nation’s children are expected
to be part of a minority race or ethnic group. Why do I
point this out? Because when you look at the advisors in
the financial services industry, you see an overwhelming
majority of white males.

InvestmentNews, a well-established industry publication,
recently covered the issue of diversity among advisors
and pointed out these numbers':

“More than 79% of the 434,000 financial advisers in the na-
tion are white, even though whites make up only 63% of
the U.S. population. African-Americans, Asians and His-

1 McBride, Elizabeth, “A Diversity Problem,” Dec. 14, 2015, InvestmentNews.com
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panics/Latinos make up 20% of financial advisers, even
though they constitute 36% of the population. About 5.7%
of advisers are Asian, 8.1% are African-American and
7.1% are Hispanic.”

But one of the interesting findings in the article was the
results of a poll by the publication.

“In an InvestmentNews survey of more than 700 advisers,
only 36% of whites agreed or strongly agreed that diver-
sity was a problem in the industry. Among minority ad-
visers, 65% thought the lack of diversity was a problem.”

This is somewhat surprising to me and presents a big road-
block. The fact that so many advisors — those who are not
identified as a minority — don’t view diversity as a prob-
lem means we need to push to educate those in the industry
on the perils of not diversifying the advisor workforce. The
industry won't be able to attract the growing number of
minorities as clients because it won’t have advisors on staff
who understand and can communicate with these popula-
tions. Consider this: According to the Census Bureau, there
were 8 million minority-owned firms nationally in 2012, up
from 5.8 million, or 38.1 percent, from 2007.

The financial services industry is lagging in hiring in other
areas as well, namely women and the younger generation.

Women make up about 14 percent of the advisor/broker
workforce, according to analytics firm Cerulli Associates.
And only about 28 percent of new advisors are female.
What percentage of the U.S. population is women? The
answer is 50.8 percent.

There’s no doubt that the industry needs an infusion of
diverse advisors of all races, ethnicity and gender — as
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well as age. As I pointed out in the Chapter 1, the aver-
age age of advisors is just over 50 years old. As this group
starts retiring, we’ll need younger advisors to step into
their role. Never have we been at such a crossroads where
a solution to this diversity problem is needed.

I'm going to share some stories about my experiences in
the industry and then mention some “calls for action” to
help transform the financial services industry into one
that reflects all races, ethnicities and gender.

Mentors and Role Models

I happen to be one of those “minorities” in the financial
services industry. When I first arrived on Wall Street and
began my career as a financial advisor for Lehman Broth-
ers, there was a week where the new hires met with the top
producers. Like my young peers, [ was mesmerized by one
of the largest producers at the firm. At that time, the early
1980s, he was reportedly doing $20 million in production.

One of the other unique personalities at Lehman Broth-
ers was an African-American adviser who had played
for the Pittsburgh Steelers in the Super Bowl. Aside
from his career accomplishments, both on the football
field and in the financial industry, he was one of the
kindest and, at the same time, most focused individu-
als you could ever meet. Later in life, I would know
him as a friend. I learned a lot from him about “pre-
senting" investment ideas and was impressed at how
he’d weave in stories about his football experiences,
not only playing in the Super Bowl, but the time he
spent with his friend, Rudy Ruettiger, whose inspira-
tional story about playing football at Notre Dame was
made into the popular movie, Rudy, in 1993.
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Call for Action:

We need more role models and mentors to encourage racial and
gender diversity.

Consider the ‘Whole’ Candidate

Later in my career, when I became a communications
coach, I gained greater insight into the world of hiring and
recruiting. One of the programs I headed for Kidder Pea-
body focused on bringing new people into the business —
primarily candidates who had master’s degrees in business
administration (MBA). The firm prided itself on having a
high level of intellectual capital. One of the things I could
not help but notice about many of the candidates, whether
they were women or racial minorities, was that many of
them had exceptionally high academic prowess. Yet many
of them were failing in the investment business.

