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Idea Exchange: The \Wedge

Grow Big or Go Home

5-Step Evidence-Based Hiring Process to Help Your Agency Grow

ach bad hire
Ecan easily cost
you $100,000

to $200,000.
However, quality
producers can add
$1 million of annual
revenue to the
agency (which nets most owners around
$150,000 to $250,000 in profit.)

There’s a lot of money to be gained (or
lost) in your hiring process. Not only that,
but better producer hiring practices can
solve some of your most pressing sales
culture problems.

The reality is most agencies still use an
old arcane hiring process that causes them
to make costly hiring mistakes. This old
way of hiring doesn’t work because it relies
on opinions and unscientific methods. It’s
the approach that says: “He seems like a
good guy. Let’s give him a shot!”

It should be no surprise that agencies
who operate like this have a failure rate of
more than 50% for new producer hires.
The good news is there is a hiring method
that works. It’s known as the Evidence-

By Randy Schwantz

INSURANCEJOURNAL.COM

‘Offer a salary that is just enough to get
by, but not much more. And, if they start
negotiating tpo hard with you, help them
to the door ip a polite way.’

Based Hiring System. It’s a formula that,
when done correctly, will help reduce your
50% failure rate down to 20% or less.

In other words, you’ll start hiring the
right people eight out of 10 times versus
four out of 10.

The Evidence-Based Hiring System
consists of five steps: A pre-employment
assessment followed by four structured
interviews. These interviews are carefully
designed to accomplish specific objectives
to help you weed out people who will
never become million dollar producers.

I've written a book about this hiring
system, titled: GRIT: Find, Hire, Develop
Real Producers, and in this article, I want
to summarize some of the main points.

From $4 Million to $291 Million-Plus

A while back, I had the opportunity
to help an agency in Fort Worth, Texas,
implement the hiring system I just men-
tioned. At the time, they were struggling
to find and hire consistent producers and
admitted their hiring process was not
sufficient. Over half the time, they’d hire
someone and end up firing him or her six

e

months later, so they realized they needed
help.

I trained the agency owner and the
management team on the Evidence-Based
Hiring System, and they faithfully started
using this system to find and hire new
producers. The results? In the first 10 years
after adopting this method, the agency
hired 34 new producers, and 29 turned
into champions. Those 29 produced $17.5
million of annual renewable revenue. And
13 are million dollar producers today.

In that same 10-year period, the agency
grew from $4 million to $30 million in
revenue, mostly organic. Over the next
10 years, it went from $30 million to $291
million in revenue (and counting). And
even though it has become the acquirer, it
still maintains that same organic growth
culture and always uses the Evidence-
Based Hiring System.

And that’s just one of the hundreds of
stories I have about the transformative
power of adopting this hiring system. So
now, let’s get into the step-by-step process
of how this works.

continued on page 42
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Idea Exchange: The Wedge

continued from page 41
Choose Good Cop/Bad Cop Roles

To properly execute this hiring system,
yowll need at least two people: A “Good
Cop” and a “Bad Cop.”

The good cop’s role is to find and recruit
producers into the system. They should be
able to tell your agency’s success stories in
a way that gets your candidate drooling to
get in. They say things like, “I'd hire you
on the spot if I could, but I can’t. We have a
process, and I'd like to get you in it

The bad cop has one purpose: To discov-
er the truth about whether this person can
be a million dollar producer or not. They
will be the person doing the interviews
(interrogation), assigning homework,
and everything else in their power to
determine the truth about the candidate.

They say things like, “My role is to keep
you out. This is a great firm, and while you
may be a great salesperson, we don’t want
someone coming in and hindering our
culture. Here are the criteria [ use in my
selection process ..”

Once you have decided who will play
each role, you’re ready to proceed.

Step 1: Pre-Interview Assessment

Before you invest your time into doing
the four interviews, you’ll want to screen
potential producers with a proper pre-em-
ployment assessment. I recommend the
GRIT Personality Inventory because it’s
focused solely on salespeople. The assess-
ment helps determine if they have “fire in
the belly” However, no matter how good
the review is, there are some things you
can only discover in the interview process.

Step 2: Book Summary Interview

One of the first homework assignments
youw’ll give the potential hire is to read the
book, The Wedge; How to Stop Selling and
Start Winning, and then write an executive
summary. There are five reasons to do this.

Follow Through. This will help
determine if they can follow through with
an assignment promptly (make sure not
to assign a deadline). If not, it’s a bad sign
of what the candidate would be like if you
hired them.

Comprehension. You want to know if
they understand the concept that “some-
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one has to lose for you to win.” There is an
incumbent, and they have a relationship.
This can’t be just a “nice guy” or “better
price” contest. Play either of those games,
and youw’ll get rolled. If they understand
that, they are good to go. If not, find out
why not? Did they not read it? Does it not
make sense to them?

