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Icenhower Coaching & Consulting (ICC)
Icenhower Coaching & Consulting (ICC) is a full-service coaching and 
consulting firm, primarily serving the real estate industry. 

We offer coaching and consulting services that include online courses, 
podcasts, training materials, speaking events, training workshops, video 
modules, and of course client guidance by weekly calls and strategic 
planning.

COACHING & CONSULTING

ICC believes that people learn in various ways, including visually, audibly, 
verbally, physically, and logically with reasoning. As a result, whether it 
be visually, audibly, verbally, kinetically, or through engaging interaction, 
ICC’s programs are designed to accelerate the learning processes while 
engaging clients more effectively. ICC’s vast resource library is made up 
of training modules, videos, scripts, tools, job descriptions, budgets, 
business plans, workflows, systems and other interactive tools to help 
clients grow their business systematically. 

In 2017 we have focused on developing training materials clients can 
print out and touch, videos they can watch, calls they can listen to, 
and workbooks that really break down processes.  These materials 
dramatically enhance the coaching process because clients are left 
with more than a recap email at the end of every coaching call. They 
are actually able to keep materials in their file library or hand them to 
their team members as learning tools. They are also able to track their 
activities, communicate with their coaches and monitor their businesses 
at the touch of their fingers in between weekly coaching calls. This 
progressive and innovative approach to coaching has been received 
exceedingly well by the public. In 2017, ICC has added 8 new coaches to 
its staff and represents more than 125 individual coaching clients.

ICC coaches are experienced real estate business consultants that offer 
strategic planning and a full library of training resources to elevate 
agents’ businesses and their careers. Coaching clients are continuously 
engaged with their coaches through ICC’s Online Coaching Platform 
where agents can communicate with their coach, track their activities, 
attend training courses, monitor their businesses, and access the ICC 
training library.
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ICC TRAINING MATERIALS

The creation of these video training modules and agent workbooks 
to supplement the coaching process provided an opportunity to 
launch online classes at a more affordable price point than one-on-
one coaching. Through our training materials, ICC is able to deliver 
this valuable information to many more people across a user-friendly 
platform. In 2017, ICC launched several productivity-focused online 
courses centered around prospecting for new business, geographic 
farming and growing a sphere of influence referral database. Additionally, 
ICC developed several new courses devoted to real estate teams, such 
as hiring sales agents and administrative staff, training administrative 
staff members and onboarding newly hired sales agents. Finally, ICC 
produced a series of courses devoted to the recruiting, hiring, training 
and leading Inside Sales Agents (ISAs).

Brian Icenhower’s real estate productivity coaching, training and 
recruiting programs have propelled a number of real estate companies 
to be repeatedly recognized as some of the highest producing and 
fastest growing offices in North America by a number of major industry 
media sources.  ICC’s production department now produces video 
training modules on a wide variety of productivity focused topics.  These 
modules come complete with agent workbooks, instructor’s manuals 
and audio files that can be white-label branded for any real estate 
company. Additionally, ICC’s broker/manager coaches are available to 
consult with company leadership to ensure proper understanding and 
implementation of brokerage retention, training, and recruiting systems.

ICC SPEAKING & TRAINING

Brian Icenhower, along with a number of ICC’s trainers and coaches, 
are available to speak and train on a variety of real estate and business 
topics by request.  Event programs can feature any combination of real 
estate, educational, motivational, business or leadership focused training 
as well.  Brian’s interactive training style provides a high level of energy 
that keeps attendants engaged and receptive to learning throughout the 
entire event.

Brian has presented for many organizations across a wide number 
of industries.  He has presented at real estate companies, trade 
conferences, realtor associations, financial institutions, non-profit and 
service groups, and for a variety of national corporations.  Brian has also 
been a keynote speaker for numerous organizations.  Event sessions 
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can be conducted by the hour, half day, full day or over multiple days 
depending on the topic and audience.  Audience sizes have ranged from 
a group of ten to a room of thousands.

PUBLISHING

ICC also started a publishing division to expand upon our custom 
training materials and deliver informative real estate training books to 
the masses in paperback, ebook, and audiobook versions. Our first book 
entitled FARM—The Ultimate Guide to Geographic Farming is currently 
available for purchase.  ICC’s publishing division is already in the final 
stages of releasing its next four books in the first half of 2018. 

OUTREACH

For decades, Brian Icenhower has coached and trained many top 
performing agents, teams and industry leaders solely based upon word 
of mouth. In 2017 Brian’s true passion for coaching and consulting 
became his business objective with a new focus on growth. This year, ICC 
has sponsored and produced The Real Estate Trainer Podcast as well as 
hundreds of helpful Youtube interviews for real estate agents on a variety 
of topics. In addition, 850,000 email subscribers rely on useful content 
and real estate information from the ICC sponsored training website: 
TheRealEstateTrainer.com.  Finally, Brian Icenhower has appeared 
at more than 20 different speaking and training events across North 
America in 2017.  

As a result of these marketing and outreach efforts, ICC has been able to 
hire several administrative staff members, a number of new coaches, and 
a full-time production and editing crew, while also launching a publishing 
division.
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Congratulations! 

It’s time for you to hire some help!

In this book, you will find 
everything you need to hire 
the right person for the exact 

position you want to fill. We 
bring you step-by-step through 
our proven effective hiring 
process to help you make the 
right hire the first time, so that 
you may never have to hire 
anyone else again.  

Hire the right person, 
and they can make your 

future hires for you.

After having worked with 
thousands of clients to help 
them hire the right person and 
observing the consequences 

when they don’t, we’ve refined 
our recommendations for the 
hiring process to a few detailed 
but key steps.  Each of which is 
crucial to the functioning of this 
process to achieve its desired 
goals of helping you hire the 
right person the first time and 
avoid the agony of hiring the 
wrong person for the job. This 
hiring process is quite simple, 
and if you stick to the steps the 
way we outline them for you 
here, it should also be pretty 
easy—this incredibly thorough 
process is designed to narrow 
the field of candidates from 
hundreds to just a small 
handful, with minimal effort. 
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Merely complete each step sequentially and thoroughly and the 
process will pull the top talent out of a huge applicant pool for 
you, doing all of the work of filtering the metaphorical needles 
from the haystack.

As this book is about the hiring process, and less about the specific 
tasks and duties of the people on board, this book is useful for 
anyone in any industry looking to hire. By no way is this training 
series intended to be centered exclusively around real estate team 
organizational structure. Instead, this book is intended for anyone 
needing to hire long-term help, period. 

It applies to hiring at any level, in any sized 
organization, and in any industry. 

No business is too small or too large to fully take advantage of 
strategies and techniques designed to get the absolute right 
person in place the first time. We use the example of a real estate 
agency throughout the book because that is where the bulk of our 
consulting clientele reside.  We also use many examples of hiring 
administrative and sales roles, which virtually every organization 
needs. But truly, this book will be useful to anyone needing to 
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make a hire at any level and in any industry—these principles 
and strategies do not change with industry, organizational size, 
or position. If you need to hire for a role not mentioned in this 
book, you can use the examples here to help define and construct 
your own objectives, and still adhere very closely to this process 
to guide you in putting the right person in place. From your 
top offices to the manufacturing room floor and at every level 
in between, the principles presented in this book can help you 
make sure the person you hire is the right one for you. Your 
particular situation might call for a slight extrapolation of some of 
the suggestions of the early modules, but the underlying hiring 
process holds firm.  If you need to make a hire, this book can help 
you make the right one. 

© Copyright Icenhower Coaching & Consulting, LLC. All rights reserved.
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This book takes you through each step of the hiring process, 
helping you thoroughly understand what each step entails and 
exactly how to accomplish it. 

Following this process will help you hire the right 
person for the job, regardless of your industry or 

position you’re looking to fill. 

The steps and techniques outlined for you here apply to anyone 
looking to hire the right person for the kinds of things you need 
support.  You can free up more of your time, either to go be the 
company’s rainmaker and bring in the business, or to spend more 
time in other areas of your life and improve your work-life balance.

• After explaining some of the underlying principles to our hiring 
process in Module 1, each module of this book details a single 
step in the hiring process. 

• Module 2 explains how to create a job description and how 
important this is to your mutual overall satisfaction in both the 
short and long term. 

• Module 3 begins discussing the DISC behavioral assessment 
tool, critical to a successful hire. 

 ○ It invites you to consider the type of person you’re looking 
for, and the type of personality characteristics that would be 
best suited for the position. 

 ○ For example, you will be looking for completely different 
types of people depending on whether you are filling 
administrative or sales department roles. 

• In Module 4 we discuss posting the job to online job posting 
sites and what you can anticipate from that. 

 ○ We also point out the many and varied ways you can solicit 
job applications so that you can create as large an applicant 
pool as possible.  

 ○ The larger the pool, the greater the possibility that you will 
find the exact person you’re looking for. 
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• In Module 5 we talk about what to do with all of the resumes 
that come in, and how to use your first applicant filter: the 
writing sample. 

 ○ With the applicant pool already narrowing, we begin their 
involvement in the behavioral (DISC) assessment process.  

 ○ This is the largest and absolutely most effective filter we can 
use, and we rely upon it heavily in our selection process. 

• Working with a continuously narrowing applicant pool, down 
to around 30 by this point, Module 6 details the telephone 
interview purpose and process.  

 ○ This is our final filter before we begin the handful of in-
person interviews with our top talent from the applicant 
pool - our needles from the huge haystack. 

• Once we are down to about five candidates, Module 7 details 
the in-person interview purpose, process, and structure. 

• After having wooed them and grilled them for an hour, Module 
8 discusses an in-depth reference-checking approach designed 
to uncover a view of what each person is actually like to work 
with in the office on a daily basis.  

 ○ This is a vital step before we make our final hiring decision. 

• Finally, with our top three candidates identified, in Module 9 we 
present compensation considerations and making the offer to 
our top candidate. 

Step by step, this book gives you all of the information 
you need to hire the right person the first time and help 
your business grow. The whole process usually takes a 
couple of months.

It is vital to the effective functioning of this process 
that you not skip any steps; therefore, do not skip 

any modules in this book. 
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Each step builds on the previous one, relying on the previous step 
having been thoroughly and successfully completed. The process 
is in-depth, yet simple and highly effective at helping you hire the 
right person for the job. Some steps will require more of your time 
and energy, but by-and-large, you can rely on the process to filter 
out your top candidates for you. 

We have streamlined this hiring process to give you 
the best results with the least amount of time and 

effort from you. 

Just trust and follow the process all the way to the right hire.



MODULE 1: 
FOUNDATION 



  9

Foundation

Before we begin our 
discussion of the actual 
steps involved in this 

hiring process, it’s important to 
clarify a few things. 

This will help you 
understand the 

underlying principles 
and mindsets that will 
guide you in making 

your next hire a highly 
successful one.

In this module, we cover 
some of the ideas that lay the 
foundation for a successful 

hire. We break this module into 
two sections: 

• overall hiring 
considerations, and

• hiring mindsets.  

First, under overall hiring 
considerations, we discuss 
the importance of hiring in 
advance of the need, before 
you become overwhelmed and 
while you still have time and 
energy to give this process 
the attention it deserves. We 
cannot rush through or skimp 
on any of these steps if we 
want to get the absolute right 

1

2
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person in place, so be sure to give yourself plenty of time to go 
through this hiring process properly. Second, we emphasize the 
importance of following this process step by step, and not skipping 
over anything, as each step plays a critical role in getting the right 
person hired. We then discuss delegating the hiring process to 
others in your company. At this point we move to hiring mindsets, 
involving applicant relations and consideration, and begin to 
discuss specifics of the hiring process setup. We talk about the 
differences between a mindset of recruiting versus hiring, and 
highly recommend a recruiting mindset for the reasons we’ll 
explain. Finally, we discuss the importance of casting a wide net 
and generating a huge applicant pool, and how to achieve that. 
There are certain perspectives that will help to make this hire a 
successful one, and this module lays those out for you.

Overall Hiring Considerations
When you need to make a hire and are thinking about the hiring 
process, there are a few things to keep in mind. Knowing the 
optimal time to make a hire and how you’ll work through the 
process are important considerations.

Hire in Advance of the Need

Most people tend to hire when they need help, so it’s not always 
easy to think about hiring before you really need that help. People 
also want to make sure they’re always making enough income to 
afford a hire and, as we and many other business experts in the 
world often state, we want to make sure that we put revenue in 
front of expenses. 

As a result, oftentimes we will wait until we 
have enough income, but then we’ll wait 
a little too long, until we also have pain. 
Pain means that you are so busy that you 
can’t keep up with the work. You are so 
overwhelmed, that the amount of leads, 
the amount of business, and the number of 

“Oftentimes we will 
wait to hire until 
we have enough 
income, but then 

we’ll wait a little too 
long, until we also 

have pain.”



clients actually hurts. And if we wait too long it is very difficult to 
go through a thorough hiring process let alone a thorough training 
process with someone when you’re so busy that you don’t have 
time to be thorough in those two key areas. So, when we hire in 
advance of the need it means we do have enough income coming 
in to afford this hire, and that we haven’t waited too long to do an 
effective hiring job in the first place.

If you’re going to do a great job 
hiring the right person, it’s going 
to take a fair amount of your 
time to be very thorough with 
this process and in conducting 
interviews with your final 
candidates. You need to be sure 
you have time for this so your 
business remains strong during 
the time you need to spend 
hiring the right person.

Then, after we’ve spent the time in hiring the right person, we have 
to train them—the demands on our time have only just begun if 
we’re going to train them properly.

Let’s say we’re hiring an administrative assistant. We’re 
going to typically be the rainmaker that generates a ton 
of business and a ton of leads ourselves, so that’s not 
where we need support at this time.  The area where we 
need support is in the administrative maintenance role 
of taking care of existing clients rather than procuring 
new ones. We will of course need to delegate some 
of the administrative tasks, the client servicing parts of 
our job, to an administrative assistant. This assistant 
will require a significant amount of your time and 
attention at first. It doesn’t matter how experienced the 
administrative assistant is, you’re still going to need to 
train this administrative assistant in the ways you want 

Example

  11



12    © Icenhower Coaching & Consulting, LLC.

your client servicing handled. So even if they’ve worked 
in a client servicing role or transaction coordination role 
with someone else, whether in your industry or not, that 
doesn’t mean that they know how to perform tasks and 
interact with clients the way you want it done. 

This training process will require a lot of your time. If 
you wait until you’re in pain before you hire this person, 
it will be even more difficult for you to make the time 
necessary to get this person properly trained.  If you’re 
not able to train your new hire properly you will end up 
being unhappy with the employee’s job performance. 
You’ve spent a lot of time looking for the right person 
to hire.  When you found them you didn’t have time to 
properly train them so their work is unsatisfactory, and 
you end up firing that person. Then, all of that time you 
spent in the hiring process and the little time you could 
give to the training process is wasted.  As a result you’re 
in even more pain because you’re months down the 
road and don’t have any help.

It’s the same with hiring a sales agent. No matter who you hire 
to fill that role, you have a certain way that you want your clients 
handled. 

If you bring on someone else in sales, to handle some 
of your sales practices, you’re going to have to devote a 
significant amount of time training them to your standards 
and practices. 

Maybe you have a certain role in mind for your sales agent.  There 
may be certain parts of the sales process that you want to handle 
yourself and other parts that you want your team’s administrative 
assistant to handle for the sales agent. Your wishes and how your 
new sales agent responds to them will be different, no matter 
where they’ve worked before or in what industry.  Because they’ve 
never worked in your team, you’re going to spend a lot of time 
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training them, letting them shadow you, and instructing them. And 
that’s going to take a lot of your time so you need to be thorough 
in the training process. In order to be as thorough as you need to 
be, you need to have enough time in your schedule to give this 
training process the time and attention it deserves. If you wait until 
you’re overwhelmed before you try to hire, chances are very high 
that you will be dissatisfied with your new hire because you won’t 
have time to train them properly and they won’t be performing as 
you want them to.

You have to realize that very few people, if any, are going to 
be qualified by way of experience to just jump in and take the 
position. Even the most qualified employees are going to need a 
few months of your time to train with you.

Too often you will see people hire 
and then quickly fire in the first 
six months because they feel like 
this new hire is actually taking 
more of their time than need be. 
They think that this person was 
a bad hire because they’re not 
doing what they were hired to do. 
Those are often the reasons that 
agents fire a new hire, wrongly so, 
because they don’t themselves 
have the time to train them. 

The hiring and training process is not quick or easy. Both require 
a considerable amount of your time and attention. The time and 
energy you will be devoting to the new 
hire will pay off in the long run, as long as 
you set it all up properly.  But in the short 
term, we have to realize that our business 
is going to take a small hit until we can get 
this new person up to speed. It’s okay and 
part of the process; but it’s  important to 
realize and anticipate this.

“The hiring and 
training process are 

neither light nor 
quick. Both require 

a considerable 
amount of your time 

and attention.”
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The First Quarter Checkmark

If we wait too long to make a hire until we’re so overwhelmed that 
we don’t have the time to devote to making a good hire, things 
are going to be even worse for us. If we’re the rainmaker and we’re 
so busy managing our current tasks and obligations, and then 
we take time away from those tasks and obligations to focus on 
a new hire, our business is going to start to slide because we’re 
devoting so much time to hiring and training and not enough time 
to rainmaking.

No matter how busy we are, we need to 
be aware that our business is going to go 

backward before it goes forward. 

We use a graphic called the First Quarter Checkmark to illustrate 
this concept. You can see this graphic online in the downloadable 
resources we have included with this audiobook.

FIGURE 1: NEW HIRE FIRST QUARTER CHECKMARK

Typically, if your sales production is at a certain level (the level on 
the left side of the checkmark) and you want to hire someone, 
you expect that by hiring them they’re going to bring in a return 
on your investment. They’re not going to be just an expense to 
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you; they’re an investment that we’re making so that when we hire 
and train them (at the right side of the graphic), you see that you 
are making much more income, at least a three-to-one return on 
investment.

This graphic shows the anticipated three-to-one return on 
investment you should receive as a result of this hire—you’re going 
to be able to make more income because you have them in place. 
With every dollar you spend on them you’re making at least three 
dollars in return from income and profit. 

If we are not planning on getting a three-to-one return on this 
investment, this person we’re investing in, we should not consider 
hiring. Instead, we should stay where we are and become more 
efficient by ourselves. That’s because there is a lot of time, effort, 
and potentially headache involved with managing people. That 
should pay off down the road with this three-to-one return on 
investment. 

However if you’re not anticipating a three-to-one 
return on this person, it’s really not worth everything 

that’s involved in bringing them into the team.

In bringing on someone new, we have to be prepared to go 
through the dip in the checkmark phase that lies in between those 
two levels of production—where we are now and where we want 
to be after they’re trained. You can see that as the checkmark starts 
dipping down, that is the point where we begin going through 
the process:  Training them, shadowing, explaining how we want 
every single detailed part of our client servicing, working through 
their job description.  Ultimately they start learning a few things at 
the bottom of the checkmark and start slowly inching their way up, 
until once again your business is  at the level where it was. That 
training process is what we typically call our first quarter, which 
normally takes three months - or a fiscal quarter - a fourth of the 
year. 

After the first quarter, and this is the point where your active 
training role can be reduced, your business is back to where it was 
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before your hire. But as we work our way up the right side of the 
checkmark back up to the level where we started, we are not yet all 
the way up to our three-to-one ratio. Typically, we’ve got another 
three months before the new hire is actually trained, saving us 
time, and producing at a level where we are at a three-to-one 
return on investment.  This milestone is represented by the top line 
on the right side of the graphic. 

So all together, that could be a total of six months of 
the hiring and training process if we’re doing everything 
thoroughly and correctly, then another three months until 
the new hire is producing at the three-to-one ratio we are 
aiming for. 

We have three months of hiring then three months of training. 
That’s half a year before we get them to where we actually feel that 
we are breaking even with them and they are beginning to save 
us time and make us money. So if we fire someone too soon, we 
haven’t even given them a chance. 

It takes people a while to learn a new job.  That’s why we always 
say, don’t even consider assessing their growth until after the first 
three months on the job, because only then will they have learned 
enough to start saving you time. 

Too often we start doubting our hiring decision within the first 
three months. They have too many questions and they make too 
many mistakes. 

We have to give them the opportunity to fail 
forward, because that’s the only way anyone 

really effectively grows. 

If we don’t, if we criticize them too hard, then they’re never really 
going to learn how to take risks in order to take initiative on their 
own because they’re always going to be afraid of their mistakes. 

The only way they’re going to take initiative and develop a 
leadership mindset themselves, where they own their part of the 



  17

job whether it’s admin or sales, is to allow them to take risks and 
fail in the job. If they fail in the job, they’ll quickly learn as you 
correct them. But you’re going to need to be present to correct 
them, and you’re going to need to be positive when you correct 
them. Let them know that it’s okay and congratulate them for 
taking initiative on their own. Then let them move forward. 

Anticipate that they may even make the same mistake 
two or three times. That will happen. People do make the 
same or a similar mistake often. And it will frustrate us 
and that’s okay. 

But we also want to avoid showing our frustration as much as 
possible. We want to be there to patiently allow them to fail, 
because we understand the first quarter on the job is going to 
require a lot of patience on our part.

Because of the time and attention requirements of putting 
someone in place, hiring in advance of the need is helpful. If you’re 
already in pain with your work, you could have afforded to make a 
new hire before.  But you delayed doing so, because you wanted 
to make sure you could really afford it. Are you really in a position 
to go backward in your business for three months of hiring and 
three months of training, to make a good hire and get them in 
place?

Oftentimes we look back at the people 
we’ve hired and are now frustrated. In 
hindsight, we can see that we neither 
hired them nor trained them adequately. 
We didn’t put them through the thorough 
hiring process and size them up against 
other top candidates. We hired the first 
person that came along. Sometimes that 
person is even a cousin or a friend or 
someone we know that we think we trust. 

Trust unfortunately is a very small part of the role. We expect at a 
minimum standard that whoever we hire we can trust. 



18    © Icenhower Coaching & Consulting, LLC.

Bigger concerns include:  

• Are they a behavioral fit? 
• Do they have experience?
• Do they take initiative? 
• Are they top talent? 
• Do they have a high skill level in general? 
• Do they have a high propensity to learn? 
• Do they have a great attitude? 

Trust is a minimum level of 
due diligence. We expect 
that, and whether we can 
trust them or not should show 
up very clearly through the 
hiring process. Some of those 
other characteristics, though, 
are much harder to find than 
trust. Trust is important, yes, 
but it’s certainly not the only 
characteristic we’re looking for. 

If we hired someone in a pinch, that’s because we were in a pinch 
and we didn’t think about hiring well in advance of the need. As a 
result, that person probably didn’t work out too well.

Even if we are in a pinch and need to make a hire, as long as we 
realize that this is going to be a process of thorough hiring and 
training efforts, not only will we find and hire top talent, we also 
won’t lose that top talent because we did not do a thorough 
enough job in the training process during that first quarter.

The reason we would typically delay hiring is because of the 
expense. We don’t want to incur that expense yet. We want to wait 
until we’re in a lot of pain that usually comes with a lot of money or 
income before we think we just absolutely have to do it. 

But understand, if you are generating business at a sustainable 
level, we’re not going to typically be hiring this person until four to 
six months down the road if we’re thorough, meaning you’re going 
to have to hold out without their real help for that much longer. 

“We expect at a minimum 
standard that whoever we hire 
we can trust. Bigger concerns 
include, are they a behavioral 
fit? Do they have experience? 

Do they take initiative? Are they 
top talent? Do they have a high 
skill level in general? Do they 

have a high propensity to learn? 
Do they have a great attitude?”
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It doesn’t always take three months to hire someone, but we want 
to allot that amount of time in case it takes a while to find enough 
candidates that we consider talented. We could get someone hired 
in a month by using this process—that’s feasible, or three months 
at the outside. Or, I like to play a worst-case scenario so let’s say six 
months maximum for the hiring process. 

Then, we should always anticipate a training process 
of that three-month first quarter.

If it’s going to take us six months to hire someone, we need to 
prepare mentally for that. If we don’t, we’ll be distracted and upset 
every time a great talented candidate comes in, and we won’t be 
thorough in our decision-making process. We’ll justify cutting the 
hiring process short and skipping steps—not making that extra 
reference check, or not making a reference check at all because we 
need this person right now. But if we set an expectation in our own 
minds of these timeframes, three months to hire and three months 
to train, we won’t cut corners. 

First Hires

This mindset is especially critical if these are some of the first hires 
in your organization.  That’s because these are the most important 
hires you’ll make, unless you want to hire again later on down the 
road. 

For example, if you make a talented administrative hire, this could 
be the last hire you ever have to make. If they’re that talented, 
they’ll do all the hiring for you in the future, especially those they’ll 
be working with in the administrative department. 

If you’re hiring top talent and you want to 
grow this organization into a much larger 
organization, that may mean your first hire 
is the leader of your administrative and 
operations department. If that’s the case, 
this hire is a crucial one because there’s 
nothing harder than hiring above someone 

“If you make 
a talented 

administrative hire, 
this could be the 
last hire you ever 
have to make.”
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else. Many of our clients have had to do that and that’s very hard. 

If you hire someone in an administrative 
role, and then later hire above them, you 

may have a difficult time with your first hire 
accepting the new hire as a leader. 

It’s also going to be very tough for your first hire to train the new 
hire on everything they already know about your systems. You 
might have an attitude problem which can create some animosity. 
If you can hire top talent first, it will save you a lot of hassle. To do 
that, we must be thorough at the outset.

The same attitude about hiring above someone holds with the 
sales mentality. If you hire someone in a sales position for your 
team, and you later hire another sales agent that you’d like to 
run your sales division, your initial hire oftentimes feels like they 
were replaced.  They may think that they weren’t good enough 
or inadequate. These feelings can create a lot of denial and 
resentment toward the new hire or the leader of the team. It can 
create a very difficult situation and an environment that’s a lot 
harder to work in. 

However, if you start with a process where your first hires, whether 
they be sales or admin, continue to grow within their positions and 
build out the organizations beneath them, you will find it’s a much 
smoother path. It’s not always feasible, but it is the ideal situation. 

We can increase the likelihood of that occurring if we 
make the right hires the first time.

There are added bonuses to your company culture with this 
strategy as well. All of a sudden, you’ve built a corporate ladder. 
Those hiring for positions beneath their own demonstrate to future 
recruits and candidates for your team that there are positions of 
growth within the organization. You show that you do promote 
from within, and that as this organization grows, so too will their 
roles, their compensation and their income. They’ll get bought in 
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by the team’s growth, not just their own. 
They’ll take ownership and an ownership 
stake in the team. They’ll all of a sudden 
want the team to grow. They’ll want to 
support each other. Because they know 
that as everyone on the team succeeds, so 
does the team, and that therefore benefits 
them. They are not constantly in fear that 
any growth is going to be given to people 
from outside positions. It creates a team 
culture where we train within, we grow 
within, and ultimately hire within.  That of 
course creates quite a benefit to the team 
leader because they are now not going to 
have to make those hires down the road. At 
most they may just sit in to meet the final 
candidates with the person who’s driving 
the hiring process.

Follow the Process Step-By-Step

Not all steps in the hiring process 
are equal in terms of amount of 
effort from you or weight within 
the process itself. However, 
no step is trivial, and none are 
optional. In order to get the most 
out of your hiring process and 
get the right person in place, 
you must complete each step, 
completely and in turn. 

One of the most common areas we see skipped is phone screening 
interviews. If you didn’t conduct enough phone screening 
interviews, you limit the talent pool down and don’t find enough 
qualified applicants. You can only have so many in-person 
interviews, so the phone screening helps you identify the best 
candidates to spend your time with in conducting an in-person 

“You show that you 
do build people up 
internally, and that 
as this organization 
grows, so too will 
their roles, their 
compensation 

and their income. 
They’ll get bought 

in by the team’s 
growth, not just 

their own. They’ll 
take ownership and 
an ownership stake 
in the team. They’ll 
all of a sudden want 
the team to grow. 

They’ll want to 
support each other.”
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interview, and not waste time with the rest. This part of the process 
gets you more qualified applicants toward the end of the funnel.

Or maybe we didn’t cast a wide enough net—we shut down 
the recruiting pipeline a little too early and didn’t get enough 
applications. That means we didn’t have multiple people to decide 
between at the end so we got in a pinch and made a hire. 

We’ll also see people skipping the reference check portion a 
lot, which could be a huge mistake. The reference check is what 
gives us the best understanding about drama. If down the line 
you discover a lot of personal drama with this person—a lot of 
ups and downs, personal issues, time off, bringing personal life 
into the workplace, not getting along with coworkers—these are 
all personal issues that are typically uncovered if you follow our 
reference check process thoroughly.

So, it’s very important to follow each step, 
step-by-step, so that we get three qualified 

applicants that we are deciding between 
because they all meet all of your criteria. 

We whittle down the applicant pool until ultimately we are at a 
point where we have not only someone who’s qualified, with the 
level of experience, behavioral fit, and attitude we’re looking for, 
we also have someone that’s at the appropriate compensation 
level that we want to hire. 

Early Compensation Considerations

It’s important to put off compensation considerations until later 
in the process. You should have an idea of what you want to pay, 
but don’t be thrown off by looking at anyone’s proposed numbers 
before the very last step. 

Oftentimes we’ll assess far too much about the compensation level 
and whether we can afford talent far too early in the application 
process. We take a look at resumes and say, Whoa, I’ll never be 
able to pay this person, and somewhere along the line of the 
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recruiting process we find out, “Whoa, this person wants way more 
money than we can afford.” So we eliminate them from the pool at 
this point, which is a mistake. By doing this we weed top talent out 
too fast, especially considering that compensation is not part of 
our process, nor is it one of our weed-out criteria. We want to keep 
them in the hiring process. 

That’s because you have no idea until you put 
them through the process what they’ll really 

take or what they really want.

Oftentimes applicants will put out a much higher salary for a variety 
of reasons, maybe to make themselves appear more talented or 
because they view the interview process as an initial negotiation. 
You’ll find that they actually will take a much lower salary when 
it comes time for hiring, especially after you’ve wooed them by 
putting them through this entire process.

Process Reflects Your Organization

By the time we get to our final steps of the hiring process where 
we make an offer, we will discuss different compensation models 
for both administrative members of your team and sales members 
of your team. You will start to see increased enthusiasm for the 
position because you’ve gotten them to the point where they want 
to be part of the team and they want to perform for you. They now 
see how thorough you are and what a sophisticated level of effort 
you’ve put into recruiting, hiring, and training.

How you hire is 
how your team 
will perform. If 
you’re thorough, 
dedicated and 
diligent in the hiring 
process, they will 
see and understand 
that you run your 
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entire business similarly—that you’re systematized, and you have 
procedures and expectations. They’ll understand that you do not 
settle for low talent; you only want top talent. 

They will see it and they’ll believe it. 

And people will sacrifice compensation up front 
to be a part of something like that. 

You’d be shocked at how few jobs are out there. Why do you 
think that many people want to work for top organizations? Many 
people want to work for the Googles of the world, or the Apples, 
or the Amazons.  They’ll take very low pay to start at the bottom of 
the ladder because they want to work up within the organization 
because they know it’s growing. They know it’s going someplace. 
They know there’s a big opportunity for growth.

Even if you just hire for yourself, you can demonstrate the type 
of seriousness you put in the hiring process. Because of this, 
new hires will be willing to accept less compensation later in the 
process, which is yet another reason why it’s important we take the 
hiring process step by step. 

Process as Filter

This hiring process is designed to do the work for you. At 
each part of the process, we are only deciding whether we 
are going to pass them through to the next step. 

• When we are reviewing the initial applications, we’re only 
deciding whether we want to have the applicant take a 
behavioral assessment.

 ○ We are not looking at applications to decide whether we’re 
going to hire them, or whether we’re going to interview 
them. We’re just looking for the specific criteria that this part 
of the process requires, which in this case is putting them 
through to the behavioral assessment step. No more. 
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• After they take the behavioral assessment, we are then only 
looking for the behavioral profiles along with their application 
to move them through to the next step of the process. And 
then, only the next step from there. 

• If we do a phone screening interview with someone, we are 
only looking for red flags. 

 ○ We are not deciding over the phone whether we’re going 
to hire someone. Its sole purpose is to decide whether we 
want to put them into our final pool of candidates where we 
will then analyze any concerns we have with them.

So, it’s very important we let the process do the 
working and the thinking for us. 

You will find that if we have a concern with a resume, we should 
behavior-assess them anyway, because the behavioral assessment 
may flesh out some of our concerns. Remaining concerns can 
usually be overcome with a quick phone call on a phone screening 
interview. 

We start with a lot of applicants—a huge stack of hay, if you will—
and filter it down to just a few. 

The earliest steps filter out the majority, so we’re going 
to move very quickly with our initial steps in the hiring 
process and let the process itself do the filtering. 

This whole process is like one large sieve, one large filtration 
system. As long as we put everyone through it, it will do all of the 
labor for us. We don’t have to start thinking and making really 
big decisions until the end of the process, when we have only a 
small, select, talented few people to think about. To make it work 
properly, each of the eight steps must be followed in full, and in 
turn.
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Delegating the Hiring Process 

If you don’t want to do this work yourself, the hiring process can be 
delegated to other people. However, your confidence in the talent 
of your existing team that is making the hires will often influence 
the degree of involvement you need to have in the hiring process. 

As you will see, the initial steps of the hiring process are the parts 
that most often get delegated to existing members of the team 
because the steps and filtering criteria are very simple. However, 
once we start moving into the middle and later sections of the 
hiring process, that’s when we do a lot of conversation and 
communication directly with the applicants themselves. And that 
is where it’s going to take a more experienced leader that has the 
knowledge and understanding of both these materials and the 
hiring process, to have those discussions with the applicant.

If you are assigning parts of the hiring process to other 
members of your team, we strongly recommend that 
you have those members of your team review and have 
a thorough understanding of these hiring materials that 
we’re teaching here today. 

They’ve experienced it, they’ve read it, they’ve watched it, and 
they’ve also communicated back to you a thorough understanding 
of these steps. We’ve worked with thousands of clients.  We know 
that if we start skipping steps in any part of this process that we 
can always point failures in hiring, training, and performance down 
the road back to areas we skipped in the hiring process. 

Hiring Mindsets

The hiring process is neither quick nor uninvolved. 
In order to go through this process with maximum 

effectiveness and success, it’s useful to get into 
the right mindset. 
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Here are two things to keep in mind when embarking on the hiring 
process.

Hiring versus Recruiting

Although this is a hiring process, we’re not talking about the 
traditional sense of hiring where we merely interview a few 
applicants that want the job. Our goal is always to hire top talent. 
We are not filling positions for a sweatshop. We are trying to 
always hire the best possible candidates for the role we want filled. 
Therefore, we take on more of a recruiting mindset.

Top Talent

In a recruiting mindset, we are trying to woo top 
talent. Top talent always has choices. 

They often have an existing job already or they are deciding 
between multiple opportunities. So, when we are bringing on top 
talent, we aren’t necessarily considering the applicant as someone 
who really needs the job we are offering. Typically, top talent is 
deciding where they want to work, so they must be recruited and 
wooed. Many traditional mindsets around hiring look at the hiring 
process as “we really want people to want the job bad.” Well 
it’s true, they want it bad, but not at the beginning of the hiring 
process.

At the beginning of the hiring process, oftentimes top talent 
won’t be interested. They’ll either have another job, or they won’t 
want to change, or they’re pretty satisfied and happy where they 
are. We don’t necessarily want people who are mad about their 
current job, because there may be other issues with that person 
besides dissatisfaction with their current job. It may be because of 
the person or the candidate themselves. Who’s to say if they just 
changed into a “grass is always greener” mindset and move into 
your role that they still won’t be dissatisfied? 

In truth, some of the best employees are recruited 
away from jobs that they are very happy with. 
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Top talent tends to make every situation work in their favor and in 
yours. 

Recruiting Top Talent

Throughout this 
process we want 
to adopt a mindset 
that is focused on 
recruiting. We are 
constantly using 
the process itself to 
attract top talent. 

This process is very thorough. It is designed to filter down 
applicants from a very large number into only top talent—a few 
select people that have the right behavioral profile and experience 
associated with the position. So, it is truly a process. 

It’s very important to allow the process to do a lot 
of the recruiting work, which is why it’s important to 

follow this detailed process thoroughly. 

Quite frankly, most applicants for jobs aren’t even in the 
competition. 

This process is designed to attract hundreds of potential 
applicants. When we attract such a large number and it’s weeded 
down to such a select few, for the applicant it’s akin to winning the 
lottery or a very prestigious award if they are actually selected or 
chosen for the position. 

Most applicants for most jobs don’t go through a process like 
that. They meet with someone and get the job very quickly—often 
within a week or even within the first meeting. When that happens, 
the applicant does not feel like they were selected based upon 
high-standard criteria. They feel like they were in the right place at 
the right time and they got the job. That doesn’t make the correct 
impression on them.  They do not appreciate the thorough or 
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demanding nature of the position when they have a job that was 
given to them so easily. They don’t realize that many candidates 
were interviewed and that the recruiters have been very, very 
thorough.  As a result they don’t appreciate the job itself, they 
don’t hold much pride in it, and they don’t realize the prestige 
around the position. 

This process makes candidates aware of that prestige 
throughout the process as they realize how thorough it is. 

As they stay in the process, as they make it through each step, 
they want the job more and more.  Ultimately they get to the point 
where they have a one-on-one interview with the team’s leader 
who is making the final decision about the hire. 

By that time, they want the job at a much higher 
level because they have now been put through such 

a detailed process along the way.

The process itself is what does the recruiting, so long as we stick 
with the process. It’s not going to be our words; it’s not going to 
be a silver tongue. It’s going to be a mindset and a dedication 
and thoroughness to sticking to this process that will do the heavy 
lifting for the recruiter.  By the time top talent is in a position of 
making a decision, they want to be selected. Why turn around 
now? The impression that you will make on the applicant is one 
that they probably have never experienced before.  Because of 
that they will want this job because now they realize how tough it is 
to get.

Cast a Wide Net

I know a lot of people reading this right now are nervous because 
most people don’t want to put this much time into hiring. They 
don’t want to receive 500 applications for a job. How on earth 
are they going to interview that many people, review that many 
applications? 
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To be honest with you, I don’t want you to. We want you to cast a 
very wide net, and we do want you to get hundreds and hundreds 
of applications for the job. But once again, if we follow the process 
thoroughly, the process itself will do the work for you. 

The process is designed to filter through all of 
these applications with ease to get us down to 
a manageable number of people that we speak 

to, and ultimately speak to in person.

As we put this wide filter out there, we are going to take in a large 
number, and then almost acting like a strainer, we are going to 
filter out all of the less qualified applicants until we get it down to a 
manageable talented few. 

Reasons for the Wide Net

I don’t want us to ever be afraid to cast a wide net, and here’s why. 
Our stated goal is to have three talented candidates to decide 
between.  If at the end of the process, you are having to make a 
tough decision between three talented candidates, then we know, 
based upon our research, our experiences, and our studies, that 
you’ve been thorough enough in the process.
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But if you just have one talented candidate, you are 
putting all of your eggs in one basket. 

And you can’t trust your analysis of that solo basket until you’ve 
got someone to compare them against. 

We start to make concessions because we typically need to make 
a hire.  We don’t want to continue forward with this process, so we 
start to make subconscious concessions about their qualifications. 
For example, we could have someone with a tremendous amount 
of experience who is a good behavioral fit for the role, but we 
have questions about their motivation or attitude. Or we have 
someone that has great motivation and great attitude and really 
doesn’t need to get paid much, but we have questions about their 
experience and qualifications for the role. If we have one candidate 
we are much more likely to make the decision to hire them 
because we do not want to continue on with the hiring process and 
we want a person in place. However, if we can use this process to 
quickly get down to three qualified candidates, now we can make a 
good decision that keeps us as the hirer honest with ourselves. We 
can actually compare them to one another to ensure we’re getting 
the best talent. That’s our benchmark. 

If we’re going to get three highly talented applicants to make a 
tough decision between, we need to make sure that we cast a very 
wide net out there.

If we receive 50 random applications for an online job post 
on one of the leading job websites, what is the likelihood of 
getting three highly qualified applicants that you’re deciding 
between from that pool of 50? I don’t know exactly, but based 
on our experience, the odds are pretty low. 

However, if you had cast a wider net without much extra work, 
and got 500 applications, now what are your odds, in the first 
go-round of putting everyone through the process, that you 
would get three qualified applications? Of course, those odds 
are much higher, because we cast a wider net from the start. 

Think about it
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There’s nothing worse than casting a thin net, getting a smaller 
number, putting them through the process, and having just one 
candidate. Then we have to put that candidate on hold and 
continue to cast the net until we have two or three top talent 
candidates to choose from. This makes that first top talent person 
wait maybe an extra month or two, until you can bring another 
qualified candidate to pair them up against. Top talent will typically 
be less impressed with you for not being able to make a decision, 
so they will take another position that’s out there on the market. It’s 
just not feasible to put one talented person in a holding pattern. 
What you’re going to have to do is hire them if you don’t want to 
lose them. 

That’s why it behooves us to cast a very wide net 
from the outset. 

It will make the hiring process much faster down the road, 
even though it seems daunting to receive this many inquiries, 
applications, and resumes. Casting a wide net in the first place 
won’t delay the process down the road, but not casting a wide net 
will cause us to miss out on many opportunities on top talent. 

We want to get away from the fear of getting everyone to apply for 
the job. Top talent is the metaphorical needle in the haystack of all 
applicants, and the only way to find all of the needles is to invite a 
lot of hay in. The more hay we have in our haystack, the greater the 
likelihood of more needles.  

You have to trust that the hiring process you’re about to learn is 
going to filter out the needles from the hay so that you can actually 
be in communication with the needles that you want.

The second hiring mindset is that we need to try to attract as many 
potential applicants as possible by casting a wide net, even if it 
involves bringing in low talent that we need to filter out.
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This module has laid out the foundational mindsets that you 
must adopt prior to embarking on the hiring process. These 
are things you need to be aware of and keep in mind before 
and throughout this process. 

• In terms of general considerations, it’s important to hire 
in advance of the need to avoid all sorts of headaches 
that result from waiting too long to start this hiring and 
training process. 

