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o President/AE Relationship
o Hiring Tips

o Planning Your Exit Strategy
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o President/AE Task List
o Sample Job Description
o Sample AE Contract
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o Communicahion Problems
o Change in Prionties

o Qutside Stressors

o Incompatibility
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Presiderct — AE Paxpfnm/vw !

o AE and President’s job is to make each other
effective
o Need to understand:
o motivations
o sfrengths
o weaknesses
o What can be done to help each other succeed?
o What do you do that can hinder each other?
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v| © Complete the President/AE Task List each year

President - AE Pavﬁ;wm/m?;

o Know each others’ expectations |
o Communication is key

o Don’t over commit and under deliver

o Create a relationship of TRUST A
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Presicest — (F szfnmwon

o You are both human (really)
o You can’t “fix” each other
o You can only work with one another
o You are emotional beings
o Try to ses each others’ interests

7 Halits of #%Aly 5/%@%1@ @wv[ogu&

o Be proactive

o Begin with the end in mind

o Put first things first

o Think win/win

o Seek first to understand then to be
understood

o Synergize
o Sharpen the sow
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o Peter Drucker - Exceptional leaders know how to
ask the right questions
o What needs to be done?
o What can | do fo make a difference?
o What are my organization's mission and goals?
o Whai conslitules perforrnance and resulfs?
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Presicerit — (E Pwﬁrnmd/wf&

o Goal Setting

o Delegation

o Daily Communication
o Performance Appraisals j
o Providing Feedback |
o AE Contracts |
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Presidenidt - AE szfnmdﬂv}z

Goal Setting- SMART Goals
OSpeciﬁc
oMeasurabie

0 Atiainable
©Reaiistic

oTime frame
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o Art of delegation
o What's the RESULT?
o Who's accountable and responsible?
o By when?
o let it go!
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Presidert - (E Cormmunication 7;}9&

o Communication Is CRUCIAL
o WHEN
o HOW
o WHAT

Communication Record

Date | Said He/She Said




|

Communication Record

7/22/2016

Date

| Said

She Said

10/2

Monihly tinancials — posdive variance
$50k

Decreasa Saturday cffice hours

Ethlcs compiaint against John Smah

Communication Record

Date | Said She Said
10/2
X Monthly financials — postve variance | Put it on aganda for Finance committee
§ECk
X Decrease Saturday office hours OK for winter months only
X Ethics complant aganst John Smith | Inform Chair of ethics commitiee

Presidenit = AE Commenicition 71;:»'

o Effective e-mail communication
» Subject lines are headilines
« Make 1 point per emait
« Convey facts not emohons
« Specify the response you want
« Once you send it - it never goes away
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Alleviate stregg by . . .

WRITING IT DOWN!
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The “TO DO" List
THINGS TO DO TODAY:
' TDUEFROM OTHERS: i
|| PERSONAL ACTIVITIES/APPOINTMENTS: 2
il

The Better “To Do” List

THINGS TO DO TODAY: PRIORITY (1,2,3)

- DUE FROM OTHERS:
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The BEST “To

“To Do" List

TIME I TASKS )

8:00-9:00 Complete Performance Review for Jim Nayzium
11:00-Noon Finalize Financlal Reports
2-2:30p Conference coll with Suzy Q
PERSONAL ACTIVITIES:
6:30p Parent/Teacher Conference - Becca i
i
| DUE FROM OTHERS: |
] i
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Presiderdt - AE pzvﬁws--mﬁv’?;

o Performance Appraisals
o Yearly
o Use job description AND Stiategic Plan
Inihatives as a guide
o Must be in writing
o No surprises
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www.realtor.org/hrtoolkit

o Purpose

o Who should conduct the review?
o BOD
o Executive Cornmitiee
o Personnel Cornmittee

il  ©3. 4, 5pointscale

i o Summary
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Pwvitél'm? f eedloch

o Discussions may take place more than once before
a formal "Performance Improvement Plan" is
established

o President meets with AE to discuss performance

} deficiencies and restate the expectations of

1l satisfactory performance
j: o Goals, objectives and standards may be

reconfirmed

Providing Foedlack

o A time frame for improvement may be defined

o This discussion may be documented by the
President for future reference

o Direct line of communication between the
President and AE ond vice versa

{ ]
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o A formal Performance Improvement Plan
may be established if current
performance Is deficient to the extent

