

	[bookmark: 9]00:09
	All right, good afternoon, everybody. Happy Veterans Day on this 11th of November. Happy you could join us, and if you can't join us live, hopefully you'll get a chance to take a look at this and listen to it at your leisure.

	[bookmark: 29]00:29
	But today we are talking about episode 6 of our "From Gaps to Growth" podcast. Today we're specifically talking about recruiting in episode 6, about building a sales team that is actually driven by data. And with me, as always, is our CEO and my wife, Laird Nossuli. Laird, how's it going today?

	[bookmark: 59]00:59
	How's it going? I knew we'd have a small, smaller crowd today because we did forget that it was Veterans Day. I don't know if you and I did it or who did it, but we did forget. So we know this is going to be a shorter, smaller crowd. We actually have quite a few signed up for this, which is exciting. It's an important topic, as we all know. It's definitely a topic that people are interested in, but we picked the wrong day. I hope everybody that is not working and not on here today is enjoying a day off.

	[bookmark: 90]01:30
	So but yeah, so, so welcome. You know, as we go through this Gaps to Growth series, it's been really, really, really fun. And, and, you know, it really speaks to all of the different things we do at iEmergent. And we've really been talking about finding opportunity, setting goals. You know, we went, we talked about, we did rethinking marketing.

	[bookmark: 119]01:59
	And last the last episode, we talked about products and programs that help borrowers say yes. You know, and all of that depends on one thing we have yet to talk about, which is what we're going to talk about today. And that is, how do you, you need to have somebody that is there to communicate this. Somebody that can take these programs, this marketing, this outreach, everything we're talking about. How can we get to yes?

	[bookmark: 147]02:27
	And that's why we're talking today about your sales team, and specifically how to build it, you know, not just through the hiring cycle or opportunistically, but around market opportunity. So I'm going to quickly go over the agenda here. We're going to talk first about the whole reason we're having this call is to get off the turnover treadmill. So we're going to spend some time talking about what that is, why it's, I don't want to say hurtful, but, you know, why it causes issues.

	[bookmark: 177]02:57
	And then I'm going to describe a little bit about the case study we're going to use today. We're going to look at an Atlanta market, or at Atlanta, and we're going to look at sort of the plate that two different lenders have in Atlanta, and how they would go about, you know, recruiting, training, and retaining a sales force, given the situation they're in there. And we'll do that by starting by, you know, the thing we want to talk about is starting about with the market opportunity.

	[bookmark: 205]03:25
	Talk a little bit about, you know, the tension between building your team and buying your team. And then Bernard's going to dig in quite a bit, and we're going to, you know, do some, you know, live examples of the kinds of things and some tips and tips and best practices for finding the right candidates. You know, what data should you be looking at? How do you communicate with them?

	[bookmark: 229]03:49
	And then most importantly, if we're going to talk about getting off the turnover treadmill, how do you provide data-driven, market opportunity - based support for your sales team to keep them there? So that's kind of the overview. You know, we're going to quickly go over the roadmap. I don't know how many of you have been here. If you have, then you've seen this. I guess this will be your seventh time, or sixth time. Hopefully it never gets old to me, but it may get old to everyone else.

	[bookmark: 259]04:19
	But really, we look at this, you know, what we're talking about is, you know, each one of these episodes is taking a piece of it. And the idea underneath all of it hasn't changed. Opportunity can be measured. It can be measured in loans, in dollars, in growth, in share, and in segment penetration. And every market has its own mix of borrowers, products, and affordability pressures. So past production can tell you, you know, where lending has happened and who it's been with and what products have been used.

	[bookmark: 292]04:52
	But forecasts tell you about where the opportunity or demand is heading. So if we take that one step further today, and we can, you know, all agree that opportunity is specific to a place and specific to a borrower, then the people that you hire to capture it should be specific too. They should be specific to place and borrower. You know, you wouldn't build a product, you know, or a program without knowing who it's for.

	[bookmark: 322]05:22
	So that kind of goes along with why would and why do so many lenders build a sales team without knowing, you know, really knowing which market it's for? And with that, I'm going to hand it off to Bernard because he has, you know, he helps a lot of you with this. And, you know, we are going to, quickly though, we are going to talk about the two different case studies we're going to talk about are about discovering new opportunities and uncovering missed opportunities.

	[bookmark: 352]05:52
	But regardless of that, and this is where I'm going to let Bernard jump off with this, when a lender calls us about recruiting, what is usually happening in their business at the moment? And how does that lead to the turnover treadmill? So there's usually really, I guess, two reasons. One is if the market is falling, and the other is if the market is rising.

	[bookmark: 379]06:19
	So usually when the market is falling, you know, there's a franticness about, hey, we might need to let go of some LOs or some back office folks. And of course, when the market is rising, hey, we need to staff up, make sure we can meet the demand, make sure we can, you know, grab as many loans as we can while the getting is good, if you will.

	[bookmark: 411]06:51
	And so this is very interesting because we wrote about this in a, when Mortgage Bankers magazine, when MBA magazine was still around, back in 2015, we wrote an article about the turnover treadmill. And that was at this point over, you know, 11 years ago.

	[bookmark: 434]07:14
	And at the time, we figured out that if you hire an LO and they leave within two years after you've hired them, that that is going to cost, at the time, about $156, 000, $157, 000 when we take into account recruiting efforts, pipeline offsets and guarantees and draws, training, management, and meetings, and then lost income.