• It’s also crucial that each step be attended to, and in 
order. Each step serves a vital purpose along this process 
of filtering your candidates down to identify your top 
talent. 

• Also keep in mind that portions of this process, especially 
the earlier steps, can be delegated to someone else.

We offer two mindsets for the actual hiring process here:

1. The first is that we want to recruit, or woo our top talent 
into wanting to work for us. We don’t want to treat this 
process as a hiring process, but rather as a recruiting 
process. The benefits to that approach are laid out in full 
in this module, and are several-fold. 

2. Finally, in embarking on the hiring process, we want to 
be sure we invite a very large applicant pool—well into 
the hundreds. The more applicants we have to choose 
from, the greater the chances that we will end up with 
a few highly talented individuals that we have a difficult 
time choosing between.

CONCLUSION



MODULE 2: 
THE JOB DESCRIPTION 
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When it comes to hiring, the whole purpose is to 
accomplish two tasks. 

We hire to both create more income, at least at a 
multiple of three-to-one, and 
To protect life balance so we don’t burn ourselves 
out and become miserable in this role.

1

2

It’s always a combination 
of both, and we are 

always hiring to protect 
those two things. 

We’re crafting job 
descriptions around 
those two things as 

well. We want to make sure we 
hire talent that will put us in a 
position to accomplish both 
tasks. That’s the purpose of 
making any hire. 

The job descriptions discussed 
and used as examples here are 
closely tied to an office-type 
organization. In addition to a 
real estate agent, this module 
is also directly applicable 
to a mortgage broker, loan 
originator, insurance agent, 
stock broker, title officer, or 
pretty much anyone working 
within a division of a major 
company. 
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If you need to hire for a role beyond these, just use these examples 
and tweak the job description to fit your own needs. This module 
is also applicable to anyone running a business, as most businesses 
of any kind typically have an administrative side, and either a 
production side or a sales side: An admin side can handle any 
type of processing, servicing, and transaction coordination, while 
the sales side can handle any type of production, performance, 
marketing or sales. The only thing that would actually differ among 
the two sides are the specific tasks and duties contained on a job 
description. 

Although these examples we’re using between the administrative 
assistant and sales agent job descriptions apply to a real estate 
agent, there are many different ways we can move those tasks 
around.  It just depends on your team’s organizational structure or 
your particular business, the industry, your purposes, the type of 
leads you generate, etc. We are really just using these as examples 
so we can teach the major concepts of the hiring process. 

© Copyright Icenhower Coaching & Consulting, LLC. All rights reserved.
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The same concepts are applicable to any industry, 
company type, or position. 

Creating a job description is the first step in the hiring process 
that we are presenting to you in this book. This module contains 
information and strategies for creating a job description and 
tailoring it to your specific needs. We also discuss why the job 
description is important in the first place, particularly at the outset 
of the hiring process.

We then move into discussions of job descriptions for different 
types of roles within the company: team leader, administrative 
assistant, and sales agent. Details of each of these job descriptions 
are discussed in turn, along with strategies for crafting these job 
descriptions so that they will make and keep everyone happy in 
the short and long terms, and lead the company to growth and 
success. 

Examples of these job descriptions are included within 
the text, and also in Appendix B at the end of this book.

Creating a Job Description
As with many commonly used forms in the business world, there’s 
no need to reinvent the wheel when creating a job description. 
It’s much easier to reproduce an existing model that has been 
effective.

Sources

When searching for samples, it’s important to find a 
good, successful model. 

We don’t want to just go online and grab any model we find, 
because you do not know the success any particular model has 
had. Instead, I strongly recommend finding those common formats 
that are the most replicated, and combining multiple models that 
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best fit your needs. If there are certain positions, tasks, or duties 
repeated on multiple different job description formats, those are 
the ones I’d be more inclined to use because they are being used 
the most.  That means they are either typically having the most 
success or contain the most important tasks or duties. That’s one 
way to do it. 

A second way to create a job description would be to find 
someone already in your target position and performing at a high 
level, and try to get a copy of their job description. For example, 
in your specific industry, someone already has an assistant 
that is working very well. What job description are they using? 
Oftentimes we can go online to find those. More specifically, 
there are also many different social media groups out there for 
different industries, and you can go online and collect several job 
descriptions for the position you’re looking for. 

If you can find a lot of job descriptions for a particular 
position from people that you know are already 
performing at a high level, you can pull them together and 
create a very good job description with those sources.

Tailoring and Included Items

After merging those 
templates together into 
the most ideal position 
description, we then 
add any individual job 
elements that are specific 
to what you want them 
to do. Add any different 
tasks, duties or criteria to 
the preexisting model to 
build it out completely. 

It’s much easier to add specifics to a general model 
than to create a new model completely from scratch.
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Take for example a real estate agent, and a general administrative 
assistant job description for the first administrative assistant that 
a real estate agent would hire. From that all-encompassing job 
description, we would isolate and assign individual roles for future 
administrative assistants. 

In a perfect world, an administrative assistant would be the first 
assistant you hire and the last.  That’s because your administrative 
assistant would soon graduate into an administrative manager, 
then give certain parts of his or her job to the person hired. 

So, the first administrative assistant’s job description 
should encompass everything you want done from your 
administrative management team down the road. 

Further, since this admin manager will learn and master all of the 
individual tasks on the job description, they will be able to not only 
hire a person that they know will be able to do the tasks, but they 
will then also be able to train them on those tasks. So, we want 
complete mastery in the entire admin role for this person so that 
they will be able to hire, train and lead people within that division 
in the future. 

The same would be true on the sales agent side. In real estate for 
example, sales agents will come in different shapes and sizes. First 
there’s a buyer’s agent role, the most common sales agent hired 
first through most organizational structures for real estate teams. 
This person can also be a showing assistant or a showing specialist, 
sales agent, listing specialist or listing agent, or hybrid model 
where someone takes listings and also represents buyers. For our 
purposes, we’re going to illustrate a buyer’s agent job description. 

However, how we create that job description 
can vary depending on how you want to use 

that role in the future.
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Reasons to Create a Job Description
Let’s consider for a moment why we create a job description. This 
rationale is crucial and often misunderstood. One reason is that it 
informs the applicant during the hiring process and helps us in the 
screening process. If this job, as identified in the job description, 
is something they don’t want to do, we don’t want them on 
board, and we don’t want to waste time with them. Also, if this is 
something that they aren’t going to be good enough at or don’t 
think they can do, from a skillset or ability standpoint, we don’t 
want to move them forward in the hiring process. 

Perhaps because they think it’s for the applicant, many people skip 
the creation of a job description, but that is often fatal in two ways. 

First, it’s detrimental in the screening and hiring process 
because we don’t want to waste too much time with people 
who either don’t want to or can’t perform the required roles.  
This takes up time that would be better used focusing on top 
talent that could perform well in the role. 

Second and less obvious, it could hurt us way down the road 
– say a year or two later - when we want to add tasks to our 
hire’s workload, and we want to avoid that potential problem 
now. 

How it Helps us in the Process

Creating a job description early on helps us in the process because 
we’re going to be identifying a specific behavioral set further 
on down the line. These characteristics we want to identify in 
our applicants are innate behaviors that we want our new hire to 
possess. These aren’t learned behaviors. 

These are natural behavioral traits that tap into 
their core personality and what they like to do 

and don’t like to do. 

If we’ve got a mismatch between a person’s innate characteristics 
and the job requirements, this can create burnout down the road. 

1

2
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We want to make sure everyone enjoys their job so they are 
offering their strengths, and they’re excited about work and what 
they do each day. Because of that we want to make sure we know 
what this person is going to be doing every single day. With that 
clarified and all laid out, we can craft a desired behavioral profile 
around this job description.

In addition to helping us screen and providing the behavioral 
profile needed, the reason for creating a job description is that 
it lets us develop the new employee to their full role by adding 
tasks later. This is one of the most important aspects, but also 
the one that is most overlooked.  For example, take a look at our 
administrative assistant job description, an example of which is 
provided for you on the following page. 
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You will see that it’s very detailed and there are a lot of tasks 
included. If you’re a real estate agent reading this, you’re thinking, 
Wow, I only wish I could have an admin assistant that could do all 
of those things.

© Copyright Icenhower Coaching & Consulting, LLC. All rights reserved. 

JOB DESCRIPTION: 
Administrative Assistant 

1. Listing Manager (Listing to Contract)

• Oversee all aspects of sellers transactions from initial contact to executed purchase agreement.
• Prepare all listing materials: pre-listing presentation, Listing Agreement, sellers’ disclosures, comparative market analysis,

pull online property profile, research old multiple listing service (MLS) listings and etc.
• Consult & coordinate with sellers all property photos, staging, repairs, cleaning, signage, lockbox, access requirements &

marketing activities.
• Obtain all necessary signatures on listing agreement, disclosures and other necessary documentation.
• Coordinate showings & obtain feedback.
• Provide proactive weekly feedback to sellers regarding all showings and marketing activities.
• Coordinate all public open houses and broker open houses.
• Input all listing information into MLS and marketing websites and update as needed.
• Submit all necessary documentation to office broker for file compliance.
• Input all necessary information into client database and transaction management systems.

2. Transaction Coordinator (Contract to Closing)

• Oversee all aspects of buyer & seller transactions from executed purchase agreement to closing.
• Coordinate title/escrow, mortgage loan and appraisal processes.
• Coordinate inspections, assist in negotiations regarding repairs, and coordinate completion of repairs.
• Regularly update & maintain communication with clients, agents, title officer, lender etc.
• Submit all necessary documentation to office broker for file compliance.
• Coordinate moving/possession schedules.
• Schedule, coordinate & attend closing process.
• Input all client information into client database system.
• Schedule 30 Day, 90 Day & 120 Day client customer service follow up calls to assist with any home improvement provider

recommendations and to ask for referrals.

3. Marketing Director

• Manage client database management program & system.
• Create & regularly prepare all buyer & seller consultation packages.
• Coordinate the preparation of all listing & open house flyers, graphics, signage and all other marketing materials.
• Manage & update agent website(s), blog(s) and online listings.
• Regularly assist agent to manage & enhance agent’s social media presence.
• Track & coordinate all inbound leads from websites, social media & other online sources.
• Coordinate all client & vendor appreciation events.
• Regularly obtain client testimonials for websites, social media & other marketing materials.
• Coordinate & implement agent marketing videos & property videos on website(s), blog(s), social media and client database

email campaigns.

4. Administrative Manager

• Oversee all aspects of the administration of the agent’s business.
• Create & manage all systems for sellers, buyers, client database management, lead generation tracking, lead follow-up & all

office administration.
• Maintain all agent financial systems, profit & loss statement, bill payment, budget(s), bank accounts, and business credit

card(s).
• Coordinate the purchasing of any office equipment, marketing materials and any other business related supplies and

materials.
• Create & update a business operations manual and all job descriptions/employment contracts for any future hires.
• Manage the recruiting, hiring, training and ongoing leadership of all future administrative hires.
• Hold agent(s) accountable for conducting all agreed upon lead generation activities.
• Ensure that all agent activities are limited to listing property, showing property, negotiating contracts & lead generation.
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Also understand it is our intention that they do 
all of those things for you at some point, but 

they can’t learn them all at once. 

In fact, the moment they learn them all they’re going to be very 
overloaded.  Then we’re at a point where we need to think about 
hiring a second person to take half of those tasks and duties away 
from your first hire. 

However, when we first put them in the role, we can only teach 
and train them on a couple of those items at a time—maybe one 
or two a week. They may know some of those items and how to 
do some of the things on that list, but not the way you want just 
yet. So you’ll have to slowly train them on everything on the list. I 
guarantee there are some items on that job description that they 
do not yet know how to do. It may take them an entire year or two 
years before they have learned each and every item on that job 
description.

For your ease of reference, we have also included a job 
description for a Showing Assistant at the end of this book 
in our appendices, along with the above job description.

The Training Process

We place this discussion about hiring and training amid our job 
description discussion because we need to understand what’s 
coming down the road with our job description.

The learning process takes time, as we discussed in the last 
module. It can take typically three months before they master their 
essential tasks. 

The training process has three components. As you introduce them 
to new tasks, they first have to learn how to do it by watching you. 
Then, they are going to have to do it with you and make mistakes 
and fail forward. They’ll ask questions and watch you. Finally, 
they’re going to try to start doing it on their own, although each 
task will still need to be reviewed by you.
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We call that process I-we-they. I do it, we do it, they do it.

We’ve included here our leverage training curve, to help explain 
that process.

This I-we-they process is done during the first quarter of training. 

As you’re letting go, which is the I part of the process in the 
graphic, they have no independence or freedom. You are in 
complete control. They are just watching you.

As we move to the middle, the second 30 days of the first quarter, 
typically that will be more of doing it together, or the we phase. 
Maybe they’re doing it, and you’re editing it and giving it back to 
them for revisions in advance of its due date. They’re starting to 
take on more of that task themselves.  

As they take on each part they may fail forward, and 
ask questions until we get to the last month.

© Copyright Icenhower Coaching & Consulting, LLC. All rights reserved.
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In the last month, they should be doing it on their own. You’re just 
checking it to be sure there are no red flags. You can completely let 
go. That’s where their learning curve has gone way up, as has their 
independence and freedom. You are no longer micromanaging 
them. In fact, you’ve moved to a macromanagement role where 
you can step away and let them go free. That’s the they part of the 
process.

Our new hire will constantly be going through this 
I-we-they process as the graphic illustrates.  

Any time you give them a new task, they’ll have to watch you 
do it, they’ll do it with you, then they’ll do it on their own. This 
process will take a lot of your time. During the course of the year 
when they are learning all of the responsibilities and duties on this 
job description, they’re going to be taking up a lot of your time, 
training, thought and energy. But as you do that, they’ll be learning 
and soon taking each task away from you so you never have to do 
it again if all things go well. 

Role of the Job Description in the Hiring and Training 
Processes

Showing the full job description to applicants up front helps them 
understand right away that they will constantly be learning for a 
long period of time. This brings us two advantages: 

realistic salary demands, and 

position flexibility.

First, this sets them straight in terms of pay expectations. 

You’re looking at an admin assistant who thinks he deserves 
pay of $80,000. You only want to pay him $40,000. It’s not 
until he sees all of the things he doesn’t know how to do 
yet that might get him to lower his salary expectations. 

1

2

Example
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When he says to himself, Wait a minute, I don’t have 
what it takes. I’m going to need to learn all of this. In 
fact, this is going to demand a lot of time from the agent 
who I’m supposed to be freeing up to get more business 
as a proverbial rainmaker of the team. I’m supposed to 
be taking a lot of work off his or her plate so they can 
generate more business so I’m not just considered an 
expense, I’m an investment. That’s the only way we’ll move 
up to that 3:1 ROI ratio, where I’m at least generating $3 
for every $1 he or she spends on me. I need to be able 
to free her or him up so they can go out and get more 
business, so I take on more of the admin tasks. 

If the applicant sees that he or she can’t do everything on the 
job description, that they’re going to need a lot more of the lead 
agent’s time, they’re going to be much more amenable to what 
they’re truly worth up front. They realize they’ve got a lot to learn, 
and thank goodness that this job or position is going to afford 
them a lot of learning, something that can be very attractive to the 
right person. 

People don’t just take jobs for money. 
They want personal growth. 

An expansive job description for their position will give them that 
assurance that they will get personal growth, development and 
learning in this job. 

A second advantage to showing the full job description to the new 
hire is that it also allows us to continue adding tasks to their skillset 
and scope of duties in compliance with the job description. As 
they learn new tasks, they’re going to be very slow and inefficient 
because they’re not quick yet, so we can’t heap everything onto 
them at once. 

Typically, from when they first take on a task, 
they are 10 times slower at it than they are four 

or five months down the road. 
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At this point, they’ve learned it, they don’t make mistakes. They’ve 
got it efficient, compressed into a system, they’re confident with 
it, know where to find everything, and they know the answers and 
how to handle problems that come up with any task. So they’re 
much quicker. They’re actually 10 times quicker. When people are 
still learning in the first six months, they’re very slow and they don’t 
think there’s enough time in the day. It’s not until later on in the 
year where they will have compressed each task into much more of 
an efficient process.

At that point, we still want to start adding 
new tasks from this job description that 
they haven’t gotten to yet. If you start 
trying to add tasks later and you haven’t 
showed them that it is actually a part 
of their role up front, they’re going to 
demand more pay later on because you 
just keep heaping new things on them. 
They don’t know where their job starts and 
stops. However, if you set the expectation 
up front in the hiring process and refer 
back to it in the training process, they’ll 
start to think, Wait a minute, I have not 
learned this whole role yet. I have more to 
learn! So, when those tasks keep coming down the road, it makes 
them understand that they need to be faster and more efficient. 

They need to create better systems—their systems 
that they should own—and they need to be faster. 

Otherwise at some point they’re going to draw a line and say they 
can’t take on any more tasks, and they need more pay to do this 
extra work. 

You need to explain to them, No, you’re going to become efficient 
with the work, just like any other person in this role does.  Once 
you become too burdened and reach the point that you know 
everything then trust me, based upon our 3:1 ratio, while I’m 
out there generating much more business I will either get you 

“Showing the full 
job description 
to applicants up 
front helps them 
understand right 
away that they 

will constantly be 
learning for a long 

period of time. 
This brings us two 

advantages: realistic 
salary demands, and 
position flexibility.”
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more help or I’m going to be shutting down the business valve.  
Or maybe I’m not doing my part out there on the offensive side 
because I’m overloading you on the defensive side. Then I may 
not be doing my part as rainmaker. So, either I’m doing my part as 
rainmaker and we’re going to hire someone else or I’m not, and 
we’ll need to fix that down the road. 

In the meantime, we always want the expectation 
they’re going to learn this full role. 

Understand that all of these job descriptions are very overinclusive. 
These are very big job descriptions and we always want to err on 
the side of overinclusiveness for two reasons. 

First, we know that it’s easier for you to omit parts of a job 
description than it is to create them from scratch, so we put a 
lot in there at first to give us things to take out. 

Secondly, we want to be overinclusive in our job description 
because it’s easier to add tasks we’ve preconsidered for than 
it is to never get to them at all and never add them at all. 

That’s why you’ll see a lot of things on here you may never want 
them to do, but it’s better to play it safe in case we do need to add 
them down the road. You never know what your organization is 
going to turn into and look like as it develops and grows over time. 

It’s always better to be overinclusive with your job 
description than underinclusive.

Developing your own Job Description as the 
Team Leader
Whether you’re called a team leader, rainmaker, or division 
manager, I’ll refer to you as a team leader going forward, since 
it applies to most roles. This applies to many different industries 
out there. Just about any industry can take this process and use it 
going forward. 

1

2
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As a working example, we’re going to illustrate a real estate 
agent running their own individual business, and growing that 
business into a real estate team that starts to work with other 
people on both the admin and sales sides because that is the core 
foundation—it’s one of the truest forms of a solo businesses. 

First it’s important to know what the team leader wants to do and 
what parts of the role they’re going to take on before we start 
delving into the job description of the admin or sales hire. In 
any business, we want to focus the team leader on offense, and 
achieving those activities most closely related to their business 
goals. 

In developing the team leader’s job description, typically we want 
to start with their number one job that they would give away last: 
sales, marketing and business generation. 

We want them to be generating new business and 
new clients at all times. 

What are those activities around business generation, often called 
lead generation? That may include prospecting for clients or 
focusing on converting potential leads, whether that’s through a 
sphere of influence, prospecting from people we don’t know, or 
generating business online through the internet or social media 
and all the other different forms of lead generation out there. 
They’ll hold on to and control the lever on those activities. The 
more the admin assistant takes from them, the more of their time 
they can devote to those productive activities. 

It’s important to know which tasks to keep and which to 
give away, so creating a team leader’s job description 
helps identify this.

Not only are they just doing those marketing and business 
generation activities, they also need to be out taking listings and 
showing property until we have a sales agent in place to do those 
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because that’s lead conversion. It’s really business generation, sales 
and marketing, and business conversion, and lead conversion—
it’s converting them into clients that the lead agent still needs to 
take on. So, they’ll be going out on listing consultations, buyer 
consultations, and actually negotiating contracts and offers on 
properties.  They will be making offers on properties on both the 
selling and buying sides, working with sellers listing their property, 
selling their homes, and buyers buying property on the other side. 
For other industries, this would apply to the business conversion as 
well. Those are the areas that we want that team leader to always 
be responsible for. We want to give everything else away. 

If they hire another sales agent, that sales agent will 
typically help them service many of the overflow 

clients that take more of their time. 
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Many real estate team leaders hand off most of the clients they 
generate on the buying or showing side to either buyer’s agents 
or showing assistants, because to work with a buyer’s agent or 
shower’s assistant takes four times as much effort and time than to 
work with a seller as a listing agent. With a listing, someone who 
wants to sell their home, it’s much easier—we just go out and take 
a listing appointment and then a thousand other agents in their 
area bring the buyers to look at the home. There’s much less work 
down the road in getting the home sold, and there’s also much less 
work on the admin side getting a listing sold. Buyer’s agents have 
to handle all the inspections, all the contingencies, the loan, and all 
of the different work.  The seller just waits to make sure the buyer 
has satisfied themselves enough to go forward with the home 
purchase and actually close on it. 

Most lead agents or team leaders of real estate teams will 
focus on listings rather than sales, handing off the more 
labor-intensive buyer roles.

For other industries, what lead and servicing activities in your 
industry are the most appropriate to you? If you’re a loan officer, 
loan originator or mortgage broker, maybe it’s taking the top 
clients, or the clients specific to just your sphere of influence—
those you know who know you well.  Then you might  give away 
those clients who are at lower price points, live farther away, or 
people you don’t know, or maybe who originate online through 
the internet. This can hold true with insurance agents and 
stockbrokers, too. Higher price points usually are handled by the 
team leader, with maybe lower price points or people you don’t 
know handled by the other people in your organization that are still 
on your sales side. 

However it works best for you, it’s wise to keep 
the easiest and most lucrative tasks for yourself 

and hand off the rest to hired staff.
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The Administrative Assistant Job Description

Now we’ll break these steps down to look more closely at the 
individual parts of the administrative assistant’s job description, 
which was presented previously in this module.

We want to break the roles, duties and tasks into subsections 
that are organized by keeping future hires in mind that this 
person might make for you if they truly grow as expected into the 
administrative management role. We’ve broken down the real 
estate admin assistant’s job into four descriptions:

1. Listing Manager (listing to contract)

2. Transaction Coordinator (contract to closing)

3. Marketing Director

4. Admin Manager

These four sections are often the four positions that we see filled 
by four separate individuals on a very high-producing large real 
estate team, with a very successful team leader running it. But 
that often starts, if we’re going to get there quickly, with getting 
a talented first hire. If we have to go back and hire above our first 
hire in filling these positions, that can slow our growth process 
down dramatically, often in multiples of two or three times. So, 
we want to make sure we hire correctly the first time through this 
process.  

If we want to attract top talent we want to be 
able to show them, when we get to the in-

person interview, that it is our intention that this 
person rise to the level of a manager. 

And for someone highly talented that wants personal growth and 
to evolve into a leader, which we hope is what you want, that 
will be very attractive and alluring. If we can show them a job 
description that breaks the role down into specific subsets that the 
administrative person will be hiring individuals to fill later, this will 
clearly demonstrate our intentions for their growth.

1
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For a real estate agent, the first subset in the admin assistant’s 
job description will take us from listing manager, from where 
we list a property for sale under the listing manager’s role, all 
the way until we start receiving offers: listing to contract. 

• This is when a lead agent would get involved and help 
that transition from listing to contract. 

Then we will go from contract to closing. This is your 
transaction coordinator job description, performing all duties 
until the property’s closed. 

• This side, listing-to-contract and contract-to-close, all 
involves your day-to-day operations and servicing all of 
your listing and contract clients.

Next we move on to the general administrative duties that 
apply to the running of the entire team. Typically, we’ll focus 
initially on the first three tasks under the marketing director 
role, where we’re going to have them start helping us with our 
general marketing materials.  

• This includes materials such as our listing presentation 
packets, buyer consultation packets, managing our 
database of past clients and people we know in our 
sphere of influence, and possibly managing our online 
lead sources and our customer relationship management 
system early on. Then we start moving into more detailed 
marketing areas that are a little less frequently used.  

After that, under our fourth section we cover some of 
the general administrative duties in the administrative 
management process.  Those are the duties that we typically 
start getting to as the team becomes more successful. 

• These are things like managing your team tracking systems 
where we track the production standards, the prospecting 
efforts of our other sales agents, coordinating our team 
scoreboards, and running our financial systems like our 
team’s profit-and-loss reports and budgets. Those are 
much more high-functioning, business-oriented activities 
that you do not see solo agents doing that we start to see 
as a team develops over time. 

1
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Typically, we’ll focus our training in the first quarter of the training 
process on those top two sections of this job description: on 
listing-to-contract and contract-to-close. This is where we have 
a listing manager job description and a transaction coordinator 
job description, and then also the first few lines of the marketing 
director job description. We do want them to master those roles 
first because those are the roles that we as the lead agent are 
typically doing ourselves. 

We want to give those tasks away so we can focus 
more on rainmaking and lead generation activities.  

Tasks like going out and taking listings, 
showing properties, then of course all of 
those marketing and business generation 
activities associated with it. That’s why we’re 
going to focus on first giving away those 
activities that are bogging down the lead 
agent and taking up so much of their time.

What happens otherwise, and you see this 
often, is the team leader thinks they’ll hire 
this admin assistant and have them do 
the parts of the role that the team leader 
doesn’t have time for, like these other 
marketing activities. We may assign them 
blogging, social media, getting the profit 
and loss together, creating budgets, making 
past client phone calls to get them up to 
speed or coordinating client appreciation 
events—we don’t have time to do those, so 
we want them to do those first. The problem 
with that is that it doesn’t really free up the 
team leader to get more business. 

If the team leader is not freed up then what will 
happen is they won’t generate more business and 

they won’t get that 3:1 return on this admin.  

“What happens 
otherwise is the 

team leader thinks 
they’ll hire this 
admin assistant 

and have them do 
the parts of the 

role that the team 
leader doesn’t 

have time for. The 
problem with that 
is that it doesn’t 
free up the team 

leader at all to get 
more business. If 
the team leader is 
not freed up, they 

won’t generate 
more business and 
they won’t get that 
3:1 return on this 

admin.”
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That’s also why admins are oftentimes fired a year later, because 
the team leader can’t afford them. The problem is not with the 
admin, but with the tasks assigned to the admin. The team leader 
is not doing the two key things down the road that made this 
hire necessary in the first place: They’re not giving away the tasks 
they’re already doing, they’re just giving the admin stuff they didn’t 
have time to get to.  

Even if they are giving those things away, they’re not 
using at least a portion of their free time to do what 
they need to do, which is generate more business. 

This is why a big part of this job description is to hold the lead 
agent accountable to those business generation and business 
conversion activities.  We want the lead agent to do more of them 
because we have to make the admin at least pay for themselves - 
hopefully on a 3:1 ratio. 

This is true with any industry. 

If you’re hiring someone, you need to use part of your 
new free time for life balance, for getting home at night 
to spend time with your family, staying healthy and going 
to the gym and exercising, and maybe spiritual pursuits. 
It’s important to create life balance. 

Indeed, part of your new free time needs to be used to maintain 
and protect that. But another part of it also needs to be devoted to 
you doing those activities required to get yourself more business 
and to justify this hire you’re making right now. This hire can never 
be considered an expense. 

They have to be considered an investment that 
generates a 3:1 return at least for you, so that’s 
why it’s crucial that they take away part of what 

you’re already doing.
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The Sales Agent Job Description

Lastly, we discuss the sales agent job description. As stated 
previously, we’ll discuss a sales agent for a real estate team.  In 
particular a buyer’s agent, because showing buyers property is 
usually the activity that takes up the most of a lead agent’s time.  
Buyers also take up the worst time because buyers want to see 
property when they’re off work at night and on weekends.  This 
is the time when the lead agent could be trying to protect a 
balanced life on their own and spending time with their family. 

That’s why the buyer’s agent is our role model here 
and why most teams quickly try to hire a buyer’s 

agent first or at least a showing assistant or showing 
specialist that just focuses on showing the property. 

For that reason, we’ll also include the job description of a showing 
assistant as the third document to include in this module.  A lot of 
our initial team models also say you should hire a showing assistant 
first as well. 

We won’t get into the whys, hows, and pros and cons of each job 
description.  It’s not part of our hiring process, and it’s just specific 
to real estate. But you’ll see that with many different companies 
you’ll have different roles of sales agents.  You’ll have apprentice-
mentor type situations, loan officers, loan originators, and loan 
processors, and small businesses where you have junior sales 
associates or sales associates. 

Again, we want to give away those tasks that need to 
be performed at those times that provide the hirer, 

the team leader, the most life balance because that’s 
the reason they’re hiring right now.  

They typically have more business than they can handle and they 
want to free up more time to get even more business while still 
protecting their own life balance.
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For a sales agent, you can see very clearly that when we talk about 
a buyer’s agent, we move into an area where that job description 
is very detailed and overinclusive for the reasons we’ve stated 
before. But in a nutshell, this job description can be broken into six 
key tasks. 

First, we’ll expect the buyer’s agent to lead-generate, or 
generate business by prospecting themselves, both from 

© Copyright Icenhower Coaching & Consulting, LLC. All rights reserved. 

JOB DESCRIPTION: 
Showing Assistant 

 Job Duties & Responsibilities 
• Show homes to prospective home buyer clients
• Drive with or alongside buyer clients to provide access and view homes
• Identify homes to show that meet buyers’ criteria
• Schedule showings of homes with buyer clients, listing agents and/or home sellers
• Refine buyers’ criteria and select additional homes to show as necessary
• Schedule and attend on-site property inspections with clients and vendors
• Provide buyer clients access to homes under contract as needed for measuring, inspecting, and etc.
• Promptly return all buyer client telephone calls, texts and/or emails.
• Gather and answer buyer questions about potential homes and local community information
• Provide buyer clients pricing information and market research
• Educate buyer clients about home buying process
• Regularly assure buyer clients that lead agent is involved & informed - Promote the team concept
• Keep lead agent informed on all client communications and developments (copied on all emails &

update notes in CRM)
• Close buyer clients to written offers to purchase

Growth & Development Training 
Showing Assistant will be responsible for developing the following skills by shadowing lead agent or buyer’s 
agent, in addition to attending all office training related to these duties.  Once Showing Assistant has 
demonstrated the ability to perform these tasks proficiently without assistance and has met all production 
standards, Showing Assistant will become eligible for the Buyer’s Agent/Specialist role.  

• Attend all office training for working with buyer clients
• Convert buyer leads to buyer consultation appointments
• Conduct buyer consultation appointments
• Obtain buyer client signatures on buyer agency agreements
• Ensure that buyer clients are pre-qualified with mortgage lender
• Prospect for buyer leads
• Overcome buyer objections
• Write offers to purchase homes for buyer clients
• Negotiate contracts until offers are accepted
• Negotiate inspection repairs

1
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people they already know in their own sphere of influence 
and from people they don’t know by reaching out. They’re not 
coming to this team just to be handed leads. 

There will be an expectation even before they’re 
hired that they will generate business too. 

They’ll also convert those leads into buyer consultation 
appointments, which is their second task. 

They’ll actually reach out to them, foster them, nurture, and 
follow up with them until we can set an in-person buyer 
consultation appointment. That’s the third task. They’ll also 
hold buyer consultation appointments, hopefully before they 
start wasting time in showing property.

Showing property is the fourth job of a buyer’s agent. It can 
also be delegated and given initially to a showing assistant 
or showing specialist. The role of showing specialist is further 
expanded upon and laid out in our separate showing assistant 
job description as well. As the showing assistant grows in the 
role, then slowly, over time, they can learn from the buyer’s 
agent through the process of shadowing and mentoring. 

They can learn how to slowly do these other six tasks in an 
apprenticeship format until they themselves are confident 
and trained, and have shown a proficiency in each role.  

This means lead-generation and converting leads with an eye 
toward eventually taking on the role themselves. 

Once they’ve shown enough property, we’ll move them into 
writing offers and negotiating contracts, which is their fifth 
task. They’ll have to write an offer for their client and negotiate 
that contract on behalf of the client to get it accepted. Again, 
the showing assistant would have to learn that task as well. 

Typically, that will take at least a year with the showing 
assistant in the showing assistant role before they graduate to 
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be an additional buyer’s agent, which is why that first buyer’s 
agent is so important. We don’t want to hire a buyer’s agent 
that can just sell a lot for you. In a perfect world, this person is 
a leader and a manager too, one who can recruit, hire, train, 
and manage your sales division going forward.

If you’re going to be a group that grows from within - one that 
creates, learns, and trains from within - the showing assistant 
is oftentimes a newer agent that wants to learn and mentor in 
the role. 

It takes a year before they can master all six of 
these principles, so that sales agent could also be a 

manager down the road. 

If that’s the business model that we’re trying to show, then 
we’re showing that path for growth by showing the buyer’s 
agent the showing assistant job description. We’re explaining 
which parts of this role could be delegated to others and 
demonstrating that they too could become a leader within 
your organization. And they could also be compensated for 
the growth of the entire sales division of the real estate team 
by incorporating that showing assistant or showing specialist 
model, depending on your preferred title.

Lastly, most of the time, depending on the structure of your 
real estate team, that sales agent will be responsible for 
conducting and negotiating inspections and repairs after 
the offer is accepted and we’re moving forward into the 
transaction closing, or escrow process. You’ll see from contract 
to close that at some point the buyer, the client, will inspect 
the property and we’re going to have to negotiate some 
inspections or repairs, and have some costs reimbursed based 
upon what they find out during the inspections. Typically the 
buyer’s agent gets involved again, so that would be a major 
part of the job description as well. That rounds out the six 
steps. 

6
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They’ll do the following:

1. Lead generate and prospect

2. Convert leads

3. Conduct buyer consultation appts

4. Show property (unless given to a showing assistant)

5. Write offers and negotiate those contracts to acceptance

6. Conduct inspections and repairs until we have an agreed-
upon contract all the way to close

These are the essential responsibilities for a showing assistant in 
the real estate industry. These responsibilities can also be adapted 
for any industry.

Production Standards

Finally, we’ll move into the production standards. 

This is where many teams fail. 
They don’t put production standards in place 

in the job description right from the start. 

They don’t say they’re going to have some sort of standard to 
generate business on your own, and what that standard is. In real 
estate, you can almost always distinguish the top teams from the 
ones that have problems keeping buyer’s agents in place.  They 
either have or haven’t implemented a matching standard of some 
sort. 

We recommend a 50-50 matching standard. 

The way that standard works is we create a standard up front—just 
a general standard where an agent needs to demonstrate as many 
leads themselves from their own sphere of influence and their 
own prospecting efforts from people they don’t know to match 
the leads generated by the team and given to the agent. This is 
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necessary so as not to create a dependent nature, but instead we 
actually teach them to generate their own business as well. You can 
see those production standards labeled out in detail, thoroughly, at 
the bottom of the buyer’s agent job description, where we provide 
definitions of agent-generated leads and team-generated leads, 
and different examples for each of those.

© Copyright Icenhower Coaching & Consulting, LLC. All rights reserved. 

JOB DESCRIPTION: 
Buyer’s Agent 

Job Duties & Responsibilities 
• Prospect for both seller and buyer leads, convert leads to appointments & close for buyer agency agreements
• Conduct a thorough needs analysis to ensure fiduciary service to all buyer clients
• Ensure that buyer clients are pre-qualified with mortgage lender
• Show homes to prospective home buyer clients
• Identify homes to show that meet buyers’ criteria
• Schedule showings of homes with buyer clients, listing agents and/or home sellers
• Refine buyers’ criteria and select additional homes to show as necessary
• Write & submit all offers to purchase homes for buyer clients
• Negotiate offers to purchase and oversee entire negotiation process
• Schedule and attend on-site property inspections with clients and vendors
• Negotiate all inspection repairs
• Provide buyer clients access to homes under contract as needed for measuring, inspecting & etc.
• Promptly return all buyer client telephone calls, texts and/or emails
• Gather and answer buyer questions about potential homes and local community information
• Provide buyer clients pricing information and market research
• Educate buyer clients about home buying process
• Regularly assure buyer clients that lead agent is involved & informed - Promote the team concept
• Keep lead agent informed on all client communications and developments (copied on all emails & update notes

in CRM)
• Close buyer clients to written offers to purchase
• Train, mentor and assist in the hiring of additional buyer’s agents and showing assistants
• Communicate diligently with administrative staff to ensure the highest level of service to buyer clients from

initial contact through contract to close
• Regularly attend team meetings

Production Expectations 
• Lead Sourcing
Buyer’s Agent is expected to generate an equal amount of leads & closed transactions from Buyer’s Agent’s own 
Center of Influence (COI) and general prospecting efforts to match the number of leads & transactions generated by 
the team an ultimately closed by Buyer’s Agent. 

• Team Generated Leads
(definition) Apply the “But-For Test”: But for the existence of the team & it’s listings, would the lead have been 
generated? So inbound calls from signs on listings and internet inquiries from online listings would be considered 
Team Generated Leads since but for the team & the listings they would not have been generated in the first place. 

• Buyer’s Agent Generated Leads
(definition) Leads generated from Buyer’s Agent’s own COI and other prospecting efforts like Expired Listings, For 
Sale By Owners (FSBO), Just Listed/Just Sold contacts and etc.  Any listings generated by Buyer’s Agent will also 
count as Buyer’s Agent Generated leads for sourcing purposes. 

• Activity Tracking
Buyer’s Agent is expected to input & report all prospecting and client servicing activities regularly for accountability 
and to keep the rest of the team informed. 
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On the sales side, we’re typically commission-based, so our 
compensation structure that we’ll be talking about at the end of 
this hiring process for the sales side is not based on hourly or salary 
income; it’s based on commission. 

Where most teams fail with the buyer’s agents or sales agents on 
their team, or for that matter where any industry fails with different 
sales associates, is they start getting dependent. They’re not 
generating enough business, or the quality of the leads aren’t 
good enough, therefore they cannot sell as much and cannot make 
as much as they would like to on a commission-based income 
source. 

When they don’t generate enough of their own leads, sales agents 
will actually blame the lack of income they’re generating for 
themselves - and even defend why they’re not generating enough 
income - based on your commission split of their sales. That’s why 
the only leads you’re going to provide for them are ones to match 
the leads they generate themselves from their own lead sources. 

Oftentimes, when they are complaining in your weekly 
accountability meetings or when we’re looking at our numbers 
on a regular basis - whether that be weekly, or at the very least 
monthly - we should be checking in, tracking, and sourcing where 
all of their sales are coming from. 

So let’s say they want to close 40 transactions a year and at 
six months, we see they’ve closed 20. If we look at those 20 
closings and 15 of them came from the team and only five 
came from them - which is actually very common on real estate 
teams - they may start saying the team is doing pretty well.  But 
that’s not really the case. They’re not matching our leads. We 
might have to bring on another buyer’s agent because we have 
more leads that we want to give out, but we can’t because 
they’re not matching our leads. We need them to at least be 
getting close to that 20 number. If they’re not, we need to ask 
what we can do to refocus them on their 20 because they are 
way behind with bringing only five to the table. 

Example
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Requiring them to generate their own leads 
actually serves as a way to motivate them and 

hold them accountable.  

We want them doing their part toward business generation 
activities on a daily basis and not becoming dependent on us. 
When they get too dependent on us, then sooner or later, whether 
it’s this year, next year, or four years down the road, they’re going 
to start looking to us saying the leads aren’t good enough.  They 
will say they need to make more money, and can we please give 
them a higher commission split. They’ll ask if we can put them on a 
60-40 or a 70-30 split where they can make more because they just 
don’t have time to service any more leads than they already are. 

This is where we could be pointing out to them that 
they need to be generating more business on their own. 
That’s what’s going to make a difference. 

A small difference in commission split of 10% makes a nominal 
change in the amount of income they produce, as opposed to 
whether they sell 10 more houses a year. And if they’re only 
selling five from their own generating leads, they actually are 
obligated to bring that up to 20 to match what you give them, 
which is 15 additional transactions. An additional 15 transactions 
can be a lot of money. If we’re talking about a purchase price of 
$250,000, which will generate $7,500 per sale if we use a standard 
commission of 3%, then for 15 additional transactions, at 15 times 
$7,500, we’re talking more than $112,000 a year. A small difference 
in commission split of 10% -20% won’t be a fourth of that figure. 
So by insisting they generate more of their own leads rather than 
just agreeing to a different commission split, we’re refocusing them 
on the activities that will actually get them the results they want. 

This holds true with any industry and anyone paid on commission. 

More business is always going to make them more 
money than an increased percentage earned on a sale. 
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“Requiring them to 
generate their own 
leads actually serves 
as a way to motivate 
them and hold them 

accountable.”

If there are more sales, not only does that give them more 
business, it gives them much more income. This can easily be 
explained to a prospective sales agent toward the end of the 
interview process in an in-person interview when we’re thinking 
about hiring someone.  We can just show them that job description 
and say we’re going to require that they match our leads and here’s 
why. It keeps us honest.

When we match business, if we’re six 
months in and we’ve sold 20 transactions 
and 15 are coming from the team and five 
are coming from the agent, we can look 
to the agent and say we need them to do 
more activities and get more focused. In 
this way, they learn how to generate their 

own independent sources of business that will round them out as 
an agent. That’s the toughest part, and that’s what separates the 
highly successful from the less successful in business. You need to 
be a rainmaker too. That’s what will create your independence.  

Similarly, we can also see if we are doing our job right.  Because if 
we’ve closed 20 transactions, and 15 of those came from the sales 
agent, we have to ask if we are really providing the sales agent 
with enough value and enough leads to stay on the team. Pretty 
soon they’ll want to do it all themselves. That’s going to force us to 
flood them with business and leads.  We have a lot more, maybe 
even better, leads to keep up with them. 

We’re always going to be subtly competing with 
each other to match each other’s business. 

They force us to send them business, and we’ll force them to keep 
up with the business we create. That’s how healthy teams grow. 