! that termination is being considered, OR

il o Performance has not reached a

i satisfactory level as established in STEP

i'ii ONE discussions and fime frames

o The Performance Improvement Plan may
congsist of

o wrilten documentation of performance
deficiencies,

o expected standards of performance; and
o established time frames for improvement

o In most cases, the consequencaes for not
meeting expectations should be clearly stated
(e.g.. demotion, termination)

o Review contract provisions - more on that lafer

N - ey
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Gssos of Bapomsiblity

o Governance of Assoclation Structures and
Organizational Operations

o Physical and Financial Resources

o Member Services

o Qutreach and Advocacy
o Infernal Relations

President
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President
o Approve budget as
developed by staff
o Empower AE to
make budget
adjustments and
expendifures within
established
guidelines
o Budget/Finance
Comimitiee to set
parameters, BOD
approval

AE
o Prepare and mancge

annual budget based on

shrotegic ocuicomes and

volunfeer approval
Ensure ali funds, physcol
assets, and other
Association proparty are
approprately safeguerded |
and adminsiered |
Ensure s:ror*(.]g financial
positicn and revenue
sources to cperate the
Associghon at optimum
ond future levels with
suitatle funding avalable
to act quickly on
opportuntes, threats and
new iritiatives

o

-1
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Prasident

o Lead an ongoing anaves
ot envisiors, tdentifies
ond implements strategic
initiatives biosed on
meme! needs

o Support Member
recruitment etention and
otientation efforts

o Colavorate with
cormmittee lsaders ond AE
to identify and review
curent and new programs
thatimpoct member
initictives and
professionalism

o Assume a vistle leadership

Gle at networking and
30CIt events
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o AE

o Serve as the visonary
leader of the Assncintion,
deiegata day 1o day
opearations to other staff

o Mointain an environrent in
which staff takes infiative
ond uie atle to mave
decisions within ther recim
of authouty

o Picmptly adidiess emplo,erz

relarons 1523 and seev
leqal countet wher lega
ability rray exist

o CHer constiuctive
feedback to staff to assist in
their growth and
deveiopment

0 Develep, lead asess and.
when necessary terminate
staff
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o Claiify roles from the start

o President leads the Association - the AE
runs the Association

o AE makes the personnel decisions

o Micro management vs, absentee
management

7%ﬂ%ﬁﬁgaé'a%&awc% CQw%QQéT

o Clarfy roles from the start

o President leads the Association - the AE
runs the Association

o AE makes the personnel decislons

o Micro management vs absentee
management

7/22/2016
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Hiving Tups

o Define the job
o Develop position description t‘d

o Responsibilities

o % of e spent/frequency

o Essenticil funchions

o Deterrnine FLSA Status (Exempt / non
exempt)

o Skills. expernence, physical reqguirements.
education

o College degree required?

B

Job Descriptions - Why?

o Keep 5-10% "Other duties as assigned”

o identifies the most important responsibilities for
recrulting/interviewing purposes

o Leis employees know what's expected of them

Job Descriptions - Why?

o Helps you to determine FLSA status A |
o It's your gauge for performance

o Helps identify the “essential funchions” for ADA
|5+ees

T SeTaletis iy tasrsis oy e et ate it sl d
T A i e R L A T 4
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Job Descriptions - Why?

« Helps guard against legal liability

« The EEOC states that *()f the individual is
qualified to perform essential job functions
except for limitations caused by a disability, the
employer must consider whether the individual
could perform these functions with a reasonable

1 accommodation. If a written job description

1 has been prepared in advance of advertising or

| interviewing applicants for a job, this will be i
| considered as evidence, although not 4
| conclusive evidence, of the essential functions

i ofthejob.” il

| ==
I |
Job Descriptions - Why?
+« What should be included?

