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How to Compete with the Big Dogs: 
Best Recruiting Practices for Small and Indie Brokerages 

By Bernice Ross, CEO and President, BrokerageUP! 
 
Signing bonuses, big marketing budgets, 100 percent splits—the recruiting battle for agents 
today is fiercer than ever. Nevertheless, small and indie brokers can win against “big dogs” if 
they know how to leverage their strengths and capitalize on what resonates most with agents.  
 
If you’re a small or indie broker who wants to compete against the big dogs, you will need the 
following:  
 

• What agents really want from their broker. 

• The profile of real estate sales success. 

• A Unique Recruiting Proposition (URP) that describes your brokerage’s strengths, 
culture, and the benefits you provide for the agents who join your firm. 

• The right interview questions plus how to overcome any objections the agent raises.  

• How joining your firm will provide the solution for the challenges the agent faces.  
 
The #1 reason agents leave their current broker 
Most people believe that the number one reason that agents leave their current brokerage is 
commissions. The actual reason is that “my broker doesn’t have enough time for me.”  
 
Based upon over 60 interviews I have conducted with brokers across the country, the top three 
things agents want from their brokers rather than commissions are: 
 

1. “My broker has my back” 
“My broker is there when I need him or her. When I make a mistake or have a problem, 
I know they’ll be in my court to help me get through it.”  
 

2. My broker has the expertise, tools, and systems to keep the brokerage going 
Agents want a broker who has a strong knowledge of the contracts and who can help 
them navigate difficult negotiations, disputes, or legal issues when required. They also 
count on the brokerage to have the tools and systems necessary for them to 
successfully operate their businesses.  

 
3. A business family 

Many agents view their manager or broker as the head of their business family (some 
even used the term “business mom” or “Momanager.” No matter what term they use, 
however, they want to be part of an office that both works and plays together.  
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Who to Recruit?  
Many brokers are unaware that there is a very clear behavioral profile of the agent who will 
succeed. Here are the five factors that are most highly correlated with sales success. 
 

1. High scores on the “D” and “I” factors on the DISC Behavioral Profile.  
The “D” behavioral style (dominance), is associated with someone who is driven, 
ambitious, and strong-willed. In contrast, someone who scores high on the “I” or 
influence factor is enthusiastic, warm, and persuasive. This combination together, 
although found in a very small proportion of the population, is by far the most common 
profile among top-producing agents. https://www.ttidisc.com/ 

 
2. Motivation: “Utilitarian”  

While most companies look at the DISC Profile to predict sales success, Target Training 
International (TTI) has found that the most accurate predictor is tied to not to behavior, 
but to motivation. There are six primary motivators in the TTI model, but the one that 
best predicts sales success is the “Utilitarian” motivator. Someone who scores high on 
the Utilitarian factor is interested in what is practical and useful. They are bottom-line 
oriented with a focus on what money can provide for themselves and their family. 
 
This factor alone predicts sales success in any industry at the 72 percent level, 
regardless of behavioral style. 
(http://ttiatlanta.com/assessmentreports/ttibehaviormotivators.html) 
 

3. Learning mindset 
Top producers are always in search of the next idea, strategy, or technology tool that 
will give them an edge against their competitors. Over my years on the speaking circuit, 
I’ve repeatedly heard brokers complain: “All my top producers were sitting in the first 
three rows. The agents who really needed to be here didn’t even bother to show up.” 
 
Furthermore, according to two studies from the Texas Association of Realtors in 2012 
and 2015, having a learning mindset is the number one predictor of new agent sales 
success. Any new agent who shortcuts their new licensing training is not only a poor 
hire, but a major liability.  
 

4. Emotional resilience 
Rejection and failure are part of the real estate business. In terms of hiring, you’re 
looking for people who can bounce back quickly and keep going when they experience 
failure. (Those who score high on the “D” on the DISC commonly have this trait.) 
 

5. Dependability 
Does this person show up on time, do what they say they will do, and can be counted on 
in a pinch? This is one of the reasons that holding multiple interviews before hiring is a 
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good idea—anyone can bring their A-game at least once. Conducting multiple interviews 
will give you a more accurate read about what the agent is really like as well as what 
matters most to him or her.  
 