That co-underlying principle is what separates successful teams 
from unsuccessful teams. We actually track and source where 
those leads come from, and we hold people accountable to those 
leads in the job description right up front. We are tracking with 
each other and it’s healthy.  Everyone is generating leads, and 
those production standards, especially for sales agents of any 
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kind, or sales associates or sales staff, need to be put in that job 
description so that we get buy-in from our hire from the beginning. 
If we try to come in later on with our existing sales staff to actually 
hold them accountable to not just depending on us, but producing 
additional business, all of a sudden they’ll fight you tooth and nail. 
They’ll tell you that’s the reason they came to this team in the first 
place, because they couldn’t get enough leads themselves.

This will create big problems if you try to implement these 
standards on a team where they’re not already in place. It can be 
done, and we’ve had a lot of success implementing them.  But 
it’s a slow, long, arduous process that takes a lot of effort and a 
lot of difficult conversations if we have not put these production 
standards on the job description from the start. It’ll be hard to get 
buy-in from your team. 

That’s another reason why we show a job description up front. 

We show the duties, tasks, and obligations, and we 
also articulate those standards that we hold them to.

That’s why the production standards are included at the bottom of 
the sales agent, specifically the buyer’s agent, job description. 

All of these standards will apply to any other sales or production 
role out there. Depending on who you’re hiring, do this up front. 
Show them and get buy-in from the beginning, then throughout 
the first quarter in the training process we’ll bring them out.  We 
need to make sure that as a team we are doing our part to source 
those leads, track where they’re coming from, and show them 
back to you on a regular basis.  Preferably weekly, at a minimum 
monthly, as we’re showing them a scoreboard of where they stand. 
We need to ensure they are generating enough leads compared to 
the team, so we’re tracking those moving forward to hold everyone 
accountable with this job description.  We do not want to create 
dependent, whiny, complaining sales forces that are looking to the 
team to do all the hard work. Remember, that’s why we hire sales 
associates—to handle existing staff, to create more income, and to 
give us life balance going forward.
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This module has covered the job description. 

• We craft it by referencing existing successful sources 
and adding in our own specifics. It is intentionally 
overinclusive, as it’s much easier to cross out duties than 
add new ones. 

 ○ It needs to be done as the very first step of the hiring 
process because the job description defines and 
outlines the type of person you’re looking for based 
on character traits that would be an ideal fit for the 
job and its requirements. 

 ○ We show it to applicants and allow it to do its job in 
the filtering process by eliminating applicants who 
either don’t want to or don’t believe they can perform 
the required duties.  It helps applicants settle on a 
reasonable salary requirement based on how much 
they see that they have to learn in order to fully 
perform this job as expected. 

 ○ It also allows us to keep giving them new tasks once 
they master ones we’re training them on, with their 
expectations for this set up front.

• When individualizing your job descriptions for staff you 
would like to hire, it’s a good idea to begin with crafting 
your own job description as team leader. This way, you 
can see all of the tasks that you’re currently doing, and 
identify which ones you want to give away and which 
ones you want to keep for yourself, such as the most 
lucrative income-generating tasks.

• The administrative assistant’s job description is 
intentionally overinclusive and divided into four individual 
sections. The idea with this division is three-fold. 

CONCLUSION
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 ○ First, this outline pre-defines the jobs for the next 
four people you would like to hire in the admin 
department, with each section of the job description 
corresponding with future positions for future hires. 

 ○ Second, it is intended to be incorporated from the 
top downward, with the tasks in sections 1 and 2 
and part of section 3 comprising the bulk of the 
administrative assistant’s reasonable tasks. 

 ○ Third, by the time the administrative assistant has 
mastered all of these tasks in all four sections, it will 
be time to remove some of those tasks from this 
person’s plate and hire someone new that we then 
can assign those tasks to.

• For sales agents, the showing assistant’s job description 
is designed for this person to be mentored by a buyer’s 
agent.  It is also overinclusive to allow flexibility for you 
as the team leader.  

 ○ This job description contains six essential duties 
and is designed to help showing assistants gain 
knowledge and skills, and transition into buyer’s 
agents. 

 ○ Buyer’s agent job descriptions should definitely 
contain a clause on production standards.  We 
recommend a 50-50 matching standard for lead 
generation, with the buyer’s agents generating as 
many leads and transactions as we are. This keeps 
everyone on track and provides healthy competition 
that keeps the business moving forward and growing, 
to the benefit of everyone.

Creating a job description is the first step in the hiring 
process.



MODULE 3: 
THE DISC ASSESSMENT - 
IDENTIFYING 
BEHAVIORAL PROFILES 
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Once we have a job description fully crafted, we can 
begin to consider the type of person that would be best 
suited to fill this role.

Rather than getting bogged 
down with considerations 
of applicants’ experience 

and education, we want 
to focus exclusively on the 
desired character traits needed 
to fill the role we are hiring 
for. For example, quality 
administrative personnel and 
effective sales agents have 
very different personality types. 

So rather than assess what a 
person has done in their life as 
an indicator of whether they 
would be a good fit for the role 
we need filled, we are going to 
assess people’s characters for 
prominent behavioral traits and 
use that information to guide 
us to a good match for the 
position.
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H I R I N G  P R O C E S S  O V E R V I E W

IDENTIFY BEHAVIORAL 
PROFILE NEED

JOB DESCRIPTION

ONLINE JOB POST

REVIEW RESUMES & 
WRITING SAMPLE

EMAIL DISC ASSESSMENT 
INSTRUCTIONS

PHONE SCREENING 
INTERVIEW WORKSHEET

IN PERSON INTERVIEW 
WORKSHEET

REFERENCE CHECK 
WORKSHEET

MAKE OFFER

Step 2 in the hiring process is to identify behavioral profiles for the 
position, and in the applicants we evaluate. This step is the linchpin 
to this entire hiring process. Without it, you have a huge pool of 
applicants and no viable sorting tools beyond evaluating education 
and experience, which aren’t going to find you the best fit for the 
position. 

We want to both identify the behavioral profile we’re 
looking for in filling our open position, and identify 

prominent behaviors in individual applicants. 

We also discuss different behavioral profile needs for different 
position types, and ideal behavioral profiles for admin and sales 
associate positions. Thus, this module provides everything you 
need to know about the DISC assessment and how to leverage 
it to your full advantage in this hiring process, for whatever role 
you’re looking to fill.
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What are Behavioral Profiles?
Behavioral profiles are a little different than mere personality. A 
lot of people will confuse behavioral assessments with personality 
tests. That is true to some extent.  

But personality tests don’t get into the reasons why 
people act as they do, their strengths and weaknesses, 
what they like and don’t like to do, and more specifically 
how they communicate. 

Communication here includes language at a minimum and 
how language is used. It also includes all of the nonverbal cues 
people send out. For example, communicating is much more than 
speaking.  Communicating includes how they email, write, the 
clothes they wear, and the way they like to be seen. What’s on their 
wall in their house, the car they drive, the jewelry they wear, and 
anything else that communicates a message to other humans.  This 
is where the DISC is most useful and most focused. 

There are many different types of behavioral assessments available. 

We find the DISC behavioral assessment is the most 
used in the world. 

Therefore, it’s the most useful, because a lot of people are 
very familiar with it and if you’re going to use the DISC in your 
interactions with other people, it is often helpful if they are familiar 
with the format.

The DISC is also relatively inexpensive compared to a lot of other 
behavioral assessment tools out there. It’s also pretty quick, and 
it’s easy to give an assessment online. There are many free online 
DISC sources out there that you can just use, so it’s very easy. 
There are many different DISC companies out there, as DISC is not 
specific to any one company. Everyone has their favorite one they 
go with and a lot of them just use the free DISC sites online. It’s 
that well adopted so it’s very easy to use. We prefer to coach and 
teach around it because it does have very good success in hiring.  
As long as you understand how to use and implement it, which is 
what we’ll cover now.
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“Employers started 
to find that the one 
intangible that they 
couldn’t really train 

was behavior.”

From an employment standpoint, there was 
a time when people didn’t use behavior 
assessments in hiring.  Many employers 
used to make hiring decisions based upon 
the applicant’s experience and education, 
and you had to have those two things 

down to even get an in-person interview. We would then try to 
assess attitude based upon an interview.  However no one is really 
behaving like they normally do in a job interview.  Instead they’re 
putting their best foot forward.  

Because of that it’s really hard to see a person’s 
true attitude based upon an interview. 

Employers started to learn, especially as the world has become 
more and more specialized, that it’s not hard to train someone in 
any of their specific tasks.  With time you can pretty much train 
people to do most jobs that are out there.  Employers realized that 
experience and education therefore became a little less important, 
and most interviewers stopped putting so much emphasis on 
education or experience. 

Employers started to find that the one intangible that they couldn’t 
really train was behavior. Behavior is very difficult because when 
someone reaches a certain age, often somewhere between 20 and 
25, they start to learn what they like and what they dislike. Absent 
some traumatic life event that really changes who their core person 
is – and those events will have to be pretty traumatic, a mere 
divorce or death in the family won’t do it and typically it will be 
something much more earth-shattering - 

they are who they are and that’s 
not going to change. 

Someone who’s very aggressive and outspoken typically stays 
aggressive and outspoken, maybe their entire lives. This is an 
embedded character trait. Someone who’s very shy and reserved 
typically is very shy and reserved as a character trait. If you put 
them in a position at your front desk, and your front desk requires 
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them to talk to everyone that walks into the company every single 
day, every single client and vendor, they’re not going to like it. If 
you try to put this shy, reserved passive person on a sales phone 
every day, trying to make sales calls, they’re probably not going 
to like that job. If you try to take a very aggressive person, an 
outspoken salesman, and try to put them in accounting all day, 
staring at spreadsheets and collecting and organizing data, they’re 
also not going to like that job. 

Job satisfaction will be low in these circumstances 
because we have people that are a bad fit, and don’t 

have the correct behavior for their roles. 

So most progressive, successful companies have now implemented 
behavior assessments as a key part of the hiring process.

This ensures that we have 
everyone in the right seat on 
the bus – so to speak – and that 
everyone is doing a job they like. 

That’s important because if we put 
someone in a job they don’t like, 
they may be able to fake it for a 
while.  Everyone loves to get into 
the role and it’s a new job so they 
try really hard. The grass is always 
greener, and it looks greener 
for the first month, or maybe six 
months or so, on the job, until 
it becomes mundane and they 

learn that job and the novelty and excitement of meeting all the 
new staff and learning new things goes away. Now all they have 
left is the core activities of the job. And if they’re not a behavioral 
fit, if we’ve got a salesperson in the accounting department job, 
or we’ve got a reserved detail-oriented person trying to do a 
sales job, pretty soon they’re going to burn out. They won’t like it. 
They’ll become disgruntled. No amount of pay will overcome that. 
They want to do something they like, every single day. 
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Now we have a high attrition rate and poor performance on the 
way out the door until we get someone else hired. The cost of 
hiring someone else that’s a correct behavioral fit is terrible. There 
is:

• business, production and clientele we lose in the meantime

• time it takes to try to hire someone new

• liability risk when you have someone who’s very unhappy in the 
job who’s underperforming

All of these are very expensive. That’s also where you are at your 
highest exposure to litigation, unlawful termination lawsuits, and 
employment administrative complaints from the state, county, or 
city. You get your most drama in those scenarios. 

The costs of making a bad hire based on poor behavioral fit are 
tremendous—potentially career-ending even for the person doing 
the hiring. Most people that have experienced that will attest 
to it. We don’t want to have to make this hire again and getting 
someone out of behavior is very costly. 

Oftentimes, out-of-behavior hires are made because they’re a 
friend or family member and we trust them, or they’re someone 
who really wants and needs the job bad. We’re hiring because 
of a prior relationship that we justify by trust, or someone really 
wants the job bad so we really want them because they are eager 
and you know they’ll take that job and run with it. Both of those 
motivations go away fast once they’re hired.

At a minimum we expect someone to want the job. That’s why 
they’re applying. We also expect to trust our employee. If those 
are the only requirements we have, we really need to raise our bar 
a little. That’s a minimum standard. We expect to trust them. And 
we hope the people we can’t trust will certainly be weeded out in 
the hiring process. 

We need to go beyond trust and someone 
wanting the job. We need to find people 

that are a fit for the role. 
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Leveraging the DISC to find the right person

When we find someone who is a good fit for the role, that means 
they’ll be in their comfort zone all day long. When we have people 
using their strengths, that means they’re going to like coming to 
work more. 

They’ll be excited about the job. They’ll take ownership in the role. 
They’re not going to burn out. They’ll be eager to improve, and 
eager to impress. They’ll own their position. They won’t require 
others to hold it. They’ll take responsibility—all because they do 
what they like to do all day long. 

That’s where a behavior assessment comes in. We want to do it not 
only to avoid problems; we want to do it so we get someone who 
is a lifer. Too often we hire people that we think are very aggressive 
and go-getters, and they take on responsibility.  But if we put them 
in an admin position, they will still be aggressive go-getters that 
want a job that’s much better than the one you just hired them for.  
If you don’t have that for them, they will move on. 

We really want people who will want to stay and 
grow within the role. 
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The best way to ensure that is to get a perfect 
behavior fit, so it’s very hard for them to find 

another role that they like as much.

Compensation is not the only major aspect we have to consider 
when we hire. It’s not just about compensation. We’re going to 
see that in later modules when we talk about making the offer in 
the compensation model. Compensation alone can’t keep them 
in place. They’ve got to like the job. They have to enjoy their 
career and they’ll have to be afforded some path for growth and 
responsibility and increased pay as well. We’ll talk about all of 
those.

But behavior is a big part of it and here’s the problem with 
behavior: You can’t change it. It is what it is. 

When you make that hire, they are not going to change what they 
like to do. We need to find that out early and often. That’s why it’s 
the beginning of our hiring overview.

We always want them to stay in their strengths - at least as much as 
possible in the core aspects of their roles. 

We need to have them in a role that is a 
match for their profile.

“Holding your breath”

“Holding your breath” is a term that we use when we talk about 
someone that has to get out of their naturally comfortable 
behavioral zone and do something that is outside of their profile. 
An example would be a high-energy, fast-moving, highly social, 
driven salesperson that has to slow down and do their taxes each 
year. They go through a bunch of spreadsheets and paperwork, 
prepare all of that, and itemize all their expenses. That’s holding 
their breath for a short period of time. Thankfully, their role is not 
an accountant; it’s just every year or every quarter they have to 
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do their taxes. So every now and then they will have to hold their 
breath. We want to make sure they can do those things, but it’s not 
a core part of their job.

It is possible to get outside of your strengths. It is possible to do 
an hour of sales calls a day if you are an admin person that’s very 
reserved and detail-oriented. But that’s only an hour a day. 

There will be times when you’ll ask 
them to get out of their comfortable 

natural behavior and do something very 
uncomfortable for them, and that’s fine. 

But that cannot be the core part of their role. You can hold your 
breath for a little while but you can’t do it for a long time, and we 
can’t do it in the long term. That can’t be what we do every day.

DISC as creating valuable impressions

The other major benefit of using the DISC in the hiring process is 
it actually shows your sophistication as an employer. Oftentimes 
there are many other less desirable jobs that will not utilize a 
behavior assessment. Your use of one is another step that shows 
how thorough you are in the hiring process. It shows that you run a 
serious business, are focused, serious about this hire, and serious 
about their role. It shows that it’s not intended to be a temporary 
role, and provides more evidence that you’re going someplace 
and your business is going someplace, because you take hiring this 
seriously. 

The DISC also provides a lot of value to the recruit 
themselves because later on in this hiring process, for 
those that make it all the way to our in-person interviews, 
they’re going to receive a copy of their DISC and will be 
briefly shown what their profile is. 

Seeing their profile is a very enlightening moment for many 
people. They first become self-aware of what they like and what 
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they dislike. They’ll go back in their previous life and look in their 
past and maybe understand why they didn’t like a certain job or 
the parts of a job. They’ll actually learn what they like. 

We’ll leverage the DISC here of course to recruit 
them, to show them that they’re going to enjoy our 
job because if we’re meeting with them in person, 

we’ve assessed them as a good behavioral fit. 

We can show them why they disliked other jobs and why they’ll like 
this one.

DISC as filter

We’re also using the DISC as a very huge filter. It benefits us as a 
filter because we’re going to attract a ton of applicants, oftentimes 
hundreds, from our job postings that we’ll be talking about later 
on. And the DISC is a huge filter because typically, we’ll be able to 
filter out the vast majority of all applicants right off the bat if they 
don’t fit the profile we’re looking for without it taking any time 
or analysis or effort in decision-making. We don’t have to make 
decisions once we get applications, resumes, and such. The DISC 
will filter the bulk of them out for us without us ever having to meet 
or talk with them ahead of time. It’s a crucial filter that we do not 
make exceptions around.

The DISC provides a lot of benefits to us.
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The DISC profiles
The DISC operates by assessing human characters as falling into 
one of four basic types. Here we’ll  talk a little about each of the 
four general profiles of the disc. 

• The D profile, the dominant character. 

• The I profile is the influencer. 

• The S profile exhibits steadiness. 

• The C profile is about compliance.

Understand that only occasionally do we have someone that is just 
one of these profiles. 

People are usually a combination of two. 

Applicants will typically take a DISC assessment online, and then 
relatively quickly an automated report is generated. We’ve seen 
these reports go anywhere from five pages to more thorough 50-
page reports. It will give you a score for each behavior category, 
and you can see if someone is a high DI behavior, or maybe they’re 
just a single profile and are a high D behavior. 

Not only will the DISC reports tell you whether a person is a DI or 
not, they’ll tell you how high that D and I are, and how low the S 
and C are. They usually do that by percentage. 

So you might get a very high D behavior, or 100% D. Those are 
pretty rare. A mid-range high D would be a 75% D. The midline, as 
I refer to it, is the 50% level. If someone is higher than 50%, they 
are typically deemed to have that behavioral profile. So if someone 
were a 65% D and a 60% I, then a 40% S and 20% C, we would 
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Dominant, leader, 
quickly frustrated, initiator, 

stubborn, competitive nature, 
decision maker, direct, 
practical, self-reliant

D  I  S  C  P R O F I L E S

WORK PREFERENCES
• Growth mindset, emphasis on the future
• High priority projects and challenges
• Work that yields clear results
• Absence of limitations, authority, small 

details
• Evaluations focused on personal results 

opposed to methods

PROFILE
WANT: Monetarily driven, appetite for effi  ciency

SEEK: High output, driven by profi t

FEAR: Wasting time, being taken advantage of

COMMUNICATION STYLE: bullet points, closed 
questions

Social, optimistic, fl exible, 
put together, persuasive, 

friendly, trusting, well-liked, 
communicative, autonomous, 
direct, practical, self-reliant

Dependable, compliant, 
easygoing, resistant to change, 

tactful, practical, passive, 
good listener, controlling, 

reserved, calculated, direct

Calculated, detail oriented, 
balanced, reliant, risk averse, 

orderly, traditional, logical, 
accurate, thoughtful, deliberate, 

direct, practical, self-reliantC
Compliance

• Overcoming challenges and problem 
solving

• Head decision making and risk taking
• Exemption from day-to-day tasks
• Comfortable in changing environments

• Overcoming challenges and problem 
solving

• Head decision making and risk taking
• Exemption from day-to-day tasks
• Comfortable in changing environments

• Overcoming challenges and problem 
solving

• Head decision making and risk taking
• Exemption from day-to-day tasks
• Comfortable in changing environments

• Overcoming challenges and problem 
solving

• Head decision making and risk taking
• Exemption from day-to-day tasks
• Comfortable in changing environments

D
Dominant

I
influencer

S
steadiness

WORK PREFERENCES
• Logical processes in place
• Limited confrontation in the work place
• Absence of limitations allowing for speed
• An open dialogue for ideas
• Collaborative approach in work and play 

environments

PROFILE
WANT: Enjoy themselves, gloat

SEEK: Acknowledgment, fun

FEAR: Rejection

COMMUNICATION STYLE: playful, don’t sweat 
the small stuff 

• Compliments, positive reinforcement, and 
others opinions

• A warm and cordial environment
• Absence of excessive rules and guidelines
• Supportive roles to handle the details

WORK PREFERENCES
• Logical processes
• Stability/uniformity in the day-to-day
• An order of operations
• Limited confrontation in the work place
• Collaborative environment

PROFILE
WANT: Safety and security

SEEK: Approval

FEAR: Change

COMMUNICATION STYLE: ask open-ended 
questions, consider their opinions and feelings

• Recognition
• No abrupt changes
• Tasks with a beginning and end
• Benefi ts, security

WORK PREFERENCES
• Tasks with a beginning and end
• Technical work
• Logical processes in place and routines
• Limited confrontation in the work place
• Explanation and evaluation of their work

PROFILE
WANT: Logic, equality, systems in place

SEEK: Accuracy

FEAR: Criticism

COMMUNICATION STYLE: give explanations, 
process maps, instructions, reasoning

• Measures of quality
• Minimal social activities
• Tasks with a high level of detail
• Systematic organization of information
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consider them to be a DI behavior because they have two profiles 
above the 50% midline. There will be times where you will see 
three profiles above the midline. Let’s say they had 70% D, 60% I, 
and 55% S, with a C that’s pretty low—10%. They would then be a 
DIS behavior. 

It’s important to know how high the behaviors are. 

If someone’s a DI behavior but they only have a 60% D and 55% 
I, that’s not too strong. They may not be nearly as aggressive 
as someone with a 90% D and 85% I. Knowing the differences 
will help us both understand the degree of the profile.  It also 
does another very important thing as well, which we’ll get to in a 
moment. 

DISC Scoring

With most DISC assessments provided by most DISC 
companies, there will be multiple scores for each DISC 
profile. 

When you look at most online DISC scores, we always want to 
look at the natural score, or the core internal score. In other words, 
there’s an adapted score on some behavioral profiles, there are 
mirror scores, and perception scores, depending on the DISC 
company you’re using. 

We usually want the core score, which is the internal 
core score, not how you see yourself or how 

someone else sees you. 

It’s your internal core score, or the natural score. We don’t want any 
adapting scores. 

The only time I’ll use the adapting score is to break ties. 
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If I see an SCI with an 82% S, a 72% C, and an I that’s 60% 
on the natural score. Then I see their adapted is about the 
same SC but the I is down to 40%, that one I will definitely 
push through because she’s adapting, and the tendency is 
for the I to be very low, below the midline. However, if the 
adapted score shows the I up at 90%, then that I at 60% 
is probably really belonging above the midline, if they’re 
adapting it up to a 90. I use it to help assess the accuracy 
of the natural score. 

I put almost all of my focus on the natural score, but I always take 
a glance at the adapted or some of the other profiles just to see 
where they round up or down. If I see an 82% C and a 70% S, and 
I see they’re adapting or their mirror score has the C going really 
high, then this probably doesn’t look good about passing them 
through. But if I see the C going way down below the S, okay, that 
makes me more inclined to pass them through. So, that’s how I’ll 
use the adapted profile. Really when things are close.

DISC Weaknesses

The DISC is an assessment tool based on self-reported data. That 
is, people answer certain questions, and the DISC calculates their 
given responses to come up with results. If those people had 
answered those questions differently, even just a little, their results 
would be different.

Example
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All self-reported data, in all of social science research and 
all behavioral assessment tools, in every single survey study 
and everything else that uses self-reported data, suffers from 
two internal flaws in the process of the test-taker reading and 
comprehending the question, and providing a response. 

• The first flaw is what social scientists call social desirability or 
providing socially desirable responses, and 

• Social desirability means the test-taker provides responses 
believed to be desired by the test giver—they tell the test 
giver what they want to hear. 

• The second is a factor of inherent linguistic ambiguity. 

• Inherent linguistic ambiguity means that no language 
expression will be interpreted in the same way by all people 
all of the time. People interpret things differently than 
intended sometimes. This is no one’s fault, but rather is 
simply a characteristic of using language. 

Social desirability is certainly a factor when people are applying 
for jobs.  They tend to respond to questions in ways they believe 
the employer is looking for. In applying for an admin position they 
may think they want to appear as very good with people, and the 
employer wants them to appear that they like people a lot.  So 
they may answer the question in a way that actually takes their I 
higher than it should be. We don’t really want a high I behavior; 
we want an S behavior which means, I like talking to people one-
on-one but that’s not my oxygen in my life. I really just want a 
thorough, steady work environment. I don’t want to be in parties all 
day long, like an I does. They may adapt their response to appear 
to fit with what they believe the recruiter is looking for. 

In considering linguistic ambiguity in testing for that admin role, 
a test-taker may respond to a question about liking to work with 
people with a yes.  But what they mean is they like that social 
interaction one-on-one rather than in groups, which the DISC 
doesn’t actually intend with this question.  Yet the test-taker has 
no way of knowing that. This type of response may skew their 

1

2
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results more into the I category than the S category based on their 
interpretation of the question. 

There is a third weakness on the DISC assessments, and that is 
the actual rewording of the test questions themselves from the 
original scientific sources. These assessment questions came 
out of psychology science, but then they have been interpreted 
and rephrased by non-scientists in private companies giving the 
DISC. As an example, here are a couple of screenshots of DISC 
assessments from two different companies offering the DISC.

As you can see, these are two very different approaches to the 
DISC assessment, and the questions are presented and worded 
very differently. There is error in this translation process. These 
differences between versions can easily result in very different 
DISC assessments. For example, it’s possible that the same person 
receives a CSD result from one test version, with a barely showing 
D score, and a DCS result from another version of the test, with a 
prominent D score.

We have to keep these weaknesses in mind 
when interpreting DISC assessments, and we 
have to consider that a factor of error exists in 

any DISC assessment. 

With this in mind, we have to determine how much error is at play. 
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For these reasons, later in the process, through the phone 
screening and in-person interviews, we want to get very good 
at trying to determine how accurate the DISC is. We call that 
validating the DISC profile. There will be errors in here, so we want 
to know how far off their percentages are. 

Keep in mind that the DISC assessment is relatively short. This 
means that each question counts quite a lot toward the overall 
assessment. Let’s say we see someone with a 60% I and we’re 
trying to hire an S profile.  It would only take answering one 
question differently on a short DISC assessment, and that 60% 
I might actually be a 45% I, which puts them below the midline. 
The question becomes whether we really want to filter this person 
out early on based on their profile if it’s that close. Maybe we pass 
them through this stage, do a phone screening interview with them 
later and validate behavior over the phone before we take extra 
time to meet with them in person and pass them through. 

For now, know why it’s important to understand the different 
percentages so we know how prolific each behavioral profile is. We 
want to pay attention to that because later we’ll use it to filter and 
validate to ensure the accuracy of our DISC. 

The DISC can be off for many reasons. 
It’s an incredibly valuable assessment 

tool, but it’s not foolproof. 

We still have to confirm the results, which we do in another stage 
down the road in the hiring process.

DISC Characteristics
Here is a map of each behavior and its corresponding prominent 
characteristics. We call this the DISC Profiles. A full-size version 
of this DISC Profiles is available for you at the end of this book as 
Appendix C1.
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We’ll work through the name DISC and discuss each behavioral 
profile in turn.
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D behavior: Dominant

Let’s begin with the D behavior. 
D is the dominant driver, a 
dominant leader. They are very 
stubborn, and just want to 
get to the point. They like to 
overcome a challenge, are very 
competitive people and don’t want to waste much time at all. They 
just want to go, go, go. They want to learn kinetically. 

Their thinking includes, ‘Just tell me what to do and 
I’ll go do it. I don’t care if I screw up; I just want to 

get on this. I don’t care if I fail at all’. 

They’re quick, to-the-point, end sentences quickly, and if you’re 
interviewing one of these over the phone, you’ll know because 
they’re blunt and to the point. 

They’re actually afraid of their time being wasted, so as a 
result they can be too blunt or rough around the edges. 
They also speak very quickly because time is a major 
concern of the D. 

They’re not afraid to talk. They don’t talk forever because time is 
of importance. They don’t like to go on and on, they just like to 
get it done. They take control of things. They want clear results, 
want to see their results.  They like scoreboards, like to compete 
in rankings, and want to know how they’re doing at all times. They 
do keep score. They want money, and they want to win. That’s big 
for them. They love to be communicated to with bullet points and 
quick questions, and they want the answers now. They can skip the 
potatoes and veggies and get right to the main course. 

The D behavior loves a good challenge, and loves quality results. 
They don’t mind taking risks and are comfortable with change. 
They like to solve big problems and challenge themselves to do so 
efficiently. They like visible results and like to do things their own 
way. They’ll solve the problem, and quite efficiently, if you leave 
them alone and let them handle it however they want to.
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I behavior: Influencer

The I is our influencer, our 
social, happy, optimistic person. 
Like the D, they also talk very 
quickly and move fast. The 
difference is that the I doesn’t 
stop. They keep going, talking 
on and on, get all over the place, and don’t know when to stop. 

They will talk fast, and are very gregarious and 
outspoken. They’re very influential. 

In addition to nonstop talking, other nonverbal cues of an I 
behavior are equally hard to miss. Whereas the D is a little colder 
and gets to the point, the I is warm and loves to talk. These people 
have and show a lot of emotion. 

You can hear their emotions when they talk. They use a 
wide range of vocal inflections. They get very excited and 
have big variations in their tonality. They can get happy or 
sad and say,  Oh that’s terrible. Or, Hey that feels great. 

Those are the things a D is never going to say. But in an I, you’ll 
hear that difference from the D come out. They talk a lot. They 
take control. They’re not shy. They won’t have a hard time starting 
conversations. They like to be around people. They like to wear 
warm colors and you can spot them coming from a mile away.  
They usually wear a ton of jewelry and big bright colors. Their hair, 
their car, their house is very warm with a lot of bright colors. 

They like acknowledgement and recognition; they are big on titles. 
The idea of being a manager, leader or having title of importance 
is attractive. Is want to be recognized. They enjoy themselves, 
they enjoy fun and like to take the time for fun.  When they 
communicate, they’ll have fun with the communication where the D 
just wants to get to the point. Typically, an I behavior is very good 
in a sales environment because they can just talk - and sales is a 
game of making contacts, talking and striking up conversations. Is 
can do it so long as we get them to focus and get the sale made.
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S behavior: Steadiness

An S is a very steady, secure, 
reserved person. Ss are the 
hardest to spot because they’re 
very professional and filtered. 
They’re always behaving the 
way they should behave. An S 
is a great admin profile. 

They’re also very supportive. They like to support 
and make others happy. 

They never want to offend people. They have a hard time with 
being aggressive in sales, and are very good at customer service. 
They like to be recognized for their work and want to make sure 
they’re doing a good job because they want to please others 
including their employer. They don’t like a lot of change at all, and 
change is very hard for the S because they get in a groove and like 
to stay there. 

They take a while to learn. They’re pretty slow to learn because 
they really want to get their arms around the material so they don’t 
fail. They have a fear of failing. They really want to prepare forever, 
before they move forward. They don’t like to get out and just wing 
it because they don’t like to fail. They want to learn first. They like 
to learn material slowly and steadily, not kinetically like the D and 
the I might do. They actually want to read it, almost memorize it. 
They want to watch videos, listen to it, and hear it. Then they want 
to read it and review it again. They might take notes the entire 
time too. They like logical processes when they learn, and when 
they are at work.

They like to be secure. These are people that like steady paychecks 
even if it’s smaller than a commission. Even if they make 5x less 
than someone on commission, they’ll typically go for the steady 
paycheck so they can get paid every two weeks and they know it’s 
coming. 

© Copyright Icenhower Coaching & Consulting, LLC. All rights reserved.

D  I  S  C  P R O F I L E  -  S

Dependable, compliant, 
easygoing, resistant to change, 

tactful, practical, passive, 
good listener, controlling, 

reserved, calculated, directS
steadiness



They love the security. They value it. They like stability and 
uniformity. They like an order of things. And if things aren’t 
in order, they’ll put them in order. 

They don’t like confrontation in the workplace and they do like a 
collaborative environment. These people like people. Both the I 
and an S are people profiles, and they are both good with people. 
The difference is that I likes tons of people, whereas the S really 
prefers one-on-one relationships. The S builds rapport very well 
because they’re great listeners.  

That’s why they’re great for customer service, 
because they can listen to clients all day long about 

their concerns and problems. 

They’re also patient and understanding. They’ll listen and will hear, 
so people love to talk to them because they’re great listeners. 
Everyone likes to hear themselves talk and the S will listen to 
people and their problems. 

If you take an I and an S and put them in a room with a 
hundred people they don’t know, the I will start small talking 
and network half the room. They’ll get to know everyone 
on a surface level, will drop a lot of names and make a lot 
of contacts. This is great for selling real estate. The S on the 
other hand will usually find one other person like them, and 
they’ll pony off with that person and talk to them the whole 
time. They’ll go deep and get to know each other well. 
People will feel very comfortable.  Since the S is reserved, 
people know they don’t talk a lot, and since they don’t talk 
a lot, they’ll tell the S everything about themselves. People 
will just dump garbage on Ss all day long. They’ll literally tell 
them everything about their divorce, and all sorts of other 
personal stuff. By the end of this party, that S is going to 
walk out of there knowing all the dirt on this other person, 
and the other person feels good that someone finally 
listened to them. They’ll often exchange numbers and will 

Example
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have a deep relationship right away and may be going to 
lunch next week. Whereas the I worked the entire room and 
got to know everyone, kind of.  At least good enough to 
put in the database to contact later or put in an email drip 
campaign. 

It smells like sales with the I. With the S though, 
it’s much more one-on-one and it smells like 

customer service. 

This person does not want to just go out there and meet a bunch 
of people and make small talk. This person wants to dive deep 
with one other person.

C behavior: Compliant

Then we move on to the C 
behavior. The C behavior is the 
compliant. This is someone who 
is thorough. Think engineer, 
architect, librarian. 2 + 2 = 4. 
They’re very calculated and 
detail-oriented. They are not 
warm. The D and C are more 
task-oriented. They’re less about people. Their office doors will be 
closed, not open, and they’re focused on getting their work done. 

The C is a little different than the D though. The C is not 
aggressive. The D will jump right into action—that’s a bull in a 
china shop. They’ll jump in there, break stuff, figure out what’s 
going on and sniff around. The C, no. The C moves very slowly and 
cautiously. 

They meticulously and logically want to find out the 
right way to do it first. 
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They’re very accurate and deliberate, practical and extremely self-
reliant and independent. They don’t really trust what other people 
tell them to do. Instead they want to research it themselves—as 
if online search engines like Google aren’t created by people! 
Afterward they’ll double-check that work five times over. They very 
much do not like risk at all. They measure quality. They don’t like a 
lot of social activities. They like a lot of detail. These are the type 
of people that are the opposite of ADD. They will take one task 
and do it all day or all week long—maybe all month long. They will 
deep dive into deep subjects and work them out. 

Typically, they speak much more slowly. There are pauses 
in between each of their words and sentences because 
they think before they speak. 

Their brain is out in front of their mouth, whereas an I or D behavior 
doesn’t really care because they do everything kinetically.  They 
run their mouth way ahead of their brain and if they mispronounce 
something or say a wrong word that doesn’t make sense, they 
don’t really care. They just want to get it done and move. The I 
wants to talk more, because they can’t say enough, and the D 
just wants to move along to the next task. However, the C is very 
logical and precise. They often speak in a monotone, slowly and 
methodically. They don’t have a lot of social interaction or feeling 
coming into their words. They’ll never say, Oh that feels good!, or, 
Oh that’s sad!, or You poor thing! That’s not going to come from 
a C. A C is very data- and fact-driven, so their voice doesn’t show 
inflection. It stays relatively monotone. 

You’ll see this in the world of academia a lot, where people are 
very slow and research-oriented. They want to be thorough and 
compliant in everything they do. They’re very good with flowcharts, 
spreadsheets, and task lists. 

The like an order and a routine of things such as 
logical processes and technical work. 
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They want everything to be accurate and don’t like to be criticized 
because that’s another person criticizing the way they’re doing it. 

They want things to be correct. Don’t assume that Cs are always 
right, because they’re not. They’re correct in the way they see 
correct. In theory, a C behavior could be a bank robber, because 
they believe that’s the correct way to rob a bank. They can be 
totally wrong, and it’s very possible. But it’s correct as they see 
it. There’s right and wrong, black and white. They don’t like a lot 
of change either, and they don’t like much risk. They don’t like 
criticism and they control a lot. They want to control conversations 
because that’s the way they want the conversation to go. They 
think that’s the right way. They can be very controlling people too. 
They’re not very flexible.

The DISC Master Chart
These are all of the profiles, more or less laid out. We’re going to 
lean heavily on the DISC Behavioral Assessment chart to better 
understand each profile and gain a sense for how they combine 
with one another. A full-size version of the DISC Behavioral 
Assessment chart is available for you at the end of this book as 
Appendix C2.

DISC Behavioral Assessment chart
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The DISC Master Chart is more of a quick-reference chart that 
explains how the profiles work together. 

Behavior Blends

You can see, as I explained the profiles previously on the DISC 
Profiles, this graphic tells you how each profile acts. But more often 
than not, these profiles will blend together so that you’re not just a 
D behavior, you’re a DI. You’re not just an S, you’re an SC. Because 
of that, 

we have to know what type of human we’re dealing 
with when the behavioral profile is combined.

For example, a DI is very different 
than an ID behavior. If you look at 
the DISC master chart, you’ll see at 
the very top margin the combination 
of the DI is aggressive and quick. 
Now, both profiles are aggressive 
and quick. But a DI is different than 
an ID. 

• A DI is much more to-the-point 
and can be social. 

• Whereas the ID is going to be highly social but also likes to get 
things done relatively quickly. 

An ID will talk more, care more, be more about empowering, and 
do less. However, the DI will really get it done, and they can be 
social when they need to be. 

An IS, if you look in the right margin, is more about a relationship 
with people. Recall the example above of taking them both into a 
room, and one networked the whole room while the other talked 
intently with one person. They’re really good in sales because the I 
can make a lot of contacts while the S can stay with them, provide 
customer service and build the relationship until they actually 
become a client. 

I
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D
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The SC or CS, as we see the bottom margin, is very cautious and 
steady. These are very reserved people. They tend to move much 
slower. Any CS will speak very slowly. 

Yet if we move to the top of the DISC chart, the DI will speak much 
more quickly. You can spot them pretty easily. A DI, anyone that 
speaks quickly, with a fast pace, will typically be a DI, an ID, or an I 
or a D. If they don’t stop talking, they’ll be an I. If they tend to be 
blunt, quick, and to-the-point, but still talk fast, that’s a D. If they 
speak slowly, they’ll be down below.

Behavior Markers

S profiles are hard to spot because they’re very reserved and 
always being professional. But we can tell, if they start being very 
fact-driven versus emotion-driven, their S is less likely prominent 
and they may be more of a C. 

• Ss like people, Cs don’t. 

• The C starts taking control, starts talking in more of a 
monotone, with spaces, and talks only about data, whereas the 
S will start talking about feelings, emotions. They’ll say it: I feel 
that, I love that, That sounds wonderful. 

• A C will never say something sounds wonderful. A C will say 
something like, That seems right, That’s correct, I understand. 
They’re much more matter-of-fact, where the S is more people-
oriented. 

So it’s a little harder to spot the difference between the C and the 
S, but we’ll learn how to do it in this process, especially if we’re 
hiring an admin assistant.

Then you take the D and the C—the DC combo. These are people 
who shut the door and get it done. They’re the opposite of the 
relationship people on the right side of the margin. These are on 
the left side. They are thorough and task-oriented. People actually 
get in the way for these types of people. They want their door 
shut so they can get their work done. They grind it out. These are 
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the project managers or engineers. They’re just on task after task, 
getting them done, on their computer. They are always going. 

That’s how they work together, and that’s how we use the DISC 
master chart to explain how these concepts work together. 

The Administrative Profile

Our primary purpose in using the DISC is to get a 
perfect behavioral fit for the job we’re hiring for. 

With the admin profile, believe it or not, we need to be very, very 
strict on our selection. The admin profile is an SC behavior, not a 
CS, or an SI. It’s an SC behavior. That’s that. 

An admin pretty much must be an SC behavior. When we talk 
about sales profiles, those can vary a little as we’ll see next. But 
here we want an SC. If in this process we start seeing what could 
be fifty-to-hundreds of DISC assessment reports, we’re only going 
to take the SCs, which in all likelihood will be about 10% of the 
DISCs. 

So understand the DISC will do the most filtering of 
anything in this process. This is why we discussed earlier 
the importance of casting a wide net. 

If we get 300 applications, a lot of people will roll their eyes and 
say, No way do I want that. We want that, because we’re trying 
to find top talent here, which is like trying to find a needle in the 
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haystack. Remember, top talent isn’t just people with high skill 
levels and high degree of experience and education. 

Top talent is someone who will actually 
enjoy the role and be in the right seat on 

the bus with the right profile. 

That’s the part we can’t change. This is by far the most important 
screening part of the profile. 

We want an SC, and that’s it. Typically, anywhere from 5% - 15% 
of our applicant pool will be SCs. So if we get 500 applications in, 
and that may seem like a lot and it is, that means we’re only going 
to pass 50 through to a phone interview. The rest won’t even get a 
second thought.

The S Profile for Admin

The reason we want an SC 
behavior in an admin role is 
because in an admin role, 
especially one requiring customer 
service contact, an S is the most 
understanding and supportive. 
People love Ss. Everyone loves Ss. 
Hollywood loves Ss. They’re not 
big talkers—no one likes big talkers. They’re not aggressive sales 
people—no one likes that either. 

They’re people that are patient and will listen to 
problems, like we want in customer service as 

someone handling your transactions or your clients. 

We want someone handling questions about the process. 
Someone patient that will listen, who’s steady and doesn’t 
appear flustered. We want them to look like a duck on the water. 
Everything is calm up top while paddling like mad down below, 
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and that’s how Ss work. They appear steady, smooth, and always 
in control. The higher the S is, the more they hide their emotions. 
Their emotions don’t come out.

Ss are even-tempered. You’ll never see an S acting out violently at 
work. They won’t be super happy and they won’t be super sad. You 
come in all excited because you generated a lot of sales and tell 
them about it, they’ll say, That’s great. They won’t be as excited as 
you want them to be. Just like when you’re really mad and upset, 
they’ll be okay. They may not be as upset as you want them to be 
either. But that’s why you hired them—steady Eddie, like a duck 
on the water. That’s what they do. They just roll with it. If you’re in 
sales and you’ve got an admin person who can just hold it together 
and be steady with your clients. We need that. And that’s what they 
are. They like thorough task-oriented work, they take responsibility 
in their work. 