When it comes to minority hiring for advisors, almost too
much emphasis seems to be placed on academic achieve-
ment, which is important; but in any hiring situation a high
IQ doesn’t guarantee that you will be a successful advisor.
A recruiter needs to consider a candidate’s emotional intel-
ligence quotient (EQ), which involves a person’s ability to
“perceive, control, evaluate, and express emotions.” Do we
need to hire people who have an aptitude for finance? Yes,
but we also need people who can relate to others and are
committed to helping people with their financial goals.

Call for Action:

Don’t limit your candidate search to those with high aca-
demic rankings. You could very well be leaving out candi-
dates who have other qualities that make them successful in
the advisory business.
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Internships

Fast forward further into my career. I become a spokesper-
son for an asset management firm owned by a very large
insurance company. The chairman of the company became
a good friend, mentor, and colleague of mine. He shared
with me how he created a unique internship program
where female basketball players spent part of their sum-
mers interning and learning about financial planning. He
said that it was his hope that after their sports careers, many
of them would consider the financial services industry as a
profession. Part of the reason he saw such potential in them
was because of their understanding of practice, persistence,
overcoming adversity, consistency, and discipline.

Call for Action:

Consider internship programs to train and educate young
advisors from diverse backgrounds.

Structural Change

I was the personal communications coach for a CEO at
one of the largest firms on Wall Street, and I helped pre-
pare him for many public appearances. One day, the is-
sue of recruiting minorities came up. I have always been
accustomed to being the only minority in the room. You
could say that in many ways not being around minorities
became the norm for me. The CEO, with whom I enjoyed
a personal as well as a professional relationship, turned
to me and said: "You know Sarano, we could really use
your help locating more competent minority candidates
for this firm." I looked at him and said, "I don’t know
why you are looking at me. I've spent all my time work-
ing like a dog with you guys. Unfortunately, I do not get
to meet a lot of minorities."
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Call for Action:

Firms need to change their way of operating so that they can
attract more diversity. They need to provide access. A structural
solution is needed.

What’s Next?

I have no doubt that some progress is being made to re-
cruit and hire minorities, but there is more to be done.
You, as managers, can play a role by reaching out when-
ever you see the opportunity to encourage racially and
gender-diverse candidates to pursue a career in financial
planning. Reach out to individuals outside the industry
who show a talent and passion for helping people with
their financial goals. They have the ability to bring with
them a new niche of potential clients. Work on creating
a culture in your firm that welcomes the variety of view-
points and experience that people of diverse backgrounds
can bring to the workplace. Make sure they feel included.

I will be working on a book specifically on recruiting
from diverse populations. It will address not just the
strategic ways to approach this issue, but the tactical
considerations and communication skills necessary to
speak to this population and prepare them for success in
this field. I believe that we have not yet come up with a
clear thesis that resolves the issue of how to bring com-
petent minorities into the financial services industry. I
will be reaching out to get insight and feedback on how
this can be accomplished. I welcome any thoughts and
ideas from you, my readers.

¢
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Chapter

Winning Your Recruiting Game

you a more effective and successful recruiter, but I

would be remiss if I didn’t explain that the way to
ensure consistent success is to structure and execute your
recruiting process as a game.

The information in this book is geared toward making

This follows the model outlined in my book, The Game:
Win Your Life in 90 Days, which has helped the advisors
and managers we have worked with accomplish feats as
personal as getting into shape and being more “present”
during family time to, on the business side, helping one
blue-chip investment firm produce a 7,000 percent in-
crease in million-dollar clients in just 90 days.

The process works because ultimately there are two rea-
sons you will perform at your highest level. The first occurs
when you are in an emergency situation. For example, you
are much more focused on recruiting when your job is at
stake. The other way, which is more proactive and more
enjoyable, is when you are involved in a game, contest, or
competition. That's why we look at the goals you want to
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achieve and convert them into a game, and by doing so you
can dramatically increase your performance. The Game
gives you a reason to practice, but it also involves fun and
competition.