6. The Biggest Red Flag for New Agents 
The primary reason that new agents leave the business is that they are undercapitalized. 
In fact, the wash-out rate for part-time agents can be as high as 95 percent. If a new 
agent doesn’t have enough money to work at least 6-12 months with no commission 
revenue, urge them to save up enough money until they can work full-time. It will 
greatly increase their probability of success.   
 
If working part-time is their only option, you may want to have them work as part of an 
agent team or busy agent who would be willing to pay them for working part-time.  

 
Hire to Your Culture 
Valerie Torelli, the President and founder of Torelli Realty in Costa Mesa, CA, has been the 
number one agent and brokerage every year since 1984. Torelli attributes much of her success 
to hiring agents who are in alignment with her culture, that she describes as being “The 4 C’s.” 
She based these on Don Miguel Ruiz’s book, The Four Agreements.  
 
“The 4 C’s” are: 
 

1. Commitment 
Torelli explains how she works for her agents. “I have to earn the commission they pay 
me.” As a result, she only hires agents who are committed to the real estate profession 
and who are willing to do the work required to succeed.  

 
2. Connection 

The agents Torelli hires must be a match for her office. She looks not only for an agent 
who connects well with her, but someone who shares the same values as the other 
agents and staff in her office.  
 

3. Compassion  
Torelli looks for agents who are actively involved in giving back to others, whether it’s 
with charities, at their place of worship, or volunteering in a way that helps others. As 
she observes: 
 
When someone routinely gives back to others, they will be willing to help and support 
the agents and staff in our office as well.   
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4. Community 
Torelli and her agents contribute individually to various causes, however, their office 
also raises funds local Costa Mesa charities. They also support a “coding program” that 
teaches fifth and six graders in local schools the basics of computer programming.  

 
5. The “Fifth C” 

Torelli searches for low drama agents. “I don’t do crazy!” 
 
Your Unique Recruiting Proposition (URP) 
To create your URP, begin by identifying your brokerage’s greatest strengths, especially in 
terms of your culture. Categories to include are office services, tech tools, and most 
importantly, listing and buyer conversion tools. It’s also useful to repeat this process with your 
competitors so that you know where you are competitive and where other brokers may have 
an advantage.  
 
When agents are considering switching firms, they’re often look at how to increase their 
income. Most believe that having a higher commission split is the answer, however, there are 
two ways to defuse that objection.  
 
The first step is to begin by asking, “Are you more interested in your commission split or in how 
much you actually earn at the end of the year?”  
 
Next, as one of the brokers from the WomanUP! initiative explained, “Commission objections 
disappear when I show them how they can do and extra 5-10 transactions by joining our 
company.”  
 
How can you help them do an extra 5-10 transactions per year? Some ideas include: 
 

1. Introduce them your firm’s “chatbot” service that allows them to never miss a call,  
converts the lead, and then hands it off to the agent. Checkout IMRE.ca and best of all, 
it’s free!  

2. Use the most powerful CMA tool available. WeissAnalytics.com not only calculates the 
current value, but traces those values as far back as 2000 and predicts whether the area 
(and/or an individual house) will be increasing or decreasing in value over the next year.   

3. DownPaymentResource.com is a free service that matches properties and buyers with 
various down payment assistance programs. The average amount of assistance their 
users receive is between $10,000-$13,000. The large majority of buyers and their agents 
have no idea about this, so having a local lender who can assist borrowers in obtaining 
down payment assistance will definitely separate you and your agents from the 
competition.  
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Once you have identified what to include in your Unique Recruiting Proposition, display it in a 
list like the one below.  
 

Unique Recruiting Proposition (Example) 

 
  
Once you have completed your URP, the next issue is what types of questions will you ask?  
 
How to Ask Great Interview Questions   
There are three general categories of questions that will help you to determine what matters 
most to the agent, the pain points that are motivating the agent to move, as well as whether 
the agent is someone you actually want to hire. The categories are: 
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1. What are their strengths and weaknesses? 
Are they trying to break through the glass ceiling of $100,000 in GCI and will need an 
assistant? What prospecting activities are generating the leads that result in the most 
closed transactions? To uncover these and other important data on their strengths, ask:  
 
• In terms of your lead generation, what real estate lead generation activities do you 

enjoy most? Which ones produce the most leads?  
• What are the greatest challenges you face in terms of your production? 
• If you could delegate part of your business, what would that be?  