In the admin role, the higher the S is, the better. 

Your admin profile, in a perfect world, should be somewhere 
between 75% all the way to 100% S. Understand the closer to 
100% the better because when they get up to 100% Ss, which 
we’ve had and have worked with many times, when they get up 
to 95% - 100% S, these people own it. They own it. It’s a different 
world between a 60% S and 100% S. They’re different. They almost 
start to mimic a D in a lot of ways. They own it so much they just 
want to get it done and they want it done correctly. 

One thing about Ss: They will have difficulty hiring other people in 
your organization. You’ll want them to, and they’ll be able to hold 
their breath and do it when they need to. They’re so possessive 
they want it done right, their way. They just own it. They take a lot 
of responsibility in their work. 

They’re always behaving professionally and always 
doing what they should be. 

They’re very reserved and quiet about it. So we should be able to 
spot them.
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The C Profile for Admin

We do want the C in there as 
well. We want that C somewhere 
between 50% - 75%. In a perfect 
world, we have 100% S and 75% 
C. The D and I are somewhere 
below 50%. That’s hard to find, 
and we don’t need that. We just 
want 75% -100% S, and 50% 
-75% C. 

We do not want the C to be higher than the S. 

If we flip-flop them, and the C is number one and the S is number 
two, now we have someone a little too rigid. This person will get 
flustered easily when things get out of whack. Typically in most 
organizations, we want to bring in a lot of business because this 
is when success happens. When you bring in a lot of business, 
it actually takes the admin staff out of whack. So actually, the C 
behavior will be unhappy when you get a lot of business because it 
messes up their processes. It messes up the way they think things 
should be. It will cause them to make mistakes, and they hate to 
make mistakes. It will cause them to fail.

Where the S will say, No problem, I got this. I’m a duck on the 
water. We’ll do our best, the C will want to take control. When any 
of these behaviors gets under too much stress, they have a really 
hard time holding their breath. When people are under stressful 
situations, they’ll revert to their D behavior and those traits will 
come out. That C will become very controlling, often be too abrupt 
and have very little bedside manner with clients. 

It’s the clients who will see the C. 
The C will not accommodate clients’ weird or irrational needs like 
an S will. A C will want it their way. They’re in control. They want 
to do it right which is their way, their process. If a client can’t apply 
themselves to that process, if a client can’t get a signature done on 
time for some reason, that might frustrate a C so that the C treats 
the client a little rudely. 
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So we want the S first. 

We do want someone who can dot I’s and cross T’s though. 
We want someone who likes processes, spreadsheets, 
accuracy, and thoroughness. So we do want them above 
the midline with the C. 

We just don’t want too much C. 

If they’re 100% C you’ll know it. They’re very monotone, to-the-
point, and they do not accommodate or change their ways at all 
for who they’re speaking to, including clients. 

So we want a high S and high C.

Passing Applicants through Based on SC Profiles

We’ll discuss this a little more later, but it’s important to understand 
which profile assessments we want to pass on to the phone 
screening interview. When we hire for admin roles, we are typically 
going to get a lot of SCIs and CSs. Then we’ll have to determine 
which of those we want to pass on. We can still see how high that 
I is, and whether it really belongs under the midline and whether 
or not the DISC is a little off, like we talked about earlier. Or if we 
see a profile that’s maybe a 78% C and a 77% S, that result is just 
the answer to a single question either way, and maybe that is a 
really good SC profile. So we don’t necessarily want to weed those 
out, and we might take some of those on to the phone screening 
interview to then ensure it’s not really an SC. 

We want to take the ones that are close and maybe 
pass them through if they look pretty good.

If I see a 90% I, 70% S and 60% C, I’m probably not going to pass 
that through because that I is really high. I don’t need a Chatty 
Cathy in the admin role. They’ll just be talking on the phone, 
texting their friends, hanging out by the water cooler and taking 
two-hour lunches. They belong in sales. That’s off the mark for an 
admin role. But if that I is 55%, that’s okay, or 60%, that’s okay. 
We’ll probably pass them through so long as there’s a high SC in 
there.
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Remember, we’re not deciding whether to hire them at this point. 
We’re just deciding at each of these steps whether to take them to 
the next step. 

This is a step-by-step process. 
The process will weed them out. 

That I will show up somewhere in this process—we’ll start to see 
it. If they’re 60% I and we start to push them through, even if they 
make it to the phone interview, pretty soon we’ll get to the in-
person interview and the reference checks. You’ll start to see them 
talking, wearing a ton of jewelry, driving up in a red Porsche, and 
before you know it you’ve got yourself an I. Now you know. You 
can’t hide it. That’s why this process is a process. You can only hide 
yourself in it for so long. When you start calling people they know 
during the reference checks, you’ll find out who they really are.

That’s what we’re doing. Throughout the rest of the process 
after we get their profile, we’re going to be checking and 
verifying that profile all the way through. 

We’ll cover in more detail how to check it, for both admin hires and 
sales hires, when we get to that part of the process. For now, we’re 
trying to identify what we want. And that’s why we want an SC 
behavior for the admin hire.

The Sales Profile
Compared with the admin profile, which calls specifically and only 
for an SC behavior, sales profiles can be a little more varied. We’re 
not quite so stringent with those. There are different characteristics 
you will get from different profiles in a sales force, and we’re going 
to talk about some of those.

It’s very important that we know this sales profile going forward 
in the training process, because we train them differently, coach 
them differently, lead them differently, and communicate with 
them differently. They’ll communicate with other members of your 
organization differently, and they’ll communicate with their clients 
differently. There are different pros and cons with each.
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The IS Profile for Sales

As we alluded to earlier on the DISC Behavioral Assessment chart, 
we saw that the I and the S on the right side of the chart were both 
really good with people. 

The IS is probably 
one of the ideal 

profiles, if not the 
most ideal because 

you’ve got an I 
behavior that can 

actually make 
contacts all over 

the place. 

They can talk on the phone, go out and network at lunch, talk all 
day long and have no problems starting up casual conversation 
with anyone about anything. The problem with them is that they’re 
not very focused people. They talk all the time, they aren’t very 
good with tracking production numbers, and they don’t really 
manage their time well. They don’t use calendars, and they’re kind 
of free-flowing people that go with the wind. Whatever way the 
wind is blowing they’re going that way and their mouth is out in 
front of them talking first. That’s an IS. 

They love sales. They need to be in social settings at all 
times. They love people, and the more people we meet 
with the more sales we make so it’s good.

The ID Profile for Sales

Our second-best sales profile is probably 
the ID behavior. 

So the IS is number one, the ID is number two. Sales usually roll 
around that I behavior a lot. You’ll see the I behavior is present in 
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every one of our preferred sales positions.  In fact, all four of them 
contain an I in one way or another. 

The ID behavior is much more driven than the IS. 

You have to take this risk when you’re hiring anyone with a D 
behavior. You’ll have to provide a path for growth for the D 
because they like to be the leader themselves.  You have to 
understand that they have their eyes on you and your job, or 
they have their eyes on starting their own business or doing it 
themselves somewhere too. We want to look at how high that D 
is. If you have a 99% I and a 95% D, I would be leery of the fact of 
whether I can keep this person for long. They might be moving on 
to the next advancement—the next job, your job, someone else’s 
job that’s a little better. So watch that D. That D does want to keep 
going up the ladder. So the I and the D—that is a person who is a 
go-getter. 

The DI combo with a DI or ID is just a lead-generation 
machine. These people generate business. The I loves 
talking to people, and the D wants to win. 

So it’s, I’m going to forcibly talk to people, and I happen to love 
it. So the DI, the ID, will chase the cheese. They will go for it. They 
are all-out in sales. They are not reserved. They’re gregarious. 
We’ve got one profile that’s blunt and one that can talk forever so 
they will turn it up. They want good customer service; they’re just 
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not going to be able to provide it themselves, at all. They don’t 
like the activities that go along with it. They want to generate it, 
throw it over their shoulder, and have someone else handle it. 

The SI Profile for Sales

So, IS is preferred and ID is also preferred. 

The third ideal category is the SI so we lead with the S. These 
people are a little more reserved but they have the I so they’re 
very social too. They will typically stay in the role longer because 
they’re not very aggressive.  Remember the Ss are steady, but that 
I makes them social enough where they’re not really afraid to talk 
to anybody. 

They actually have higher conversion rates in sales 
because they’re not quite as salesy as the I. They’re more 
steady and reserved. 

But they are good enough to talk if that I is above the midline. 
They’re very similar to the IS behavior. It’s a little more laid back, a 
little more steady, depending on the percentage of the S and the 
percentage of the I. If we have a 99% S and 55% I, that might be 
leaning a bit too much toward the admin side, the reserved side. 
We should really validate that, to see how high that I really is and 
that S is. It all depends on those percentages.
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The DI Profile for Sales

I’m going to throw one fourth profile out there. 

This one is going to be your great sales person—
probably your rock star 

if you can keep them long enough. 

That’s your DI. These people are machines. They are driven, 
they will get there, they will go fast, they are fearless, they are 
aggressive, they are sloppy. They are also arrogant, and they want 
aggression, and they want the spotlight and they want to win. They 
want to beat whoever’s in front of them so they’re hard to hang 
onto. They’re hard to keep paying enough. They’re not great with 
authority either. But wow if you get one that gets in a groove, they 
will sell for you in a heartbeat. But, we have very high turnover 
within the organizations we coach when we bring on DIs in a sales 
position where someone else is their manager, because they move 
on. And it’s hard to attract them too because they think, Well why 
would I work for you? I want to work for myself. Sound familiar? 
That happens. A DI will work. Just be careful of the percentage of 
the Ds. A very high DI is different than a lower DI so kind of watch 
that. If we see a DIS okay, maybe. Kind of watch where that is. If we 
get a third profile sneaking in there, maybe that will level it out a 
little bit. The S will level that D quite a bit. 
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AGGRESSIVE & QUICK

DISC BEHAVIORAL  ASSESSMENT
DI PROFILE

D
Dominant

I
influencer

DESCRIBERS
Direct, Dominant, Blunt, 

Aggressive

KEY EMOTION
Quickly frustrated

MOTIVATOR
Challenge, Bottom Line

SPEED
Fast

MOTTO
“I will do it!”

BIGGEST FEAR
Being taken advantage 

of, wasting time

MOTTO
“You can do it!”

BIGGEST FEAR
Rejection 

DESCRIBERS
Eff usive, Positive, 

Emotion, Eff ervescent

KEY EMOTION
Optimism

MOTIVATOR
Flattery, Recognition

SPEED
Fast

(To Conquer) (To Persuade)

ID
AGGRESSIVE & QUICK

RELAT
IO

N
S

H
IP

 W
IT

H
 PEO

PLETH
O

RO
U

G
H

 /
 T

A
S

K
 O

RI
EN

TE
D

Asks: What Asks: Who



  105

Sales Profile Summary

Generally speaking, we need to have an I in there for a sales 
profile. That’s kind of the rule for hiring sales. An I has to show 
up above the midline. And we don’t want a C in there. Cs are not 
people people. That’s why I did not put a high C. It’s also a very 
rare profile you almost never see.

Rejecting Applicants
Since the DISC assessment is your first filter, this is the first time 
you’ll have an opportunity to shed some of that excess hay you’ve 
invited in and eliminate some applicants from your pool. We’ve 
included a script here for your convenience to let people know that 
they are no longer in the running for the job.

This step is a courtesy to the applicant. Rather than leaving them 
hanging and wondering whether they will hear back from you or 
what is going on with the position they’ve applied to, let them 
know exactly what’s going on with an email similar to the above. 
This step demonstrates your professionalism as an organization. 

At every step in this process when you filter out applicants, you 
should send them an email similar to the above. Because you’ll 
need to refer to it from time to time, we’ve included this Applicant 
Denied Email Script at the end of this book as Appendix A. 
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HIRING 
Application Denied Email Script 

 

 
 

Use this email script to notify applicants in the hiring process that  
they are no longer being considered for the position:  

 
 
Dear [APPLICANT], 
 
Thank you for your application, this is to inform you that the position with the [TEAM NAME] has been filled.  
We thank you for your interest and truly appreciate the time and effort you have put into the interview 
process. 
 
Thank you, 

[AGENT NAME] 
[POSITION] 
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The DISC assessment is an incredibly valuable tool for 
identifying individuals that would be a good behavioral fit 
for the role you’re looking to fill. 

• There’s nothing worse than mismatching character with 
position—you get only burnout, at minimum. 

• But match the right character and behavior with the 
demands of the position, and you can easily have 
someone who will be very successful and happy in that 
role for a very long time.

This is what makes the DISC assessment crucial—you 
really should not be hiring without having done a DISC 
assessment of some sort and matching individual behavior 
with job demands and expectations. 

• If you skip this step, the possibility that you will hire the 
wrong person increases exponentially as you try to filter 
through your huge applicant pool.

This module has covered the characteristics of each 
behavior in the DISC and explained what happens when 
behaviors combine in certain proportions. 

• We also talked about how to identify how much of a 
certain profile an individual has based on how they 
communicate with you over the phone, and discussed 
optimal behavioral profiles for the admin and sales roles: 

• For an admin position, you definitely want an SC profile.

• For sales you can go with an IS, ID, SI, or DI, in that order 
of preference.

The DISC is an incredibly valuable tool, critical to helping 
us find the right person for the job you want to fill. In fact, 
without leveraging the DISC in your hiring process, your 
best hope of finding the right needle in the haystack of 
applicants is pretty much reduced to just sheer blind luck.

CONCLUSION



MODULE 4: 
ADVERTISING THE JOB 
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We want to attract as 
many applicants as 
humanly possible, 

and we’re going to use these 
four main ways to get it done. 
We’re going to post it online, 
on social media, reach out 
to affiliates and vendors we 
work with, and we’re going to 
reach the people we know—
our sphere of influence (SOI). 
This could be past clients, 
family members, and friends. 

Using these four channels, 
we’re going to collect as many 
applicants as we possibly can 
into our applicant pool and 
start pushing them through 
our filtering process, in search 
of our top talent needles 
in the haystack. The bigger 
our haystack of applicants, 
the greater the likelihood of 
finding the top talent needles 
we’re looking for.

We are now moving into the next step of our hiring 
process, which is calling for and collecting applications. In 
this module, we talk about the best way to cast a wide net.
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Regardless of where we get them from, we’re going to put all 
applicants through this same process. Even if we’re in the grocery 
store and bump into an old friend from high school that you might 
consider a member of your SOI and they want to apply for the job, 
we’re going to put them through the process. It doesn’t matter 
how well they know you; we put them through the process. 

Everyone goes through the process. 

They think because they know you, they’ve got an inside track. 
Remember, we don’t give inside tracks because remember what 
happens when you hire friends and family members? And ignore 
behavioral profile fit? I don’t care how much you trust them. And 
it’s also a lot harder to fire one of those. You’ll go a lot longer in 
pain when you don’t want to fire someone because of a social 
relationship. 

We put everyone through the process no matter how we bump 
into candidates. And that’s why we often say, Hey, we’ve got a 
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coach, or a trainer, or a staff person that’s 
handling it. We don’t want you pretending 
to handle it all yourself. Say, Please submit 
it through the process. We have a process—
even if it’s just you all by yourself. We is 
our organization that will be handling this. 
And there is a we here. You’ve got us, your 
training/coaching company. You’ve got a 
DISC assessment company. And if the DISC 
assessment doesn’t agree, then we decided 
you’re not going to work. Use we, especially 

if you work on a team or for another organization. The decision 
is not yours alone to make. It really isn’t up to you. It’s up to the 
process. The process will dictate. 

The only time you start making decisions is at the 
very end after your personal interviews. 

The rest should be dictated through the process. It’s pretty stress-
free if you follow it.

Online Job Posts
For your convenience, we’ve included a couple of sample online 
job posts for you in this module. We have one sample post for 
admin staff, and one for a sales position. 

Oftentimes we post online in compliance with the various job 
search sites out there. They will ask you to write a job description. 
Our job posts are pretty overinclusive, as discussed in Module 2. 
As we talked about in that module, they’re designed to omit parts 
that don’t apply. 

• They can be edited and tailored to your specific job’s needs 
because we find it’s easier to take pieces away than to create.

• In the online platform they’ve got a list of just some key tasks, 
duties, and a short overview. 

• They also include qualifications that the applicant should have, 
key responsibilities, and any specific requirements that you 

“Most of what we’re 
trying to do any 
time we’re trying 

to grow a business 
is we want people 
to know that our 

business is growing 
so much that we 

need to hire more 
people.”
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have for the job, such as some sort of license, even a driver’s 
license, or perhaps a college degree. Whatever it is that you 
require them to have, we’re going to put that on there as well. 

You’ve got a couple of different samples to look at. These should 
really be created by you, yourself. However, here is a frequently 
used sample for an admin position that many of our clients have 
used in the past.
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 HIRING
Online Job Post Script – Administrative Position  

 
Job Description  

Successful real estate team/agent is seeking a self-starter with an exceptional eye for detail to support daily 
operations by performing many administrative tasks. The role is responsible for performing full administrative 
and reception duties by providing customer service, answering calls, lead tracking systems, ordering supplies 
and performing clerical functions such as banking, copying, filing, faxing, mailing and scheduling meetings. This 
requires an individual with strong time-management skills who can prioritize projects to meet deadlines in a 
fast-paced and team-oriented environment. 

Responsibilities:  

● Oversee all aspects of the administration of the agent’s business. 
● Create & manage all systems for sellers, buyers, client database management, lead generation 

tracking, lead follow-up & all office administration. 
● Maintain all agent financial systems, profit & loss statement, bill payment, budget(s), bank accounts, 

and business credit card(s). 
● Coordinate the purchasing of any office equipment, marketing materials and any other business-

related supplies and materials. 
● Create & update a business operations manual and all job descriptions/employment contracts for any 

future hires. 
● Manage the recruiting, hiring, training and ongoing leadership of all future administrative hires. 
● Hold agent(s) accountable for conducting all agreed upon lead generation activities. 
● Ensure that all agent activities are limited to listing property, showing property, negotiating contracts 

& lead generation. 

Qualifications:  

● Strong computer skills 
● Strong organizational skills 
● Strong interpersonal and communication skills 
● Excellent organizational and attention to detail  
● Assertive, professional, diplomatic, able to prioritize, and manage multiple tasks. 
● High degree of adaptability & flexibility 
● Strong desire to learn new skills & knowledge 
● Excellent work ethic, dependability & dedication to team/company 
● Personal desire/value to produce quality work 
● Ability to maintain confidentiality  

Requirements:  

● High School diploma/ equivalent 
● No experience required  
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And here is one for a sales position.

We’re going to post those out there online. Some of the sites cost 
money, and some are free. Some will automatically send you a 
resume right away, others won’t. That doesn’t really matter to us as 
we’re going to get that resume either way.

© Copyright Icenhower Coaching & Consulting, LLC. All rights reserved. 
 

 HIRING
Online Job Post Script – Sales Position  

 
Overview  

Successful real estate team/agent is seeking a highly motivated sales agent. The role is responsible for converting inbound leads, 
conducting lead follow up, prospecting for new clients, conducting sales consultations, showing property, writing offers, negotiating 
contracts and much more. This requires an individual with strong communication skills and a true love for working and helping 
people. 

General Job Description 

● Prospect for both seller and buyer leads, convert leads to appointments & close for buyer agency agreements 
● Conduct a thorough needs analysis to ensure fiduciary service to all buyer clients 
● Ensure that buyer clients are pre-qualified with mortgage lender 
● Show homes to prospective home buyer clients 
● Identify homes to show that meet buyers’ criteria 
● Schedule showings of homes with buyer clients, listing agents and/or home sellers 
● Refine buyers’ criteria and select additional homes to show as necessary 
● Write & submit all offers to purchase homes for buyer clients 
● Negotiate offers to purchase and oversee entire negotiation process 
● Schedule and attend on-site property inspections with clients and vendors 
● Negotiate all inspection repairs 
● Provide buyer clients access to homes under contract as needed for measuring, inspecting & etc. 
● Promptly return all buyer client telephone calls, texts and/or emails 
● Gather and answer buyer questions about potential homes and local community information 
● Provide buyer clients pricing information and market research 
● Educate buyer clients about home buying process 
● Regularly assure buyer clients that lead agent is involved & informed - Promote the team concept 
● Keep lead agent informed on all client communications and developments (copied on all emails &amp; update notes in CRM) 
● Close buyer clients to written offers to purchase 
● Train, mentor and assist in the hiring of additional buyer’s agents and showing assistants 
● Communicate diligently with administrative staff to ensure the highest level of service to buyer clients from initial 
● Contact through contract to close 
● Regularly attend team meetings 
● Attend all office training for working with buyer clients 

Production Expectations 

● Lead Sourcing – Buyer’s Agent is expected to generate an equal amount of leads & closed transactions from 
Buyer’s Agent’s own Center of Influence (COI) and general prospecting efforts to match the number of leads & transactions 
generated by the team and ultimately closed by Buyer’s Agent. 

● Team Generated Leads - (definition) Apply the “But-For Test”: But for the existence of the team & it’s listings, 
would the lead have been generated? So inbound calls from signs on listings and internet inquiries from online listings would 
be considered Team Generated Leads since but for the team & the listings they would not have been generated in the first 
place. 

● Buyer’s Agent Generated Leads - (definition) Leads generated from Buyer’s Agent’s own COI and other prospecting efforts like 
Expired Listings, For Sale By Owners (FSBO), Just Listed/Just Sold contacts and etc. Any listings generated by Buyer’s Agent will 
also count as Buyer’s Agent Generated leads for sourcing purposes. 

● Activity Tracking - Buyer’s Agent is expected to input & report all prospecting and client servicing activities regularly for 
accountability and to keep the rest of the team informed. 
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First Filter: The Writing Assessment

The online job posting will generate a lot of applicant interest, 
which is exactly what we want. 

It will also give us an opportunity to apply our first 
applicant filter: the writing assessment. 

There are a few steps to take before getting to that first filtering 
part of this process.

Set up a Dedicated Email

Under our online job posts, once we post these on the online job 
posting sites, we want to be very specific with what we require 
them to do. The next action that we require them to do will require 
them to email you. So, I recommend setting up a dedicated email 
account—like a free email site, for example Google Mail or Gmail. 
Set up your own free email address, such as johnsmithandassoc@
gmail.com. 

• This email is going to be used a lot in this process going 
forward, so it helps you keep the hiring process separate from 
your other business and not mix them together.  

• As an added bonus, it helps you store all applicant-related 
information in one place. 

• You could also set up separate folders within your email to 
help with this organization: one for resumes, and one for DISC 
assessment reports, because oftentimes you’ll get your DISC 
assessment reports back by email. 

 ○ You’ll want all of those reports to go to this email too and 
you can keep storing them all in one place but in different 
folder: the ones that are A+, the ones that are kind of 
borderline profiles, and the ones you reject.

We want to store all of this information, and having a dedicated 
email account keeps it easy. We definitely don’t want to print 
everything.  
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We just want to keep it online until it gets to the very end, and 
that’s when we really want to print materials of those select 
few that we’ll meet in person. In the meantime, let’s make this 
collection and organization easy to manage and keep it all stored 
online until the process decides who we’ll meet in person. 

You’ve got plenty of other things to do and don’t want to 
spend a lot of time on this. We want to be very quick with 
this process. 

We can quickly scan emails and either file them or send out the 
next request. 

Instructions to Applicants

When posting the job, we want to give applicants instructions for 
applying. We want them to: 

attach their resume as a PDF to an email, and 

provide a writing sample in the email body. 

If we need to send a separate email to applicants, here is one we 
use with the instructions for what we need from them.

1

2
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HIRING 
Thank You for Your Interest Email 

 

 
 

Use this template to respond to those interested in applying for your open positions. 
Tab through the fields to change the yellow highlighted sections as appropriate to your listing. 

 
 

 
Dear [APPLICANT], 
 
Thank you for your interest in the [ADMINISTRATIVE/SALES] position with the [TEAM NAME].  
 
To apply: 
 

• Please reply to [DESIGNATED EMAIL ADDRESS] with the following: 
1. Your resume attached as a PDF 
2. In the body of your email, please write a paragraph as to why you think we should hire you as 

a/an [ADMINISTRATIVE/SALES] on our real estate team.  
 

We look forward to reviewing your qualifications.  
 
Thank you, 

[AGENT NAME] 
[POSITION] 
 

 



  115

We might use an email like this one to send to applicants who 
are responding because they have heard of the position outside 
of an online job posting, and have expressed their interest in the 
position.

Attach a Resume

So we set up a dedicated email, then we request that they send us 
a copy of their resume attached as a PDF. 

Even if the job site sends you a resume automatically, 
we still want them to email us their own. 

We want to see if they can follow instructions. Do they attach the 
resume as a PDF? Do they know what a PDF is? We can test their 
digital capabilities. Do they attach it as a Word document because 
they don’t follow instructions? Or do they put it in the body of the 
email? That’s someone who can’t follow instructions. 

Writing Sample

We want to be very specific. Please attach 
it to your email. And then we add, Please 
answer this question: Why should we hire 
you as a member of our admin or sales team, 
depending on what you’re hiring for. We 
want to see them answer that in about 1-2 
paragraphs. Give them a length limit. Say, In 
1-2 paragraphs, please tell us why we should hire you as a member 
of our admin team or our sales team, depending on the position. 

The first reason we do this, as mentioned, is to test their ability to 
follow directions. Secondly, we want to see how well they write. 
We want to see how much they care. We want to see if they can 
spell. We want to see how much effort they put into these short 
paragraphs. But most importantly, we just want to see if they 
care. In hiring for an admin staff person, we would care about this 
intensely because we want an SC behavior, as we discussed in the 
previous module. 

“You’ll learn a 
lot about their 
behavior in the 
writing sample 

as well.”
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We want someone who’s thorough, takes their time, 
who is nice and steady, like a duck on the water. 

They’re not in a rush or panicked. 

They will take the time to ensure that they have written this 
paragraph, and it will be done with care. 

You’ll learn a lot about their behavior in the writing sample as well. 

• If they say, I would love this position. I want the opportunity 
to work with you. I am so excited about it, you should know 
automatically, that’s an I. 

 ○ That’s great if we’re hiring for sales, not so hot if we’re hiring 
for admin and want an SC. 

• What happens if they answer with two quick sentences? We’ve 
got a D. 

 ○ Quick, to the point, blunt. 

• If they answer with seven paragraphs we might have too high of 
a C there. 

 ○ If they outlined it, bolded certain letters, and used 
subheadings, that could be a C behavior.  It might be too 
thorough, yet they somehow managed to make it fit within 
two paragraphs because they know they need to do that. 

We can learn a lot from this. It helps us validate that DISC 
behavioral profile later. 

Remember, DISC is a lot about how we 
communicate. 

Email is a form of communication that’s actually very easy to 
analyze. 

We’ll ask for the writing sample, and a resume attached as a PDF. 
This helps us determine who they are, what their behavior is, 
how well they follow instructions, and how well they know digital 
formats. That’s all we’re going to do with that post. As they come 
in, we’ll file them away. 
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Remember, we want as many applications as we can get. 
We must assume that we’ll filter out the vast majority of 
them in the DISC assessment. 

We’re looking for applications in the hundreds. We don’t want to 
just stop at the online job posts, although you will get the most 
applications from your online job post. 

Craigslist

A lot of people don’t want to put online job posts on Craigslist 
because they don’t want all of the junk that comes through 
Craigslist. But remember, we’re trying to cast a wide net. The 
process will filter out junk very quickly. 

• If they don’t follow these instructions, they’re not going to 
make it. 

• If it’s a robot applying, they’re not going anywhere. 

• If it’s someone sloppy, the DISC will take out 90% of them. 

We want to get as many applications as we can, and people do 
look for jobs on Craigslist. What if our talented hire is that needle 
in that haystack? 

Trust the process to filter. It finds top talent. 

In order to find top talent, we’re going to have to filter through a 
bunch of applications, and we should definitely include Craigslist 
as a part of the wide net we’re casting.

Social Media Postings
Let’s hone in a little more. Social media is a great resource for 
attracting applicants. There are two really good social media 
sources: LinkedIn, and Facebook.
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LinkedIn

You can put the job posting on LinkedIn, which I believe costs 
money to post onto. In more professional settings, there are a lot 
of ways you can hire on LinkedIn. Metropolitan areas are generally 
a little more involved and savvy on LinkedIn than rural areas, so it 
depends on your local area. It also depends on your profession. 
A lot of higher end and higher paying jobs are on LinkedIn as 
opposed to lower, entry level jobs.  Depending on what you are 
hiring for - a manager or an assistant – you may or may not go on 
LinkedIn.

As for what to post on LinkedIn, you can use our online job post 
profiles, just like you would for an online job posting, even though 
it’s considered a social media channel.

Facebook

Where we can get very good success is on Facebook, believe it 
or not. A lot of response can come from Facebook, and that’s with 
your personal page, not your business page. The reason we use 
your personal page on Facebook is because very few people see 
any posts you have from your business page.  But the people you 
know, your SOI, interact with your posts from your personal page. 
So when you post from your personal page, more people tend to 
see it. 

We have provided sample scripts on our 
Facebook ad scripts. A Facebook post is a little 
easier, so it’s just a couple sentences. And we’ve 
provided a couple of sample scripts for you 
that you can post depending on whether you’re 
looking for an admin assistant or sales person. 

Most of what we’re trying to do any time we’re 
growing a business is we want people to know that 
our business is actually growing so much that we 

need to hire more people. 
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So it’s a very positive message you can send to the people you 
know by using Facebook. Just like any type of business has a book 
of business, oftentimes we are friends with members of that book 
of business on Facebook. We call that book of business our sphere 
of influence, or SOI. 

The key is to stay in contact with your SOI 
consistently over time, and most people don’t 

do it enough. 

Facebook is a means of doing that because you’re friends with a 
lot of members of your SOI on Facebook. This is a contact for them 
where you let them know your business is growing. You actually 
do double duty with a Facebook posting about looking to hire 
someone. Not only do you contact your SOI, but you let them 
know you’re doing great—so much so that you need to hire admin 
support or an additional sales person. It’s a very positive touch. 

You’re evidencing your success to your SOI while staying 
in touch to ensure that they always have you in mind. 

There are additional benefits to posting on your personal 
Facebook page. For example:

• Almost everyone knows someone looking for a job—someone 
who’s unhappy in their current job or needs a job. 

• People love to get people they know jobs. 

• People love to refer people to things. They like to be the key to 
people’s success—especially social people, and there’s a lot of 
social people on Facebook. 

• There’s a lot of “I” behaviors floating around out there, and 
they love to hook people up with jobs and opportunities. 

 ○ So, if you can post out there that you need something, they 
will quickly share that post with the people they know who 
are looking for work.  
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 ○ They will put their name underneath in a message to alert 
that person to the post, or pick up the phone or text their 
friend and tell them, Hey I know someone who’s hiring. That 
will happen. They will hustle people for you. That happens. 

Again, do not worry about disappointing people you know. A lot 
of people have apprehension about posting on Facebook because 
what happens if one of your good friends applies? What happens 
if the daughter of one of your best clients applies? How am I 
going to turn them down? What happens if that annoying person 
applies? 

Remember, we cast a wide net. We don’t shut down 
an entire channel and miss the chance at bringing 
in a needle because we don’t like a couple of the 

straws of hay in that particular haystack. 

We want everyone in. Remember, we put everyone through the 
process, and the process will weed out your friends. 

If they’re not a behavioral fit, that’s not good for them 
either.  

We can easily let them know that—I’m sorry, you weren’t a 
behavioral fit and the last thing I want to do is put someone on a 
job I know they’re ultimately going to hate, and put me and you 
both in a weird position. So trust me, I did you a favor on this one. 
We’re working with a process, and we are committed to getting 
the perfect behavioral fit for the job. A specific behavioral profile fit 
is a great way of letting people down too.  You are not the one to 
blame, and you have a way out. 

If you are working with us as a coach, you can say, My coach 
weeded you out. If you have a coach with our company, then of 
course the coach can weed everyone out for you. Of course, he or 
she is not going to let you hire someone that you shouldn’t have. 
That’s one of the other benefits of getting a coach—they can shut 
down your hires. You can make them the bad guy all day long 
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because they’re going to insist you follow this process. You can let 
down your friends without making yourself or them feel bad. 

Here are a couple of examples:

These are quick, to the point, evidencing your success that your 
business is expanding.  It reminds them that you’re in business, 
and are available for their business needs.  

Calling Affiliates
We’ve moved past our online posts and now we’re going to 
quickly move into reaching out to people we know by phone and 
in person. The next step we’re going to talk about is our script for 
calling affiliates. In business, there are a lot of people you work 
with. For example, you work with a lot of real estate clients, so we 
have people that work in the affiliated businesses. Whether they 
work at title companies or loan companies, different paperwork 
companies, closing companies, home warranty companies—
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HIRING SCRIPT 
Facebook Ad 

 
 

Script: Admin 

“I’m excited to say that my business is expanding, and I need your help to find the perfect real 
estate administrative assistant to help me increase the services that I can provide to my clients!  
I’m looking for an organized person with computer skills that would love to communicate with 
clients in a positive fashion and grow into a leader. Please message me if you know anyone 
that might fit this description. Thank you!” 
 

 

Script: Sales Agent  

“I’m excited to say that my business is expanding, and I need your help to find the perfect real 
estate sales agent to help me increase the services that I can provide to my clients!  I’m looking 
for a motivated person who wants to learn and grow in the real estate industry. This person 
would love to communicate with clients and is real people person. Please message me if you 
know anyone that might fit this description. Thank you!”  
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anyone you work with in your day-to-day operations, this list 
should just roll off your tongue naturally. You should also reach out 
and call the people you don’t talk to daily because right now we 
want everyone to have you on their radar screen and be aware that 
you want to hire. 

Everyone you talk to throughout the day is an 
affiliate for our purposes here. Anyone you 

haven’t talked to recently that you normally do, 
reach out and call them too. 

We want to get the seeds planted everywhere. We’ve provided 
some scripts for you that you can use when you call affiliates.

In the job description, if it’s an admin position you’re hiring for, add 
information like ‘detail-oriented with computer skills’. If it’s sales, 
add info about looking for someone who’s ‘outspoken and loves 
people and wants to grow in the industry’.

At this point, this is a game of contacts. 

We’re trying to hire here, and this process does take a while. 
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HIRING 
Calling Affiliates Script 

 

 
 

Reaching out and talking to the most influential title representatives, mortgage lenders, home inspectors, 
home warranty vendors, and other industry affiliates is a very effective means of locating qualified individuals  
currently looking to make a change. The most successful affiliates know almost everyone in the industry and 
keep in continuous contact with them.   

A great telephone script for leaders of real estate teams to use to contact these allied resources is as follows: 
  
 

“Hi [Affiliate Name], this is [Your Name] with [Your Company Name]. I’m calling because I could use your help 
with my business. I’ve been getting increasingly busy and I’m now looking to take my business to the next level 
by expanding and adding a new member to my team. I know that you are continuously in contact with 
members of our industry, so I thought you might know of some great candidates.  

I’m looking for someone to [provide brief job description].  

Do you know anyone who fits this description that I should talk to? Is there anyone else that I should contact 
that might be a good source of identifying other candidates? Would you mind keeping a lookout in the future 
for me?” 
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Depending on how quickly you can move through it and how busy 
you are in work, this is a one-to-two- month process, so we need to 
get these scripts out early and often. 

I recommend making phone calls and tracking them, so try to 
reach 10 affiliate contacts a day. That takes some time, so we’ve 
got to be very strategic about it. That’s only calling 50 people in a 
week. If you have 50 affiliates you work with, you could be done in 
a week. At a minimum do five a day. We have to reach out there. 
It’s a great way to make contacts to people you know and tell yet 
more people in the industry that you’re hiring. 

Get purposeful about it and set a goal around it. 
Have a measurable expectation. 

Don’t just call when you have time. 

Tell yourself, I’m going to call five a day. I’m going to call 10 a 
day. Put it in your calendar, and hold yourself accountable to it. 
If you’ve got someone else you work with, tell them to hold you 
accountable to it. You need to get this done. This is the hardest 
part of the whole process—reaching out and making these 
contacts because you have to make yourself do it.

Contacting Your Sphere of Influence (SOI)

In real estate specifically, it’s important to reach out to 
people in your sphere of influence, or SOI.

We want to be very purposeful about reaching out, making sure 
we let all our affiliates know we’re hiring. Because these are 
people that know you and trust you, and they will work for you. 
Also, if you’re in a business relationship with them, they often are 
dependent upon you and need to see you succeed, or they want 
you as a customer. Either way, your success is their success, so they 
want to help you out. 

Our SOI is a rich applicant resource because they know you. They 
actually may know someone within their own company that would 
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be a nice fit. They don’t necessarily have to be competitors, but 
it’s certainly okay if they are. People in the industry work with each 
other, so they know other people who are unhappy in their current 
roles and want to find them a fit. They want to cater to their clients 
too. It’s a great way to find their clients jobs.

In this step, you’re making contacts with your sphere of influence. 
These are people you know—your clients, friends, past clients, 
family members. Let them all know you’re hiring. 

These are your strongest advocates. 
These are people who want to see you succeed. 

These are people you have a close relationship with, so they’ll 
hustle for you. Be sure and let them know you’re looking. Plant the 
seed. 

In most sales industries, whether it be real estate, insurance, 
mortgage, or stockbroker, you have a book of business. This is your 
sphere of influence, your SOI. 

And the name of the game, the first thing they’ll tell you 
always to do in sales, is to get your SOI database together. 
And the bigger it is, the better. 

The more people you know, the more people you can email, the 
more people you can mail, the more people you can contact. 
Because the name of the game is systematic contacts over time. 
That way you stay first of mind, and earn mind share within your 
specific industry. So if they need a mortgage broker and you’re 
a mortgage broker, when they think of someone that needs a 
mortgage broker, they think of you, and they refer them to you. 
That’s why we call it an SOI referral database. They themselves also 
might need a mortgage broker and if you’re constantly marketing 
to them, they think of you. 

This is the hardest part of it. Mail and email is pretty easy. The 
hardest part is making contacts. 
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This hiring process, your need to hire someone, 
is a perfect reason to reach out to your SOI, to 

stay first of mind. 

It also, like everything else, evidences your success. It shows you’re 
growing and succeeding so much that you need to expand your 
level of customer service or sales staff, depending on what you’re 
hiring for. So reaching out to them to let them know you’re hiring 
is a great way to achieve multiple goals. We’ve provided a nice 
SOI telephone script for you as well, that you can loosely follow. 
(This script doesn’t contain the usual courtesies expected of a 
phone call to someone you know, especially after a period of no 
contact, such as, How are you doing? How are the kids? Of course, 
courtesy should always be adhered to in any business or personal 
encounter.)

The above is an example of a script you can use to continually 
reach out to your SOI. 

Remember, these phone calls are the toughest part, so get 
purposeful about them. Not only does this help you to find more 
haystacks with needles in them, 

it also helps you grow your business and stay in 
touch with your book of business. 
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HIRING 
Calling SOI Contacts 

 

 
 

  
 

“Hi [SOI Member name], this is [Your Name] with [Your Company Name]. I’m calling because I could use your 
help with my business. I’ve been getting increasingly busy and I’m now looking to take my business to the next 
level by expanding and adding a new member to my team. I know that you are continuously in contact with 
members of our industry, so I thought you might know of some great candidates.  

I’m looking for someone to [provide brief job description].  

Do you know anyone who fits this description that I should talk to? Is there anyone else that I should contact 
that might be a good source of identifying other candidates? Would you mind keeping a lookout in the future 
for me?” 
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It is very important that we do this. Pick five or 10 of these a day. 
Block them into your calendar, put a sign up on your door, turn 
your cell phone off and start working on these calls, and avoid all 
interruptions. We want to make these, we have a goal, we’re going 
to get someone to hold us accountable to them, and we are going 
to make these contacts one way or another. 

You will get the highest level of quality contacts this way because 
this is not random job applicants on a website. These are people 
you’ve told specifically what you’re looking for. 

• They don’t want to let you down. 

• They don’t want to give you a big sales person if you need a 
quiet admin. 

• If you want a sales person they’re not going to give you a 
mousy person who’s afraid to speak. 

• These people don’t want to make a fool of themselves because 
they know you, so they’re going to actually think about it and 
give you someone that might be closer to a behavioral fit or 
who’s qualified. 

Believe it or not, these are smaller haystacks that we’re 
inviting in, but there are more needles in them. 

We don’t want to skip this part. Oftentimes this is where you’ll find 
your top candidate comes from. And by the way, 

all the while, you’re getting mind share by staying 
first of mind with your SOIs and are more likely to get 

more business.

After we’ve done all this, we’re going to start receiving a lot of 
documents. Fortunately, you’ve got a dedicated email account all 
set up to have everything sent to.
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There are four main channels we recommend for attracting 
a huge applicant pool: 

• post the job on online job posting sites, 

• post it on social media, 

• reach out to affiliates and vendors you work with, and 

• reach the people you know, your sphere of influence 
(SOI)

The online options are certainly quicker and easier than 
the telephone and face-to-face conversations you’ll have 
to have, but those conversations are most likely to get 
you some really great applicants.  We want to be sure 
we put some time and energy into those steps in this job 
advertising process.

We’ve found that these four options bring in enough 
qualified applicants to fill your applicant pool and give you 
a few hundred to filter out in search of the best candidates. 
At the same time, they’re not your only options. 

• Colleges, career centers, and employment offices also 
have job boards you can post on if that’s convenient and 
attractive for you.  

 ○ In these cases, you can probably just use the online 
job post sample provided early in this module. 

• You can also post in less frequented places such as 
grocery store and neighborhood café message boards, if 
you feel so inclined. 

The four options we present here are those we’ve found 
to be the most useful in bringing in applicants, but they 
are not exhaustive. If you think of other options and feel so 
inclined, by all means advertise the job there as well. We 
want to get as many applicants as possible into our filtering 
process, so don’t rule out any options.

CONCLUSION



MODULE 5: 
REVIEWING 
APPLICATIONS, 
GETTING BEHAVIORAL 
ASSESSMENTS 
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By this point in the process, you’ve received a slew of 
applications and have to do something with them.