Synthesis. Synthesis is defined as
“combining elements of separate materials
into a single or whole unified entity.”
Synthesize ideas to form a theory or
system. See if they can take the new
information they’ve learned and apply
it to some other parts of their lives. For
example, they might have had a situation
in the past where there was an incumbent.
It could have been a prospect or even
a boyfriend/girlfriend. You want them
thinking about proactive services in a new
way.

Intelligence. Being able to comprehend,
then transform the information into
something usable is a sign of intelligence.
You want to know you have an intelligent
person that learns quickly and can adapt
to the situation. And you want someone
who can take in a lot of information and
summarize what they learned in writing.
Writing is a form of intelligence. It is a
black and white representation of how
they think.

Pre-Indoctrination to This Way of
Selling. As a secondary benefit, you’ve
already started indoctrinating your
new producer into The Wedge selling
techniques. If you do end up hiring this
candidate and adopt The Wedge selling

process as your primary way of training,
you are two steps ahead. You now share a
common vocabulary to carry you through
the rest of the interview process

Step 3: The Book Review Interview

In this interview, you’ll review the
executive summary of The Wedge with
the preceding five points in mind. You’ll
read what they wrote, ask them questions
to discover their understanding level,
and determine if they can defend what
they wrote. Out of the whole book, why
did they include what they did? More
importantly, why did they leave out what
they left out? Doing this book summary
interview will give you valuable insight
into how this person thinks.

At the end of this interview, give them
their second assignment. Start by asking,
“If you got this job, what would you have
to sell, and how would you sell it?” Then
tell them, “That’s what I want you to find
out” Then have them interview some of
your producers.

Step 4: Differentiation & Goals Interview
In this interview, ask them what they
found out during the homework activity
and how they would sell themselves and
the agency to prospects. In most cases,
they’ll give the typical answers: Our
people, our markets, our reputation, etc.
That’s when you ask: “Do you think the
other agencies you’d be competing against
also have these things?” They’ll say, “yes>”
That’s when you ask them to go back and
find real concrete differentiators they
could use.
In the second part of this interview,

you also want to ask them about their
personal goals. Yow’ll ask about their
current personal income and explain how
many accounts, and what size, they’d need
to write to make that much money at your
agency. Then you can start forecasting
potential income levels based on how
much business they write. Remember,
you’re looking for people who can become
million dollar producers. If they don’t have
the drive to make $250,000 to $300,000

a year, they probably aren’t motivated

enough.

At the end of this interview, youw’ll ask
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them to develop a prospect list to see,
first of all, if they have a natural market.
Do they already have relationships with
business owners that match up with the
kinds of accounts you can write? If not,
they will be starting from scratch. That’s
not all bad, just risky.

Step 5: Final Interview

In this fourth and final interview, you
will review their outstanding homework
assignments.

Start with the Differentiation List,
check their Prospect List and end by
reviewing their income goals again. Now
is the time to dig in deep. Connect each
goal to their family when possible. You
want to understand what drives their
desire to make money. If you don’t find
out what drives them, you miss a golden
opportunity to validate your decision and
amore significant opportunity to leverage
their desires once hired.

Decision Time

If all goes well after you finish the
interview process, your agency is ready to
make an offer. If it doesn’t go well, and you
are not sure about hiring them, you have
two choices:

* You can be candid with them and tell
them your reservations about hiring
them. Thank them for all of their hard
work and tell them this doesn’t appear
to be the right fit.

» Make up an excuse for why you can’t
hire them now and postpone the future
decision.

That’s up to you. If you decide to make
an offer, confirm everything you feel you
have discovered. Are they driven and
resilient? Can they deal with rejection? Are
they good at relationships? Are they smart?
Are they coachable?

If they have come this far, I promise you

that they want this job. So, don’t give away
the farm, but don’t be cheap. Offer a salary
that is just enough to get by but not much
more.

And, if they start negotiating too hard
with you, help them to the door in a polite
way.

Hopefully, you can see how this process
can help you double your new producer
hire success rates. It can help you find and
hire more million dollar producers and
transform your entire agency.

Remember, as an agency owner, your
business’s success is directly tied to your
hiring process so continue to improve your
hiring skills.

Because if you don’t take action, who

will?

Schwantz is founder of The Wedge Group. He's also
the author of the book Agency Growth Machine,
https://thewedge.net/free-book. Phone: 214-446-
3209. Email: randy@thewedge.net.

Our umbrella’s easier than this.

Save time and get standalone personal
umbrellas online in minutes, no signed
application needed with an Admitted
carrier, rated A XV by A.M. Best.

3 MINUTES. 4 QUESTIONS. $5 MM.

Quote now at PersonalUmbrella.com.

Available nationally. Underwriting criteria varies by state. Visit us online for guldelines. A.M. Best rating effective January 2021, For the latest rating, visit ambest.com,
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