« Title

« Supervisor name

« Supervisor title

» FLSA
1 « Date job description was last updated
: « Priimary duties/responsibilities/frequency

lsi,; « if position Is supervisory, names and titles of ]L,'I.u

i;,[ other employees under the supervisor’'s span of n'[i

[ control it
: i

i « Experience, skills (physical and technical), i
l education required

Job Descriptions and Performance

o Job description is your “gauge” if the
employee Is not performing

o In writing

| o Identify where improvement Is needed

o Set a timeline with clear objectives

i o Observe and document (+/-)

o Follow up - don't let the deadiline siip! u‘ﬁ

o Review/update every 1-2 years or when it
; major change In responsibilities

N A e O e e
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Sample Job Description

FREQUENCY % OF ANNUAL
(DWMA TIVE
Tty ficy

LERectively and rmcmnué receive incomung phack calls. Provide answers 10 member
inquires and forward call

"wn'ﬁ infirmation on siafl members, l‘k:r‘.'{ contacts, hot topics for the month,
facsimale machine ¢ ]

contacts Fandles inquines from vendors and the public Provide informauon on
lll.ulk‘)‘ll\s and phone numbers (o state and Joc! assuciations when nquines an

feceiy

¥ i Lhecmbemat
t ‘Who 1s the appropriate staff member to receive the call? Answer 1o routine calls When
o update contact list When to refer questions to state and local boards

Checklists to answer calls more effcctively. ways in which 1o receive updated ';"'f
information more (uickly ]

T e

Yes or No? - Placing your ad

o You have ¢ receptionist position
avalable You'd like your ad to read
“Young. energetic. female wanted

o You post an ad which states "Recent
college grad wanted .. “

! o 5 years supervisory experience required

o Equal opportunity employer

R R

R T ST L
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State of lllincis - Discrimination

o Hiring

o Selection
| o Promotion
{ o Transfer |
o Pay

o Tenure

o Discharge
o Discipline :

. s
State of lllinois - Protected
Classes
Unlovorable Millary Discharge
o Raco o Ao llocovd-(::{rlm‘lcr\d
o Color !.;f'ofy ncudordo:d |
o Relgion punged. 1
o Sox Impounded)
@ Sexuol Horassmant ° &&mﬂmh‘rﬂaﬂa
8 o National Origin , national or documont
i o Ancesity ° '(&"’wm" (ony ian
E:; : :‘;:“_’L?:"n';wm) e e icod To o cuflos) ]
i © Ordor of Profection Status il oy b
d Disabiity sle common )
i ° meniab (physical cod o Rolaliation - (for cppoting
| o Maritat Status uniawlul disc fon)
o Sexual Orientation i toialfoca Lot
3 fdh.cnhmg gends-telated Pt To o il
‘: ! dhcnmination)

17



Protected Classes-Federal Law

o Age

o Disabilli

o Egual Pay/Compensation
o Genetic Information
o Hargssment

o Nationol Origin

o Pregnancy

o Rgce/Color

o Religion

o Refaligtion

o Sex

o Sexual Harassment

Interviewing Tips

o Review resumes

o Highlighi points needed for clarnfication

o Keep drilling

o (4 Ws)

o Examples of staternents found in resumes
o Perforrned reconciliation of rmonthly reporis 1
o Resolved system errors |
o Respond to routing calls 3 i

-

Phone Infterview

RSB TR AT D P e Ve

Infroduce yourself
Is now ¢ convenient time?
Confirrn salary required - if not in your range. end the call
Ask behavioral queshons
« What interested you about the posthon?
« What do you like about your current joby
. g\ggowhct type of supervisor/work environment do you work