Here, we talk about 
briefly looking at the 
applicant’s materials 

and determining whether to 
move them to the next stage 
or bump them out of the pool 
now. The only ones we’re 
going to bump will be those 
with glaring issues in their 

application materials that give 
us clear indications that we 
do not want them in the role 
we’re hiring for. Everyone else 
goes to the next stage of the 
process, and is sent an email 
inviting them to take a DISC 
assessment.
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H I R I N G  P R O C E S S  O V E R V I E W

IDENTIFY BEHAVIORAL 
PROFILE NEED

JOB DESCRIPTION

ONLINE JOB POST

REVIEW RESUMES & 
WRITING SAMPLE

EMAIL DISC ASSESSMENT 
INSTRUCTIONS

PHONE SCREENING 
INTERVIEW WORKSHEET

IN PERSON INTERVIEW 
WORKSHEET

REFERENCE CHECK 
WORKSHEET

MAKE OFFER

This module covers the things to keep in mind and the things to 
look for when evaluating the applications you received. 

First, we remind you that your task at this stage is merely to filter 
the applicants to decide who takes the DISC assessment, not 
review or assess them in any detail whatsoever or even begin to 
consider hiring anyone. We then talk about red flags to look for 
in their submission decisions, writing sample, and resume. Finally, 
we discuss the desired tone of the email inviting them to the DISC 
assessment stage, and note some critical elements to include in 
that email.

Just be a Filter
When needing to make a hire, a lot of people don’t feel like they 
have the time to do it properly. 

Remember we’re trying to cast a very wide net, 
which means we’ll get hundreds of applications. 
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People do not want to take the time to hire well, especially when 
they’re very busy.  The reason they usually need to make a hire is 
precisely because they are very busy.  Maybe a previous assistant 
left their position so they’re busy doing extra work covering for 
them, or they’ve recently reached a level of production or busyness 
where they now need to hire someone. As a result, the hiring 
process is usually when people are actually at their busiest and 
need help the most, which is why they don’t really want to take the 
time to do a thorough job of researching a large candidate pool to 
find the top talent. But they need to put this time into the hiring 
process so they do not settle for low talent and end up having to 
hire someone else yet again. 

This process is designed with busy people in mind, 
and the whole process is intended to be a giant filter, 

with each step an important part of that filter.

The process has to allow busy people time to do their work so 
they can still focus on the day-to-day operations of their business. 
But what many people do is start reviewing, analyzing, and 
considering the large number of applications 
that come in. They start looking at them and 
reviewing the job history, education, and start 
thinking about whether they want to hire this 
person. And that’s fun, and they can’t help 
themselves, until the second application 
comes in five minutes later. Five more minutes 
later, four more applications come in. Within 
an hour they’ll receive 30 applications. Now 
they’re overwhelmed, they feel daunted, they 
hate hiring, they don’t know what to do, and 
they’re totally stressed out. 

We’ve seen this happen hundreds of times.

All of these people are making the fatal mistake of 
getting personally involved in the hiring process way 

too soon. 

“This process 
is designed 
with busy 
people in 

mind, and the 
whole process 

is intended 
to be a giant 

filter, with 
each step an 

important part 
of that filter.”
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The process sorts out the applicants, one step at a time—not the 
person making the hire. 

The key here is to follow this process one step at a 
time, and do each step thoroughly and correctly.

Now we are on step 4 in the process. The only thing we are 
thinking about on step 4 is going to the next step which is step 5. 
In step 4, we’re not assessing at all whether we are going to hire 
them. That piece doesn’t come until our very last step, only after 
we meet with them in person and check their references. 

There’s no reason at all to be analyzing the resumes right when you 
receive them. 

In fact, we have a rule that once the resumes and writing 
samples come in, we can only allow ourselves one minute 
per applicant. The purpose of that one minute is solely 
to determine whether we are going to send them to the 
DISC assessment. 

That is the only decision we are making at this point. We are not 
thinking about hiring them or analyzing anything. 

We are asking if we should spend the time on the 
DISC assessment for this person. 

Remember that when we are hiring, we’re looking for a particular 
behavioral profile for a position. 

For an admin assistant, we are looking for an SC profile, 
as discussed in Module 3. Only around 15% or 20% of our 
applicants will be SC behavior profiles and passed through 
that round. So why spend a lot of time analyzing 100% of 
the resumes when only 15% of them are going to even be 
qualified for analysis? And after that we’re going to do phone 
screening and in-person interviews and reference checks, so 
that 15% will be whittled down to less than 1% or 2%. 

Example
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We only analyze specific criteria while we’re at each step in the 
process, and at each step, we do not consider anything beyond 
whether we want to move them to the next step. We do not 
analyze resumes, we do not assess qualifications, we do not spend 
any time thinking about whether we want to hire any single one of 
our applicants. We only consider whether we want to move them 
to the next step or filter them out now. That’s it.

Looking for Red Flags
At this step in the process, reviewing applications, we’re only 
reviewing them to decide whether we want to have them behavior-
assessed or tossed out of the pool at this point. 

The only thing we’re doing when reviewing 
applications, analyzing the writing sample and 
assessing the resume is searching for red flags. 

That is the only thing we are doing to determine whether we’re 
going to pass them on to the behavior assessment stage. We are 
asking, Are there red flags? 

These red flags come in three different areas:

Do they follow instructions

Issues with the writing sample

Issues with their resume

Each is discussed in turn below.

1. Did They Follow Instructions?

We were very specific in our application instructions. 

• First, they were to attach a resume to an email as a PDF. Did 
they do that? There are many job sites that will send you 
resumes automatically. Did they follow the instruction? Did they 
attach a resume to an email? Or did they paste it into the email 
body, or did they just rely on a job posting site to send it to 
you?

1

2

3
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• Second, did they attach it as a PDF? What type of digital format 
did they use? Did they use a Word document or some other 
digital format? 

• Third, did they answer your question about what value they 
would bring to our organization? Did they give us a writing 
sample at all? Did they put it in the body of the email like we 
asked? Or did they just put it at the top of the resume? Or in a 
separate attachment? 

So we are asking if they followed our instructions. And you will find 
that a significant notable percentage does not. This is very crucial, 
especially in administration operational hires.  That’s because 
typically those behavioral profiles are more S and C behavior roles 
that require thoroughness, with every I being dotted and every 
T being crossed. They are in positions where mistakes are not 
supposed to be made. 

We want to ensure if we’re hiring for 
an administrative position, that they do 

follow the instructions.

Conversely, if we’re hiring for a sales person, those people tend 
to move a little quicker. They’re in a rush and they have a hard 
time focusing. Those types of people will tend to not follow the 
instructions. 

If you’re hiring for sales, you might be a 
little more lenient with people that cannot 

follow the specific instructions. 

We might let more pass. We might make note of the fact they 
did not follow the instructions, but we may not weed them out 
automatically like we would if we were making an admin hire. What 
makes them sloppy also makes them aggressive, and also makes 
them very social, and therefore very good at sales.
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2) How’s the Writing Sample?

The next place we find red flags is in the writing sample. We can 
look for three things in the writing sample. 

We look for attitude

We look for grammar

We look for behavior

Again, we’re just spending a minute on analyzing both the writing 
sample and the resume, so these types of red flags need to jump 
out at you. 

Don’t overanalyze them. 

• For example, in attitude, we’re looking for arrogance, which can 
represent a bad attitude. Is there a lot of arrogance here? 

• Bad grammar should jump out like a sore thumb. If we’re hiring 
for administrative hire, do we really want someone who cannot 
spell? 

 ○ Teaching spelling is hard. Teaching grammar is hard.

 ○ These are going to be people communicating with the 
rest of your team and your clients. That’s why really bad 
grammar is tough to get around.

• The third red flag we’re looking for in the writing sample is 
behavior. If you’re hiring a sales person and they give you a 
four- or five-bullet-pointed outline with details that would be 
indicative of a C behavior, that might be a strike against them. 

 ○ Or if you’re hiring an admin person and that person talks 
about how excited they are and they love real estate or 
they’d love to be in your industry, and they have hearts and 
emojis, we can kind of see that an I behavior is jumping out 
and that’s not a good fit for the administrative role. 

Again, if these things don’t jump out at you like a glaring red flag, 
we pass them on to the next step.

1

2

3
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3) How’s the Resume?

When looking for red flags in the resume, we are scanning the 
resume for any grammatical or presentation problems, especially if 
we’re hiring for admin. For admin we’re much more critical at this 
stage. 

We are looking at the resume presentation. Does it look nice? Are 
the margins lined up? Are there any grammatical problems? 

As far as content, or the information the resume contains, we’re 
looking for anything that looks like a terrible past job history. 

If we’re hiring someone in sales and their history is as an 
architect, an engineer, or a bookkeeper, those are different 
behavioral profiles all together. Now we’re going to ask 
these quiet detail-oriented people to come out of their 
shell and sell? It’s the same with admin. If we’ve got an 
admin person that was a pizza delivery person and maybe 
a bartender with no administrative background at all, these 
are red flags. We may just say no. This person doesn’t have 
any office experience at all. Let’s not pass that person on. 

Understand that you will get those kinds of applications. Even 
though it’s not a behavioral fit for them, people do need jobs and 
they don’t understand behavior. They’re not self-aware of what 
they really like or what they’re really good at.  Without that kind of 
training – which most people don’t have – they will apply for just 
the highest paying jobs that they can get and not assess whether 
they will like those jobs or not. Or they will Reply All on a job site 
and they can hit one auto-reply button to apply to every job that’s 
out there, and waste everyone’s time. Many of these online job 
sites do provide the option to apply to all open positions at once.

So in looking at the resume, we’re scanning for 
grammar, clean formatting, and a reasonable job 

history for the kind of position we’re looking to hire. 

Example
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“Always 
remember 

this process 
is designed 

not to hire as 
much as it is to 
attract talent. 

In effect, 
we are also 

always trying 
to recruit them 

along the 
way.”

When we see glaring issues in any of these areas, particularly for 
an admin job, we toss them out of the pool then and there—this is 
where their journey ends. Absent any glaring issues, we herd them 
to the next step, which is the behavioral assessment.

Emailing DISC Instructions
You’ve quickly reviewed the resumes and 
writing samples, tossed out a few that you 
clearly do not want, and now we move on to 
the third step in this part of process, which 
is emailing remaining candidates the DISC 
instructions and inviting them to a DISC 
assessment.

For the people that we do pass through, 
which should be the large majority of the 
applications, we are going to lean heavily 
on the behavior assessment to be by far 
the largest filter out there. This will take 100 
applications and whittle it down to 15. 

So, when in doubt in the resume and 
writing sample review, we pass them through to the 

behavioral assessment. 

If you don’t know whether or not to pass them through, just pass 
them through because you have an 85% chance that the DISC will 
weed out the inappropriate ones anyway.  Why even think about 
it? Just move them on and let the DISC filter them out.

Always remember this process is designed not to hire as 
much as it is to attract talent. 

In effect, we are also always trying to recruit them along the way. 
As a recruitment tool, this email should start out with language 
along the lines of, Congratulations on making it to the next step in 
our hiring process. 
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At this point, they’re starting to see how thorough of a job you do 
compared with most employers in hiring, and they understand that 
this job won’t be easy to get. Not only did you ask for a resume, 
you also asked for a writing sample. Now you’re about to tell them 
they’re going to have to take a behavioral assessment. Then we’ll 
be talking to them on the phone, meeting with them in person and 
checking their references. They’re also going to realize that there 
have been hundreds of applicants for this job. 

This is all designed to make them start to want the job. 

When they become aware of this, they realize and become 
impressed with your organization, and with the diligence and 
the precision that you put into your hiring practices. You let the 
process do the work. 

We’ll congratulate them, then we’ll ask them to take the DISC 
assessment. There are many different DISC assessment companies 
as we stated earlier, so the instructions for the DISC can vary 
a bit depending on the individual company’s protocols and 
specifications. 

• Typically, you’ll have them click on a link that takes them to an 
online DISC behavior assessment at the company you choose. 

• At that point, they will be prompted to input their name, and 
there usually will be an option to list whatever company they 
are applying to. 

• Your email containing that link needs to tell them what the 
name of your company is and specifically instruct them to enter 
the name of your company in the DISC assessment website. 

 ○ As elementary as this may sound, most DISC assessment 
companies have multiple clients, and they do not know 
which client to forward a particular assessment to without 
that information being supplied by the applicant. 

 ○ So, if you are hiring and you’re using a DISC company, 
your DISC company needs to know that applicant’s DISC 
belongs to you so they can send it to you. We want to be 
very specific with the information you want applicants to 
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input to the DISC company so that you actually receive all 
assessments you ask for. 

 ○ Your company’s name needs to go in there, so tell them 
what to put. 

We have included a copy of the script for that email called the 
DISC instruction email. 

In this email, you congratulate them, and provide them with 
instructions on how to move on to the next step in our hiring 
process.

That’s it for this step!

© Copyright Icenhower Coaching & Consulting, LLC. All rights reserved. 

HIRING 
Please Take a Behavioral Assessment Email 

Use this template to invite applicants to take the DISC. 
Tab through the fields to change the yellow highlighted sections, and enter your name or company 

 in place of [TEAM NAME / AGENT NAME]. 

Dear [APPLICANT], 

Congratulations on making to the next step of our recruiting process. We have had numerous applicants and 
we are pleased to inform you that you have been chosen to move forward to the next step in our hiring 
process.  

Please take our online behavioral assessment by clicking THIS LINK. You will need to read and agree to the 
terms at the bottom of the page. Next you will enter the response code [                    ]. Please enter [TEAM 
NAME / AGENT NAME] in the “organization” field as seen below.  

***** If you do not enter our organization, your DISC will not be processed. ***** 

Thank you, 

[AGENT NAME] 
[POSITION] 

DO NOT call xxxxx under any circumstances.  
We receive all the DISC results confidentially and WE WILL CONTACT YOU with your results. 
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This step in the process is actually one of the simplest 
and easiest steps, so do not get distracted with reviewing 
applications and overwhelm yourself. Stay on track here, 
and give each application the one full minute it needs at this 
stage—no more.

All you’re doing at this step is glancing at the resume and 
writing sample for red flags, particularly for admin positions. 

• You’re looking for glaring issues in grammar, formatting, 
and work history that indicate a very poor behavioral fit 
for the position you need filled. 

• In the 60 seconds each application gets, you’re 
determining whether to bounce an application at this 
stage or push it through to the DISC assessment. 

• And realistically, if there’s any step in this process you can 
skimp on, it’s this one.  

• You could actually send just about everyone through the 
DISC assessment and let that phase of this process weed 
out the poor fits, and trust that it will.

CONCLUSION



MODULE 6: 
THE PHONE SCREENING 
INTERVIEW 
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We now turn our attention to the phone screening 
interview step, which is the first time you’ll speak with 
your candidates.

In this module we talk 
a little more about the 
kind of candidates you’re 

looking for, offer a few words 
on scheduling, discuss the 
goals of the phone screening 
interview and how to structure 
your time while you have your 
candidates on the phone, 
then talk a little about what 
happens after this.

At this point, you’ll probably 
have around 30 or so 
candidates that have made 
it this far and that you’ll be 
interviewing over the phone. 
At this point we’ve received 
back our DISC assessments 
and have picked through 
them, selecting candidates 
with certain profiles. This 
means that we have only 
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H I R I N G  P R O C E S S  O V E R V I E W

IDENTIFY BEHAVIORAL 
PROFILE NEED

JOB DESCRIPTION

ONLINE JOB POST

REVIEW RESUMES & 
WRITING SAMPLE

EMAIL DISC ASSESSMENT 
INSTRUCTIONS

PHONE SCREENING 
INTERVIEW WORKSHEET

IN PERSON INTERVIEW 
WORKSHEET

REFERENCE CHECK 
WORKSHEET

MAKE OFFER

passed through the behavioral profiles that we have identified we 
are looking for based on our job description. 

• If we are looking for admin, we are typically looking for an SC 
or CS behavior, and 

• if we are in sales, we pretty much only passed through someone 
with an I behavior in their profile.

We do not have the time to meet our top 30 applicants in person 
for one-hour interviews each. That’s what this phone screening step 
is for. 

Here, we’re going to take our top candidates at this point 
and talk to them for 15 minutes each, 20 minutes max, to 
screen out only who we want to spend time meeting with 
in person. 

The hiring process takes at least one to two months to do a 
thorough job. The longer you go, the more thorough you’ll be. 
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“The hiring 
process takes 
at least 1-2 

months to do a 
thorough job. 

The longer you 
go, the more 

thorough you’ll 
be.”

However, if you drag it out trying to find more applicants, you 
start risking losing good applicants that applied early on because 
they accept other positions. There’s a sweet spot. Most people are 
prepared to wait a month. There are expected delays in the middle 
of the hiring process—people are applying at a major company, 
they go in for one interview and it’s not unusual to go in for a 
second interview.  There’s usually a delay between the two—which 
is why we always tell them what the next step will be. 

We don’t tell them about the whole process, but we 
do tell them about the next step. 

We tell them there’s multiple interviews we still need to get 
through. 

And that’s what makes the process hard to stick 
to. The early stages of the process are where 
you see the most daunting numbers. The 
speed in hiring is oftentimes determined by 
how quickly we can actually communicate with 
our applicants. If we get a bunch of the types 
of DISCs that we’re looking for, how quickly 
do we start conducting the phone interviews 
until we feel we have enough people to meet 
in person? The sooner we can get to it, the 
quicker this process becomes.

We may take 30 phone interviews and we’re only going to invite 
three to eight applicants to interview in person, with five being 
about ideal and definitely not more than eight. We’re going to 
wait until we’ve spoken to all of them, as much as is reasonable, 
because some early ones we thought we were going to interview 
in person will not make the cut as we talk to more candidates.

We may go through the phone interviews and then maybe set 
our five in-person interviews, and we still might be getting more 
DISCs and applications coming in. With those, we just look for the 
specific profiles we want, and we quickly try to get them in the mix. 
We can’t ever wait until we do all of the phone screening interviews 
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before we make a decision on who we want to talk to in person. 
We just have to act with a little rational judgment and think, Okay I 
have called everyone I need to call right now, I’ll set appointments 
with these few at the top, and we’ll move them forward. 

Who We are Looking For

Keep in mind who exactly you’re looking to hire. 

It’s not just someone with an impressive resume or that you click 
with right away. They have to meet other criteria that are far more 
important to their longevity in the position, and that’s why we go 
through the trouble of the DISC assessment.

Complementary Characters

Remember that we are hiring for a specific behavioral 
profile, not necessarily someone just like us. 

This means if you are a D or an I behavior, which means you’re a 
rainmaker and you generate business, and you are hiring an SC 
behavior for your administrative assistant, you’re not going to be 
like this person. There’s a reason that the sea anemone and the 
clownfish are attracted to each other—they are totally different 
creatures. But they create a symbiotic relationship where one does 
one thing and the other does the other, and it works. 

So if you are a rainmaker, you are not looking for your own 
attributes in someone you’re hiring. That’s not going to do 
you much good. 

You need someone that likes to do the jobs you don’t like to 
do. Just because you don’t naturally click with an SC behavior, 
understand—that’s good. That means you’re hiring your clownfish. 
This is the person that likes to do all the work you don’t like to do. 
If you’re fast and they’re slow, good. That means they will like to 
do detailed, thorough, repetitive work. The work that you, a fast 
person, do not like to do. 
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Similarly, if you are an SC behavior hiring a sales person, you’re not 
going to like the fact that they’re a fast-talking person that sounds 
like a salesman that’s too aggressive and who might offend your 
clients. But they’re also someone that is going to enjoy the job of 
being in sales. 

You can teach technique. You can’t teach 
someone to like their job. 

You are trying to hire your opposite oftentimes, especially if you’re 
making your first hire. Because if you’re hiring your opposite, 
between the two of you, one of you should like every aspect of the 
job, within reason. But if you hire someone just like you, now both 
of you are going to hate half the job. So don’t get discouraged 
if you’re hiring an administrative person and they don’t seem to 
have enough of certain attributes. This is one of the most common 
mistakes we see—someone hiring an administrative person but 
they don’t seem to be aggressive or assertive or proactive enough. 
They aren’t going to be proactive. You’re proactive. That’s why 
you’ve been so successful and you need to hire an assistant. The 
assistant is going to clean up your messes. So, understand what 
we’re after, and don’t look for yourself in your first hire. 

Look for your morals, ethics, and those types of things, but 
do not look for your own behavioral style in your first hire.

The Right Behavioral Profile

Keep in mind the specific behavioral profile you’re seeking for the 
job you want to fill. For our phone screening interviews, we are 
only allowing into our schedule those behavioral profiles that fit 
our desired behavior, and that is it. 

We do not start making exceptions for our behavior 
and take anything other than exactly what we’re 

looking for. 

We have to trust the profile. 
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In sifting through our DISC assessments and setting phone 
interviews, we are only deciding whether we’re going to give them 
15 minutes on the phone.

We need to be very cautious and only let those 
people through to a phone screening interview 

phase that meet our desired profile. 

By this point we’ve filtered them down. Now we have someone 
with no visible red flags: 

• someone who follows instructions, and 

• someone who meets the behavioral profile. 

We decide to pass people through to the telephone interview with 
behavioral profiles that are close to what we’re looking for. 

If we want an SC and we see a 99% C and 51% S, we do not 
pass this person through because that’s too wide a margin—
it’s unlikely that’s complete error with that large distance 
between the C and the S. But if we have an 82% C and 
78% S, that’s close enough that that’s one DISC question 
either way and we could have an SC behavior there, which is 
perfect. We look for profiles that are close and we will pass 
them through. 

Remember, the reasons we do that, as discussed, is we cannot 
change natural behavior. We can train up experience, and in 
fact we can teach and train to make up for both experience and 
education. But behavior is simply behavior. People can hold their 
breath and get outside of their behavior for a while, but if these 
tasks are the core essentials required for the daily activities of the 
job, people will eventually burn out and then we will be going 
through this process again to rehire. Even worse, we will probably 
have some damage and issues with our business while this person 
was struggling in the role because of the burnout. 

Example
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Scheduling the Phone Screening Interview
We want to schedule our phone screening interviews in advance. 
We do not just randomly call applicants out of the blue. It is much 
more professional to give the applicant notice of our intention to 
speak with them and schedule a mutually convenient time, and 
we don’t want to be wasting time calling applicants that aren’t 
available when we call.

Remember this is supposed to be a process that 
saves us time. 

Its secondary goals are to demonstrate our own professionalism 
and to recruit applicants. 

Phone Screening Interview Goals
Remember we take this process one step at a time. Each individual 
step feeds into the very next step in the process, and that is all. 
The goal of this step is only to determine who we want to take the 
time with to meet in person. 

If we don’t know if this person should go to the 
next step, we need to be asking ourselves if it 
is worth an extra hour of our time to bring them 
in to our office for an in-person interview. That’s 
the only thing we’re deciding here. 

We are not deciding whether to hire this 
person or not. We are not analyzing whether 
we should hire them. We are not thinking about 
whether or not we might want to hire them. 

The only question is whether it is even worth taking 
an hour of our time to learn more about this person.

When we get them on the phone, now we’re thinking about 
whether we’re going to spend an hour with them in the personal 

“Remember 
we take this 
process one 

step at a time. 
Each individual 
step feeds into 
the very next 
step in the 

process, and 
that is all.”
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interview. There is some rather substantial preparation for that 
in-person interview which is a little time-consuming.  We have to 
have some copies for them, we have to schedule them and have 
a behavioral assessment ready for them, we have to print out a 
worksheet. We really want to screen hard in this phone screening 
part of the process because we don’t want to waste our time 
bringing in people that are not truly in our top talent pool.

We’re also not setting the in-person interview at the end 
of the phone screening interview. Instead, we are waiting 
until we’ve done all of our phone screening interviews to 
go back and set the in-person interviews. 

We want to be sure we’ve taken the pulse of the entire pool 
of applicants before we start filling up our in-person interview 
calendar. 

Most people in this hiring process want to get someone hired as 
quickly as possible and want this to be done. You cannot trust 
yourself—trust the process. Part of you is saying, This person will 
work, let’s get this done and start working. With your first few 
phone calls, you’re inclined to think, While I’ve got them on the 
phone let me set the in-person interview next week. But then after 
you talk to 10 people on the phone, you start to realize, Wow this 
person is really good - I really shouldn’t even have wasted time 
with those first couple, but you’ve already set the appointments. 

Everything is relative, so we want to get 
through as many phone screening interviews as 
we can, and then go back and pick our best five 

or so to meet with. 

We do not need to tell the others that they’re out of the running 
because we may bring them in if we meet these five and find we 
want more to choose from. 
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The whole idea of this part of the process is to get enough in-
person interviews to make our ultimate hiring decision a little 
challenging. When we find ourselves in this perfectly difficult 
position, we know we’ve been thorough enough. 

It’s much better to be deciding between multiple 
people for the job. 

We have options. 

Also remember we’re recruiting, not just hiring. During the phone 
screening interview we let them know, Hey, we still have other 
phone screening interviews to do, we’re not starting our in-person 
interviews until we’ve conducted all of our phone screening 
interviews, but it looks good.

If nothing else, get good at this process because you’ll use it for 
every hire you make in the future.

For this telephone interview, we are now going to place the 
resume side-by-side with the phone screening interview worksheet 
and use it as a guide for our phone screening interview.

Validating the DISC Assessment

The whole point of our phone screening interviews is 
to validate the DISC assessment. 

We’re not as concerned with the subject matter of what the 
candidates say as we are interested in validating behavior here. 

The questions on the Phone Screening Interview Worksheet are all 
open-ended. The whole point of these open-ended questions is to 
be able to listen for the applicant’s true behavior and validate their 
profile. This is the art. This is where the artist in the hirer comes 
out. This is where skill is required. It’s like someone who can hit a 
baseball. You have to have a high skill level to hit a baseball. You 
can practice all you want, and you just have to develop a skill level. 
It’s not one of those things we do naturally. And that’s what we do 
when we hire. 
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We learn to listen for behavior. 

DISC Margin of Error

Remember that there can be lots of reasons why the DISC 
assessments themselves are not 100% accurate, as we discussed 
earlier. These inaccuracies in assessment results come from one or 
a combination of three sources. 

• The first is applicants providing what they consider to be 
socially desirable responses rather than the truth, where they 
respond in a way that they think we want to hear for the job 
they are applying for. 

• The second is ambiguity as a natural feature of language, as 
nothing has ever been written that is interpreted in exactly the 
same way by every single person that reads it. 

• The third area for potential error is in the translation of the 
questions themselves from the original science sources to the 
format and question type used by the individual testing agency. 
Being familiar with these types of testing errors, our job here in 
the phone screening interview is to see if this person is actually 
the profile that their DISC assessment says they are. 

Let’s say you’re looking for an SC behavior for an 
administrative assistant. In a DISC assessment question 
do you like people, the S might respond with yes, I like 
people, because they actually do, but the particular testing 
algorithm scores this as an I trait. So, suddenly their I score 
goes up over the midline because of that one response. 
They score a 60% I when they should have been something 
lower. By them answering even one question based on 
a different interpretation than the question intended, a 
very good SC candidate might show up with an I over the 
midline. But you have weeded them out because they 
didn’t fit your specific criteria, which calls for an I below the 
midline. But their assessment was close. So we might pass 
a 60% I through, so long as the S and C are good and their 
overall assessment is close. However, if that I were 90%, the 

Example
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likelihood of that much error in their test is slim, and that’s 
going to very likely be a strong I behavior that won’t fit our 
administrative role. 

Understand that lots of different behavioral profiles will pass 
through that will be close, but not exactly our proscribed 
behavioral profile. We need to identify which of these that are 
close are actually the behavioral profile we’re looking for. This is 
where someone makes or breaks it as a good hirer. Can they spot 
and validate behavior over the phone of the person they’re talking 
to? This is where it pays to really get to know your DISC behavioral 
profile, and this is why we recommend having our Understanding 
DISC Profile page and our DISC Behavioral Assessment chart out 
in front of you while speaking to these candidates.  If you’re not 
well skilled, versed and trained in your knowledge of different DISC 
behavioral profiles, you can quickly refer to it. 

You can save yourself a lot of time and heartache 
here if we can weed out bad behavioral fits. 

Use these charts to help you. We’ve included them here in this 
module and also at the end of this book in Appendix C for your 
convenience.

We’re listening to the candidate speak, and as we listen through 
the open-ended questions we’re trying to validate, Is this person 
really an SC? Or is their profile inaccurate? If we’re doing a phone 
screening interview with someone who is a perfect SC profile, 
and the D and I are below the midline, we want to be sure the 
assessment is accurate. 

So we want to kind of listen and look for anything that 
shocks us, red flags that stand out. We are looking for 
evidence of higher D, I, and even C than their assessment 
showed. 

• Does this person exhibit SC qualities or are they talking too 
fast all of a sudden? And that will happen—somehow they got 
through the DISC but suddenly whoa! You’re hearing a lot of I 
in there. 
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AGGRESSIVE & QUICK

DISC BEHAVIORAL  ASSESSMENT

C
Compliance

D
Dominant

I
influencer

S
steadiness

DESCRIBERS
Direct, Dominant, Blunt, 

Aggressive

KEY EMOTION
Quickly frustrated

MOTIVATOR
Challenge, Bottom Line

SPEED
Fast

MOTTO
“I will do it!”

BIGGEST FEAR
Being taken advantage 

of, wasting time

MOTTO
“You can do it!”

BIGGEST FEAR
Rejection 

DESCRIBERS
Eff usive, Positive, 

Emotion, Eff ervescent

KEY EMOTION
Optimism

MOTIVATOR
Flattery, Recognition

SPEED
Fast

DESCRIBERS
Compliant, Accurate, 

Detail-Oriented, Control

KEY EMOTION
Fear, Risk, Aversion

MOTIVATOR
Accuracy

SPEED
Slow

MOTTO
“I will do it right, no 

matter how long it takes.”

BIGGEST FEAR
Criticism

MOTTO
“Now that I 

understand, I will 
do it.”

BIGGEST FEAR
Change 

DESCRIBERS
Steady, Stable, Good 

Listener, Reserved

KEY EMOTION
Hides Emotions

MOTIVATOR
Benefi ts

SPEED
Slow

(To Conquer)

(To Avoid Conflict)

(To Persuade)

(To Be Supportive)

I

SC

D
AGGRESSIVE & QUICK
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 /
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Asks: What Asks: Who

Asks: how Asks: Why

CAUTIOUS & STEADY

• Or if they’re not very accommodating and they take control 
with a harsh monotone voice—do we have too much C here? 
How will my clients feel about this person over the phone? 

That’s what you’re thinking in the open-ended questions, especially 
if you’re hiring someone that’s going to be on the phone a lot with 
clients or prospective clients. What type of perception am I going 
to give my clients over the phone if I hire this person to represent 
my business?

At the same time, we might have a candidate with a false CS 
assessment that is actually an SC behavior.  They are our perfect 
candidate, who was providing socially desirable responses that 
resulted in the false CS profile. They get a lot of questions about 
accuracy and compliance, and they want to look good so they just 
keep answering the questions about accuracy and compliance like 
they think we want to hear because they want this job. They really 
don’t feel that way, but they subconsciously or intentionally want to 
look that way. Next thing you know, their C shows up higher than 
their S. Should we deny this person? No, we don’t want to deny a 
potentially perfect candidate, so we pass the CS through.

You’ll see that happen frequently. 

DISC Behavioral Assessment chart
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You’ll notice at the top of page 2 of the phone screening interview 
form we have an Ideal Behavior box, and a space for what this 
candidate’s assessment is. We need to fill those out.
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Let’s look at a couple of examples to help guide you through this 
DISC behavior identification process.

Identifying the Administrative Assistant Behavior (SC)

If we are hiring an administrative person, the ideal profile in 
customer service, at least for an administrative assistant for a real 
estate agent, is an SC behavior.  That means we have:

• an S that is 75% - 100% and 

• a C that is 50% - 75%. 

So the S is clearly higher than the C behavior. 

Let’s say you get an applicant with an 82% S, 75% C. 

They are looking good—until we see they’ve got a 60% I, 
and let’s say the D is down at 2%. Do we pass them through 
or not? It’s a hard call. That I behavior makes them highly 
social. A chatterbox. They can talk all the time and in fact 
they might want to get into sales someday. They could be 
spending all their time at the water cooler just chatting it up 
and never really getting any work done. How high is that I? 
We need to identify this in our phone screening interview.

Seeing the C in the CS

If I have an applicant with a CS behavioral assessment and I’m 
looking for an SC, and I pass them through, I’m going to put a 
little note to myself, listen for the C. Let’s see how high it is. Write 
CS in the boxes on the bottom of page 1, and I might even write 
the percentage amounts so I know how close it is. Then when I ask 
those initial open-ended questions, now I’m listening for the C. 
How high is it? Because I don’t want this person if that assessment 
is accurate. 

For this position, I do not want a C that’s higher than an S. 

I’m listening to see if it is. And it’s actually relatively difficult to 
listen for a C. 

Example
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• A C behavior is much more controlling in the conversation so 
they will typically take control, whereas an S is much more of a 
support person and will listen and accommodate. 

• A C will take control and will be more assertive. 

• They’re a little tone deaf and are more about the process and 
accuracy than about making you happy. 

• They are not people people, so they aren’t as in-tune with what 
you’re wanting. They’re more in tune with what they want to 
say. 

The C will start asking you questions because they take control. 
Cs want control. They want to know that 2+2 is going to equal 
4. The C will be more likely to ask you when a decision will be 
made. They’ll be more likely to take control and ask you what the 
pay is, whereas an S is there to support, and they will very rarely 
ask you those questions. A C will also be more monotone in their 
voice. They talk with a very steady, monotone delivery. Not much 
variation comes in to their tonality or voice inflection. 

The best way over the phone to spot a C is whether 
they take control. 

How many questions do they ask of you? They will usually answer 
with too much information, to their detriment.
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Seeing the S in the CS

Conversely, an S will accommodate and have slight voice inflection. 
It will be a softer sound. Emotion will come in—not too much, 
not like an I behavior or even a D. But there will be a little bit of 
inflection. It will be appropriate. 

Ss are always appropriate. 

• An S is a people person so they will say what they feel. I really 
enjoyed that. I loved my last job. You will never hear a C say 
those words. They might say they liked it, at best. 

• But emotion is not something that comes out in a C. A C would 
say it was interesting. 

• A C is going to be more data-driven and more factual, whereas 
the S will be a bit more people-oriented.

If you cannot tell what they are, they’re an S. 
The C should stand out. 

Seeing the I with the SC

If you are interviewing for an SC behavior, the other main profile 
you’ll see come up is an S and a C with an I as well sneaking above 
the midline. 

Actually, if you’re looking for SCs you will 
see a lot of Is. 

Understand no matter what you’re hiring for, no matter what, the 
very first applications you will always get will be I heavy. You’ll get 
lots of Is in right away because Is are very fast movers and they’re 
very social so they hear of jobs fast. They check every day. 

Someone with an I will be the first to apply back, quickly. 
Whereas an SC will be very slow in responding.
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Ss and Cs are very slow and methodical people, which is why 
they’re great in administrative roles. You have to kind of wait a 
while so don’t get discouraged if you’re looking for an SC, because 
they will start to show up. 

The longer you accept assessments, the more SCs will come 
because they’re slow to the game. 

• They’re going to not only look at the assessment three or four 
times, they’re going to go to the assessment website and sniff 
around it before they put their name in. 

• They’re going to go to your website and research you a little 
bit, they’re going to go back to their resume and make it look 
better. 

• They prepare. They’re thorough people whereas an I just goes 
for it. 

The Ss come to the game late. The longer you keep accepting 
resumes and sending out assessments, the more needles in 
the haystack will show up if you’re looking for SCs. Don’t get 
discouraged right off the bat with what I call the parade of Is the 
first week. You just get a ton of them.

But when you do get SCs with Is as well, you will get a lot of 
them—a ton of them. You’ll get a lot more SCIs than CSs. And you 
won’t get very many SCs - which is what you’re looking for. 

Sometimes the I is a little too strong for our wishes in this particular 
role. S and I behaviors are both people behaviors—they’re just 
different types of people. The I people like to have a lot of social 
relationships, very surface level, and talk to a gazillion people. 
They like to network and are social butterflies. The S on the other 
hand likes deep, one-on-one reserved conversations where they 
are primarily the listener. 

It’s a lot easier to validate an SI difference 
than a CS difference. 



  159

When we get on the phone interview and we’re asking our five 
initial open-ended questions, and we have passed through 
someone with an I above the midline like our first example, we’re 
listening for how much this person talks and how fast they talk. 

Remember, SCs talk slowly. 

If we get a fast talker on the phone, that I belongs 
above the midline, and this person does not 
belong as our administrative assistant. If they 
are very expressive people and use a lot of vocal 
inflection, that’s not something an S or a C would 
ever do. That means that I belongs above the 
midline, and in looking for an SC behavior, we 
weed them out.

However, you’ll talk to quite a few with I scores 
above the midline that are slow steady talkers, 
who are very methodical. Those Is should not be 
above the midline at all, and we want them in our 
applicant pool.

We want to listen for the fast-talking I, the highly social I, the one 
who when you ask an open-ended question they just go on and on 
and on and on. 

With an S, you should actually have a hard time 
getting questions out of them. 

For example, if you ask them about their goals, they’ll have 
difficulty answering that question, and you’ll have to dig a little 
deeper into that question to prompt them. Do you have any short-
term goals, long-term goals? How about goals for their family, their 
health? But with Is, you shouldn’t have to ask any more questions. 
They’re off and running. They’ll find their way to an answer, then 
answer their own answers. And they’ll keep going. It’s like having 
a fishing line where that marlin is running out with the fishing line 
and you’re going to have to reel them in. You’ll know an I when 
you talk to one.

“Sometimes 
the I is a little 
too strong for 
our wishes in 
this particular 
role. S and I 

behaviors are 
both people 
behaviors—
they’re just 

different types 
of people.”
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Identifying the Sales Behavior (IS, ID, SI, DI)

If we are hiring a salesperson, we are typically 
looking for some profile combination with a 

strong I or a D. 

These usually come in the forms of DI, ID, IS, or SI. With sales, 
we are a lot more lenient as to what gets through to our phone 
screening interviews because a lot of different profiles can work on 
the sales end. With administrative and operations, we really want 
that SC. 

• Depending on the type of sales role you have, IS can be a great 
sales agent because they make a lot of contacts, build rapport 
and have the patience to stay with a client until they’re ready to 
purchase something. 

• The ID can be equally as valuable, because not only do they 
make a lot of contacts, but they also have a lot of drive and 
aggression to sell and perform at a high level. 

• The SI can be very effective when they’re in an environment 
with a lot of leads provided. They will convert business but they 
will be a little more reserved on generating new leads because 
they lead with that S. 
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• Our fourth best behavior for a buyer’s agent is the DI behavior. 
This is your thoroughbred in sales. The DI is extremely 
competitive and highly social, and they can make contacts like 
crazy and they will generate business. 

 ○ The only reason they’re not number one is because they 
typically move out of the role very quickly because they 
want to do their own thing and move on to the next best 
thing. 

 ○ Also, maintaining your thoroughbred in your stable is 
difficult because they will keep pushing you for increased 
compensation and increased responsibility and opportunity, 
and it’s hard to keep them in the stable without a defined 
path for growth. If you’re going to hire them for sales, 
you might want to make room for them to be your sales 
manager too, and then some day your vice president. Then 
you’ll have to have something after that too because they 
do want a path for growth and if you can provide it, they 
may be your perfect hire. They will generate at a high level if 
everything else is equal.

We typically want an I in the profile in sales, and 
really we don’t want a C in the profile at all. 

Any type of C will have a hard time with the nature of sales.  They 
aren’t as accommodating, and they believe in what’s right as they 
see it, so they have a hard time selling. That’s because so much 
of selling involves determining the client’s needs.  They are more 
interested with controlling the process and adhering to their own 
needs, so Cs are not great in sales. They’re a little tone deaf with 
regard to what the other person wants.

Seeing the S with the I

When we start to see the SI and ISs show up is when things slow 
down and become very emotionally focused. This is someone who 
loves people. They like getting to know lots of people and they 
love staying in relationships with them. These are typically people 
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pleasers, so they have a hard time with time management. They 
will take as much time as anyone needs, even if it conflicts with 
their schedule, whereas the IDs and DIs typically will not. 

When we are validating, we listen for a C, and we listen for the 
differences between the Ds, Is, and Ss to ensure they fit our 
specific profile. 

Seeing the D in the ID

Understand that there’s usually a difference between an IS or an ID/
DI combo. 

• An ID will be much faster. Both the I and the D are fast. They 
will talk at a rapid steady pace with absolutely no problem 
speaking. 

 ○ If they answer very quickly and abruptly and don’t go on 
forever, that’s typically a DI behavior. 

 ○ If they talk extremely fast and speak a lot longer with a lot 
more emotion, like, I love this, I’m so excited about this, 
This makes me feel good, you typically have an ID. 

So that’s what we’re doing. We’re listening for 
those other behaviors and validating the DISC 

assessment by what we hear. 
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Phone Screening Interview Agenda
Our phone screening interview worksheet is going to be our 
agenda for this 15- or 20-minute phone call. We’re presenting 
this four-page Phone Screening Interview Worksheet here in the 
module in a shrunken version so you can take a look at it and 
follow through this discussion, and we’ve attached our full-size 
version of the Phone Screening Interview Worksheet as Appendix 
D to this book. 

It is meant to guide you through these quick telephone interviews. 
This is a four-page document that breaks down the interview into 
three specific sections. 
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 Phone Screening Worksheet 

Applicant Name: Date: 

Initial Open-Ended Questions 
1. Tell me about your WORK EXPERIENCE:

2. Tell me about your EDUCATION/TRAINING:

3. Tell me about your INTERESTS:

4. Tell me about your GOALS:

5. Tell me about the HABITS you have:
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Section 1

Once we get on that phone call, we start with the initial open-
ended questions on page one. 

• You’ll notice there are five questions there about five topics: 
their work experience, education and training, interests, goals, 
and habits. 