	[bookmark: 466]07:46
	So those are the things that we looked at. And again, 10 years ago, $156, 000 per LO, per LO that would leave. And again, at the time, average turnover in the industry was in the mid to high 30s, 30 % of all LOs turned over. So today, if we update that in today's dollars, you know, we have those numbers at the bottom of the slide here, where we still have those same activities.

	[bookmark: 498]08:18
	We have to recruit, we have to offer guarantees and draws, and we have some pipeline offsets. We still have to train on weekly meetings, we still have to manage, and we still have that lost income from folks lending, or from LOs leaving. So that has very conservatively increased from about $156, 000 to upwards potentially of $240, 000 if you look at those top limits that we have at the bottom of the screen.

	[bookmark: 531]08:51
	So now $240, 000 per LO that leaves you within two years. That again, and the turnover rate has not changed. Obviously, it varies from company to company, but at the industry level, still in the 30s. So that is what can get very expensive very quickly and why we are looking to approach this issue from a different lens.

	[bookmark: 564]09:24
	So Bernard, you know, you kind of, obviously this is, it's astronomical when you start multiplying it, you know, out by that 30 %. And, you know, obviously you want to make sure hiring proven producers isn't the problem. You know, some of the best growth that we've seen you lenders have has come from great, great hires. But, you know, it's the not thinking ahead, it's the not being strategic.

	[bookmark: 594]09:54
	That's where this kind of plays out. Bernard, when you see a lender break the cycle, what did they do differently? I mean, we're kind of, you know, we're foreshadowing here, but what did they do differently? I mean, there's, obviously there's, we can't eliminate recruiting. There's always going to be recruiting. That's clear. But I think there's something to be said for, you know, training, making sure that the folks that are there, let's say, let's say you have, you know, three tiers.

	[bookmark: 626]10:26
	You have your high producers, your middle producers, and your low producers in any company. Your high producers, obviously, they know what they're doing. They have a system. They might come in or already be established. They know what they're going after, their referral sources, all that is there. But the middle folks, well, before I get to the middle folks, the bottom folks, they may not, you know, they usually try to, you know, I think the HR term is like you counsel them out.

	[bookmark: 659]10:59
	You ask them, hey, maybe you should go figure out and do something else, right? But the middle of the pack, they are usually, they are willing, they have the energy, the determination to go out and be successful. They just need some tools. And, but they need help. They need help because they don't know where necessarily to look or where to start.

	[bookmark: 685]11:25
	And so cutting on that treadmill really focuses on that middle of the pack, middle producers who can start being more productive, more prolific with their loans, and they will then want to stay at the organization because you are providing them with the tools and the support, which is just critical for their success.

	[bookmark: 720]12:00
	All right, well, let's dive in then, because obviously we can talk about how terrible the treadmill is, but let's talk about how to get off of it, right? And like I said, I was going to talk about, you know, we're going to set up as case studies so that we're talking in real terms. And we're going to look at Atlanta. And we're going to look at recruiting from two different lenses. One of them is going to be what we call a new entrant.

	[bookmark: 743]12:23
	So I know a lot of you, a lot of our clients are, you know, venturing into new markets. So this is going to be very, very relevant to you. And then obviously that's where we're looking at PNC Bank. PNC Bank is opening a lot of new branches in Northern Fulton County, in Northern Georgia, or Northern Atlanta, actually.

	[bookmark: 771]12:51
	And they have a small presence. So, you know, they have, and when Bernard shows you this in the map, they have a lot of branches, but they've had, you know, 0. 1 % share in mortgage. So they don't have a strong mortgage presence yet. So there's some things that are going to be different about their, you know, their challenges and their strategy there. On the other hand, we're also going to look at Bank South. And, you know, they've been at number nine.

	[bookmark: 801]13:21
	They were, or in 2024, they were number nine. And they've fallen to number 19 in 2026 in dollar value, ranked in dollar value. And they're losing market share overall. And they're especially losing market share in LMICTs. And so they have a known brand in Branch Knucklework. So their challenge is going to be, how do we grow, how do we recruit beyond just taking share from our competitors?

	[bookmark: 827]13:47
	And how do we really recruit by figuring out the opportunities we are missing and where we are falling behind? So that is sort of the overall strategy. So when Bernard dives in, what we're going to be looking at when we start with market opportunity is, where is the opportunity? Where do we need people? What kind of loan officer? And how many? Those are the four answers that are critical to strategic recruiting.

	[bookmark: 859]14:19
	You know, where, and then kind of where is also the who, you know, where is the opportunity geographically? And then, you know, when you look at who is the borrower and what is the product? So that kind of determines where you need people and who, you know, what kind of loan officer. And then the piece that is really important, and we probably won't talk about again, is how many, you know, sizing your team to the opportunity instead of just hiring as many as you can find that fit the bill.

	[bookmark: 888]14:48
	And the reason for that is, you know, when you look at market opportunity, if you figure out what your annual productivity is and you set your share goals, you can almost decide if, you know, annually we need LOs that do, let's say, 15 million in purchase a year, you know, whatever that looks like, and we want X amount of share. You walk backward from that to get to your count, because I can tell you one thing that isn't successful. Too many really good loan officers in the same market end up being not, they don't stay, they leave because it doesn't, the market doesn't support that.