Review highlights of the job with the applicant
usten for

« Enthusiasm

+ Personality

» Communication skills

: 2EER Ern B Tt 2 b R S 21
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Testing

o Test must be required for the job
o Must be valid and rellable

o Typing

o Spelling

o Grarnmar

o Machinery to be used

7/22/2016

| o Sllencels
i| o Take notes

:| o Review the job description
' | o Solicit guestions

Interviewing Tips

o Establish rapport, make the applicant comfortable

o Be consistent - ask all applicants the same
questions

o Listen - less than 30% of your time should be spent
talking

Interviewing Tips

o Did the applicant prepare?

a Dress for the occasion

o On fime

o Conduct research on your Associahon

o Ask relevant questions \
o Obtain references (personal and business) ]
o Close the interview t
o Conduct reference/background checks

19



Yes or No-Inferview questions

o The job requires overtime, can you ask
whether the applicant has small children
at home?

o Have you ever been arrested?

o What language is typically spoken at
home?

o Questions must be relevant 1o the jobt

7/22/2016

mpermissible Questions
Age Emergency contact information
Arrest record English language skilis
Credit Information Helght and weight
Citizenship Marltal or family status
Disability Chiid care arrangemsents
Driver's ficense Race, color, sex, national origin I
. Educational attainment Miiitary records

Permissible Questions

» This job requires tfravel  Can you meet that
requirement?

« Canyou after accepting employment, submit
verification of your ability o work legally in the
United States? (You may give accepted forms
of ID, but do not ask what ID the person wilt be
bringing with them affer accepting
employment)

« This job requires overtime  Will you be able to
meet that requirement?

o T

20



I |
Behavioral Interview
Questions

-

o "Can you give me an example of
o "Describe a situation when you were called upon to

w

o “Give me an example of a time when you

»

7/22/2016

o “Explain your role in
o "What type of supervisors do you find easier o
worth with?”

Reference Checks

o Infroduce yourself and your company

o Te}q the person who referred you to them and
why

o Ask if now is a convenient time for them o
spend a few minutes with you fo discuss the

applicant

o {f not, reschedule for a different ime and
follow through

o Set the person at ease

o Clarify their answers

o Thank them for their time

et e AT

Reference Check
Questions

How long have you known the candidate?
How did you become acquainted?

What types of projects have you worked on
together?

What were your roles?

What are the candidate’s strengths?
Describe a time when you observed the

candidate in a stressful situation. What was l.":
the situation and how was it handled? ¥
Knowing that we re not all perfect, what is

one area where the candidate can improve?

21



7/22/2016

Background Checks

o Verify education, current employer, pay

o Highly recominended for finance 1T or hurnan
resources positions

o Authorization form

o Look back 7 years, unless earning $75,000+
o Conduct assn trace
o Provides you with other states applicant lived
o Check ali states/countes

o May need additional authionzahon for other i)
states id

Closing the dedl

o Extend the offer
o Be prepared for counter-offer
o Offer letter - do not list annual salary

o Send reject lefters fo those who
Interviewed

22



WHAT IS SUCCESSION PLANNING?

Replacement v. Succession Planning

1L DRI ST P D

-i. '.'.'-_ - ____ —
Replacement v. Succession
Variable f F ion F
Tunelrame 0-12 Monthy 12-38 monthy
Readiness Best candidate avaitable Candidate with the best
development potential
Commitment Level Designaied preferred replacement Merely possibities until vecancies.
candidate occur
Planning Focus Vertical linas of succassion within units or | A pool of talented candidates with
lunclions capabilifiess for several assignments
Planning Developmant Usualty Infasmal, a statuss report on Specfic pians and goals sed tof the
‘sirengths and weaknasses Individual
Flexiblity Limaed by plan structury; howover in Flaxible plans that am intended o
prachica has a groal deal of Bexibadity promote and thinlang
about altxnatives
Plan Basls Each manager's best judgment based on | The tesult of inpul and discuasion
cbservalion and axperiunce among muliple managers
Evaluation Observation of Ihe job ions by dficrent
over ddleront X
esting and broadening earty in
s

Why is succession planning important?