A Team Approach

In our 90-day recruiter coaching program, each manager
is placed on a coaching team because we want you to ben-
efit from the collective wisdom as well as the peer pres-
sure of team performance. Through this team format, we
create a positive, compelling group dynamic that brings
out the best in individuals.

As in all of our coaching programs based on The Game,
you are each assigned a daily accountability partner.
This is another manager with whom you do not cur-
rently have regular discourse and who does not neces-
sarily have a stake in your success. With him or her as
a partner to hold you accountable, you agree to have a
10- to 15-minute daily call. This partner is like having a
workout buddy who provides motivation and support.
In this case, your partner serves two objectives: 1) some-
one with whom to practice your goals and troubleshoot
problems, and 2) someone to hold you accountable for
your daily recruiting activity and the other key goals you
commit to.

These calls are limited in time, so you'll get right down
to the business at hand and not spend time chit-chatting.
In your daily call, you’ll be learning how to communicate
with another person in a very profound and effective way
so the two of you can offer each other maximum coaching.
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Time Management

As I mentioned in Chapter 2, time management is critical
in winning your game. Each of you creates a time-blocked
schedule — one that ensures you take on the most proac-
tive activities at the beginning of the day and the most re-
active activities at the end of the day (when you are most
reactive). Within that schedule, you designate a sweet spot
to tackle your recruiting duties. Your partner holds you
accountable for keeping your commitments: performing
the duties you set out to do in the time frame you chose
to do them.

You will ask each other:
e What commitments weren’t you able to keep today?
e Where did you fall short of your goals today?
e What got in the way, if anything?
e What needs to be practiced?

e What kind of help or encouragement can I give
you today?

Before you end the call, you'll set up the exact time you’'ll
be making your next one and decide who will be placing it.

Success in Daily Accountability

This daily accountability creates an intense level of focus
on your goals and contributes to a high level of consis-
tency in your actions. In addition to daily accountability
with a partner, the managers we work with personally
have a weekly coaching call with us. These always be-
gin with them reporting their statistics; specifically, how
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much time in minutes and/or hours did they spend re-
cruiting? How much in production and/or assets under
management (AUM) is in the pipeline? Are those num-
bers up or down from the prior week? If the numbers are
down, what do you now need to do to get those num-
bers up? If your numbers were up, what did you do to
make them go up that should now become part of your
“game” or standard operating procedure?

When you have this process in place, it doesn’t matter if
you have a good week or a bad week. What matters is:
Are you learning and standardizing that learning? By fol-
lowing the process, you will achieve an ongoing improve-
ment in your recruiting statistics. If you don’t use this pro-
cess and merely spend day after day mindlessly grinding
out recruiting calls, or worse yet, avoiding making any
recruiting calls until you absolutely must, what you'll end
up with is lackluster performance — at best. Instead, you
must start with being consistent and migrate your atten-
tion to being good at recruiting. It is very hard to be good
when you have not even focused on being consistent.

The Game for Managing Your Life

When managers participate in the 90-day game plan for
recruiting, they are also required to create a 90-day plan
for the management of their personal life outside of work.
You might ask, "What do my sleep hours, whether or not I
work out, how much I weigh, or the quality of my family
relationships have to do with recruiting?"

The answer is: People are not just buying your firm or the
job, they are buying you. The world relates to you differ-
ently when you are on top of your game. You can’t merely
be on top of your game only when you recruit. If you are
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doing well in all aspects of your life, you convey a sense of
command that comes across in the recruiting process, and
that makes you the kind of person who attracts quality
people. While this may be a subtle factor, do not be de-
ceived. Your character broadcasts itself loudly. Your char-
acter is as important as your communication skills.

Your character and the quality of your life, as far as I am
concerned, are every bit as important as any of your re-
cruiting goals. The good news is, all of these areas work
together. You create a daily plan that tracks your well-be-
ing and personal growth and development across every
aspect of your life that you seek to improve.