	[bookmark: 923]15:23
	So when you're looking at your overall, you know, recruiting plan, it's not just about finding the candidate. It's about making sure the candidate fits into the overall strategy. So again, we're going to look at what it means to find opportunity when you're new or when you're expanding. Where do we need people? Where, like, where your opportunity is concentrated and we have nobody, how do you get started? And then where we have a lot of branches or, you know, feet on the ground, you know, but our share is weak.

	[bookmark: 953]15:53
	What does that even mean? How is that different? And that is really the fun part of this and where Bernard is going to take over in a second and talk about what it means before you even decide who you need and where to find them. How do you determine where your opportunities are? So you probably want to take control. Will do. All right. All right. So here we go.

	[bookmark: 983]16:23
	Hopefully everyone can see this. So this is the Atlanta market. And right now I'm just, it's the macro view. It's the 30, 000 foot view of, yep, here it is geographically. And we're looking at it by county. So we just picked, you know, this beige color just to show you what the market looks like. Okay. But now this is, you know, at this point, this is what the majority of lenders are seeing.

	[bookmark: 1014]16:54
	They're seeing just, you know, an aggregation of counties. But we like to ask, okay, how big is this market? What is the opportunity here? And so we can change this and take a look and say, oh, okay, well, right now we have some, we've added some color. We've gone away from the beige. We've added some color. What do these colors mean?

	[bookmark: 1043]17:23
	Well, the blue means less opportunity or fewer loans. The red means more opportunity or more loans. It's just as simple as that. And by the way, the blue areas, it doesn't mean no opportunity. Let's be very clear about that. Because obviously if you're living in these areas, you need a house and there are houses for sale and there are mortgages.

	[bookmark: 1070]17:50
	It just means that relative to some of these other counties, there's less opportunity. There are fewer transactions. Okay? All right. But so the reason we are doing this is saying, okay, well, the Atlanta market, the heart of the Atlanta market really consists of, you know, these counties over here. So how much is that?

	[bookmark: 1098]18:18
	Well, we can see that this legend is in units. So, you know, some of these red counties we're expecting over between 11, 000 and 13, 000 units in this year. In purchase only. In purchase only. But in terms of dollars, again, purchase only, in 2026, this is a $31 billion market in purchase. Okay.

	[bookmark: 1128]18:48
	So that is, those are our boundaries. That is sizing the market, right? This is in purchase. All right. So now we want to focus on a specific area within the Atlanta market. So here we have four counties, right? We have Fulton, Gwinnett, Forsyth, and DeKalb are the four counties that are represented here.

	[bookmark: 1162]19:22
	But you'll notice that we've gone much more granular. Can you zoom in? Yes, that's exactly what I was going to do. I was going to zoom in. So here, okay, it's much more granular, but it's those same four counties, or the same counties that we saw before. But now the color scheme is the same. It's just that we're looking at it at the census tract or the neighborhood level.

	[bookmark: 1193]19:53
	Blue still means fewer loans. Red still means more loans. So what we are doing is we are, in fact, identifying the pockets of opportunity or the neighborhoods within those larger counties that really are going to have all that opportunity. And again, this is critical to know, especially in this, you know, rate environment where we are already past sevens, 7 % rates.

	[bookmark: 1222]20:22
	And at this point, you know, your MBA and Fannie are forecasting mid-sevens, potentially seven and three - quarters over 2027. So this expression of we're in a higher for longer rate environment of, you know, in February of this year, we touched 5.

	[bookmark: 1253]20:53
	9 % rates briefly for a couple of weeks there. And then we got engaged to the conflict overseas and rates started climbing. So as of right now, those forecasters are not expecting rates to fall next year by much, if any.

	[bookmark: 1276]21:16
	And therefore, with that context, being able to say, look, I only have so many resources, my time, energy, and effort as a loan officer, as an organization. So I need to be hyper-focused on the areas that are going to bring me more business in this kind of environment.

	[bookmark: 1302]21:42
	I really need to be judicious about where I'm going to spend my time. And a view like this allows you to see that. Can you show us one of the, I don't know who you want to start with. Do you want to show us the gaps that we see with, do you want to start with Bank South? Yeah. So here I've added some Bank South locations. So you can see that they have two branches here.

	[bookmark: 1333]22:13
	And we then can add where have they been originating loans. So every orange circle that you see represents a Bank South loan. And you can hopefully clearly, but I'll help guide you along, which is, okay, there's a lot of color in this, you know, northeastern part of, you know, central Atlanta.

	[bookmark: 1364]22:44
	So this is, again, what county is this? This is. That's Forsyth. Forsyth. Yep. In Forsyth County. So a lot of, you know, a lot of orange, a lot of red. And Bank South is here, is originating loans. You can see that clearly by the orange circles. But here's the thing.

	[bookmark: 1386]23:06
	So if I click on this neighborhood, I'm saying that this year in 2026, we estimated about 246, just under 250 purchase loans in this neighborhood. And Bank South has originated one loan so far this year. And that's a number, let's keep in mind, this is a number nine lender of three years ago. Number 19 lender.