+ You never know what can happen

e

7/22/2016
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Why is succession planning important?
- You never know what can happen

AR (e T

| LR ] )
et T SR

Why is succession planning important?
« You never know what can happen

i
1
| L P T PR O o R e

Why is succession planning important?
- You never know what can happen

24



Why Is succession planning important?

« Helps to attract and retain employees
+ Recognizes top performers
- Keeps your Association running
= The burden doesn‘t all fall on you
IF you can let it go!

7/22/2016

WHEN IS THE BEST TIME TO
PLAN?

YESTERDAY

What's the process?

It's not all about you .. .
« Key positions that are difficult to fill
+ Unique to the REALTOR® Family

« MLS

- Professional Standards

25
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Succession Planning Checklist
« Develop policies/procedures for all positions
+ Operational Procedures at a Glance

« State/NAR Leadership requirerments
= AE Operational Responsibilities
+ Budgetary constraints
+ Passwords
+ Association Counsel
+ Insurance/Benefits Adminislrahion
« Employee Manual

LHE 4 USRS e TR N B M

7/22/2016

+ Commuittee appointments member/siaff fravel policles

« Guidance on HR Toolkit
- Develop policies/procedures for all posifions
« Operational Procedures af a Glance
« Dues Administration
+ When collected late tee/renstatement pohcic
« MLS Adrninistration
« Shucture vendor contracts billing cycle
- Facilihes

+ Keys, raintenonce insurance office equipment vendor
contracts

Succession Planning Checklist
- Develop policies/procedures for all positions
- Operational Procedures at a Glance
« Education
« Fees, Leaderstup Developrnent. Board Orientation
« Professional Standcards
« Finuncials
- Check signing auitiority
+ Bank accounts
+ Credit cards

[TR LR ! IS i 3 L D 9 ey L Fy
HLH G DT Gibilae. b LU O R ey
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Succession Planning Checklist
+ Develop policies/procedures for all positions
« Organizational Assessment Checklist
» Legal Documents
- Articles of Incorporation. Bylaws, 1RS Tax Exernpt Status Tax
Filings
+ Governance Structure and Responsibilifies
+ Board of Directors
- Committees

« Internal/External Communications
+ Technology

7/22/2016

Succession Planning Checklist
+ Key competencies/skills needed

Succession Planning Checklist

- Key competencies/skills needed
« Ability to work with various personalities
« Management v. Leadership
« Finoncial Management
+ Leadership Support

27



What skills/competencies are needed?

« PATIENCE

« FLEXIBILITY

- EMPATHY

+ Orai/written communication and presentation
skilis

+ Social/approachable

« Knowledge of our industry and its challenges

+ Ability to see the BIG PICTURE

What skills/competencies are needed?

« Legislative exposure
« Understund the issues and how it impacis our
members

« Understands Associations’ operations - systems
processes, people, deparfments and their
Impact/interaction

- Siraiegic Planning - What? How? Who? When?

« Accountability

WHAT'S THE
PROCESSZ 4

3]

7/22/2016
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[WHAT'STHE

7/22/2016

PROCESS2 i

WHAT'S THE
PROCESS?

WHAT'S THE
PROCESS?

29



WHAT'S THE

PROCESS?

WRATSTHE
PROCESS?

HOW TO ACQUIRE THESE SKILLS?

« Establish a Professional Development Plan

« What projects can they assist with to gain these
skills

- Reasonable expectations/outcomes

« Timeframe

+ Assess progress/development

- Offer feedback - ongoing

et

|
i
|
!

e

1

]
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Development is crucial

+ When key staffleave or . . .

ou decide to move @n

N o (i-’

HOW DO | MAKE MY EXIT?

« AE Resigns

« When should notice be given?

- It depends
- Relationship with Leadership and your BOD
+ Be prepared

7/22/2016
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HOW DO | MAKE MY EXIT?