 
2. Experiential questions  

These are extremely powerful in that you can quickly judge the agent’s competency.  
 
• If I were to refer a listing to you, how would you market it? 
• If one of your listings was about to expire, how would you go about persuading the 

seller to relist with you?  
• Last week, one of our agents had XYZ happen. How would you have handled that 

situation?  
 

3. Competitor reconnaissance questions 
These questions allow you to uncover what the agent values most about their current 
brokerage, their broker’s weaknesses, as well as what would cause them to change 
companies. 
 

• What do you like most about your present brokerage—tools, systems, culture?  
• What areas could stand a little improvement?   
• If one of your friends was going to change brokers, what would cause you to 

recommend a brokerage other than your current company?  
 
Recruit for Profitability, Not Revenue 
As noted in the first part of this series, the #1 reason that agents leave their current broker is 
not commissions—it’s that their broker doesn’t have time for them. Another major flaw in the 
industry’s thinking about recruiting and brokerage profitability is a focus on revenue rather 
than profitability. t  
 
While it may sound great to have a $30 million producer in your office, how much of an impact 
does that agent have on your bottom line? Assuming that your top producer is on a 90-10 split 
and you have three agents who are producing $3-4 million annually on a 70-30 split, who is 
more profitable? (see next page) 
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The $30 million dollar producer in the example above generates an office GCI of $82,800 with 
an office net of $8,280.  
 
In contrast, the three mid-range agents (sometimes called the “profitable middle”) generated 
$10 million of GCI total, only one third of what the top producer generated. In terms of the 
office net, however, they were more profitable. Better yet, they’re much easier to find and to 
recruit! 
 
Closing the Deal  
Keep in mind that having multiple interviews will help you to better assess whether this agent is 
a good fit for your company. If that little voice inside is saying something’s not right, listen to it.  
 
In terms of the actual close, listen to the concerns they voice, and then show the agent how 
moving to your brokerage would help them meet their concerns.  
 
For example, if the agent wants to make more money, have them bring in a list of their closed 
transactions for the last 12 months. Beside each address, have them note whether they 
represented the buyer or the seller, the price range, location, approximate age of the clients, 
careers, and most importantly, what lead generation activity resulted in the closed transaction. 
(The best way to do this is with a spreadsheet).  
 
Next, look for patterns that will help them to identify their ideal client type. For each category, 
have them note what shows up most often. For example, they may be attracting women who 
work in technology who are age 30-40 and prefer two subdivisions on the bus route to where 
they work.  
 
Second, ask them to focus only on the top 50 percent of their lead generation activities that 
generated the most closed transactions for the next 30 days. In almost every case, they will find 
that they will be making more money as well as enjoying their business much more.  

Recruit for Profitability, Not Revenue
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Best of all, you’re the broker who cared enough to show them how. If and when they do decide 
to move, chances are good that it will be to your office.  
 
You CAN recruit against the big dogs—create your URP, always have one or two great tools that 
your competitors haven’t discovered yet, and take the time to make each agent feel that he or 
she would be a welcomed addition to your business family.  
 
Bernice’s Recommendations from this Session 
 

1. Best Artificial Intelligence based CMA tool “Val Pal” from WeissAnalytics. Price, $399.00 
per year ($33.25 per month when paid annually) (https://www.weissanalytics.com)  

2. Best lead conversion chatbot for agents at the best price-point: IMRE.ca. Basic version is 
free and pro-version is $10.00 per month. (http://www.imre.ca) 

3. Get an average of $10,000-$13,000 in down payment assistance for your company’s 
buyers with DownPaymentResource.com. (84 percent of the houses in the U.S. qualify 
for some sort of assistance.)  

4. Check out the BrokerageUP! 24-7 Online Recruiting Training that also include interviews 
with 10 of the top recruiters in the industry who have jointly recruited over 2,500 agents 
in the last five years.  

Our BrokerageUP membership program includes:  

• OFFICE MEETING IN A BOX—a year of weekly office meetings/trainings that include 
questions, discussion points, and tools to grow your agents and their production. 
Download the January Edition at SHANE NEED DOWNLOAD LINK 

• Two weekly pre-written tips to help agents stay motivated and to improve their 
skills. Post these on the social media, use them as the script for a short video, or text 
your agents.  

• Timely articles, leadership and coaching tips, podcasts, and videos designed 
specifically for brokers and managers.  