	[bookmark: 1415]23:35
	So that's not a good number. Right. And I mean, you know, if we continue to expand out to this periphery, you can see where there are other red areas. Here another 211, here another 185, here another 246. And again, maybe they've originated another second loan in those four areas. And keep in mind with the, I know you can't see it on the PowerPoint, but they are losing share more rapidly in LMI census tracts.

	[bookmark: 1449]24:09
	And so if you put the pink on, Bernard, just go to LMI, you can really see when we're talking about gaps, where they are. Yeah. Let me, if I do that quickly, I can change this and say, hey, if I wanted to show, you know, just the magenta. So now I'm saying, okay, these are all the census tracts in those specific counties.

	[bookmark: 1480]24:40
	But now I want to show the low to moderate income census tracts in those counties. And there you have it. This is why they're losing share. That's right. That's right. Well, you can see that they are, again, there are a handful of loans being originated in these pink areas. But, you know, it just jumps out at you when you're able to see it visually that they are, or they could be serving this segment better.

	[bookmark: 1515]25:15
	And we can get more into that, Bernard. You want to put the regular forecast back on and then show what it looks like for PNC when they're kind of like, hey, we're just getting started. And then we're going to talk about, you know, how does this translate into recruiting and, you know, why it's so important. Because if South State Bank, again, already has a lot, you know, they're doing a lot.

	[bookmark: 1544]25:44
	If they went and wanted to recruit in Atlanta General, they really need to be doing the recruiting with a scalpel. There is a specific place in a specific market where they need to figure out, you know, where and who should be doing that business. And that, at that point, we're not going to get into that, but that's where you look at borrower profiles and all that stuff. But even before we get to that, they need to know where and who. And that map showed it very clearly. And this is all real data too.

	[bookmark: 1573]26:13
	So I just want to make that clear. And then, and I'll just talk through it while Bernard's doing it because I was working on a lot of this PNC stuff. You know, it's PNC, if you want to put on, like they have, I think, 54 branches across, or they had 54 branches across all of the Atlanta market. But specifically, we're going to look at, Bernard, those new branches. So, yeah. Yes.

	[bookmark: 1602]26:42
	So to that end, I'm asking the attendees just take a little mental snapshot of what the market looks like when we are looking at it through the lens of Bank South, right? You have all of this. So I'm now going to change the lens to PNC. So the heat map is going to stay the same, but we are going to see the different branches and the different originations from PNC.

	[bookmark: 1634]27:14
	So I'm going to hide these for a moment. And here are the existing branches of PNC. And I'll make these a little bit darker so you can see that. And then here are the new branches of PNC. So these are within what, the last six months, Lourd? Yeah, they're either, two of them are already built and there's three more by the end of the year. Okay. So they're the big ones that have the dark black and are a little bit larger.

	[bookmark: 1664]27:44
	Yeah. So the good market. Okay. And but let's take a look at their loans. So their loans are going to be in this brown, and I'll make this a little bit bigger as well, just so that we can figure that out. Okay. So similar situation where, hey, this area is pretty much neglected. Okay. Yeah, we have one loan.

	[bookmark: 1695]28:15
	But this is up for grabs in terms of for PNC, right? There are other lenders filling the gap. And you can see in some of these other areas as well where, hey, the volume isn't there. Obviously, they are lending, but there is much more opportunity to be captured. I think they've said like 78 loans year to date in, I don't think in Fulton, I think in Atlanta.

	[bookmark: 1727]28:47
	So this is basically what we're getting at. For as big as Atlanta is and PNC is a big one, this is a new market for them. I mean, this is a new play, right? I think, Bernard, I think it's time for me to kind of take over again for a second. Yeah. Did you have anything else you wanted to show on that? I think that was perfect. Yeah. Now let's just see. This is going to be the fun part. Share. PowerPoint. Okay. Let me know when you can see it, Bernard.

	[bookmark: 1759]29:19
	It is loading. Okay. Great. We're back. Okay. So before we get into the buying part and the recruiting, let's talk a little bit about build versus buy before we get into the, you know, what Bernard just set up for you. You know, there's a lot of different opportunities for how to do this, right? You can buy, which is what we're going to spend most of this time. How do you recruit a producer? And I have the word proven, but there's even building, how do you develop emerging talent?

	[bookmark: 1789]29:49
	And, you know, there's also like emerging talent, like when I was talking about those 30 %, you know, starting working with what you were heard. And then there's bringing in new talent, right? And what we really seem to be the best balance is blending the two. Proven producers anchor the market while the newer loan officers grow alongside them. And that, if we look at who were with these two different lenders, that fits for either one of them, you know?

	[bookmark: 1819]30:19
	Obviously, when you're going into a new market, you need to have some proven producers. So if you are, you know, going into Dallas, Texas, or, you know, Los Angeles, California, and you don't have branches there, you're going to need some proven producers to get started because spread matters. But if you already have proven producers and you already know the players, it might be time to do a little bit more building.

	[bookmark: 1845]30:45
	And the one thing I wanted to talk about is something that we've started seeing happening a lot. In fact, they just had a lender tell me about some, they hired someone, it was in Detroit, in a low to moderate neighborhood. Instead of just going right for someone who has experience in the business that needed to learn about the community, they did the opposite. They took somebody who already knew the community and taught them the business.