• These are open-ended questions designed for us to stay 
lazy and curious, and for them to do the talking. We’ll let the 
questions do the work here. Questions like, Tell me about your 
work experience. Tell me about your goals. Tell me about your 
habits, are designed to let them talk. 

• The questions are open-ended, and we’re going to pay 
attention not only to what they say, but to how they say it.

Section 2

In the second part of the Phone Screening Interview Worksheet, on 
pages two through four, you’ll see that we’ve provided a total of 34 
questions that cannot possibly be asked in 15-20 minutes. That’s 
because we err on the side of being overinclusive. We believe you 
can omit questions a lot easier than you can think them up. 

Basically, we look through these 34 questions and 
we’ll usually only ask about 10 of them to fill in the 
blanks around the information we don’t know after 

asking our initial open-ended questions. 

Oftentimes our candidates will answer a lot of those questions 
in their responses to the open-ended questions. We just want to 
be logical and as they’re answering their open-ended questions 
and we’re writing notes, we’re also moving ahead and scanning 
through the phone screening interview worksheet to pick about 10 
questions that we like.
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Another strategy that will give you some flexibility is for 
you to just find some questions of the 34 that you like and 
ask them to every single applicant. 

We provide you some flexibility here depending on what’s 
important to you. If you have a very time-sensitive job, you might 
ask them questions about whether they use a calendar or day 
planner. If you don’t, that may not be important to you. If they 
have a lot of close contact with your clients where they’ll actually 
get to know the clients, you might ask them, What does a client 
for life mean to you? But if they’re not going to have a lot of client 
contact, it’s not something I’d necessarily worry about. 
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 Phone Screening Worksheet  
 

 

DISC Behavioral Assessment 
IDEAL: THIS CANDIDATE: 

  

NOTES: 

Additional Phone Interview Questions 
Choose from the following questions below to help fill in the blanks after asking the initial open-ended 

questions. Typically, conducted by an administrative staff member prior to the lead agent of a team speaking 
with the candidate directly. 

☐ 1. Why are you considering giving up your current job or position?

☐ 2. What exactly did you do at your last job? Tell me what your average workday was like and what you 
were responsible for handling.

☐ 3. What accomplishments are you most proud of professionally? Personally?

☐ 4. Have you ever thought about being a real estate agent?

☐ 5. If you had more spare time, what would you do with it?

☐ 6. How would you handle a customer who called and was angry?

☐ 7. How would you handle a customer that was upset about something the agent hadn’t delivered? Could 
you turn that situation around and make the person a happy client?
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Use your discretion and ask only about 10 questions 
maximum, because you’re going to learn the most 
about this person from the first set of questions.

You also can pull in any questions that you have that concern you 
about this person. For example, if they have a high I behavior that 
comes up above the midline and you still aren’t sure about that 
assessment, ask them point blank: 

You sound like a pretty social person. This job primarily 
requires a lot of data entry where you’re in front of the 
computer all day without a lot of human contact other than 
on the phone with a few clients. Do you think you would be 
happy in that role? 

Ask them these questions point blank. If you see a high C behavior 
above the S and you’re hiring that admin role, you might ask: 

Hey, you’re going to have a lot of client concerns coming 
your way, with a lot of emotional needs. And oftentimes 
those will be off base, but we’ll have to accommodate them 
and make them happy. There will be a lot of fires to put out 
that take you out of your schedule, rhythm and workflow. 
Are you okay with that much chaos? 

Asking them point blank questions like these will test 
their true behavior. 

If you see something on their resume that concerns you, this is a 
great time to ask them: 

I see you’ve always worked in sales and now we’re talking 
about a desk job. That’s a polar shift. It seems like your 
behavioral profile comes out okay, but is that something 
you really want to do? 

Ask them point blank. This is the time. You will be spending an 
hour with them in the in-person interview, so make sure we address 
it correctly now so the process does the work of weeding them out.
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Section 3

Page five of the Phone Screening Interview Worksheet has a 
list of additional phone interview questions. They’re typically 
only needed if a second phone interview is required. The only 
time we recommend ever doing a second phone interview is if 
there’s a second person involved in the hiring process and the 
first person cannot decide whether to put a candidate through to 
the next step. In other words, the interviewer can’t decide if the 
candidate is worth an in-person interview. And the time when this 
most frequently comes up is when you have a leader making the 
ultimate hiring decision that has delegated the hiring process off to 
someone else on staff. 
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 Phone Screening Worksheet  
 

 

Follow-Up Phone Interview Questions 
Typically conducted by the lead agent of the team on a second phone call  

prior to meeting the candidate in person. 

1. Where do you hope to be in five years? 

2. What do you think it takes to be a successful real estate agent? Have you personally ever worked with an 
agent? 

3. Describe the time you were most motivated at any of your previous jobs. 

4. When were you least motivated? 

5. How do you schedule your time? 

6. How do you set priorities and solve problems of conflicting priorities? 

7. How long would you be interested in holding a position such as this? 

8. What is your greatest strength? What is your greatest weakness? 

9. Describe the worst day on your last job. How did you handle it? 

10. Describe your dream job. 
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Everything up until now could, in theory, be delegated to another 
person. Someone who already has an assistant working for them 
could have put up the job posts, filtered through the resumes and 
looked for red flags, sent out the DISC assessment instructions and 
received back the profiles, and then could have actually conducted 
the phone screening interview. Then they would just hand their 
notes over to the person conducting the in-person interview and 
making the hire to review. 

If the support person could not make the decision of whether to 
spend an hour of the decision-maker’s time on this candidate, 
they can suggest the ultimate decision-maker make a quick phone 
call and ask a few of the 13 questions provided on the additional 
phone interview questions section of the phone screening 
worksheet. 

This will allow the decision maker to decide whether 
they should push them forward. 

They should also use the assistant’s notes from the first three pages 
to tailor any specific questions they want to ask, whether those are 
about the behavioral profile or any of the candidate’s responses. 

Following the Phone Screening Interview
We want to be sure we understand that everything up to this point 
could have been delegated. 

Going forward from the phone screening interview, 
we don’t recommend anything be delegated to a 

staff member. 

Whoever is making the hire needs to conduct the in-person 
interview, which is our next step. 

Typically, we want to set as many in-person interviews as we can 
within our time constraints, which is ideally somewhere between 
five and eight. 
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Once you’ve decided on your pool of applicants you want to meet 
with, you’ll call them back to schedule the in-person interviews, 
which we’ll discuss in-depth in the next module. 

Also ask them to bring a list of references to the in-person 
interview if they didn’t provide references with their initial 
resume.

Ranking Candidates

The idea is that going into the in-person interviews, we want to 
think of it like a golf tournament leaderboard. We have them 
ranked already with a leader, a runner up, third place, fourth place, 
etc., before we meet with these people. 

Understand that the leaderboard will likely change 
once we meet them in person. 

So keep that leaderboard running, especially if we have another 
person conducting the process for us. We want to know which one 
you like best, second-best, and third. Keep them ranked. See if 
they knock each other off. 

In addition, we can have outside players coming to the game. 
It takes only one new DISC profile of someone you really like to 
move them into the running. You call them and you really like the 
phone interview. Now they’re starting to move up the leaderboard. 
Then we really, really start thinking about final positions for the 
final day of the tournament, after the in-person interviews, until 
ultimately we check references. 

At that point any major last concerns get vetted out, then 
we’ve got a final leaderboard and we make our offer to 
whoever the leader is. 

If that doesn’t work out, we go to the runner up. All the while we’re 
taking in more applications and getting people caught up on the 
leaderboard. We don’t stop. 
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• Every time we talk to our candidates, we congratulate 
them on getting to this stage of the game. 

 ○ We’ve had hundreds of applicants, because you will. 
Let them know. Get them excited about this. You’re 
making it through. This is the lottery, and you’re one 
of the few that has a chance of winning. We’ll be 
finishing up the next round of phone interviews, then 
we’ll be doing our in-person interviews. This makes 
them covet the job. They want it. 

 ○ Part of our in-person interview strategy will be 
continuing to foster that desire we’re creating within 
them to actually get the job. They’ve already been 
through a few hoops so far, much more than they’ve 
experienced in the past. The more of a process we 
put them through, the more they want it.

• Do we put the applicant forward to the next step in the 
process? Do we want to take an hour to meet with them 
in person? That’s the only question we have at this point. 

 ○ In speaking with them on the phone for 
15-20 minutes, we’re determining whether 
their behavioral profile is a perfect match 
with what we’re looking for. If so, we move 
them forward in the process. If not, we 
don’t. We want to move about three to 
eight people forward to the next step, 
which is the in-person interviews.

• We’re not anywhere near thinking about hiring them yet. 
Remember we still have to meet them in person and we 
still have to check their references. You’re going to learn 
a lot more about this person in the steps subsequent to 
this one. 

CONCLUSION

“We’re not 
anywhere 

near thinking 
about hiring 
them yet.”
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 ○ We are in no position yet to start analyzing, over this 
phone interview, whether or not we should hire. 

• In this step in the hiring process, we’re meeting with the 
top 30 or so candidates that have a DISC profile close to 
what we’re looking for.  

 ○ We’re spending 15-20 minutes with each of them 
to determine whether their DISC assessment was 
accurate and they are indeed what we’re looking for. 
The only goal at this stage is to decide who we want 
to meet with for an hour each. Do they match the 
behavioral profile we’re looking for and if so, do we 
want to interview them? That’s our only consideration 
here.



MODULE 7: 
IN-PERSON INTERVIEW
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The in-person interview is an extremely powerful piece in 
this hiring process.

This module covers the 
steps for the in-person 
interview. We go over 

scheduling strategy, goals 
of the interview, and how to 
structure your time during the 
interview.

In a short time—
about an hour—you 
will develop a deep 

sense of who your final 
candidates are, and 

gather the information 
you need about 

their characters and 
personalities in order to 
reach your final hiring 

decision. 
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You already know they fit your DISC profile because they have 
already made it through that part of this filtering process. 

Possibly the most informative step in the hiring process 
will be when you meet your candidates in person.

It is vital that you not skimp on this part of this process in any way. 
You have taken every step in this process quite seriously up until 
now, and here at the end is no time to start cutting corners. This 
module will walk you through exactly what to do and how to do it 
for the in-person interviews.

We definitely want the decision-maker involved in this step. 

We don’t want to delegate this step out to anyone else on 
the team. We want the decision-maker here because this is 
when you’ll get your best view of the applicant. 

You’ll need to do a little preparation for these interviews. 

You’ll see that by this stage, you’ll be a lot stricter on 
your DISC profiles. 

You won’t be as inclined to take those that are 
close in DISC behaviors, because now you’ve 
got a benchmark set for yourself and you know 
you can’t reasonably meet with more than a 
certain number of people. We want to create 
relative comparisons, because now you know 
what you’re looking for. Bringing candidates 
through to this phase as a group rather than 
individually makes you more selective, and it 
also makes them realize you’re being more 
selective. We are recruiting, not just hiring. 

That’s what you do when you’re attracting top talent. If they know 
they’re in the running, they’ll want it more than if they feel they 
are the only choice. They want to be the one chosen. They want 
to be the one selected. They want to receive the award. That’s the 
motivation that this type of process creates in them.

“They want 
to be the 

one selected. 
They want to 
receive the 

award. That’s 
what this type 

of process 
creates in 

them.”
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Scheduling the Interviews
After the phone screening interviews, we typically want to try to 
set up anywhere from three to eight in-person interviews, with a 
minimum of three if we can. 

We try to limit our in-person interview to one hour. 

Because of that, I strongly recommend that if you are lining them 
up in your calendar, to leave a half-hour break between interviews. 

These are engaging conversations, and they will tire you out 
because we’re focusing in on these people. At the same time, 
we also have our day-to-day business that we need to run. Those 
demands can be tough if we’re interviewing eight people. The 
idea of sitting down and holding eight interviews, typically an hour 
each, can be quite daunting. 

Sometimes you will run over a little bit. It is okay, if not 
encouraged, for you to leave the room with one candidate and 
have another one waiting to come in. If they see each other that’s 
fine. 

We’re creating that competitive nature and showing that 
you’re being very thorough and professional, and you have 
options in your search.

Scheduling Strategy

It’s good to be scheduling and 
conducting these interviews in 
clusters. This way, we are bringing 
our same selves to each interview 
when we schedule them to follow 
one another.

We have different moods and 
different energy levels on different 
days. What bothers us on some 
days does not bother us on other 
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days and we see things differently in different frames of mind. If we 
try to do one at a time, on different days, our interviews are subject 
to our moods and energy levels for that day. We might be feeling 
happy that day, or tired and lethargic. You never know what type 
of mindset we’re going to bring into the interview from external 
factors, and just as importantly, you don’t know how these varied 
mindsets will affect your judgment of the candidate before you. 
We may be feeling very low or very high and the next week, if we 
interview someone else, we might be coming from a very different 
perspective. This may mean that a lesser attractive candidate will 
seem more attractive on a day when we’re feeling a particular way, 
and that a more attractive candidate will appear less desirable 
on a different day when we’re coming from a different personal 
perspective. 

When we conduct them together, in close 
clusters, we bring our same perspective to each 

interview, allowing us to compare them more 
fairly and clearly, as well as evaluate them all 

based on more uniform criteria.

As a result, we want to try to schedule these interviews in clusters. 
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If you can do a couple in the same day or maybe three over two 
days that’s better, so you can look at them together and compare 
them against each other. We have a more objective eye that way 
and it’s easier to begin to rank people. 

We’re going to try to hold appointments with a larger number than 
we typically would feel comfortable with. 

I don’t believe in setting 15-20 different interviews. If we’re 
feeling the need to meet with 15-20 of them, we haven’t 
been thorough enough in our phone screening process. 

We will need to think about going through and doing another 
phone screening call with some of the additional questions that 
we put on the overinclusive Phone Screening Interview Worksheet 
Form, available as Appendix D. We might use the second interview 
questions on the last page of the phone screening interview 
worksheet so we can narrow our pool. We shouldn’t be wasting this 
much time on hiring, meeting with 15 one-hour appointments. 

You probably don’t want to meet with more than 
about eight.

Remember that we are not going to offer anyone the job at these 
interviews. We are not done. This is not the last step in the process. 
We don’t want to be hasty. We’ve got them right here, and sure 
we want this process to be done, so it’s tempting to make an offer 
to the one you like the most. Maybe we’re afraid that they’ll take 
another job they’re interviewing for, so we hire out of scarcity 
because we don’t want to lose them. But we 
never hire out of scarcity. That’s another reason 
also to have eight interviews—some of these 
people might take another job before you’re 
done with your process. We have to come from 
a high volume and remember, we’re still at the 
point where we’re casting a wide net. The more 
numbers we can reasonably work with, the 
better. 

Also, don’t be surprised if a great candidate 

“Remember 
that we are 
not going 
to offer 

anyone the 
job at these 
interviews. 
We are not 

done.”
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suddenly pops through the process and you want to add them 
to your list of interviewees at the last minute. You may be setting 
these in-person interviews in your calendar, trying to cluster them 
into one week perhaps. You suddenly receive a DISC assessment 
that is a perfect match. When that happens it’s not abnormal to 
do a quick phone screening interview with them, and even include 
them in this cluster of in-person interviews. 

Ranking Candidates

At this stage in the process we want to start 
looking at our candidates as though they’re on a 

leaderboard. 

We’re constantly trying to rank our number 1, number 2 and 
number 3 choices, and see how our candidates move around each 
other, up and down the leaderboard based on our interactions with 
them. 

This is also where meeting with more is better than meeting with 
fewer. Just as we talked about finding needles in the haystack 
earlier, if you meet with eight people as opposed to three, the 
likelihood of you finding a talented hire is almost three times as 
great. If we’ve already come this far, why would we suddenly be 
in a hurry to finish quickly by meeting just three? The reason is 
because we want to hurry up and get this person hired so we can 
get them started. We’re tired of the process, and we want this 
person in place so we can start training them and moving forward. 
But to stop here right before the finish line, and make a hasty 
decision with our hire now, is a bad move.

Preparation: Materials
In order to prepare for these interviews, we do want to make 
sure we have some documents with us for each interview. That’s 
why we’ll be printing all of these forms and using them with each 
interviewee. 



  179

Of course, the first thing we’ll want is a blank In-Person Interview 
Form, which we’ll be going over in the bulk of this module. We’re 
including a shrunken version here in the text so you can take a 
quick look at it, and a full-size version is available for you at the 
end of this book as Appendix E. 
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 In-Person Interview Form 

***Note: Interviewer should have the following documents printed and on hand during each in person interview: 
☐ 1. Resume ☐ 4. Understanding DISC Behavioral Profiles Form
☐ 2. Phone Screening Worksheet Notes ☐ 5. Job Description
☐ 3. DISC Assessment Report ☐ 6. Blank In-Person Interview Form Printed for Each Interview

Applicant name: Date: 

Interview Questions 
1. TELL ME YOUR STORY - Start with when you finished your formal education and tell me about each job

you’ve had up till now. (Have their resume out to walk them through their past work experiences step-by-
step)

a) What did you like the most about the job?

b)   What did you dislike most about the job?

c)    Why did you ultimately leave the job?

NOTES: 
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 In-Person Interview Form  
 

 

2. Have you DONE ANY RESEARCH about us? What do you know or think about our company? 

3. What would your former supervisors say were your biggest STRENGTHS? 

4. What would your former supervisors say were your biggest WEAKNESSES?

5. Explain 2 situations in the past when you were TRAINED WELL?

6. Explain 2 situations in the past when you were TRAINED POORLY?

7. What did your favorite former supervisor do to MANAGE YOU THE BEST?

8. How have your former supervisors MANAGED YOU POORLY?
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9. Explain the IDEAL RELATIONSHIP you would like to have with your SUPERVISOR?

10.Describe your FAVORITE CO-WORKERS and what they did to work best with you?

11. What type of traits does a GOOD PERFORMER exhibit on the job? And a BAD PERFORMER? 

12. Describe your IDEAL WORK ENVIRONMENT. And a BAD WORK ENVIRONMENT? 

13.Name 2 PEOPLE THAT YOU ADMIRE the most, one personal & one famous. And why?

14.Do you SET GOALS?

15.What MEASURES DO YOU PUT IN PLACE to help ensure you reach those goals?
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16.What are your LONG-TERM CAREER GOALS? In 5 years, 20 years, retirement?

17.What do you do to MOTIVATE YOURSELF to do things you dislike, but need to get done?

18.What was your BIGGEST CAREER ACCOMPLISHMENT? What did you learn from it?

19.What was your BIGGEST PERSONAL ACCOMPLISHMENT? What did you learn from it?

20.What was the BIGGEST MISTAKE you’ve made in your CAREER? What did you learn from it?

21.What AMOUNT OF PAY do you need to be able to take this position? HOW MUCH DID YOU
MAKE at your last job?

22.What OTHER JOBS or POSITIONS are you currently interviewing for?
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23. If we were to offer you the position, HOW LONG BEFORE YOU COULD START?

24.Describe WHY YOU BELIEVE YOU’RE A GREAT CANDIDATE for this position?

25.What are YOUR BIGGEST CONCERNS about this position?

26.Do YOU HAVE ANY QUESTIONS for me?
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Additionally, we’ll have a copy of their resume handy, so we’ll 
want to print a copy of that. All of these materials are listed at the 
top of the in-person interview form there in bold print. We’ll also 
have their phone screening interview worksheet notes handy—
which are the notes you took on the phone screening interview. 
We’ll have a copy of their DISC assessment report, and a copy 
of the Understanding DISC Behavioral Profiles form (Appendix 
C). Both their DISC assessment report and the Understanding 
DISC Behavioral Profiles form we’ll give to them, and we’ll be 
talking about that later as well. We’ll also have a copy of the job 
description that we are hiring for.

There’s some printing that goes into this. If you’re holding eight 
interviews, you’ll be making the copy machine a little busy. Some 
of these materials you’ll keep for yourself, and some you’ll give to 
them. 

Interview Structure

When we do sit down for the interview, we have all 
of these pieces of paper in front of us. 

We’ll have the in-person interview form out on our right, assuming 
you’re right-handed because that’s where you’re going to write, 
and on the left side, or the opposite side, you’ll have their resume.

We are shooting for an hour long. Forty-five minutes of that hour 
will be reserved to go through the in-person interview form. The 
in-person interview form is four pages of questions they will need 
to answer. That is not a lot of time to go through 26 detailed 
questions. 

You’ll have to move very quickly through this form. 
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With the last 45 minutes of your hour reserved for the in-person 
interview form, that leaves you the first 15 minutes to get quite a 
bit done—we’ll have to really focus on moving at a brisk pace. We 
want to move quickly through this because we want this to be both 
empowering and informational for you. 

Remember, we’re still recruiting. So the first 15 minutes is 
a little more about recruiting, and the last 45 is more about 
helping you make the assessment. 

Leveraging the DISC Assessment: 15 Minutes

The first 15 minutes of the in-person 
interview is about the DISC assessment 

and the job description. 

First we take half of that 15 minutes to explain 
the DISC assessment to them, then we use the 
other half of that first 15 minutes to match their 
DISC assessment with the job description for 
them.

Explaining the DISC Assessment Report: 7½ Minutes

In those first 15 minutes, the first thing you’ll show them is their 
DISC assessment report. We can spend no more than 7½ minutes 
on that, which means we won’t be able to flip through the entire 
report. I would only open the report up to the page that shows 
their large DISC profile laid out, so we can confirm what their 
profile is. 

We’re going to point out their behavioral profile as we go through 
their report with them. This is a recruiting tool for us at this point. 
For an administrative hire, we’ll tell them their report says they’re 
an SC behavior and we’re looking for an SC behavior, which is why 
they’re sitting there. We’ll inform them that their DISC assessment 
tells us that they will not only enjoy this job, because its duties fit 
with the things they like to do, but they will also be proficient and 
strong at this job.
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Many companies will do behavioral assessments and never show 
candidates their assessment score. Let your candidates see that 
you’re not about that. 

Show them that you’re about income and work, that you 
actually want them to grow and learn, and you fully intend 
to play a big role in their professional development and 
growth because it’s important to you in your organization. 

Illustrate a Path for Growth

Many, many employment tests and scientific studies have 
been done showing that providing a path for growth is a major 
consideration.  Most job applicants want it in a job, but most 
hiring companies don’t offer it. It’s not just money, benefits, or 
vacation that people are after. The X factor that they want that 
most employers don’t provide is a path to personal growth and 
development. 

People want a career. 

It’s very easy to think about this. There are a lot of people out 
there looking for jobs, and they’ll look for jobs all over the place. 
They’ll assess the time demands of different positions, the number 
of hours they would work, and the benefits and the pay they are 
offered. However, if they get offered a job in a large successful 
company like Google, you’ll be surprised to see how much lower 
pay and benefits they will take just to get in the door. Why? They 
see a path for growth there. If they can just get in, they can move 
up.



Companies that have a path for growth invest 
a lot of time, energy, resources and money in 

developing their people. 

By you showing them their behavioral profile, showing that you 
want to ensure they will like the job, teaching them in 7½ minutes 
about themselves—This is what you like, This is who you are, This 
is how you behave, and You will be a good fit for this job because 
of these characteristics—is probably more professional growth 
than they have received in any of their jobs up until today. And 
we’re just showing them the first step in the process—wait until 
they come work for you. This is recruiting.

• We pull out the Understanding DISC Behavioral Profiles form 
(Appendix C1), which is a quick reference sheet that shows 
them some of the character and behavioral traits of the four 
different profiles. 

• We show them where they are on this form and what traits they 
have. We only have 7½ minutes, so we have to move quickly. 

To use the SC example, we show them that they would like a job 
that’s very steady, structured and procedural, where they won’t be 
overwhelmed with people contact but they will have contact with 
people. It will also be important for them to keep processes and 
ensure everything is accurate, which is the C profile. If we’re hiring 
for a sales position we want to point out that the job will give them 
a lot of interaction with people, that they will have a chance to 
express themselves and be creative, and that we have standards in 
place for them to compete and measure their performance. 

It’s also a good idea that if you’re an organization that intends to 
grow, sell more, and increase production over time, whether it’s a 
strong likelihood or not, if that’s your intention, let them know that. 

You want to show your growth. 

If you have an organizational flow chart of a real estate team to 
show where the team could go, that also demonstrates that path 
for growth. 
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If you’re hiring someone that’s your assistant but you want to add 
more people to the administrative side of your organization, tell 
them that. Let them know that it’s your hope that they become the 
manager of that whole side of the organization. Then you don’t 
have to hire anyone else in admin because they can do all of that 
hiring. 

You’re showing them that you want to give them increased 
responsibility, which is assumed to come with increased pay. It’s 
much easier to do that than by hiring above them, which is much 
harder—on the whole organization, on growth, and on keeping 
people happy. So that first hire, in a perfect world, is the last hire 
you will ever have to make, whether it be sales or administrative. 

If we’re talking about hiring on the sales side, 
it’s a good thing to explain to them that if 
everything goes well, they’ll be able to hire 
people underneath them and as those people 
sell, they get paid more. On the administrative 
side, as they hire more people to run the 
administration of your business, that enables 
you to let go and focus on running the business. 
Meanwhile, they can be doing most of the 
work on building out and structuring the 
administrative side by giving parts of the jobs 
away. Preferably the ones that are less important 

and maybe they don’t like as much, and focusing on training and 
hiring people to fill those roles beneath them. 

People want that opportunity for learning and 
growth. So talk about it and show it.

Aligning the Job Description: 7½ Minutes

For the second half of the first 15 minutes, the second 7½ minutes, 
we align their DISC assessment with the job description. We show 
them the similarities between their profile and the job description. 
We point out that we have selected their behavioral profile very 
carefully and very specifically because we want to make sure that 
they will love this job. 

“You’re 
showing them 
that you want 
to give them 

increased 
responsibility, 

which is 
assumed to 
come with 
increased 

pay.”
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That’s one of the main reasons this process is taking so long. 
Everyone wants and needs a job to pay their bills. They tell 
themselves they can do whatever job whether they like it or not. 
But we don’t want that. 

We want to make sure they stay in the job, which 
means they have to like it. 

We don’t want to hire someone that will just be in the job 
for a short period of time. We want someone who will 
have longevity, enjoy it, and will thrive. 

We know that if an applicant will enjoy the job and is 
a behavioral fit for the role, they will thrive because 
they’ll be operating in their strengths all the time. 

We don’t want someone who will have to force it every day. So we 
tell our candidates that this behavioral assessment tells us that they 
will love the day-to-day activities of this job description, which is 
why they’re sitting in front of you now.

• We have just told them they’ll love this job. 

• We’ve actually proven it to them by showing them 
documentation around it—in only 15 minutes. This will give 
them clarity about their job search. 

• We’ll even let them keep both this report and this 
Understanding DISC Profiles form for quick reference. 

As we know and discussed earlier, behavior is something that you 
can’t change. People will often look for jobs based upon benefits, 
past experience, or the amount of pay. They don’t actually look for 
things that they would like to do, which is why a lot of people jump 
from one job to the next a lot. This will give them some clarity in 
their career that oftentimes they’ve never had before. That’s the 
recruiting piece.
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Compensation Expectation Check

There’s another reason we show them the job description: It puts 
them in check with their compensation expectations. Some people 
think they’re worth a lot and they can do a great job, and they’re 
actually half-way involved in the compensation negotiation when 
they’re meeting with you. They want to appear like they can do 
the job and they deserve more pay—until you show them the job 
description. Then they realize, Wait a minute, I’ve never done a 
lot of that stuff. When they see that they haven’t done a lot of 
that stuff, they think, Uh-oh, maybe I’m not worth what I think I’m 
worth. They start to realize that you’re going to have to train them 
on all that stuff, and they start realizing who the boss is. 

Showing them that job 
description is crucial, especially 
when we’re getting applicants 
without experience in the role.

Applicants without experience in the 
role are fine. Again, experience is usually 
relatively easy to train in almost every field out there. It’s behavior 
that we can’t train. But the key is it gives them a sense of reality 
that they’re not really worth $50,000 a year – at least not to start - if 
you’re trying to pay $30,000 to begin with. If the job description is 
big, broad and detailed, like ours are, they’re going to realize, Wait 
a minute, it might take me a year before I get my arms around all 
of this and I’m very proficient at it. We show that up front, at the 
beginning of the in-person interview, so that they are aware of how 
much they will need to learn. 

We give them the job description not just to align it with 
the behavioral profile to show they’ll like the job. It’s also 
to put them in check. 

It’s a great way to help make them aware that you very likely will 
compensate them less at the start. That first quarter training period 
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is a great opportunity to say, We’re going to start you off at this 
pay, and at the end of this we’re going to make sure you’re okay 
with the job. 

Interview Question Process: 45 Minutes
After we’ve gone through the candidate’s DISC assessment and 
aligned their likes and preferences with the job description, we 
then start into the last 45 minutes of the in-person interview form. 

This is the question-and-answer period where you 
dig deeply and make your assessments of your 

candidates. 

You do want to watch the clock. We want to 
keep moving quickly. 

One reason we want to keep moving quickly 
is, again, this is a recruiting process. We don’t 
want this to be slow and drug out. We want 
it to be very empowering. Think about going 

to a movie that just drags on forever, then you leave and feel like it 
was terrible and a waste of time. But if you go to an action-packed 
movie with lots of plot twists and lots of things happening, you 
come out of there and it seemed like it went so fast. That is what 
we’re trying to jam into this hour, because we’re recruiting, not just 
hiring. We’re trying to put our best foot forward. Trust me, you’ve 
done so up to this point. They have been through many hoops to 
get here. They don’t want to stop before the finish line either. They 
want it more and more with each step. So we want to show them 
our seriousness in this process. We want to move briskly through 
this so that they are empowered and more and more excited about 
this job. 

At the same time, we want to learn as much about 
them as we can in as short a period as possible. 
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You have an important decision to make, and just an hour to assess 
each candidate and essentially base that important decision upon. 
You need to jam as much quality questioning into that 45 minutes 
as you can so that you have enough information to make your 
decision.

That whole last 45 minutes will be encompassed by the five-page 
in-person interview form. 

It’s pretty typical for the first half of that 45 minutes, the 
first 22½ minutes, to be focused around question number 
1: Tell me your story. 

Question 1: Tell Me Your Story - 22½ Minutes

We’ll probably spend 22½ minutes on that first question, and the 
last 22½ we’ll use to cover the entire other 26 questions. 

We’ll cover a question a minute in the second half, 
and we’ll have to move quickly. 

Many of their answers will be covered in question number one, so 
we’ll be able to gloss over them relatively quickly later on if we do 
a good job on tell me your story. 

This piece is really a main part in this entire process where top 
interviewers and employers shine. They shine on screening and 
identifying behavior in the phone screening interview, and they 
shine right here on tell me your story.



Typically, a resume will have an Experience Section, which is usually 
the largest section, that will show everywhere that they have 
worked. 

When we move through this, we want to start with a 
chronological path from their first job to now. 

We want them to walk us through their career, with us guiding 
them down that path to right here, this very moment. We do that 
from job to job. Depending on the age of the person in front of 
you, you have to use a little discretion. 

If we’ve got someone who’s 30 years old, I’d probably 
start at high school, and I’d say, So, where did you go 
to high school? That’s my first question and my personal 
favorite question. Where’d you go to high school? I’ll ask 
that because then I get an idea of where they started. 
If they’re in the same town that you’re in right now, you 
know it. Ok, I know that school, great. 

It’s never a good idea to delve into too many personal questions. 
But if we do tell me your story correctly, they will actually reveal a 
lot of personal information because major 
personal events, issues, and drama are what 
dictate changes in jobs. So I’ll say, Great, 
what did you do after you got out of high 
school? They’ll tell me they either went to 
college, or any post high school schooling 
they went to. Or maybe the military, or they 
went to beauty school or whatever it was, 
and I say Great! and I move them pretty 
quickly through that. I don’t really want to 
hear if they were in the student council or 
if they were in the choir. I just want to say, 
Great when did you finish that up?, so I’ll 
move them through the timeline because 
time is a factor.

“It’s never a good 
idea to delve 
into too many 

personal questions, 
but if we do ‘tell 
me your story’ 

correctly, they will 
actually reveal a 
lot of personal 

information 
because major 

personal events, 
issues, and drama 
are what dictate 
changes in jobs.”

Example
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Then, I’ll say, Okay what was your first job after that? If they say 
they worked at the front counter at McDonald’s, I’m probably 
going to move quickly. I don’t want to hear too much about that; 
that job is very different from the one I have here. 

But the minute they start getting into jobs that 
are remotely similar to mine, like for example if 

we keep following along with that administrative 
assistant job description, I want to hear more. 

For example, if they start saying, I started working as a 
receptionist in a dentist’s office. Now we’re pretty similar. 
You were with a dentist, in an office, doing a lot of admin 
work at the front desk. Now I’m going to start digging a 
little bit into that job. I’ll move them pretty quickly through 
their work histories until I get to that job that’s similar to 
this one. Once I get to that job I’m going to dig in with 
the three sub-questions underneath the Tell me your story 
question on page one of the in-person interview form.

If I have someone sitting in front of me that is older, that 
is 50 or 60 years old, I may not start at high school—this 
could go for a long time. 

Instead I might look at their resume and go back to the first job on 
the resume, because typically they don’t put every job on there, so 
I may just start where the resume starts. 

Understand as I’m moving from job to job, I’m looking for gaps in 
employment—like they didn’t work for three years. That could be a 
red flag! We have to find out why that is. That’s where we find out 
the fun stuff. The gold is in between the lines. Don’t just focus on 
the lines. 

The gaps are where you find out the stuff you want 
to find out. 

Example
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Three Important Questions

When we move from step to step and we find a good job that the 
applicant had that we want to start asking about, we ask three 
questions. 

• Question 1: What did you like most about the job? 

• Question 2: What did you dislike most about the job? 

• Question 3: Why did you ultimately leave the job?

By questions 1 and 2, we’re looking for 
similarities between that job and this 

current job we are hiring for. 

If you’re hiring an admin assistant and they were in a situation 
where they liked working by themselves, having one-on-one client 
contact, and they liked operating on a task basis on a computer 
all day long without much interruption, that may be a very good 
thing. They liked helping customers or clients that had problems, 
issues or difficulties, and they wanted to help them through those 
problems. Then you might think, Great! That sounds good. And 
you might want to say that: That sounds wonderful! Point out, 
Okay, that’s similar to what we do. That starts to affirm this person 
would like the job. Again, as we’re recruiting, we might point that 
out. 

Understand when we point out why they’ll like the job and why 
they’ll be a fit, you are recruiting. It’s not a crime if all eight people 
or five people you interview feel like they did a good job. They all 
may. It doesn’t mean you’re going to pick them. Don’t start feeling 
guilty because you’re recruiting them all and you know you can 
only take one. 

Then, we do the same thing with, What did you dislike about the 
job? 

We’re looking for red flags there. 

1

2

3
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If you’re hiring that administrative assistant and they say, I really like 
a lot of people contact. I was just kind of shoved off all by myself 
doing data entry all day long, staring at a computer. That might be 
a red flag for me if I want them being my administrative assistant. 
Or, if you’re hiring for a sales position, and they say, I really didn’t 
like a lot of people action. People just kind of annoy me most of 
the day. I really just want to be left alone and get my tasks done. 
All of a sudden, we may have a problem with this person for the 
sales position. Or if they say, I didn’t like it because they had me 
working as the front desk receptionist at the dentist’s office and 
I’m kind of a shy person. Whoops! We’re hiring for a sales job, so 
that’s an undesirable trait. We’re still keeping behavioral profiles 
in mind, except that we’re keeping them in mind as you are now 
visualizing them on the job doing those duties. That’s why we ask 
those three questions.

The third question is quite possibly the most 
important, and you only realize its importance when 

you’ve been through it before. 

Number 3 is your drama finder. Why did you leave the job? This is 
our attempt to unearth, isolate, and identify drama—because no 
one likes to hire an employee with a lot of drama. 
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People know how to hide their drama. So it won’t show up in 
the resume, and probably not in the phone screening interview. 
It shows up in their past. And if you dig in to their histories and 
you tap into drama, it’s very hard for a drama person to keep it 
hidden. You tap in by asking: Why did you leave? They can’t resist 
themselves. If they didn’t like their previous employer, they’re 
going to tell you by saying, The employer didn’t have a lot of 
integrity. Or, I didn’t like the ethics of the last company I worked 
at. That’s how they tell you. What a professional would do is say, 
It wasn’t a good fit. I just needed a change of pace. They will not 
throw another person under the bus like that. But a drama person 
will. They will come out and bash another human, even though it 
has nothing to do with this job. They will look to blame first. The 
reason I’m not still employed there is because of blame. 

Understand that as you move through their resume, from job to 
job, if they keep blaming the people for the reason they left—the 
employers, the coworkers—there’s a very good chance that they 
will blame you as well at some point in time. Do they blame the 
job or the people? If you start to see a pattern: I didn’t really like 
the people there. I didn’t get along with my coworkers. I didn’t 
really click with the people that worked there. I didn’t really care 
for management practices that much. There’s a really good chance 
that you’ll be the next problem. In reality the 
problem is them, and it’s moving with them 
from job to job. 

There are a lot of these kinds of people out 
there. In fact, they’re always on the market so 
there’s a good chance that one of them gets 
into your personal interview calendar because 
they’re always looking for a new job. 

The ones that are really talented 
aren’t looking a lot. 

People are holding onto them. So really look 
for that drama there. Find out why they left.

“Understand 
that as you move 

through their 
resume, from job 

to job, if they 
keep blaming the 

people for the 
reason they left—

the employers, 
the coworkers—

there’s a very 
good chance that 

they will blame 
you as well at 
some point in 

time.”
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Other things you’ll find out that can be very useful about why 
someone left a job is because of divorces, marriages, and having 
babies. You can start to learn about the person and their stability, 
volatility, and life situations. Usually if you move through their 
resume from job to job, by the end of it you’ll know every baby 
they had. As we move through the process, you’ll start to learn 
about their personal life choices.

You’ll start to learn about intangibles and start 
to see whether or not you want this person to 

work with you. 

That’s up to you, and your own personal standards and how much 
you want to attribute personal life or motivations into this hiring 
decision. I’m not to say that. I don’t intend this to be judgmental. 
The point is the more you know about the person, the better idea 
you’re going to have about them. It’s up to you to choose your 
own personal ethical business boundaries. 

This process is designed to get you as much material 
information possible, so that you can make the most 
informed decision based upon your own personal and 
professional standards. 

When we dig into their job history, we’ll see that oftentimes people 
leave jobs because they went back to school, or moved to a new 
state, or transferred and moved around. 

We want to know each time. We want to know 
why they’re moving. 

It will give us a better idea of that person. 

If you have someone who moves around a lot for flighty reasons, is 
that really in alignment with an administrative assistant behavioral 
profile? That’s usually a steady, stable profile that’s found in an SC. 
If they’re jumping around a lot, it seems there could be a whole 
different side to them outside of the workplace that might cause 
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them to leave you. Maybe all it takes is meeting one lady in a 
bar and he’s gone. Watching and learning will give you a lot of 
information about the candidate if you ask that question, Why did 
you leave?

As mentioned previously, we’re also looking for gaps in 
employment. If we see they didn’t work for three years, we’ll say, I 
see you didn’t work for these three years. What happened there? 
Ask the question open-ended. You want to know. Were they going 
to school? Having a tough time? In the state penitentiary? You 
want to know what happened there. We want to fill in the gaps. 

We want to really get to know this person by the time 
we’re done. We can do quite an effective job of this by 
digging out similarities, differences, and why they left 
previous employers. 

As we move to the most recent jobs in the resume, 
we drill down even deeper. 

We want to know why we’re leaving the job they have right now. 
This is who they are today. People develop over time and learn 
about what they like over time. We want to drill down deeper as 
we get more and more recent until we have this person pretty well 
pegged for our decision-making process.

All Remaining Questions Pages 1-4: 22½ Minutes

Once we get through the Tell me your story, we’ve really only got 
22½ minutes left to fly through the remainder of our In-person 
Interview Form. 

It’s very important you finish because the most 
important questions are on the final page. 

We have to move through the bottom of page one, and all of 
pages two and three relatively quickly. You’ll see a lot of these 
questions have probably been asked and answered above: 
Questions about what would your former supervisors say were 
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your biggest weaknesses, when were you trained well, when were 
you managed well, and when were you managed poorly. They’ll 
probably have already answered these in their responses to, What 
did you like about this job, and, What did you dislike? Maybe they 
said they had great training. Well, there’s an example of us training 
well. All of sudden we’ll be able to almost answer their questions 
for them. 

If they told us before that they loved working in this one company 
because the training was amazing, and then we go to question 
five on the interview form that asks them to explain two situations 
in the past where you were trained well, we can quickly help them 
answer those questions. 

Maybe we ask, Can you think of one other example you 
haven’t told me? By doing this we dig a little deeper. 

Whatever their response, make sure that you’re in 
alignment with that type of training. 

Different behavioral profiles like 
to be trained differently. 

Administrative staff likes to be trained with a 
manual and step-by-step procedure. They want 
to get their arms around something before they 

actually start to do it. Sales staff typically just want to be cut loose. 
Let me go. Trial and error. Maybe they’ll role play and practice in a 
social setting with one another, but they’re all about, Let me start 
trying now. Some people want a certain kind of training, and some 
want another type of training. If you’re planning on having them hit 
the ground running, make sure you’re in alignment with that too.

As we move through each of these questions, we need to be 
watching the clock very closely. It’s not good if we’re skipping 
over a lot of these questions. If you are going to have to skip a 
question, make sure it’s one you already have a good idea of the 
answer for from the Tell me your story question. 

“As we move 
through each 

of these 
questions, 
we need to 
be watching 

the clock very 
closely.”
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On page four is where we start to hit some really big questions. 
These include, What was the biggest mistake you’ve made in your 
career? What did you learn from it? Ask that question and sit back 
and be silent. 

Let that silence sneak into the conversation and do 
the heavy lifting so they have to answer. 

They’ll typically pick something that’s not too horrendous, but we 
want to know. If they were fired in a job, this is where you might 
find out. The terms let go and fired really mean two different 
things. You might find out the difference here.