« Terminating an AE
« NAR Guidelines for Wrongful Termination
« Clear, progressive cornmunicalion process
» Not ALWAYS necessary
+ Contract prowvisions

7/22/2016

Coritoacts v. yoé @wovv;;;’ﬁ'«oww

oC le) nTrG CT S EMPLOYMENT AGREEMENT
oTerm of contract This EMPLOYMENT AGREEMENT
{"Agreement”) is entered (nto as of
oCompensation . byand between
__ "EXECUTIVE" and
oBenefits ("ASSOCIATION') a
oPerks not-for-prolil corporalion.
I} | oTermination IT IS AGREED:

32



CorTracls v. yaoé @me

oJob Descriptions  mmwoms  mamer  aor
oResponsibilities are FEresn e
clearly stated and

(ideally) tied to strat plan

! aldentifies skills, abihity GoaiObjectve:

1| | education and 1

il | experience required
|

(|

oSels standard for Decnarn
performance review
1| |oldentifies essential
il |functions of the job
oGreat recruiting tool

Iie i SER G

+ Online Models Planning Too! (realtor.org)
Generates a Job Descriphion for you!

[ |
EMPLOYMENT CONTRACTS

+ Negates Employment-at-Will
- Ensures employment for a set fime
« Parties can customize their relationship

[Gicasasm

7/22/2016
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EMPLOYMENT CONTRACTS

« Job duties
Term of contract
Compensation
Benefifs
Termination Provisions
Other Perks

| .
[ EMPLOYMENT CONTRACTS
+Advaniages - Disadvantages
+Reduces uncertainty +May not be renewed
<Security +Harder to leave
Stability « Binds the Association
«Commitment - Inhibits change
«Retention
i Defines compensation
; and benefits |
i .
I o
B T T e T A B S ST . ]
PERKS
« Car aliowance v reimbursement for IRS
rileage
+ Laptop/iPad
- Cellphone - unlimited talk/text/data
+ Insurance premium - 100% Paid for AE
: « (considered taxable income)
14 « Professional dues
1] - Travel to attend State, Regional. NAR and i
bl other relevani conferences i
]
:

R

7/22/2016
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BENEFITS

» Health Insurance- When does coverage
terminate?
« Medical
« Dental
« Vision
« EAP
« Life insurance
« % of pay or fiat dollar amount?

7/22/2016

BENEFITS

- Disabllify
« Short term

« Long term

+ Retirement Plan

« Vacation - most states require that any eamed
but unused vacation be paid to employee at
time of termination - Check your State's
Department of Labor website

AE SEARCH
PROCESS
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Hiring a new AE

HR Toolkit - for Hiring an AE
REALTOR®E Association Models Planning Tool
Succession Planning Tools on realtor.org

NAR Strategic Association Management (SAM)
Services
www reglior org/SAM

7/22/2016
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TR AT L I L

You're never alone .

Your Strategic Association Management (5.A.M.)
Advisors fo the rescue!

Donna Garcia (dgarcia@realtors.org)
312/329-8311
OR
Keisi Dunn (kdunn@realtors.org)
312/329-8518
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You're never alone . . 4

Your Strategic Association Management (S.A.M.)
Advisors can help you:

+ Develop your Strategic Plun

» Conduct Strategic Workforce Plunning

« Compensation studies

« AE/Staff recruiting
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STRATEGIC ASSOCIATION MANAGEMENT 7
(s.A.M.) Services - Let’s Connect!

Strategic Association Management

(S.A.M.) Group Linked|(:1-
Follow me on Twitter ,

1 @hrbizpariner

11| Let’s be Friends on

Strategic Association Manag t (S.A.M.) Group

https:/fww

b mER s

Strategic Business Planning
for Brokers - Let’s Conncct! 7

Invite your Brokers o Lot

Strategic Business Planning Group for Brokers

https://www.facebook.com/groups/REBrokers/
And

REALTOR® Brokers Group Linked-

Questions?

T . |
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