	[bookmark: 1875]31:15
	That doesn't work every time, but that balance is really important if when you look at the reason you're looking to hire and one of the disconnects you have is that you don't have anybody, you don't have good community outreach, you're not connecting with all the partners you could be. That might be where we can go a different path and, you know, start from scratch. Or, you know, we'll talk more about it at the end. This is where you can take those, you know, your middle, let's just say 30 % producers and say, hey, you're doing a lot of those things.

	[bookmark: 1908]31:48
	You take that map that Bernard just showed you, you give them real estate agent names, you give them potential listings, you tell them a value proposition. That's how you start building a proven producer. Okay? And I think it's just important that, you know, we aren't ever saying that either way, you need both. And like I said, if you are, you know, PNC, you're going to need some, obviously, they're going to need some proven producers. If you are Bank South, in fact, one of the LOs that we're going to dig into is a Bank South LO.

	[bookmark: 1942]32:22
	They have some big players. So who aren't they serving? And that's when building is best when the opportunity is in segments that no one is serving yet. There is no book to buy. And I think that's important because growth isn't always about taking share. Growth is about widening the pie. So that's something I wanted to talk about before we go on to the next piece.

	[bookmark: 1969]32:49
	But in terms of finding the right candidate, you know, Bernard's going to take over in a minute, but I'm going to set the stage. You know, one of the things you can look for and the data allow you to basically think about when you're looking for, you know, who do you want to talk? Who do you want to see? You know, how do you profile the different loan officers that could be out there? Well, you can look in those gap areas and you can look for just, you know, who are closing loans near your branches or in areas where your share lags.

	[bookmark: 1998]33:18
	So both of our examples here could be looking for those in your gap areas, entering a legacy. What's your pitch? You're already doing business where you are. We'd add a branch, a brand we put the support behind. You could also be looking at rising mid-level producers. You know, they're growing a little bit year over year, but they're going on their own, you know? Start looking for strong LOs at struggling companies.

	[bookmark: 2027]33:47
	When you look at the LOs we picked out, Amherst Bank is struggling in Atlanta and they have a lot of really strong LOs. So, you know, what does the new place look like for them? And how do you look and how do you mine the data to look for that? When you're looking at that product mismatch, you know, if you know that you're going in an LMI community and you know that that community has a lot of first - time home buyers and you need someone who is comfortable with affordable lending products and can do a little bit of FHA lending, you know that when you're looking about who your target may be.

	[bookmark: 2062]34:22
	You can look at it, go from, you know, backwards from the relationships. Who are the builders and the real estate agents that are doing a business there? Look and see who they're working with. The relationships allow you to do that. And then, you know, the LOs in that your target area. For PNC, they want to have a branch - based strategy. They're going to look for LOs in those strategies. And that's where, you know, that bank structure. And then the last one, you know, is, again, the other method is growing from within.

	[bookmark: 2092]34:52
	So those are the ways that you find candidates. And again, Bernard's going to show this. What we've really done is we've kind of done some of that work on this. So what we looked at first was we looked at market share. We looked at lenders first. Who is, you know, who's losing? And a lot of you, if you're in these markets and you know, well, you're not going to have to use data to figure out exactly how much share they're losing. You'll know. If you're going into a new market, you may not know this about the market.

	[bookmark: 2120]35:20
	So target, find some lenders that have had a lot and they're coming down and look for loan officers. Like I have these in there. I use little, you know, hidden names so that you don't know. They're really, they are people that LO1, MZ, huge producer. Did 138 loans in' 24. 109, you know, going down because the market's going down. But he's the top bank LO in the area.

	[bookmark: 2150]35:50
	But his lender is losing share. Amherst is losing share. Should you chase him? Probably not. We'll get into why not. But that's one option. You know, then we found that there's a player at JP Morgan, you know, rising, fivefold increase in two years, right in that PNC zone. With Amherst, we found a couple others. There's one that has a strong mission, but with a recent dip. So they were doing really well and they started dropping.

	[bookmark: 2179]36:19
	86 % purchase, 20 % FHA VA, 37 % LMI tracks. If I am Bank South and that's where I want to grow, that's a strong fit. I'm going to be thinking about that. And then the other ones, we'll talk a little bit more about when we look at, I guess we're going to look at that before you jump in. If we look at PNC, same kind of thing. We know they want LOs that are strong around their branches. So they figure out who's around their branches. And they don't, they're not looking for LMI only.

	[bookmark: 2210]36:50
	They want balance. Well, LO2VP, she's grown production fivefold in these three years. I told you about those numbers. 84 % conforming, 16 % LMI, 43 % MMCT, and 14 % Jumbo, slam dunk. And you know she's a lender that is not supporting. That is not seeing increases. So that could be a really, really strong potential candidate. Same thing.

	[bookmark: 2240]37:20
	This is actually an LO at Bank South. There's, you know, this LO is seeing declining numbers and the lender's losing share. But it does a lot of business in PNC branch territory. Product fit, you know, let's think about what could your value proposition be? And so now I'm going to let Bernard talk through that and show, you know, kind of the different ways that, you know, we can look through that.

	[bookmark: 2267]37:47
	Bernard, do you want to take it and look at it that way just to kind of give a, like a visual of that and show that? Yeah. I also wanted to share this little component of it. So again, at this here, we're looking at those same four counties, Fulton, Forsyth, Gwinnett, and DeKalb. These are the four counties in question. We're looking at year to date 2026.