I love question 21 that asks, What amount of pay do you need 
to be able to take this position? And then the follow-up to that 
question is, How much did you make at your last job? I call this the 
deer-in-the-headlights question because when you ask that first 
question, What amount of pay do you need to be able to take this 
position?, typically their mouth kind of drops a little and they stare 
at you with big eyes. They think they’re in a negotiation right now 
and they don’t know what to do. Then I’ll pause for a minute, see 
if they answer, and if they don’t they just keep staring at me which 
pretty much happens half the time. 
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I’ll follow up with, Well for example, how much are you making 
in your current job? Or how much did you make at your last job? 
Then that sort of prompts them, and they will answer that question 
every time. They’ll come in and say, I made this much but now I 
need this because I have this. Now we’re getting to it. Now we’re 
priming the pump a little bit. But I try to leave some silence in 
there after the first question. What amount of pay do you need to 
be able to take this position? And I just stare at them, and let them 
sort of struggle with that and oftentimes they will. 

Sometimes they will answer, Well, I don’t, you know..., because 
they don’t know what to do right now. This is when they wish their 
husband or best friend was there to tell them what to do because 
they don’t know. And let them fight a little, that’s fine. Let them 
work it out. Then come in and try to help them with your second 
question—kind of bail them out a little bit. One of the ways I will 
fill in the blanks is to say, We do have a position we’re trying to 
fill here, but there’s different ways we can actually structure the 
compensation so it kind of helps me to know what you’re after.

Then I ask a follow-up question which is also an important one. 
What other jobs or positions are you currently interviewing 
for? This will help me with whatever sense of urgency I need to 
have, because I have other interviews to do. I still have to do my 
reference checks which takes time, and I might have some other 
applicants coming in. I might be getting some DISC assessments 
in and I’ll quickly need to do a phone interview and see if I need to 
meet them in person too. 

I know the wider the net, the more likely we are 
to find talent. 

So, I want to know what kind of urgency I need to have with this 
person in front of me. 

Oftentimes they’ll tell you too much here. They’ll tell me, Well, 
you’re the one I really want but I do have some backups. That’s 
when I typically slow down with every one of them because 
remember, I’m still recruiting. I make them aware: Here’s the deal. 
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This position is very important to us. We do have a process that 
we must follow. I’m going to ask you to be patient just a little 
bit longer. I do have to check everyone’s references. By doing 
this I set proper expectations - that this is probably going to take 
another week or two. It’s not because this is not important to us, 
but we do not like to make bad hires around here. We make good 
hires. And that just evidences how successful an organization you 
are, and how successful you are. 

Someone that rapidly hires does not inspire 
confidence and create a great recruiting atmosphere 

that makes people want to jump on board. 

This is usually when I will say this statement too: We have had 
hundreds of applicants for this position, and we have narrowed it 
down to just a select few. I am proud to tell you that you are one 
of those select few. I try to bring them back up with that. We’re 
just going to need you to be a little more patient because we are 
not going to make a mistake with this hire. We have a process 
that we follow, and we are going to continue to follow it. That 
impresses people. You won’t get much push-back from it either.

The next question is, How long before you could 
start if you were offered the position? That 
kind of helps us to gauge a timeline, though it 
doesn’t help much on the decision for hiring. 

Then we’ll start asking them, Why do you 
believe you’re a great candidate? What are 
your biggest concerns about the position? That 
last question is a really big one: What are your 
biggest concerns about the position? Because 
now they might say, I don’t know if I’m going to be good at that, 
or I don’t know if I like that, or Can I do this job from home? 
Things like that. Interviewers don’t really like that response and it’s 
one of the biggest ones you get a lot.

We need to leave time for these last few questions. 

“Make sure 
you leave 

room because 
page four 

has a lot of 
power-packed 
questions that 

we want to 
close on.”
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Then of course, Do you have any questions for me? That’s good 
too. 

You’ll learn a lot by asking them those last 
few questions and letting them offer up 

questions for you. 

Make sure you leave room because page four and five have a lot 
of power-packed questions that we want to close on. We need to 
move through pages two and three rather briskly. And if we start 
getting behind because we start showing off how much we know 
about the DISC behavior early on, we’re going to run out of time at 
the end. 

When they leave, it will have been a power-packed interview. 

• They’ll have learned their behavior.

• They know they’ll love the job.

• They’ve disclosed everything to you, and they’re out. 

Your agenda is set with this in-person interview form. Not only is it 
set, it’s packed. The only thing you need to do is move through it 
briskly. 

We also need to talk about the need to make sure they get us 
their references. I’d put a time limit on that. If you don’t have 
them already, if they didn’t bring them with the resume, get a 
commitment from them. Do you think I can get them tomorrow 
before 5:00? Or by the end of the week? Because just like you, 
we want to make a decision here as quickly as possible. That’s 
something we need to make sure we get because that’s the next 
step in the process. 

Ask all of your interviewees to provide their 
references unless you’re absolutely sure you don’t 

want someone. 
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In summary, we’re going to schedule three to eight in-person 
interviews, and we’re going to cluster them in our calendars so 
we’re meeting a few within a short period. 

• We’ve got one hour to recruit them and show them how 
much they’ll love this job. We do that by explaining their 
DISC assessment and the DISC profiles, and also gauge 
whether we want to work with them by asking them four 
full pages worth of questions. If you do this properly, you 
will create a great sense of confidence and desire for the 
job in each of your candidates, which is the whole goal of 
recruiting. You will also find out pretty much everything you 
need to know about them in order to decide whether or not 
you want to work with this person.

The five pages of interview questions are designed to help you 
develop a deep sense of the person sitting in front of you. 

• We already know their likes and dislikes in a general way 
from their DISC assessments. But now we can find out other 
important qualities like whether we can expect drama from 
them or whether we can anticipate that they will need a lot 
of time off due to personal obligations and needs. We get 
them in line in terms of their expectations of us. Not only 
in this hiring process, but also in setting the stage for our 
future levels of professionalism that we will bring to our 
interactions and our business. We’ll also find out who these 
people really are at a deep character level. We’ll learn about 
their personal and professional values, which is important 
so we can decide whether we agree with their views and 
whether this applicant is someone we want to take on.

By the end of this single hour, as long as you don’t dilly dally 
and you move through these questions briskly, you will find out 
everything you need to know about this person. 

• You will be able to determine whether you want to take the 
next step with them which is checking their references—

CONCLUSION
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the final filter and final step before offering the position to 
the selected candidate. If you follow the strategies of this 
module carefully, you will have very successful interview 
experiences. You will definitely extract enough information 
from your candidates to assess whether you want to move 
them along to the next step in this hiring process.



MODULE 8:
REFERENCE CHECKS 
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After the in-person interviews, it’s time to check the 
references for our final candidates. This is the very last 
step in our hiring process before we make an offer to hire 
our top candidate.

We want to move on 
this very quickly 
because oftentimes 

it can take a while for the 
employers of your candidate’s 
previous jobs to get back to 
you. We want to start that 
process quickly and get those 
references called quickly, 
because waiting for them to 
call us back can cause some 
delays in our ability to make an 
offer to our top choice.

Quite frankly this step is the 
most frequently skipped 
portion of the process. That is 
extremely dangerous because 
this is your other drama finder 
in addition to the question, 
Why did you leave? in the in-
person interview. 

We really want to 
ensure that we check 

candidates’ references 
to really dig into their 

past history, 
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because everything that has been given to us so far has been given 
to us directly by our candidate. 

This will be the first time we can actually talk to a 
relatively neutral third party about our candidate.

Purpose

The first thing we want to do is check multiple references 
for each candidate. We are asking for at least three 
references each. 

The three references they give you are very important. I would 
look at those three references and make sure that those references 
are their former employers. Because if they don’t give you anyone 
at their former employers, why didn’t they? Were they fired from 
every job? Why did they not give us their former employers? If 
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they did a good job where they worked before and had a good 
attitude, they would at least provide their previous employers as a 
reference. 

If you don’t get anyone at their previous employers or you’re 
curious about why they left a job because you were not able to 
find out or you didn’t believe their answer, don’t hesitate to ask 
your candidates for a reference from this job. Hey, could I get one 
reference from this job? 

Don’t hesitate to ask.

Again, you’re down to a select few candidates at this point and 
this is a hire you don’t want to make again. If you have a question 
and there’s a blank spot in your mind as to what happened at 
that job and why she left, ask for a reference from that company. 
Maybe she was doing the exact same job over there. Maybe you’re 
hiring a sales agent and they were a sales agent in a competing 
company. I definitely want to know as much as I can about her role 
over there because she’s going to be doing the exact same job for 
me. We really want to get hold of someone over there to talk to, so 
do try to get a name over there and permission to contact them.
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Now, every state has its own laws about employment and 
reference checks, so do a little digging with your Department of 
Labor in your state to find out about whether you can call a former 
employer without the candidate’s express permission and what you 
can expect to be told in these reference checks. 

Some states are very strict about what can be said 
without subjecting the former employer to a libel/

slander lawsuit. 

In fact, in some states you are only allowed to verify factual 
information such as employment, pay, and whether they were fired, 
and they can’t really legally give you any information beyond those 
very objective and easily verifiable facts. So be sure and do your 
homework with your state’s Department of Labor or by consulting 
with a local employment attorney before making these calls and 
pressing these people to provide you with information that may 
jeopardize them in some way.

Questioning Process
This part of the module assumes that you are working in a 
state that allows you to ask questions beyond the basic facts of 
employment, pay, and termination, and that you’re allowed to dig 
in a little to the employee’s actual job performance and employee 
behavior and attitude. 

Again, you need to check with your state’s Department of Labor to 
make sure these questions are acceptable in your state and if they 
aren’t, you’re going to stick with only the questions that are legal 
to ask wherever you are. 

If you aren’t allowed to ask these, you’re 
going to skip this part of the module and 

move to the closing statement.
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For purposes of our examples and moving through this discussion, 
we’re going to assume these references are people the candidate 
has given to us and we’re going to assume that you are working in 
a state that allows these types of questions. 

If they give us three references to check and those references 
are adequate, meaning they are all former employers, then we’ll 
print three separate Reference Check Worksheets, one for each 
reference. That form is here in a shrunken version for your easy 
reference, and we’ve included a full-size version at the back of this 
book as Appendix F. 
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 Reference Check Worksheet  
 

 

Applicant Name:  Date:  

Reference Name/Company:  Phone Number:  
 

Introductory Script 
“Hello! My name is [Agent Name] with [Your Company].  We are speaking with [Applicant Name] about a 
possible position as a(n) [Job Title]. He/she has given us your name as a reference.  May I quickly ask you 
some brief questions as a part of our standard reference check procedure?” 

Reference Check Questions  
Make one copy per reference for each of the candidate's references. 

1. How is it that you know [Applicant Name]? Can you please describe your relationship? 

2. What do you feel [Applicant Name]’s strengths & best attributes are? What does he/she really excel at 
doing? 

3. What about his/her weaknesses, or opportunities for improvement? 

4. As his/her mentor & manager, I would like to be effective in fostering his/her professional development. 
What are some of the areas that I could help [Applicant Name] in terms of personal and professional 
growth? What weaknesses should I work with him/her on? 
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 Reference Check Worksheet  
 

 

5. Describe his/her leadership skills. Do you feel he/she would be effective in a management or leadership 
role? Why or why not? 

6. Would you work with (or even hire) [Applicant Name] again? Why or why not? 

7. In your opinion, what type of work is [Applicant Name] best suited for? Why? 

8. I need a person who has a GREAT ATTITUDE. To me this means someone that purposefully tries to STAY 
POSITIVE, enjoys LEARNING NEW SKILLS, and TAKES RESPONSIBILITY. On a scale of 1 to 10, with 10 being 
the best attitude someone could have, how would you rate him/her? ____________________________   

If not a 10: What is missing to keep it from being a 10? 

9. What else would you like to tell me about [Applicant Name] that we have not discussed yet? 

10. Who else can you think of who has had experience working with [Applicant Name] that can give us 
additional perspective? Do you happen to have their phone numbers? 

Closing Script 
“Thank you so much for your help and time! We’ll be sure to return the favor!” 
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Typically, your reference check phone call will 
last 15 or 20 minutes. So, this step involves a 

few 15 to 20 minute phone calls. 

At the top of the Reference Check Worksheet, we give you an 
introductory script: Hello my name is Brian Eisenhower and 
I’m with ABC company. We are currently speaking with Janet 
Henderson about a possible position as an Administrative 
Assistant with our company. She has given us your name as a 
reference. May I quickly ask you some brief questions as a part of 
our reference check procedure? 

Then assuming they agree, we go through the reference check 
questions with them. As you’ll see, these questions are pretty self-
explanatory so I am not going to go over each of them for you. 

The key here is that as we go all the way through the Reference 
Check Worksheet, the first really pressing question is question 
number eight: I need a person who has a great attitude. To me 
this means someone that purposely tries to stay positive, enjoys 
learning new skills, and takes responsibility. On a scale of one to 
ten with a ten being the best attitude someone could have, how 
would you rate this person? If they answer with a seven or eight or 
something that’s not a ten, then we’ll ask, What is missing to keep 
it from being a ten? So, we’ll have them fill in that gap. This will be 
the first time they are put in a pressure situation to say something 
potentially unflattering about the candidate and again, if they 
hesitate here, do what you can to get them to answer the question 
in some way but don’t press them too hard. Candidates oftentimes 
have the legal right to know exactly what is said in these reference 
checks, which can subject the former employer to a libel or slander 
lawsuit. 

If the employer doesn’t want to say anything 
negative about this person, we’re not going to 

press them to do that.
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Understand that your candidates have carefully selected the 
references they provide you. These are people who the candidate 
expects will say good things about them. That’s why we ask these 
people - on a scale of one to ten - How do we rate this person’s 
attitude? If they do not say ten we want them to fill in the gap. 
They may hem and haw a little and that’s fine—let them. They may 
make implications rather than stating impressions outright and 
again, that’s totally fine. 

We’re not looking to make anyone 
uncomfortable here or more 

importantly, subject anyone to a 
potential lawsuit because they told us 

something they shouldn’t have because 
we pressured them to do that. 

If they need to imply something or tell us something very indirectly, 
we’ll do the best we can with the information they give us.

The two intangibles that we are attempting to unearth through this 
process are attitude and drama. Skills, ability, education—that’s 
very easy to talk about, easy to explain, easy to see. Behavior 
we’ve already thoroughly vetted through our DISC assessment. 

Attitude and drama are what usually stay hidden in this 
hiring process because people know how to show a good 
attitude with very little drama up front. 

The reference check portion of this is how we dig 
in to try to learn about attitude and drama in our 

candidates.

Then finally the most important question is question number ten. 
This is where we dig deep. That’s why I call number ten the dig 
deep question. 

“The two 
intangibles 
that we are 
attempting 
to unearth 

through this 
process are 
attitude and 

drama.”
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This is where we ask the reference, the former employer, Who else 
has had experience working with our candidate who can give us 
some additional perspective— maybe vendors, maybe coworkers, 
maybe someone in the cubicle next to her? That’s the first question 
I ask: Who else? Once they name a few people, then I ask my 
follow up question: Do you happen to have their phone numbers? 

What I’m going to do now - and again, be sure to check your 
state laws on this because you can’t do this in all states - but if you 
can, start calling people that the candidate didn’t purposefully 
name. We’re trying to move deep with each reference to try to 
get someone that is a few degrees removed from our candidate. 
Because the further we get away from the people that our 
candidate named as references, the likelihood that we’ll get the 
real scoop on this person increases. Our candidate had no idea 
that I was going to ask this question and if her former employer 
says, Yeah that’s Becky, her direct extension is 321. We call Becky, 
but what if Becky didn’t like Janet? What if Becky starts telling us, 
Yeah she wasn’t here much, 
she was always calling in sick, 
or, She annoyed everybody 
around. At that point in time 
we’re going to start finding out 
some real details about our 
candidate. 

Now understand people are 
people, and people can be 
catty, so take everything with 
a grain of salt. But at the same 
time, you are going to start 
to see the impact that our 
candidate has on different 
coworkers if we start digging deeply beneath the references. 
It’s not uncommon to then ask Becky in the cubicle next to our 
candidate if they knew anybody that our candidate worked with 
closely and we can actually move another degree away. This even 
increases the likelihood further that we’ll get someone that can tell 
us the real scoop on our candidate. 
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You may find a situation where you ask a reference for an 
additional phone number and they say they need to ask that other 
person first. So if I say, Great do you know anyone else that has 
experience working with Janet? and they say Yes. I say, Great, 
could you provide me with their contact information? and they 
say, I’m sorry I can’t do that—I need to check with them first. My 
response would be, Great, that would be very helpful because we 
actually have to complete each piece in the process and I’m going 
to need to get a reference from this person for this candidate 
to be considered for the job. So, I put it back on them. What I’m 
basically saying between the lines is, If you don’t give me that 
number, this person who put you as a reference is not going to 
get the job because of you. For them to be considered for the 
job I need to complete the process, so if you could, that would be 
great. Typically, they’ll turn around with the extension right there. 

Some people put the above statement in the very first 
introductory script in the voice message. 

For them to be considered for the job I need to ask you a few 
questions, just to make sure they call back. It’s a necessary part of 
the hiring process. If I don’t talk to you they won’t be considered, 
so unless you really want to throw them out of the running for this 
job, call me back.

We do want to dig deeply—as deeply as we can given the state 
laws we’re working under. As long as it’s allowed in our state, we 
want to start asking people who else can they refer us to for more 
information on our candidate. 

Now I just turned your three reference 
check calls into six or maybe seven or eight, 

depending on how deeply we go. 

This is a great tactic if you’re having a hard time deciding between 
two ideal candidates. Spend time in the reference check and dig 
deep because that’s how we unearth attitude and drama, at least 
in those states where these lines of questioning are allowed. Which 
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they are not in all states so you definitely want to check with your 
state laws on these before you start calling people your candidate 
didn’t give you permission to talk to. 

Attitude and drama are the two factors that come up later but are 
almost impossible to see in the interview process when everyone’s 
putting their best foot forward. And a lot of people say, Well how 
could I have known about their attitude or tendency for drama? 
My first question is, Did you do reference checks? How thorough? 
Did you dig deep? Did you just call the people they told you to 
call? Well what did you think they were going to say? Did you 
ask those people for additional people? Did you get beneath the 
reference to other people that had contact with this person? 

This is where you find out the drama, provided these 
tactics are allowable by law in your state, of course.

And so long as your state doesn’t prohibit 
these lines of questioning, which you’re 
going to make sure of before you start 
doing this, don’t feel like you’re being 
pushy. If you call a reference at another 
company and you ask them for another 
recommendation, they are going to be 
thoroughly impressed with you—like, 
Wow, this person is thorough. They’re 
serious over there. That’s what they’ll 
think. They’re serious, that’s impressive, 
and they’re really checking this person 
out. 

Think about any job that you know of 
that thoroughly vets applicants through 
reference checks. You think of some 
really top-secret job, like someone who 
gets a job at the FBI and how deep the 
background checks are. That’s because 
it’s serious. It’s impressive. You really 

“Attitude and drama 
are the two factors 
that come up later 

but are almost 
impossible to see 
in the interview 
process when 

everyone’s putting 
their best foot 

forward. And a lot 
of people say, ‘Well 

how could I have 
known about their 

attitude or tendency 
for drama?’ My first 

question is, did 
you do reference 

checks? How 
thorough? Did you 

dig deep?”
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get impressed by how thorough they are. That’s what you’re 
conveying that your organization does. The harder you dig and 
the more thorough you are, the more others in the community that 
receive these calls or hear about them will be impressed by your 
organization. 

Not to mention the fact you’ll get the real scoop and 
make the right hire, which is crucial.

Again, not all states allow these kinds of questioning. Some states 
prohibit potential employers from calling anyone for a reference 
without the candidate’s express permission, so we can’t call people 
for references unless our candidate says we can. Some states 
prohibit any sort of commentary from former employers on attitude 
or drama at all, and if the former employer makes that sort of 
comment about a former employee, that employer may be faced 
with a libel or slander lawsuit. We don’t want to get anyone into 
any trouble here. 

I cannot express strongly enough how 
important it is that you carefully check with 

your Department of Labor or an employment 
attorney in the state you’re working in. 

Be sure you can call people without the candidate’s permission and 
ask them questions beyond basic factual information: Questions 
such as confirmation of employment, length of employment, pay 
rate, and reason for leaving. Every state is different, so be sure you 
know the laws in your state so you don’t break any of them or push 
anyone else to break any.

Closing

Then at the end we have a closing script where we 
say, Thank you so much for your help and time. 
We’ll be sure to return the favor—because this is 
something employers do amongst employers as a 
professional courtesy. 

“As we’re 
doing our 
reference 

check we are 
ranking our 

leaderboard.”
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Timing Strategy
Again, call sooner rather than later. If they give you three or four 
references, there’s a good chance you won’t hear back from them 
all. Someone could be on vacation, or out of the office, which 
could slow up the whole hiring process. 

We don’t cut corners here. Even if one of our 
references isn’t available at the moment, call 

the other people. 

We start making our decision and we put on our calendar to call 
that last reference next week when they get back. We need to 
be thorough—we’ve come this far. Don’t cut corners. The next 
reference could show the red flag we’re trying to uncover that tells 
us about all the drama - and that gives us the lead on the person 
that would give us all the drama.

That is your Reference Check Worksheet. It is the final and most 
essential step that we must get done before we start deciding on 
making our offer of employment and compensation. 

Ranking
As we’re doing our reference check we are ranking our 
leaderboard. Where do all of our candidates stand? Who’s number 
one? Who’s number two? Who is number three? Are the reference 
checks changing that at all? If you need to have a white board 
up with all their names written on it, and you’re starting to move 
people around the whiteboard, so be it. 
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These are the ins and outs of the reference check portion of 
our hiring process. 

• If allowable in your state, this piece can be the most 
powerful tool we have to uncover attitude and drama in 
our potential hire. 

If you work in a state that doesn’t allow any questions 
beyond basic objective, factual, and verifiable information, 
you’ll have to rely a lot more on your ear and your ability 
to detect an employer’s level of satisfaction with a former 
employee based on that employer’s vocal tone over the 
phone. 

• They will measure their words extremely carefully in 
these states because no one wants a lawsuit on their 
hands, especially from a former employee. 

• But sometimes they’ll try to tell you what kind of 
employee this person was through the level of 
excitement or warning in their voice. Not everyone 
will do this. Many will play it safe and keep their voice 
completely neutral, which doesn’t tell you anything at all. 

But if you work in a state that does allow these kinds of 
questions, this step can be the most powerful one in helping 
you decide who you would like to work with.

CONCLUSION



MODULE 9: 
COMPENSATION 
CONSIDERATIONS, 
MAKING THE FINAL 
OFFER 
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This is the last step in our process. By now, we’ve 
narrowed the huge pool we’ve started with down to our 
final candidates, and we usually have them ranked in 
order: our first choice, second choice, and third choice.

Once we’ve made our 
decision on who 
we want to offer 
the position to, we 

want to move relatively quickly 
because typically the process 
will take a minimum of a month 
if done with relative purpose. 
It’s going to be completed 
inside of two months to get 
through every one of these 
steps. 

It’s not uncommon 
for one of your lead 

candidates to now be 
unavailable because they 
have already taken a job 

someplace else. 

That’s to be expected. It’s more 
important to be thorough than 
to hurriedly disregard other 
candidates or any part of the 
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investigative insights we can get by cutting the process short and 
hurrying up and hiring someone out of scarcity. That’s why we cast 
a wide net—we expect some of them to not be available.

Compensation Considerations

However, once we’ve made up our mind, we do want 
to act with relative urgency to make our offer. 

We have to start looking at different considerations around 
compensation. Without getting into too many specifics, some 
of the general issues are often dictated by local state law. We 
are always going to advise the reader to check with a local 
employment attorney, payroll service or accountant to learn 
more about these specific considerations in your specific state or 
province.
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W-2 Employee versus 1099 Contractor

As far as compensation goes, we generally have two different 
types of employees or ways to pay someone. In the United States, 

• we have IRS code 1099 where we can pay someone as an 
independent contractor, 

• versus a W-2 employee that is paid a set amount, typically 
every couple of weeks or twice a month. 

 ○ By the way, note that these are different—there are 26 
pay periods a year if paying every two weeks, and 24 pay 
periods a year if paying twice a month.

Most people hiring for the first time will prefer to hire a 1099 
employee because they can just pay them as work is done and 
they don’t have to deal with the stress and anxiety of coming up 
with a paycheck every two weeks. 

Hourly versus Salary

Another consideration is whether to pay 
them hourly versus salary. 
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There are some pros and cons here too. 

Oftentimes, employers will start people hourly, say 
during the first quarter, then assess whether to move 

them to salary. 

Most people want to be on salary because it guarantees a set 
amount of pay each two weeks, regardless of how many hours they 
work, or whether they’re sick or take vacation, have to leave to 
pick a kid up from school, or whatever. They get a set amount of 
salary every two weeks. That can scare employers because what if 
they don’t work that much? We don’t want to pay them that if they 
don’t work that much. 

However, what if they work too much? What if you have someone 
who’s really driven and committed? With salary, you generally 
don’t have to worry much about overtime—but again, check your 
local state laws on this. For hourly employees there are overtime 
requirements where you have to pay time and a half, or double 
time for people who work a certain number of hours beyond the 
40-hour work week. With salary, that’s usually not a consideration. 
If we have to work a weekend or someone on the sales force gets 
sick and they cover for that sick person, you start to have hourly 
and overtime considerations. You also have to track and monitor 
hours. 

Most employees want salary. If you say you’re going to put 
someone on salary, that actually can be a very attractive 
hiring point in your compensation package. 

We start them at hourly and assuming all goes well, move them to 
salary at the end of the first quarter.

I personally am a big fan of salary. That’s because if I’m worried 
about salary because they’re getting sick all the time and not 
putting in many hours, quite frankly, I’m going to fire them anyway. 
I’ve made a mistake in this hiring process, and I don’t have 
someone who’s bought into the job. It’s probably a failure of mine 
in leadership, or somehow this person is not who I thought they 
were and I’m not going to keep this problem for long. 
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One of the oldest rules in 
employment is you hire slow and 

you fire fast. 

This process is intended to hire slowly, and 
properly. And the minute I have a problem 
with this person’s attendance—attendance 
problems don’t usually come and go—I 
have to do something. Barring some 
unique situation, if there’s an attendance 
issue, they typically feel entitled to not 
have to come in that much. I don’t want 
that on an hourly situation either. I don’t 
want it on either situation. I’m not going 
to keep them either way. 

That’s why I tend to like moving people 
to salary. I know how much is going out 
every two weeks, and I don’t have to track 
hours. I find myself psychologically not 
getting annoyed when they leave each 
day, or how late they stay or how they 
take on tasks, because that stuff starts 
to annoy me. I don’t want to be the type 
of employer that’s micromanaging and 
getting frustrated that way. 

I’ll put them on salary and just assess their behavior as 
opposed to their performance rather than start having to 
micromanage all of these different little tasks. 

That’s how I personally look at it and that’s how I’ve seen it work. 

For our organizations that we coach and consult over the years, the 
ones that pay a very competitive wage on salary, over time, put a 
good incentive in that’s based upon the team’s overall performance 
and success, are the most successful. 
And those hires end up being leaders within the organization. 

“For our 
organizations that we 

coach and consult 
over the years, the 

ones that pay a very 
competitive wage 

on salary, over time, 
put a good incentive 
in that’s based upon 

the team’s overall 
performance and 
success, are the 

most successful. And 
those hires end up 

being leaders within 
the organization. 
But if we’re trying 
to maximize every 
single corner by 
paying them on 

hourly, and trying to 
make it as cheap as 
possible, those are 
typically the results 

you get and you 
don’t get a lot of 

loyalty from that over 
time.”
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But if we’re trying to maximize every single corner by paying them 
on hourly, and trying to make it as cheap as possible, those are 
typically the results you get and you don’t get a lot of loyalty from 
that over time. 

Nor do you get hourly-paid employees to respond to increases 
in production. When things get busier, they don’t respond with 
the same excitement you have about the increase in production 
because they have not been compensated in a way that would 
make them respond. It’s just more work for them, without pay. You 
see it all the time—someone getting paid hourly, a low wage, and 
then production doubles. The whole organization is happy except 
for them. Then they have double the work, they start putting in 
overtime and turn in overtime hours, then they’re told not to put 
in overtime hours. They’re damned if they do and damned if they 
don’t. This isn’t a happy situation for anyone.

Bonusing

It’s very normal to say, We’re going to start with this base pay and 
then we’re going to start talking about a bonus. We might institute 
a 1099 bonus at the end of the first quarter because really that’s 
where you get the benefit of incentivizing. It’s not to get them 
to take the job; it’s to get them to work harder in the job so they 
want more business from you. If you’re bringing someone in as an 
assistant that’s handling 20 transactions a month, and you want 
them to be excited about handling 40, even though it’s a lot more 
work, you assign an incentive to it. I’m going to pay you $100 a 
unit. Now they want 40, because they make more money. That’s 
where you get the real benefit from incentive. 

If you bring in someone on a W-2 that is 
paid a set wage, you can bonus them for 
some sort of sales they bring in. If you hire 
someone on the administrative or sales 
sides, if they bring in someone from a 
mortgage company or that buys a home 
with your real estate company, or buys 
an insurance policy with your insurance 
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company, you can provide them a sizable bonus with that sale. You 
can certainly do that. Just understand that they won’t really count 
that as income when they’re deciding whether or not to take the 
job because it’s not guaranteed if you’re hiring an administrative 
person. If you’re hiring a sales person, they might look at it totally 
opposite and say, Yeah, I can really rack it up. If you’re hiring for 
sales, they’re looking at it a little more glass half-full. They’re more 
aggressive, and more confident. They will jump at bonuses.

A sales person looks at a salary as a cage, like 
a ceiling they can’t break through, whereas an 

administrative person looks at a salary as security 
blanket they can’t go beneath. 

So, this is a glass half-full / glass half-empty argument. An 
administrative person looks at a sales commission as an uncertain 
scary proposition. 

• They’ll never get it because their behavioral style is one that has 
never really flourished in that kind of competitive environment. 

• They’re used to not succeeding in that environment. That’s not 
where they’re good. 

• They’re good at more steady, stable work that involves deep 
thought and precision, where a sales person looks at it as free 
reign to make as much as they can. 

Depending on who you’re hiring, it’s different. It’s a great idea to 
add that incentive. 

Just understand that when you offer it up front, it’s not 
going to give them as much incentive as you think it is to 
take the job. 

But it might provide them with a lot of incentive in the workplace 
later. 
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Admin Hires: W-2, Flat Salary

If we’re hiring someone on the administrative side, the S and the 
C behavior are very, very risk averse and demand a high sense of 
security. 

• They want the certainty of knowing how much they’re going to 
get paid every two weeks. 

• They want to be able to pay their bills and provide for their 
family. 

If you do not guarantee pay, and you only pay them as the job is 
done or maybe as commissions are earned, you will have a much 
more difficult time attracting top talent. If you are considering 
paying someone based upon sales commissions earned, you can 
pay administrative staff by paying them a flat fee, for example 
$250-$500 per transaction closed, or you can pay a sales person by 
paying a percentage of the commissions earned and putting them 
on a commission split. Oftentimes the commission split is a lot 
more appealing to an employer because they never really have to 
pay money that they don’t have. They’re only going to pay out of 
money that’s coming in. That’s why it’s appealing. But it’s not at all 
what we recommend.

You will end up paying a lot less money over the long term 
if you pay a steady paycheck as opposed to a commission 
split. 

But you will need to maintain a budget to pay them. 

Long-term, high-level talent wants the security. 

So, if you don’t want to have to go through this process again 
or have your business suffer from the high turnover that accrues 
from a high rate of attrition in a position, paying them a set 
amount through a W-2 employee is what we recommend for all 
administrative and operations hires.
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It’s fine to offer bonuses based on commissions earned or sales 
levels hit, but these admin personalities want a high degree 
of security built in. And you will find that if you’re considering 
bonuses as part of your compensation, they will not give the same 
level of credit to that because it’s not a certainty. 

So, S and C behaviors in operations and 
administrative roles will not give the same level of 

importance to offers of bonuses. 

They will really just think about their base pay and think of the 
bonus as pie-in-the-sky some day, if any day, pay that they may or 
may not get. That’s why you’ll often pay a lot less if you just make it 
all flat salary.

There is some benefit to putting incentive behind work that will 
help people want to have sales and production goals hit, but it’s 
not nearly as attractive of a lure in the hiring process as it would 
be if it were just set salary. Understand they do not put the same 
weight and give the same importance to bonused pay as they do 
to guaranteed pay for time worked.

Some of our clients, in hiring an administrative position, are 
looking at a role that pays around $25,000-$40,000 a year for an 
administrative staff member. 

Sales Hires: Commission Split

If you are hiring a sales position, it’s often 
appropriate - especially where commissions 
are earned in industries like real estate, 
insurance, mortgage, even stockbrokers 
- to pay off commission solely. If you run 
your business off commission and you’re 

going to bring another sales person on to handle your overflow 
commissions and maybe any commissions they bring to the table, 
it’s appropriate to put them on a commission split. 

We recommend starting that split low—oftentimes 
no more than a 50-50 commission split.

“The way you 
increase pay is 
to give them 

increased sales.”
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I’d recommend not increasing that split over time as a future 
employment and bonusing structure. You can only increase a split 
so many times and if that becomes your pattern and you create 
that mindset in a sales agent that works for you, they will learn 
that’s an option for increase.

The way you increase pay is to give them increased sales, which 
will make a much bigger difference in their pay. If a sales agent 
sells 30 transactions a year on a 50-50 split, but you can help 
them by either providing more administrative support or even 
more sales support beneath them to sell 50 or 60 transactions, 
that can actually double their pay. But with a small commission 
split increase of 55% - 60% - 65%, we’re talking about increasing 
their pay by small percentages compared to doubling their pay 
by getting them the capacity, ability, and the leads to double their 
production. 

Focus on increasing production rather than 
increasing commission split 

or you will create a scenario that’s lose-lose, where the only way 
for them to make more money is for you to make less. Or, you 
both could be making more if the organizational structure and 
compensation structure was built around more production in the 
same amount of time. Then we can add more staff, administrative 
support, leads, things like that that make it more of a win-win 
longer term healthy situation.

Starting Pay

Oftentimes we’ll take into consideration a training period when 
we’re thinking about starting pay for the job. And understand, by 
training period, we mean the first quarter or the first 90 days on 
the job, with the first quarter meaning the first three months—a 
quarter of a year. 

We’re careful not to call that a probationary period, like 
many jobs do, because that’s just a negative connotation. 
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Instead we call it a training period, or the first quarter. 

During the first quarter there’s a lot more training that’s going on. 
They’re not actually saving you a lot of time during the first quarter. 
Because you’re probably taking more time training them, and more 
resources, money and energy. They’re not really helping you until 
after that first quarter. 

You can often get by with less pay in this first quarter, 
and it’s justified because they’re not really helping 

you that much.

At the end of the first quarter, we should then be able to at least 
start having them save us time, which means we’re freer to increase 
our income a little. This is why we discussed at the beginning of 
this book why hiring in advance of the need is so important—
because we’re going to go through a month of two of hiring and 
then three more months before they even start saving us time. 

It’s a four or five month dip in your business, which is 
exactly why we don’t want to do this again and we need to 
be very careful about this process and not shortcut it. 

We want to be thorough. 

When we offer compensation, remember this is just where we’re 
starting. 

If you intend to grow your organization, please let 
them know they are going to be able to grow as well. 

Show them that.  A lot of people hold that back because they’re 
afraid. If you plan on growing, please let them know because 
that’s very powerful. You want their success tied to the company’s 
success. They will stay vested in it if they know that the quickest 
way to get more help on the admin side is to grow the production. 
You’ll have an entire team committed to growing production and 
focused on the success of the company. If there’s a potential for 
future income, which there typically is if an organization wants to 
grow, please show them that potential. This is just a starting point 
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and we all rise and fall together here. That’s different from a lot 
of the jobs that are out there. If you’re competing with a doctor’s 
practice or something that is not going anywhere, with the pay 
they’re getting, they’re just going to be limited to cost of living 
increases every single year that rise with inflation. But here, their 
pay can grow much more rapidly if the production in the company 
grows. 

The increase in their income is directly tied to 
company performance. They can control it. 

Please let them know if that is the case - and in all likelihood it will 
be or should be.

In our experience, as a general consideration, the most successful 
organizations that we’ve coached and consulted with are people 
whose first hire, whether on the administrative or sales sides, are 
well compensated. Because if they pay well, they get top talent. 
Which is why nowhere in this process have we ever told you to 
weed out people that you thought would require too much money 
to hire.
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You’ll be surprised, like my Google example 
earlier, that the process starts to make you 
much more attractive. And they want to 
become a part of it. Oftentimes too, if the 
people mention in the phone screening 
interview, Hey I currently make $50,000 and 
I need that to live, and you’re only intending 

on paying $30,000, I would definitely keep that one in the process. 
That would not be a red flag to me. That would be a big green 
light. I would be moving forward with that one because I know if 
she said 50, part of that is negotiation. I also know that she’s going 
to be so impressed by the end of this process - I guarantee you 
they will - that they’ll come down to 40 right there. Now we’re only 
10 grand apart. If I can start her at 30 and show that as we increase 
production next year she’ll be paid at 40, I’m Google. Most will go 
back and say they won’t stop at 40 and say, I bet we can get you 
to 50 and 60. We’ve seen that many times with the top teams. That 
depends on how good you are at showing and proving that path 
for growth.

If you have an organizational chart of a team that you’re trying to 
model, even though it’s not you yet, show it and say, This is how 
we’re going to get here. If you follow this process thoroughly, they 
know that you’re the type of person that does that, that follows 
processes that have been proven, and that sticks to a plan. 

If you have a past performance of growth, where you’ve 
sold this much this year and your company has produced 
this much the year before, by all means don’t be humble. 
Bring it out and show the growth. Because that’s now 
going to help you show them that you can take them from 
$30,000 to $40,000, to $50,000, to $60,000. Show them 
your numbers. Your numbers do tell your story and they 
prove it. You are recruiting, not just hiring. So, if we want 
top talent, sometimes we have to take $50,000 talent and 
move them into our budget at $30,000, and show them 
we need to go forward. We’ve seen that many times. We 

“The top 
organizations tend 

to get the top 
talent, and the top 

talent tends to 
cost more money.”

Example
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take $100,000 of talent, hire them at $50,000, and get 
them quickly backup to that $100,000. And they’ll own it if 
they brought the company to that $100,000. That’s a much 
better $100,000 than the $100,000 they were just getting 
on a paycheck. When they helped grow the company to 
that $100,000, they’re a part of that $100,000. 

The top organizations tend to get the top talent, and the top talent 
tends to cost more money.

One thing we don’t recommend doing is confining 
ourselves to an amount of pay. 

If you operate with a really strict budget in a large organization that 
only has so much allotted for the hire, then you may be limited on 
this, and there may be other considerations that limit you as well. 
However, we have found that there will be different levels of talent 
appearing in your talent search through this process because we 
are syphoning through many haystacks looking for many needles, 
and those needles don’t all come in the same shape and size. You 
get big needles, valuable ones, sharp ones. And you might find 
someone that you really want to hire. This could be your forever 
person that could take your company to the next level. That’s why 
we don’t want to really be hamstrung with the set amount we’re 
going to pay. Because usually, somewhere right after the in-person 
interviews, we’ll start to see, Okay I really want this person, or, This 
person has the specific skill set that could really help us. Or they 
might have a database of people that could really take us to the 
next level. So, you might start altering your pay schedule.

Had you limited yourself in your online job 
posts or marketing for the position, you 
might have never met this person. We really 
want to keep the window and the ceiling for 
hire open for much more than you originally 
think you’re going to be paying. That’s 
because opportunities for increased income 
may present themselves. 

“I’ve seen many 
more people 

make a mistake 
paying too little 

than people 
paying too much.”
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One thing that’s very important to remember here is it can get 
scary paying more than you want to. But I’ve seen many more 
people make a mistake paying too little than people paying too 
much. 

Also remember you’re only hiring for 
the next two weeks. 

When you say you’re going to pay this person $75,000 a year, that 
sounds terrible. But you’re only paying them a couple thousand 
dollars every two weeks, and you can stop it at any given time. 
You’re just ending the relationship. That’s called letting someone 
go or laying someone off or eliminating a position. It’s nothing 
unusual. Remember that. 

And remember that this person we’re going to hire is 
supposed to generate income in multiples of their cost, or 
we probably shouldn’t be making the hire. 

We’re looking for at least a 3:1 return on investment, especially 
in our first few hires. So, if we’re paying someone $2,000, we’re 
hoping to bring in $6,000 off that hire. Understand there has 
to be some sort of income benefit that accompanies the life 
balance benefit that we get from this person taking on our work, 
giving us more life balance, and an increased income of a return 
on investment of at least 3:1. Certainly this holds in our initial 
hires. If we have a large organization and we’re hiring our 50th 
administrative hire, we’re probably not getting a 3:1 ROI. We’re 
just looking for small ROIs at that point— maybe a ratio of 1.5:1 or 
2:1.

However, initially we look at them and try to maintain an abundant 
mindset when our natural instincts are to go to security right away - 
no matter who we are - and worry about the cost. 

We have to look at these people as an investment to 
increase revenue. 

Without them, we have a very limited opportunity to increase 
revenue unless we ourselves are going to spend more time 
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working for more money, which is a bad business formula to be in. 

The only way to get more money is to work more hours, and that 
will run out sooner or later since there’s only so much time and 
energy in the day. 

What we pay is really going to be determined based 
upon the individual that’s sitting in front of us. 

Don’t get too locked into an amount until we meet the people. 
We’ll make that decision based on a few things: 

• how much they’re worth, 

• what it will take to get them, 

• how much talent and ability they have, 

• what are we competing against, 

• what type of income can they generate for us, 

• how much of the role they can take on, 

• how much of a leader we can speculate they will turn into. 

Hiring a manager is very different from hiring an assistant, 
and oftentimes we’re hiring both at the same time and 
hoping that assistant grows into a manager. 

What type of prospects do they have to do that? How long will 
it take for them to do that? If we’re hiring a 19-year old, the 
likelihood of them growing into a manager might take a little 
longer. They have a lot of things to experience in life that they 
haven’t experienced yet. It might be a much more difficult process. 