‘Fan’ Involvement

Before you launch your game plan for this 90-day pro-
cess, managers participate in a “fan’s call.” This is a call
in which you invite and involve the people in your life
whom you would least want to let down. You share your
90-day goals with them. The degree of nervousness that
people experience with this simple exercise always amaz-
es me. It's because their nervousness reflects the fact that
these goals are no longer theory and are now real. It's one
thing to perform in private, it's another to perform in pub-
lic. I promise you, you will tighten your game.

On that fan call, managers share what they will accom-
plish over the course of the 90 days. The very people who
can provide help and support are on the call. They under-
stand why this program is important to you and why they
shouldn’t interrupt you during the time you have desig-
nated for recruiting. Your staff and coworkers understand
why they need to protect your time. This very simple ex-
ercise is the opposite of a New Year's resolution in which

125



A Guide to the Recruiting Conundrum

you set a goal but keep it to yourself. No one knows if you
fail. In this case, the process is transparent, and failure is
not an option.

At the end of the 90 days, all of your “fans” are invited
back to hear your results. Word spreads quickly on Wall
Street. If your friends, family, bosses or mentors who
came to the first call now hear that you did nothing —
which, quite frankly, means I did nothing — it wouldn’t
be a good thing for either of us.

I've taught The Game’s technology to more than 250,000
busy, wealthy, successful and stressed-out people, and it’s
even been made into two television shows that are avail-
able on YouTube. Participants have applied my proven
technology to break old habits, create new ones, and use
their natural abilities more fully. Many have told me that
in only 90 days they’ve produced extraordinary results by
expanding from using an estimated 5 percent to 10 per-
cent of their potential to operating at 80 percent to 90 per-
cent capacity. This is why I say, The Game helps you win
your life.

A Long-term Approach

Recruiting is a marathon, not a sprint. You use the 90
days to develop new behaviors or practices and develop a
higher level of competence and confidence; it's then easier
to translate that into a long-term behavioral change. Ul-
timately, you “play” the game to actually reshape your
character. Players often play the 90-day game repeatedly,
and over time they’ll replace the goals that have become
second nature and add new, more advanced challenges.
Hence, we not only see the growth of a person, but his or
her evolution.
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A couple of managers who participated in the 90-day pro-
gram went on stage to speak at their firm’s field leader-
ship meeting. They had gone from recruiting one or two
people the previous year to bringing in 12 to 14 advisors
the next year. They credited this accomplishment to our
training and the 90-day game. I've seen personal achieve-
ments as well, such as a woman who not only upped her
recruiting game, but ran two marathons during the year
as well. Yes, there is a correlation. People who are winning
in life find it easier to win in business.

Don’t simply achieve your recruiting numbers, but actual-
ly develop an ongoing, consistent discipline that you find
both enjoyable and satisfying as you engage in this very
critical part of the success of your branch and your firm.
At the end of the 90-day game, there is no greater reward
for me than to have players in the program share their
success stories while their “fans” (families, staff, bosses,
whoever it might be) listen in.

The Kelley Group website, www.TheKelleyGroup.net,
provides information on how to get a free copy of my
book, The Game: Win Your Life in 90 Days. If you're ready
to get started on achieving extraordinary results, I'm here
to help you win your game.

L 4 4 4
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About The Kelley Group

The Kelley Group

The Kelley Group delivers top-rated speaking services, superior
coaching, and world-class training to elite advisors and senior manag-
ers in the financial services industry. Please visit our website at: www.
TheKelleyGroup.net for the following:

+ toreceive a free e-copy of the book The Game: Win Your Life
in 90 Days."

« toaccess the audio self-study program on how to recruit.

+ tolearn more about our corporate coaching and training pro-
grams for managers and advisors.

« to get details about our keynote speaking engagements for
branches, complexes, markets and conferences.

The Kelley Group, Intl.
Phone: (866) 584-8885

Email: customerservice@Kelleygroupintl.com
www.thekelleygroup.net
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