	[bookmark: 2292]38:12
	And these are the market shares for the top lenders in those four counties year to date. So you can see the names of the top lenders. You can see their production in those four counties. You can see their production overall in the US. And then their rank in units, their share in units, and same thing with dollars.

	[bookmark: 2320]38:40
	So their total dollars, rank in dollars, share in dollars. So again, being able to see, all right, who am I competing with? Who do I want to potentially, which LOs do I want to talk to? All right. But let's go back to our color map here. And Bernard, can I stop one question? We do have a question. I want to make sure I answer anybody's question. Yes. Carlos has a question or raised his hand accidentally, but I'm going to let Carlos talk if he wants to talk.

	[bookmark: 2352]39:12
	Did you have a question? And if you didn't. Hi, can you hear me? Yes. Oh, thank you. This is great. I'm happy that I'm taking this course with you. So I'm just wondering if we will have copy of this presentation and access to the recording because, again, there's a lot of great information that I want to go over again and learn more.

	[bookmark: 2380]39:40
	Absolutely. And I tell you, I always, my problem, I usually tell everyone that at the beginning. Yes, you get a copy of the recording and you'll get the full deck. And one thing we always include at the deck is we just put some a little bit on the slides, but we put a lot of extra data, like exactly which metrics you look at, where you find them, what the sources are at the end. Awesome. Thank you. Thank you for asking.

	[bookmark: 2409]40:09
	Yes, I appreciate it. So, okay, so let's go back. Let's zoom in again so that we can actually see what we're talking about. All right. So now I'm going to hide the branches. So we are back to our original, this is our estimate, our forecast for this year, our estimate for the, you know, through 2026. Again, the neighborhoods, which neighborhoods are going to have the most opportunity?

	[bookmark: 2438]40:38
	We can, obviously, we can switch this if you said, all right, well, what does 2027 look like? You'll notice when I hit apply that there might be some changes of reds. So again, this Forsyth is growing quite a bit. And that's how you can tell year over year. But the fun of it, change it to FHA because that comes into what we're talking about. Just do a quick FHA change there. So you can see if it changes, in fact.

	[bookmark: 2468]41:08
	Oh, look at that. This is important. So what's interesting here is, you know, we saw when we were just looking at overall purchase loans that Forsyth had a lot of opportunity. And that's great. That's great. But it's also very important to know that if you are an FHA lender or if you are looking for FHA business, Forsyth is not going to have as much business as the southern part of Fulton, DeKalb, and Gwinnett.

	[bookmark: 2501]41:41
	If you looked at the borrowers there, it would make sense. And I do want to call out, though, when we talk about FHA, we could mean typically FHA loans, but we also mean FHA lending products that allow some of the same borrower, you know, that look like FHA. So, you know, how much, you know, how much down, all of that. Just because we don't, it doesn't have to necessarily be an FHA directly, although it could be.

	[bookmark: 2527]42:07
	But for those of you who are banks and that's not a part of your suite, just something that can work with borrowers in the same way. So who are you going to show us first, Bernard? Are you going to show us? Okay. Well, let's go back to our original forecast, though, first. All right. So, okay. So we've added, each layer represents each LO layer that you see where there's a little LO at the beginning.

	[bookmark: 2558]42:38
	These are the loan officers that Laird mentioned specifically. Six of them. So we have these LO1 through LO6, and they each have different colors associated with their circles. But we can just start with that MZ person. And you can see that here again, I'll make these a little bit bigger so that we can see that this person is definitely prolific.

	[bookmark: 2588]43:08
	Just I'm sure this person works with a team. But regardless, all over Atlanta, you know, very well positioned in the heart of Atlanta specifically. And then you can see a lot of density in terms of loans originated within those four counties. And just again, as you're looking at this, he's been at the same company for seven years. Maybe not very easy to get to bunch.

	[bookmark: 2618]43:38
	Maybe not worth those resources. Okay. So then we go to some light blue. So this is the person from Chase. This is the LO that is doing business for Chase. And Laird, what is that background again? So that background is, this is the one, this is the LO that when you looked at all our data, you pull from our data, you can see what the fivefold growth.

	[bookmark: 2647]44:07
	However, she does a lot of business, I'm shouldn't give it away, does a lot of business right around those branches, right in that PNC zone. You know, been there for, been at Chase, and Chase isn't a major struggle, but been at Chase since 2016.

	[bookmark: 2678]44:38
	So also been there a while. This one is the one that does a lot of Jumbo, MMCT, which is important because that means she's doing MMCT that is higher income and LMI. She's good balance. This would be good for like, this is like the perfect profile for somebody new if you're going into a market. Great, great, like, you know, foundation LO.

	[bookmark: 2704]45:04
	And here, you know, Laird mentioned if we're looking at this recruiting through PNC's lens, here are PNC's new branches or soon - to - be new branches and relative to where LO number two is originating. So as Laird mentioned, kind of a perfect fit of you can put this person in any of these branches or just, you know, free roam, but this person is doing very well.

	[bookmark: 2734]45:34
	And Bernard, I'm going to, because I looked at it, it's already 2:45. I'm going to walk, I'm going to tell you what to see if that's okay. Sure. So if you could go ahead and switch up and put on the Bank South locations. And just some background, Bank South does a lot of lending. Bank South does not have a branch - specific, you know, strategy. They have one bank branch and they have three mortgage branches in the whole area. But they are a big lender. So where they are doesn't matter.