But don’t get locked in to any ideas about starting 
pay or how much you think you can afford. 

Let that decision be guided by considering the individual you’re 
bringing on to your team.
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Benefits

The thought of benefits scares people a lot, especially if this is 
your first hire for your organization. Oh my gosh, how do I set up 
benefits? Benefits are just a number. They’re just a cost. Typically, 
they’re $500 a month, give or take. It could be at most $1,000 if 
you’ve got a unique situation. If it’s a young single person maybe 
it’s only a couple hundred bucks a month, but to them this is the 
opposite of a bonus. They think it’s worth about $1,500 a month. 
People will not jump for $1,000 to $2,000 more a month when 
another job provides benefits that only cost that employer $200 a 
month. It’s one of those strange happenings in the universe. 

I strongly recommend providing benefits, because 
you’ll have to pay them so much less.

Benefits go a long way. They’re just a number 
and people assign this huge value to them 
that doesn’t exist. It’s a form of security that’s 

very valuable to them. I’ve seen people make $3,000 a month with 
benefits, and not take a $6,000 a month job that didn’t provide 
benefits, even though they could take that $6,000, pay for their 
own benefits with $500 a month, and be making $2,500 more 
a month. But they just want it coming from someone else. It’s 
baffling. Take advantage of that mindset and provide benefits.

If you do not know how to provide benefits and 
you’re hiring your first administrative assistant, make 

them figure it out. That’s their first job. 

At least they get to pick their own that way. I’ve had a lot of people 
do this. Great, sure, we’ll get them. In fact, you get to pick them. 
That will be the first thing because I’m not hiring an assistant, I’m 
hiring a manager—assuming you are, and they can do it. I’ll often 
put a cap on it. I’ll say, How much do you think benefits will cost?, 
and they’ll come back with, I’ve looked and this is how much they 
cost, and I’ll say, Great! And we’re good to that amount. I’ll even 

“Benefits are just 
a number.”



  235

increase the amount a little so they can have a choice. But I don’t 
want someone coming in with this huge preexisting condition 
that will cost $4,000 a month so I usually put a limit on it and let 
them pick. A limit of $500 is usually plenty. So, $500 a month gets 
you about $1,000 to $1,500 to $2,000 a month credit with them. 
Benefits are a big one and it’s just a number.

Whatever number you put on it, they’re probably going to get 
close to that. They can play with their deductible a bit to get the 
figure where we want it.

Payroll Services

Typically, especially if you’re bringing on someone as a W-2 
employee, there are a couple of ways to handle payroll that we 
recommend. 

Number one, if you already have an accountant 
that prepares your taxes for you, talk to them 

about payroll services. 

By the way, we recommend quarterly 
taxes for companies so that they 
don’t get hit with a big tax bill at the 
end of the year.  That’s something 
which is typically done when people 
incorporate in one way or another, or 
form an LLC. Pay your taxes quarterly 
so you don’t get stuck with a huge tax 
bill when you succeed at a high level 
after making this hire.

That accountant or tax preparer will also, for a fee, do your payroll 
for you. This means every time a paycheck is issued, they will 
prepare a pay stub, and withhold a certain amount of the earnings 
to pay payroll taxes and to pay state and federal taxes. 

I strongly recommend you have that handled by 
your tax preparer. 
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They will also then very easily be able to provide you with 
company budgets and profit-and-loss statements, since all of your 
financial information is coming from the same place. That’s why I 
recommend it.

It’s a lot cheaper than most people think 
to use these services. 

I would definitely check with them first to see if they offer this 
service and what it costs. That is ideal if it’s something that they 
do provide. If you’re choosing an accountant to work with, ask that 
question up front. If they can do your payroll for you, and we find 
most do, it would be very convenient.

If that’s something that’s not an option to you, there are a lot of 
national payroll services out there you can hire. That would just 
be an internet search for payroll services. Some of the national 
leaders are ADP and Paychex. They have online services. Some 
can connect with your bank account, and they will actually do 
payroll for you based on what state you’re in and what that state’s 
requirements are. 

Payroll is pretty easy too. A lot of people don’t want to go W-2 
because they don’t want to mess with all of that stuff. They don’t 
want to mess with providing benefits or payroll. But they’re very 
easy things to handle that won’t take your time. We’re talking 
about paying someone $2,000, $3,000, $10,000 a month. And 
we’re talking about mere hundreds of dollars as a fee to an 
accountant or payroll service so that we can make a great hire so 
that we don’t have to go through this process again.

If you are hiring someone in an administrative role, typically that’s 
this person’s job description. By saying, That’s why I’m hiring you. 
You get this chance to author this entire process yourself with my 
oversight and approval. We’re not just hiring for the assistant now. 
I’m hiring for the manager later. And the manager has to have her 
arms around the entire administrative side of my business. So I’m 
hoping we can go through this together. The answer is yes—I will 
give you that, with the caveat that we will set it up together. You’re 
evidencing that growth and responsibility right off the bat, without 
having to do any of the work yourself.
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Making the Final Offer, Bringing the New 
Hire On Board
Congratulations! You’ve made it through 
this somewhat onerous hiring process. 
You’ve used the process we’ve designed 
to help you weed out the very best 
possible needle from the huge haystack 
of applicants you started with, and you 
have ended up with truly top talent at your 
door. This section covers some of the final 
considerations to complete this journey.

Making the Final Offer

By this point, you’ve got your leaderboard 
rankings of your candidates. Take the time 
you may need to wrestle with who you think 
should be on top, but of course don’t delay too much because you 
don’t want to lose your top candidate to another job here at the 
very last minute.

When you’ve made your decision, it’s time to extend an offer of 
employment to your top candidate. We mail those out the old-
fashioned way, and ask them to sign the offer and get back to us 
within a certain amount of time, usually five business days. The 
paper offer is important for record-keeping.

We only send out one of these letters at a time. We don’t 
want to send out a second one until we are sure the first 
candidate will not take the position. 

If the allotted time goes by after you send your offer letter and you 
haven’t heard back from your candidate, go ahead and give them 
a call to see whether they received the offer letter and what their 
thoughts are. Things do get lost in the mail sometimes, and we just 
want to touch base with our top candidate to find out why there’s a 
delay in their response before extending an offer of the position to 
someone else.
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We have included a few examples of forms we use for this 
purpose. 

You’ll note that there are various options based on 
whether you want to pay salary or hourly, and what 

the terms of their employment will be. 

For your convenience, we have highlighted in yellow all of the 
parts that you’ll need to pay specific attention to. You’ll also note 
that we advise you to check with an employment attorney in the 
state where you work just to be sure everything is completely 
legal with this offer letter, as states do vary somewhat in their 
requirements and what’s allowed.

Here are those offer letters. This first one is for an administrative 
assistant position.

© Copyright Icenhower Coaching & Consulting, LLC. All rights reserved. 

HIRING 
Offer Letter for Administrative Staff 

 

 
 

NOTE:  Before using this sample offer letter, be sure to have your attorney review it for issues that are state specific. 

Use this template as an offer letter to fill your open administrative staff positions. 
Tab through the fields to change the yellow highlighted sections as appropriate to your listing. 

 

[DATE] 
 
[APPLICANT NAME] 
[APPLICANT ADDRESS] 
 
Dear [APPLICANT NAME], 
 
The [TEAM NAME] is pleased to extend you an offer of employment as [ADMIN ASSISTANT/TRANSACTION 
COORDINATOR/LISTING MANAGER]. The term of your employment will start on or before [START DATE]. 

[CHOOSE BETWEEN HOURLY/SALARY COMPENSATION PARAGRAPHS BELOW] 

[IF SALARY]   

As compensation for employment, you will receive an annual salary of $[30,000] to be paid twice monthly, 
subject to all necessary withholding and deductions for income taxes, social security and similar items. 

[IF HOURLY]   

As compensation for employment, you will be paid $[12.00] per hour, payable twice monthly.  You will be 
expected to work [40] hours per week.  

Like most employers, our team does not offer employees formal contracts of employment. Rather all 
employment is “at will,” meaning that either you or the Company may end your employment at any time for 
any reason. 

If you are in agreement with the above-mentioned terms, we would greatly appreciate receiving your 
response to our offer within the next 5 business days. Of course, please feel free to contact me should you 
have any questions at all. 

Thank you for your interest in employment with our company. I look forward to hearing from you soon.   

Welcome to [TEAM NAME]! 

Sincerely, 

[AGENT NAME & SIGN ABOVE] 

[POSITION] 
 



  239

This next one is for a sales agent position.
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HIRING 
Offer Letter for Sales Agents 

 

 
 

NOTE:  Before using this sample offer letter, be sure to have your attorney review it for issues that are state specific. 

Use this template as an offer letter to fill your open sales agent positions. 
Tab through the fields to change the yellow highlighted sections as appropriate to your listing. 

 
 
 
[DATE] 
 
 
 
[APPLICANT NAME] 
[APPLICANT ADDRESS] 
 
 
Dear [APPLICANT NAME], 
 
The [TEAM NAME] is pleased to notify you of your acceptance as a sales agent with our team.  We are very 
excited about the opportunity to work with you. 

As an independent contractor, you will be compensated through commissions according to the Independent 
Contractor Agreement.  Like most employers, our team does not offer employees formal contracts of 
employment. Rather all employment is “at will,” meaning that either you or the Company may end your 
employment at any time for any reason. 

We would greatly appreciate receiving your response to our offer within the next 5 business days. Of course, 
please feel free to contact me should you have any questions at all. 

Thank you for your interest in employment with our company. I look forward to hearing from you soon.   

Welcome to [TEAM NAME]! 

Sincerely, 

 

[AGENT NAME & SIGN ABOVE] 

[POSITION] 
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And finally, we have one for a position for an Inside Sales Agent 
(ISA) to Full Sales Agent here.
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HIRING 
Offer Letter for ISA to Sales Agent 

 

 
 

NOTE:  Before using this sample offer letter, be sure to have your attorney review it for issues that are state specific. 

Use this template as an offer letter to fill your open ISA to Sales Agent positions. 
Tab through the fields to change the yellow highlighted sections as appropriate to your listing. 

 

[DATE] 
 
[APPLICANT NAME] 
[APPLICANT ADDRESS] 
 
Dear [APPLICANT NAME], 
 
The [TEAM NAME] is pleased to notify you of your acceptance to our sales agent program. The program 
consists of an Inside Sales Agent (ISA) position in the mornings for the first 60 days, after which you will have 
the ability to qualify to transition fully into a sales position (Showing Assistant & Buyers Specialist). 

The ISA position is Monday through Friday, [8:00 a.m.] to [12:00 p.m.]. Your compensation will be $[12.00] per 
hour payable twice Monthly for the first [60] days, after which this time will be unpaid and act only under the 
Independent Contractor Agreement. 

Time worked outside of these hours will be as a Showing Assistant / Buyers Specialist in training. These hours 
are compensated through commissions according to the Independent Contractor Agreement and not 
compensated on an hourly basis. 

Like most employers, our team does not offer employees formal contracts of employment. Rather all 
employment is “at will,” meaning that either you or the Company may end your employment at any time for 
any reason. 

If you are in agreement with the above-mentioned terms, we would greatly appreciate receiving your 
response to our offer within the next 5 business days. Of course, please feel free to contact me should you 
have any questions at all. 

Thank you for your interest in employment with our company. I look forward to hearing from you soon. 

Welcome to [TEAM NAME]! 

Sincerely, 

[AGENT NAME & SIGN ABOVE] 

[POSITION] 
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Once again, for your easy reference we are including these various 
offer letters in the appendix at the end of the book. These are 
Appendix G. 

Bringing the New Hire On Board

Now you’ve got your new person hired—you’ve extended the offer 
and they’ve accepted it. The very last piece of this hiring process 
is to have the new person fill out an employee information card. 
This will go in their employee file along with their resume, DISC 
assessment, and all of your interview notes you made along the 
way. Here is the form we use.

This form is downright self-explanatory so I’m not going to go 
over it with you. We will, however, include this New Employee 
Information Card at the end of this book as Appendix H so you can 
easily copy it and use it for your purposes.
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HIRING 
New Employee Information Card 

 

 
 

 

Legal Name:  Start Date:  

Address:    
 Street City Zip Code 

Home Phone:  Cell:  

Fax:  Email Address:  

Birth Date:  Social Security Number:  
 

 

In case of emergency, please contact: 

Name:  Relationship:  

Home Phone:  Work:  Other:  
 

 

Direct Deposit Information: 

Bank:  Account Type: ☐  Checking   ☐  Savings 

Account #:  Routing #:  
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This final module outlines the very last step in this hiring 
process. Congratulations! You’re finished! We talked about 
considerations based around compensation and the ins and 
outs of the offer letter and new employee card. 

• As far as compensation goes, we’ve got to decide 
first whether we want to hire a W-2 employee or 1099 
contractor. 

• We recommend the W-2 employee, with benefits that 
they get to select themselves. The power of this package 
to a prospective hire is unbelievable. 

We also have to decide whether to pay them on an hourly 
basis or by salary. 

• We recommend salary pay so we don’t have to worry 
about the actual hours they are putting in and we don’t 
have to keep track of those hours. 

• If they’re taking advantage of the time off that generally 
accompanies a salaried position, we don’t want them 
around anyway. Remember: Hire slow, fire fast. 

Offering bonuses is a great way to incentivize existing 
employees, but it won’t usually be a lure to get people to 
take the job, at least on the admin side. 

• Those SC behaviors tend to see regular pay as steady 
and reliable, and they need this. 

• Sales staff responds to the promise of bonuses because 
they tend to see it as unlimited potential in their income.

As for starting pay, don’t worry about offering less to start. 

• During the training period, they’re not generating any 
extra income for you so you can certainly get away with 
paying them a little less during this time. 

• You can also let them know that as the company’s 
income grows, so will their income.

CONCLUSION
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A commission split of 50-50 is a good place to start for a 
sales hire. 

• When they want more money, find ways to help them sell 
more rather than upping their commission share. That’s 
because this creates a lose-lose environment where the 
only way for them to make more is for you to make less. 

• Then they become dependent on turning to you for 
small percentage increases rather than going out and 
selling more. When they sell more, everyone wins.

Finally, utilize the services of a payroll company to help with 
that part of your employment. 

• Usually your accountant can provide these and if so, 
that’s the best option so you can keep all of your 
financial records in the same place. 

• If your accountant doesn’t offer this service, there are 
several national companies you can use. Getting help 
with this step removes this from your plate and you also 
know it will be done right.

These compensation decisions, absent the payroll company 
considerations of course, will all play a role in the final offer 
of employment that you send to your final candidate, so you 
will need to decide on this before you can extend an offer of 
employment. 

• But once you do make those decisions, you simply fill in 
the blanks of the offer letters forms we have provided 
for you and conveniently highlighted in yellow to clearly 
mark the parts you need to fill out as specific to your 
situation.

The very final step in the hiring process is to have your new 
hire fill out a New Employee Information Card. 

• This will go in their employee file along with all of the 
other documents you have collected about your new hire 
throughout this hiring process.



CONCLUSION 



  245

If all goes well, this will be 
the only time you’ll ever 
have to go through this 
process because your new 

person will do most of this 
for you in all of your future 
hires. 

Let’s recap the hiring 
process and its steps.

The first thing you’re going 
to do is to start this process 
early, in advance of the 
need. Now that you can see 
how detailed and intensive 
this process can be, you 
don’t want to leave the step 
of hiring someone until the 
last minute. Think ahead, 
and start this process when 
you can see that you’re 

Excellent work! You’ve made it to the end of the hiring 
process and you have carefully and meticulously followed 
every step in this process to ensure you have got the 
right person in place.
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going to need someone. 

You can’t skip any steps in this process if you want to 
get the right person in place, 

so be sure you allow yourself enough time to adequately and 
thoroughly go through each of them in turn. Otherwise you’ll more 
than likely be going through this process again in the very near 
future, which means a lot of lost time and lost business, not to 
mention a lot of additional stress for you.

You’re also going to adopt a mindset of recruiting over hiring. You 
want your candidates to covet this position so you instill in them 
a sense of deep desire to win the competition you are setting up 
between them.

You will need to cast a very wide net of 
applicants so that you can be sure you can 
get enough needles along with the hay 
you’re inviting in, with the needles being 
the top talent you’re looking for. The more 
hay you invite to your door, the more 
needles that will come along with it. You 
want hundreds upon hundreds of applicants 
for your one position.

With that in mind, your first task is to create 
the job description for the role you’re 
looking to fill. This is fully elaborated upon 
in Module 2. These job descriptions are 
overinclusive and very lengthy—in fact so 
lengthy that one person can’t reasonably do 
all of the things on them. But creating an 
overinclusive job description is very useful 
to show the candidates what you eventually 
expect of them, and it has the additional 

advantage of keeping candidates in check with their starting salary 
expectations as they realize they can’t possibly do all of the things 
you expect of them right off the bat. We’ve included a few sample 
job descriptions in that module for you to use if you like.

“The first thing 
you’re going to 

do is to start this 
process early, in 
advance of the 
need. Now that 
you can see how 

detailed and 
intensive this 

process can be, you 
don’t want to leave 
the step of hiring 

someone until 
the last minute. 

You’re also going 
to adopt a mindset 
of recruiting over 

hiring. You will need 
to cast a very wide 
net of applicants.”
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Module 3 details the kind 
of behavioral profile you’re 
looking for based on the 
type of role you’re looking to 
fill. The behavioral profile is 
the linchpin to this process. 

You can train up 
education and 

experience, but 
you cannot change 

behavior. 

If you want someone to love 
their job and stay in the role, 
which you do, then you need 
to hire someone with the behavioral characteristics that match 
the demands of the role. It’s not as hard as it sounds—just use the 
tools we have provided for you to identify the behavioral profile 
you need.

In Module 4 we talk about creating the online job posting. This is 
the biggest part of casting the wide net. You’re going to advertise 
this job far and wide, with every avenue you can think of, to draw 
as many applicants as you possibly can. Module 4 details this 
strategy. 

Module 4 also outlines your first filter, the writing sample and 
resume review. You’ll include some very simple instructions 
with your job posting, and see who does not comply with those 
instructions or who does a sloppy job here. You’ll find that your 
applicants for the admin positions will need to be meticulous, while 
those for your sales positions can be a little looser because you’re 
looking for different types of people with different sets of skills for 
those different types of positions. In any case, you’ll quickly glance 
at their application materials to filter out the first batch of excess 
hay from all that you invited in. The ones you don’t want will get 
an email thanking them for their application and sending them on 

© Copyright Icenhower Coaching & Consulting, LLC. All rights reserved.
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their way. The ones that pass this step will get an email inviting 
them to take a DISC assessment at a designated website that you 
have predetermined.

Module 5 talks about the DISC assessment and assessing who to 
filter out and who to move on to the next step based on the results 
from their DISC assessment. 

Remember, we’re going to pass through the ones 
that are close to the profile we’re looking for 

because the DISC assessment has a few areas where 
error can sneak in, 

so we want to personally validate the DISC in an upcoming step. 
For now, we are passing through those that are close to the profile 
we’re looking for and sending a Thank you anyway email to those 
whose behavioral profiles do not match the position we’re looking 
to fill. 

In the phone screening interview we validate the DISC assessment. 
We have a form to guide you through these short interviews where 
your primary goal is not to find out content-type information from 
your applicants, but rather to validate the DISC assessment. Was 
their DISC accurate? Or can you identify traits in these people 
that the DISC assessment did not for whatever reason? This is the 
discussion of Module 6. From your pool of about 30 applicants that 
you will take the time to interview over the phone, you will decide 
on your top three-to-eight for one-hour, in-person interviews at 
your office. You’ll go through the bulk of your phone interviews 
before inviting anyone to the in-person interview, and select the 
three-to-eight applicants that most closely meet the behavioral 
profile you’re looking for, with five-to-eight in-person interviews 
being an ideal number.

All steps up until this point can easily be leveraged to a 
staff member, but from here on out, the person doing the 
hiring needs to step in and take over.

Module 7 details the in-person interview. You’ll see that in these 
power-packed one-hour interviews, the first 15 minutes are spent 



  249

recruiting by leveraging their DISC assessment and matching it 
with the job description, and the last 45 minutes are used to learn 
as much as you possibly can about your candidates. This is the only 
opportunity you’ll have to speak to your candidates face-to-face 
before making your hiring decision, so make every minute of this 
hour count.

Module 8 is the not-to-be-overlooked, very important step of 
reference checking. This is where a lot of hiring people fall short, 
which is silly. You’ve come this far, put in all of this meticulous 
effort, then don’t bother to check the references of the people 
you’re going to hire? This step is crucial in uncovering attitude and 
drama in your candidates’ work behavior, so do not skip it.

Finally, at the very end of this road, Module 9 discusses 
compensation considerations and extending the offer of 
employment. We go over the details of these decisions that you 
have to make, then provide some sample offer letters based on the 
type of position you’re hiring for.

As a final consideration, this process is extremely thorough, but not 
foolproof. 

Follow the adage: Hire slow, fire fast. 

If you see that you do not have the right person in the role, remove 
them before you waste more time and money trying to force a bad 
fit into a good one.

For your convenience, we’ve 
also included some appendices 
at the end of this book to help 
you easily locate common 
forms.

Now that you have the right 
person in place, it’s time to take 
a breath and switch gears. 

The hiring process is 
complete. Let the training 

begin! 
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Appendix A
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HIRING 
Application Denied Email Script 

 

 
 

Use this email script to notify applicants in the hiring process that  
they are no longer being considered for the position:  

 
 
Dear [APPLICANT], 
 
Thank you for your application, this is to inform you that the position with the [TEAM NAME] has been filled.  
We thank you for your interest and truly appreciate the time and effort you have put into the interview 
process. 
 
Thank you, 

[AGENT NAME] 
[POSITION] 
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Appendix B1
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JOB DESCRIPTION: 
Administrative Assistant 

1. Listing Manager (Listing to Contract)

• Oversee all aspects of sellers transactions from initial contact to executed purchase agreement.
• Prepare all listing materials: pre-listing presentation, Listing Agreement, sellers’ disclosures, comparative market analysis,

pull online property profile, research old multiple listing service (MLS) listings and etc.
• Consult & coordinate with sellers all property photos, staging, repairs, cleaning, signage, lockbox, access requirements &

marketing activities.
• Obtain all necessary signatures on listing agreement, disclosures and other necessary documentation.
• Coordinate showings & obtain feedback.
• Provide proactive weekly feedback to sellers regarding all showings and marketing activities.
• Coordinate all public open houses and broker open houses.
• Input all listing information into MLS and marketing websites and update as needed.
• Submit all necessary documentation to office broker for file compliance.
• Input all necessary information into client database and transaction management systems.

2. Transaction Coordinator (Contract to Closing)

• Oversee all aspects of buyer & seller transactions from executed purchase agreement to closing.
• Coordinate title/escrow, mortgage loan and appraisal processes.
• Coordinate inspections, assist in negotiations regarding repairs, and coordinate completion of repairs.
• Regularly update & maintain communication with clients, agents, title officer, lender etc.
• Submit all necessary documentation to office broker for file compliance.
• Coordinate moving/possession schedules.
• Schedule, coordinate & attend closing process.
• Input all client information into client database system.
• Schedule 30 Day, 90 Day & 120 Day client customer service follow up calls to assist with any home improvement provider

recommendations and to ask for referrals.

3. Marketing Director

• Manage client database management program & system.
• Create & regularly prepare all buyer & seller consultation packages.
• Coordinate the preparation of all listing & open house flyers, graphics, signage and all other marketing materials.
• Manage & update agent website(s), blog(s) and online listings.
• Regularly assist agent to manage & enhance agent’s social media presence.
• Track & coordinate all inbound leads from websites, social media & other online sources.
• Coordinate all client & vendor appreciation events.
• Regularly obtain client testimonials for websites, social media & other marketing materials.
• Coordinate & implement agent marketing videos & property videos on website(s), blog(s), social media and client database

email campaigns.

4. Administrative Manager

• Oversee all aspects of the administration of the agent’s business.
• Create & manage all systems for sellers, buyers, client database management, lead generation tracking, lead follow-up & all

office administration.
• Maintain all agent financial systems, profit & loss statement, bill payment, budget(s), bank accounts, and business credit

card(s).
• Coordinate the purchasing of any office equipment, marketing materials and any other business related supplies and

materials.
• Create & update a business operations manual and all job descriptions/employment contracts for any future hires.
• Manage the recruiting, hiring, training and ongoing leadership of all future administrative hires.
• Hold agent(s) accountable for conducting all agreed upon lead generation activities.
• Ensure that all agent activities are limited to listing property, showing property, negotiating contracts & lead generation.
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JOB DESCRIPTION: 
Buyer’s Agent 

Job Duties & Responsibilities 
• Prospect for both seller and buyer leads, convert leads to appointments & close for buyer agency agreements
• Conduct a thorough needs analysis to ensure fiduciary service to all buyer clients
• Ensure that buyer clients are pre-qualified with mortgage lender
• Show homes to prospective home buyer clients
• Identify homes to show that meet buyers’ criteria
• Schedule showings of homes with buyer clients, listing agents and/or home sellers
• Refine buyers’ criteria and select additional homes to show as necessary
• Write & submit all offers to purchase homes for buyer clients
• Negotiate offers to purchase and oversee entire negotiation process
• Schedule and attend on-site property inspections with clients and vendors
• Negotiate all inspection repairs
• Provide buyer clients access to homes under contract as needed for measuring, inspecting & etc.
• Promptly return all buyer client telephone calls, texts and/or emails
• Gather and answer buyer questions about potential homes and local community information
• Provide buyer clients pricing information and market research
• Educate buyer clients about home buying process
• Regularly assure buyer clients that lead agent is involved & informed - Promote the team concept
• Keep lead agent informed on all client communications and developments (copied on all emails & update notes

in CRM)
• Close buyer clients to written offers to purchase
• Train, mentor and assist in the hiring of additional buyer’s agents and showing assistants
• Communicate diligently with administrative staff to ensure the highest level of service to buyer clients from

initial contact through contract to close
• Regularly attend team meetings

Production Expectations 
• Lead Sourcing
Buyer’s Agent is expected to generate an equal amount of leads & closed transactions from Buyer’s Agent’s own 
Center of Influence (COI) and general prospecting efforts to match the number of leads & transactions generated by 
the team an ultimately closed by Buyer’s Agent. 

• Team Generated Leads
(definition) Apply the “But-For Test”: But for the existence of the team & it’s listings, would the lead have been 
generated? So inbound calls from signs on listings and internet inquiries from online listings would be considered 
Team Generated Leads since but for the team & the listings they would not have been generated in the first place. 

• Buyer’s Agent Generated Leads
(definition) Leads generated from Buyer’s Agent’s own COI and other prospecting efforts like Expired Listings, For 
Sale By Owners (FSBO), Just Listed/Just Sold contacts and etc.  Any listings generated by Buyer’s Agent will also 
count as Buyer’s Agent Generated leads for sourcing purposes. 

• Activity Tracking
Buyer’s Agent is expected to input & report all prospecting and client servicing activities regularly for accountability 
and to keep the rest of the team informed. 
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JOB DESCRIPTION: 
Showing Assistant 

 Job Duties & Responsibilities 
• Show homes to prospective home buyer clients
• Drive with or alongside buyer clients to provide access and view homes
• Identify homes to show that meet buyers’ criteria
• Schedule showings of homes with buyer clients, listing agents and/or home sellers
• Refine buyers’ criteria and select additional homes to show as necessary
• Schedule and attend on-site property inspections with clients and vendors
• Provide buyer clients access to homes under contract as needed for measuring, inspecting, and etc.
• Promptly return all buyer client telephone calls, texts and/or emails.
• Gather and answer buyer questions about potential homes and local community information
• Provide buyer clients pricing information and market research
• Educate buyer clients about home buying process
• Regularly assure buyer clients that lead agent is involved & informed - Promote the team concept
• Keep lead agent informed on all client communications and developments (copied on all emails &

update notes in CRM)
• Close buyer clients to written offers to purchase

Growth & Development Training 
Showing Assistant will be responsible for developing the following skills by shadowing lead agent or buyer’s 
agent, in addition to attending all office training related to these duties.  Once Showing Assistant has 
demonstrated the ability to perform these tasks proficiently without assistance and has met all production 
standards, Showing Assistant will become eligible for the Buyer’s Agent/Specialist role.  

• Attend all office training for working with buyer clients
• Convert buyer leads to buyer consultation appointments
• Conduct buyer consultation appointments
• Obtain buyer client signatures on buyer agency agreements
• Ensure that buyer clients are pre-qualified with mortgage lender
• Prospect for buyer leads
• Overcome buyer objections
• Write offers to purchase homes for buyer clients
• Negotiate contracts until offers are accepted
• Negotiate inspection repairs
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 Phone Screening Worksheet 

Applicant Name: Date: 

Initial Open-Ended Questions 
1. Tell me about your WORK EXPERIENCE:

2. Tell me about your EDUCATION/TRAINING:

3. Tell me about your INTERESTS:

4. Tell me about your GOALS:

5. Tell me about the HABITS you have:
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 Phone Screening Worksheet  
 

 

DISC Behavioral Assessment 
IDEAL: THIS CANDIDATE: 

  

NOTES: 

Additional Phone Interview Questions 
Choose from the following questions below to help fill in the blanks after asking the initial open-ended 

questions. Typically, conducted by an administrative staff member prior to the lead agent of a team speaking 
with the candidate directly. 

☐ 1. Why are you considering giving up your current job or position?

☐ 2. What exactly did you do at your last job? Tell me what your average workday was like and what you 
were responsible for handling.

☐ 3. What accomplishments are you most proud of professionally? Personally?

☐ 4. Have you ever thought about being a real estate agent?

☐ 5. If you had more spare time, what would you do with it?

☐ 6. How would you handle a customer who called and was angry?

☐ 7. How would you handle a customer that was upset about something the agent hadn’t delivered? Could 
you turn that situation around and make the person a happy client?
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 Phone Screening Worksheet  
 

 

☐ 8. Do you tend to dig into the tough problems in the morning, afternoon, or late in the day?

☐ 9. Why do you do the tough stuff at that time?

☐ 10. How many tasks can you handle at once?

☐ 11. How do you organize your work?

☐ 12. What kinds of people annoy you?

☐ 13. Tell me about the worst supervisor you ever worked for.

☐ 14. Tell me how you handled working in that situation.

☐ 15. What decisions did you make at your last job and how did you go about making those decisions?

☐ 16. Have you had problems working with others?

☐ 17. What experience have you had in real estate? Have you ever purchased or sold a home or handled
rentals?

☐ 18. What aspects of working in a real estate office interest you?

☐ 19. What do you hope to be doing two years from now? How much do you want to be earning?

☐ 20. Tell me about your biggest frustrations in your business/working career.

  

Appendix D Continued
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 Phone Screening Worksheet  
 

 

☐ 21. What has been your most rewarding work-related experience?

☐ 22. What are your career goals? (Are they serious, well thought-out goals, coinciding with this position?)

☐ 23. If anything would take you away from working, what would it be? (Kids, smoke break, etc.)

☐ 24. Do you have reliable transportation?

☐ 25. Have you attended any seminars?

☐ 26. How fast can you type? May I test you?

☐ 27. What computer/technology skills do you have specifically?

☐ 28. Have you driven around [CITY]? Can you find specific neighborhoods?

☐ 29. Have you ever been a real estate agent?

☐ 30. Have you worked in escrow?

☐ 31. Have you taken any time management courses?

☐ 32. Do you use a daily planner of any type? A Calendar?

☐ 33. Have you had extensive experience with over-the phone client service? What was it?

☐ 34. What does a client for life mean to you?
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 Phone Screening Worksheet  
 

 

Follow-Up Phone Interview Questions 
Typically conducted by the lead agent of the team on a second phone call  

prior to meeting the candidate in person. 

1. Where do you hope to be in five years? 

2. What do you think it takes to be a successful real estate agent? Have you personally ever worked with an 
agent? 

3. Describe the time you were most motivated at any of your previous jobs. 

4. When were you least motivated? 

5. How do you schedule your time? 

6. How do you set priorities and solve problems of conflicting priorities? 

7. How long would you be interested in holding a position such as this? 

8. What is your greatest strength? What is your greatest weakness? 

9. Describe the worst day on your last job. How did you handle it? 

10. Describe your dream job. 

Appendix D Continued
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 In-Person Interview Form 

***Note: Interviewer should have the following documents printed and on hand during each in person interview: 
☐ 1. Resume ☐ 4. Understanding DISC Behavioral Profiles Form
☐ 2. Phone Screening Worksheet Notes ☐ 5. Job Description
☐ 3. DISC Assessment Report ☐ 6. Blank In-Person Interview Form Printed for Each Interview

Applicant name: Date: 

Interview Questions 
1. TELL ME YOUR STORY - Start with when you finished your formal education and tell me about each job

you’ve had up till now. (Have their resume out to walk them through their past work experiences step-by-
step)

a) What did you like the most about the job?

b)   What did you dislike most about the job?

c)    Why did you ultimately leave the job?

NOTES: 
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 In-Person Interview Form  
 

 

2. Have you DONE ANY RESEARCH about us? What do you know or think about our company? 

3. What would your former supervisors say were your biggest STRENGTHS? 

4. What would your former supervisors say were your biggest WEAKNESSES?

5. Explain 2 situations in the past when you were TRAINED WELL?

6. Explain 2 situations in the past when you were TRAINED POORLY?

7. What did your favorite former supervisor do to MANAGE YOU THE BEST?

8. How have your former supervisors MANAGED YOU POORLY?
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 In-Person Interview Form  
 

 

9. Explain the IDEAL RELATIONSHIP you would like to have with your SUPERVISOR?

10.Describe your FAVORITE CO-WORKERS and what they did to work best with you?

11. What type of traits does a GOOD PERFORMER exhibit on the job? And a BAD PERFORMER? 

12. Describe your IDEAL WORK ENVIRONMENT. And a BAD WORK ENVIRONMENT? 

13.Name 2 PEOPLE THAT YOU ADMIRE the most, one personal & one famous. And why?

14.Do you SET GOALS?

15.What MEASURES DO YOU PUT IN PLACE to help ensure you reach those goals?
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 In-Person Interview Form  
 

 

16.What are your LONG-TERM CAREER GOALS? In 5 years, 20 years, retirement?

17.What do you do to MOTIVATE YOURSELF to do things you dislike, but need to get done?

18.What was your BIGGEST CAREER ACCOMPLISHMENT? What did you learn from it?

19.What was your BIGGEST PERSONAL ACCOMPLISHMENT? What did you learn from it?

20.What was the BIGGEST MISTAKE you’ve made in your CAREER? What did you learn from it?

21.What AMOUNT OF PAY do you need to be able to take this position? HOW MUCH DID YOU
MAKE at your last job?

22.What OTHER JOBS or POSITIONS are you currently interviewing for?
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 In-Person Interview Form  
 

 

23. If we were to offer you the position, HOW LONG BEFORE YOU COULD START?

24.Describe WHY YOU BELIEVE YOU’RE A GREAT CANDIDATE for this position?

25.What are YOUR BIGGEST CONCERNS about this position?

26.Do YOU HAVE ANY QUESTIONS for me?
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 Reference Check Worksheet  
 

 

Applicant Name:  Date:  

Reference Name/Company:  Phone Number:  
 

Introductory Script 
“Hello! My name is [Agent Name] with [Your Company].  We are speaking with [Applicant Name] about a 
possible position as a(n) [Job Title]. He/she has given us your name as a reference.  May I quickly ask you 
some brief questions as a part of our standard reference check procedure?” 

Reference Check Questions  
Make one copy per reference for each of the candidate's references. 

1. How is it that you know [Applicant Name]? Can you please describe your relationship? 

2. What do you feel [Applicant Name]’s strengths & best attributes are? What does he/she really excel at 
doing? 

3. What about his/her weaknesses, or opportunities for improvement? 

4. As his/her mentor & manager, I would like to be effective in fostering his/her professional development. 
What are some of the areas that I could help [Applicant Name] in terms of personal and professional 
growth? What weaknesses should I work with him/her on? 
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 Reference Check Worksheet  
 

 

5. Describe his/her leadership skills. Do you feel he/she would be effective in a management or leadership 
role? Why or why not? 

6. Would you work with (or even hire) [Applicant Name] again? Why or why not? 

7. In your opinion, what type of work is [Applicant Name] best suited for? Why? 

8. I need a person who has a GREAT ATTITUDE. To me this means someone that purposefully tries to STAY 
POSITIVE, enjoys LEARNING NEW SKILLS, and TAKES RESPONSIBILITY. On a scale of 1 to 10, with 10 being 
the best attitude someone could have, how would you rate him/her? ____________________________   

If not a 10: What is missing to keep it from being a 10? 

9. What else would you like to tell me about [Applicant Name] that we have not discussed yet? 

10. Who else can you think of who has had experience working with [Applicant Name] that can give us 
additional perspective? Do you happen to have their phone numbers? 

Closing Script 
“Thank you so much for your help and time! We’ll be sure to return the favor!” 
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HIRING 
Offer Letter for Administrative Staff 

 

 
 

NOTE:  Before using this sample offer letter, be sure to have your attorney review it for issues that are state specific. 

Use this template as an offer letter to fill your open administrative staff positions. 
Tab through the fields to change the yellow highlighted sections as appropriate to your listing. 

 

[DATE] 
 
[APPLICANT NAME] 
[APPLICANT ADDRESS] 
 
Dear [APPLICANT NAME], 
 
The [TEAM NAME] is pleased to extend you an offer of employment as [ADMIN ASSISTANT/TRANSACTION 
COORDINATOR/LISTING MANAGER]. The term of your employment will start on or before [START DATE]. 

[CHOOSE BETWEEN HOURLY/SALARY COMPENSATION PARAGRAPHS BELOW] 

[IF SALARY]   

As compensation for employment, you will receive an annual salary of $[30,000] to be paid twice monthly, 
subject to all necessary withholding and deductions for income taxes, social security and similar items. 

[IF HOURLY]   

As compensation for employment, you will be paid $[12.00] per hour, payable twice monthly.  You will be 
expected to work [40] hours per week.  

Like most employers, our team does not offer employees formal contracts of employment. Rather all 
employment is “at will,” meaning that either you or the Company may end your employment at any time for 
any reason. 

If you are in agreement with the above-mentioned terms, we would greatly appreciate receiving your 
response to our offer within the next 5 business days. Of course, please feel free to contact me should you 
have any questions at all. 

Thank you for your interest in employment with our company. I look forward to hearing from you soon.   

Welcome to [TEAM NAME]! 

Sincerely, 

[AGENT NAME & SIGN ABOVE] 

[POSITION] 
 



270    © Icenhower Coaching & Consulting, LLC.

Appendix G2

© Copyright Icenhower Coaching & Consulting, LLC. All rights reserved. 

HIRING 
Offer Letter for Sales Agents 

 

 
 

NOTE:  Before using this sample offer letter, be sure to have your attorney review it for issues that are state specific. 

Use this template as an offer letter to fill your open sales agent positions. 
Tab through the fields to change the yellow highlighted sections as appropriate to your listing. 

 
 
 
[DATE] 
 
 
 
[APPLICANT NAME] 
[APPLICANT ADDRESS] 
 
 
Dear [APPLICANT NAME], 
 
The [TEAM NAME] is pleased to notify you of your acceptance as a sales agent with our team.  We are very 
excited about the opportunity to work with you. 

As an independent contractor, you will be compensated through commissions according to the Independent 
Contractor Agreement.  Like most employers, our team does not offer employees formal contracts of 
employment. Rather all employment is “at will,” meaning that either you or the Company may end your 
employment at any time for any reason. 

We would greatly appreciate receiving your response to our offer within the next 5 business days. Of course, 
please feel free to contact me should you have any questions at all. 

Thank you for your interest in employment with our company. I look forward to hearing from you soon.   

Welcome to [TEAM NAME]! 

Sincerely, 

 

[AGENT NAME & SIGN ABOVE] 

[POSITION] 
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HIRING 
Offer Letter for ISA to Sales Agent 

 

 
 

NOTE:  Before using this sample offer letter, be sure to have your attorney review it for issues that are state specific. 

Use this template as an offer letter to fill your open ISA to Sales Agent positions. 
Tab through the fields to change the yellow highlighted sections as appropriate to your listing. 

 

[DATE] 
 
[APPLICANT NAME] 
[APPLICANT ADDRESS] 
 
Dear [APPLICANT NAME], 
 
The [TEAM NAME] is pleased to notify you of your acceptance to our sales agent program. The program 
consists of an Inside Sales Agent (ISA) position in the mornings for the first 60 days, after which you will have 
the ability to qualify to transition fully into a sales position (Showing Assistant & Buyers Specialist). 

The ISA position is Monday through Friday, [8:00 a.m.] to [12:00 p.m.]. Your compensation will be $[12.00] per 
hour payable twice Monthly for the first [60] days, after which this time will be unpaid and act only under the 
Independent Contractor Agreement. 

Time worked outside of these hours will be as a Showing Assistant / Buyers Specialist in training. These hours 
are compensated through commissions according to the Independent Contractor Agreement and not 
compensated on an hourly basis. 

Like most employers, our team does not offer employees formal contracts of employment. Rather all 
employment is “at will,” meaning that either you or the Company may end your employment at any time for 
any reason. 

If you are in agreement with the above-mentioned terms, we would greatly appreciate receiving your 
response to our offer within the next 5 business days. Of course, please feel free to contact me should you 
have any questions at all. 

Thank you for your interest in employment with our company. I look forward to hearing from you soon. 

Welcome to [TEAM NAME]! 

Sincerely, 

[AGENT NAME & SIGN ABOVE] 

[POSITION] 
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HIRING 
New Employee Information Card 

 

 
 

 

Legal Name:  Start Date:  

Address:    
 Street City Zip Code 

Home Phone:  Cell:  

Fax:  Email Address:  

Birth Date:  Social Security Number:  
 

 

In case of emergency, please contact: 

Name:  Relationship:  

Home Phone:  Work:  Other:  
 

 

Direct Deposit Information: 

Bank:  Account Type: ☐  Checking   ☐  Savings 

Account #:  Routing #:  

 