	[bookmark: 2764]46:04
	What they care about here is where they have gaps. We talked about the fact that they had LMI gaps. Bernard, if you take off two and take off LO2 and for Bank South, and we can, this is all in the deck. The first guy, big story, you know, whatever, rising producer right around the PMC, probably not a good fit. And then there's the Amherst. Because remember, Amherst is losing share.

	[bookmark: 2794]46:34
	Amherst LOs across the board are seeing dips. This LO3 has a mission fit with a recent dip. 86 % purchase, 19 % FHA VA, and 30 % in LMI tracks. Put that on there. So yeah, so that's, so just a reminder. That's all of Bank South. That's right. Oh, okay, I see. Just a reminder that the orange circles right now represent year - to-date Bank South.

	[bookmark: 2822]47:02
	And so now, if Bank South were to successfully recruit LO3, you know, we could see these navy colors again. I'll make these bigger so that they stand out more. But this is what LO3 would look like. And I think there's just, yeah, that you see the LMICT zone link from the bottom. If you put the pink tracks right on top of that, you don't even have to change it. It's right there.

	[bookmark: 2852]47:32
	And you can see this LO is doing a lot of business in those tracks. And this is, again, not a small player, but you know that this is a place where you can have a pretty strong potential pitch. So and exactly just so that, you know, the picture, the image matches our description, here we're just showing the LMI tracks in purple and in blue are LO3's originations.

	[bookmark: 2883]48:03
	So I'm going to take back the screen in a minute, Bernard, but there's something I want to say. All of this stuff we prepped in the background all comes from the data and our tools. I use them for this. So if any of you are clients and want to find out kind of how we got to this point, we would love to walk you through that. Bernard, I think you have to stop sharing. Oh, yeah, sure. And so then, so here this comes, this is where it becomes really, though, important.

	[bookmark: 2914]48:34
	And so we showed you where we've pinpointed them. So then what do you do, right? How do you start the conversation? This is where it really gets in for, this is where we really want to, you know, again, which we had another 30 minutes to talk about this, because this is just as important as picking, right? And part of the reason you picked was because you knew what you were looking for. Part of the reason you picked that LO is because you knew what your value proposition would be. That's what you need to start with. So how do you start the conversation? Don't be generic.

	[bookmark: 2943]49:03
	It'll be ignored like the other one. First, market insight, right? What does that mean? Be prepared with market intelligence. Know their product mix. So you lead with what they do. And we have, you know, when you look at the deck, you can see little potential conversation startings with each of those LOs. You know, know their market and how it's changing. Say, "Hey, I saw that you've been losing ground. You have a really strong product set. Guess what we just put together." And I don't know if PNC or Bank South did this.

	[bookmark: 2972]49:32
	We have a brand new DPA program with this, this, and this, 3 % down. And we offer those different things. With what you've done and what your book of business and your referral sources look like, we have the product and the program for you. These are the support tools. And ask them what else they're missing today. And then obviously, when you're going into a new market, you need that market knowledge because it's your credibility when no one knows your brand, right?

	[bookmark: 3002]50:02
	And for the legacy, you know, you don't want to, if you know that you're losing some ground, this is where you identify community partners and relationships that you have that they don't. So you look at which real estate agents they're doing business with, and you look at what top real estate agents your company is working with. And the same with community partners, the nonprofits. And you start connecting the dots so that they actually see a path to doing better with you behind them, right?

	[bookmark: 3030]50:30
	So don't just call up and say," You should do this." Call up with a value proposition and communicate. So now this is what I put together. "Hey, we are really looking forward to grow our community lending efforts. We have a great new product for some home buyers. You have the tools you need to hit the ground running, right? Tell them exactly what it is. Entering Atlanta, you know, going into a new one. "Hey, we really want to look at first - time home buyers, but we have a high average loan size. We have good products. We have some Dr.

	[bookmark: 3056]50:56
	Lawyer loans ." So that you, you know, LO2 VP, you not only, this matches your business well. So you lead with your market. You lead with knowing the market, not with your brand. And it shows you've done your homework. And you make the offer to them about their growth, right? You start talking about how you can enable them to do more. And I think that's a critical piece.

	[bookmark: 3083]51:23
	And, you know, and just really important part of this, you know, and again, I'm trying, I'm rushing up because we have time. But that's why, you know, looking through all those things, and we really touched on a few of those other things we could look at, you know, but start with the what's missing. Look at the lenders. If you know, like Silverton Mortgage is closing 74 branches in, or they're doing 74 LOs, you know, they're letting 74 LOs go.

	[bookmark: 3114]51:54
	What does that mean for you? If you have a merger and acquisition, you know, you know that, like, I know that we had a client reach out because BMO was closing some branches. They knew that. They went and looked at those, looked at the entire ranch to figure out. There are ways to mine the data to figure out who you're looking for. So, you know, that is one way.

	[bookmark: 3141]52:21
	Bernard, why don't you talk about how they can use data to attract candidates even before you reach out? Like, you've done some great with LinkedIn already, or anything, just discussions. Well, I was just going to say again, if knowing the information so that when you're recruiting a prospect, you know the size of the market as we went through. And so therefore, when you say, "Hey, Mr.

	[bookmark: 3173]52:53
	or Mrs. prospect, we are going to bring you in and we're going to put you in this location and this is going to be your area of responsibility ." Why? Because we know the opportunity in that area and we are actually putting you in the best position to succeed in the best position to reach your sales goals, your sales targets, because the opportunity is there. And we are matching your skill set with the market that is going to offer and allow you to grow.

	[bookmark: 3205]53:25
	And Bernard, I'm going to give a perfect example of that. Legacy lenders says, "Our Decatur branch sees steady first - time home buyer traffic, but we no longer have an LO there who serves them." You'd walk into an existing referral pipeline. It names a brand, a community, and it offers relationships they won't have to build again. So not only are you, you know, it's the idea of you're even coming and talking to them.

	[bookmark: 3231]53:51
	You're talking about how you as a company could become that trusted advisor to their growth, which then, of course, they can turn around and, you know, connect with their own, like, sales partners, agents, builders, and et cetera, et cetera. And Bernard, but the market data, though, when you start writing about what you know the market's doing, if you are in a market that you know is growing and you talk about how it's growing and that, you know, potential, you know, future recruit knows that their organization is losing share in a market that's growing and your organization is tripling that growth, talk about that.

	[bookmark: 3271]54:31
	Don't talk about an individual, but talk about how market insight builds results. Yeah, I mean, you know, and you touched on this, you know, at the very beginning of the call, but the thought is, you know, a lot of, not all, but a lot of organizations are just like, "All right, 2027 sales targets. Let's do what we did this year, but hey, let's do 10 % more." And just off the bat, because that sounds great.

	[bookmark: 3299]54:59
	But to Laird's point, well, if the market is shrinking, doing 10 % more is going to be next to impossible. But if the market is growing, maybe by more than 10 %, then you might be leaving money on the table. So you have to make sure to match, that's why we take the market approach to setting growth goals and sales targets. It's what the market will bear.

	[bookmark: 3328]55:28
	And the other thing is that if you put somebody in a shrinking market and say, "Hey, do plus 10 %," and there are other existing LOs also trying to do plus 10 %, they're going to be, you know, unhappy LOs everywhere. So you're setting not only that new person up, but your existing LOs to fail based on that approach. Identified enough. We only have, again, the next piece, though, like we didn't spend enough time on the importance of retaining.

	[bookmark: 3360]56:00
	Really, the best thing about staying off the turnover treadmill is picking the right people, the right number, the right place, and knowing that market. But how do you help, how do you bring that 30 % up? Little things. Market intelligence, program fluency, and partner tools. And we just, you know, again, this is coming from our experience. Just those heat maps, those work with LOs because it's very clear, "Here's a hot spot, go there." You know, this is who is, you know, growing by segment.

	[bookmark: 3390]56:30
	We're, you know, talking to them about where they're underpenetrated, you know, making sure they understand the programs, figuring out and giving them, you know, pitches, but also lists of the top agents so that they don't call an agent, they call an agent about a listing that you know your DPA program or other program will qualify for. That's the marketing intelligence that those mid-level producers can use to get ahead.

	[bookmark: 3416]56:56
	When you're looking at their performance, and I'm going to send this, you can talk about what a good LO scorecard shows. We do this all the time with our clients, but the most important thing is that everything we are just talking about, declining after strong years, flat after a long tenure, departure clusters, lopsided branches, product mismatch, a recent move that didn't pay off. As much as I hate to say this, you're looking about that. Others are watching that from YouTube, right? So supporting your loan officers well is the best defense against having them poached.

	[bookmark: 3448]57:28
	Using the market data on the other side of that, though, is finding out who is working for lenders that aren't being proactive, that aren't supporting like that. And that's really, really important stuff. The key takeaways, everything we've talked about is, I think, equally important to Bernard, because it's all important. But we can stay on if anyone has questions and you want to talk. The rest of you, again, if you're not working today and you came, that is amazing.

	[bookmark: 3477]57:57
	Thank you for joining us. Next series, I wish this could be two hours long, but the next episode we have is until January. And that's talking about community outreach that works. That's going to be something we're really going to dig into. How do you look at expanding your partnerships beyond real estate agents and builders and start working with hospitals and schools and certain types of nonprofit organizations and CPAs and divorce lawyers? How do you reach communities? That's what our next one is going to be about.

	[bookmark: 3508]58:28
	So if anyone has any questions, feel free to stay on with us. Bernard, do you have any parting wisdom? I will put our emails in the chat just in case. And you will get this and the recording. Right. And I hope. Go ahead, sorry. I was just going to say bnossuli @ iemergent.com, lnossuli @ iemergent.com.

	[bookmark: 3536]58:56
	And really, thank you very much for joining us. We look forward to January, Laird. And just the one thing we always do with our, and if you've signed up and haven't come, get the PowerPoints because we love to put stuff at the end that goes beyond what we talk about, right? We give you so much extra data in these appendices so that you know exactly what you're looking at. You don't have to take notes when we're talking. And you can take this and, you know, really dig into some of these tables and start running with it.

	[bookmark: 3568]59:28
	But as always, love to have you with us. You know, especially clients out there, I know you're there. We love when you come to these. Any training you need, we can support this, so reach out because we want you doing this so that you get off that turnover treadmill. We'll see you next time. Thanks again.
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