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SECTION 3:  Human Resource Fundamentals
It’s important to recognize that “HR” is more than just a department or task in your organization.  
Employee compensation typically represents the largest single expense in an agency.  To maximize 
the value and improve the return on human resources within your agency, you must implement tools 
and techniques that support effective recruiting, hiring, training, managing, and compensating the 
people who take care of your clients.  

PIA has several extremely useful resources available to assist agency owners with Human 
Resource management.  In this section to the PIA Blueprint for Agency Success, these resources 
will be itemized, highlighted, and explained so that you can readily access and implement the tools 
as needed.
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Begin with a Personnel Plan
Keeping in mind that the single largest expense in most agencies is people (human resources), it 
stands to reason that planning for personnel needs is crucial.  Some factors to consider as your 
business expands, and you find it necessary to increase staffing include:

 •   What are the duties to be assigned to each employee/position?

 •   What are the equipment and office space needs associated with that employee/position? 
Remember to consider whether the employee will be onsite, fully remote, or a mix.

 •   How will this addition impact the overall cost of your benefits plan?

 •    What sort of training will be needed initially and ongoing?

 •   What is a reasonable and competitive hourly rate or salary for the work?

Remember that the cost of adding an employee goes well beyond their compensation and plan accordingly.

Position Descriptions
A position description should encourage a satisfying working relationship by clearly stating why the 
position exists, the authority and responsibility involved, and the standards used to determine success.  
Crafting good position descriptions is critical to setting employee expectations while ensuring the 
agency is in compliance with employment law.  You should consider having each position description 
reviewed by an Employment Law attorney to ensure legality and compliance.

A well-crafted position description includes:

 •   Position Title and Status (exempt or non-exempt)

 •   Compensation – usually a range, hourly or salary and benefits

 •   Purpose/Objective of the Position 

 •   Areas of Authority – including reporting structure

 •   Responsibilities and Functions – essential and non-essential duties

 •   Qualifications

 •   Performance Standards
     
      Resource: 
      A wide variety of job description examples* can be found at Indeed.com.

* The resource above is provided as a convenience and for informational purposes only;  
it does not constitute an endorsement or an approval by PIA National

https://www.indeed.com/hire/how-to-write-a-job-description?msclkid=b1094a93fa73178f0dd715e5dbe58be3&utm_source=bing&utm_medium=cpc&utm_campaign=job%20description_general_bmm_en_US_0&utm_term=%2Bjob%20%2Bdescription%20%2Btemplate&utm_content=job%20description%20template
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The Hiring Process
The process of finding the right candidate to fill an open position on your team, in a timely manner 
and within your budget, is challenging.  The steps involve recruiting, qualifying, interviewing, offering, 
and onboarding.  Having a personnel plan and well-designed position descriptions are important 
components of the process.  The time between posting a job and getting someone onboarded can 
be significant which is why agency leaders must be proactive in watching for potential candidates 
well ahead of having a critical need.  Consider the steps of the hiring process as highlighted below 
to ensure that you can stay on offense when it comes to filling open positions or adding additional 
human resources to your team.  

Attracting Talent to Your Team
In human resource management, “recruitment” is the process of finding and hiring the best and 
most qualified candidate for a position with your firm.  Sounds simple enough, right?  Once you’ve 
experienced the recruiting process a time or two, you begin to understand that there are numerous 
components needed to successfully attract the right talent to your team.

A critical first step in recruiting is to assess your brand.  In the PIA Blueprint for Agency Success – 
Business Planning Guide, the concept of brand is addressed in both Formation Fundamentals and 
Marketing Basics.  Consult these areas if your brand is not yet formally defined or unclear to you or 
your current staff.

Once you have a well-defined brand, consider how it translates to your role as employer.  This will 
serve as the basis for other elements in building an effective employee-employer relationship.

     PIA Resource:   
Your Employer Brand Assessment found in The PIA Partnership Winning@Talent toolkit – Part 1: 
Are You Ready to Recruit?

How your agency represents itself to the public via the agency’s website, social media activity, 
community involvement, and reputation translates into your culture and therefore what might attract, 
or repel, the talent you are looking for.  Conduct an objective review of how your agency appears in the 
eyes of potential employees.  Investing in this activity will result in significant return on the investment 
of time and energy.

     PIA Resource:  
Recruiting Checklist found in The PIA Partnership Winning@Talent toolkit – Part 1:  Are You Ready 
to Recruit?

www.piablueprintforsuccess.com/all-downloads
www.piablueprintforsuccess.com/all-downloads
https://pianet.com/pia-partnership/winningattalent
www.startwinningattalent.com/downloads/recruiting-checklist.pdf
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Job Postings
With today’s digital environment, online job postings have become the standard.  There are more than 
a hundred different job sites and job posting boards.  It can be difficult to determine where and how to 
place your job opening. It can also result in a deluge of applications that are clearly not a good fit but 
must be addressed regardless.  

Before you go the job board route, you may wish to consider your social professional network and 
asking your current employees for referrals or recommendations.  In most cases, employees want to 
protect their workplace culture and won’t recommend candidates that will disappoint.  

Here are some basic tips to consider when posting jobs using online resources:

 •   Provide a descriptive “profile” of your agency to promote your brand

 •   List characteristics that are vital to the position and incorporate any potential for upward mobility

 •   Include a salary range and a description of benefits

 •   Specify any minimum educational or certification requirements or acceptable equivalencies

 •   Incorporate key words into your position title that will pop when searched

     PIA Resource: 
      IdealTraits – Insurance Hiring Made Easy is a PIA member program that ensures agents have 

the tools to hire top performers for their agency.  This program helps with job posting, applicant 
tracking, pre-hire assessments, and candidate identification.

Qualifying Candidates
Reviewing responses to your job postings and culling through resumes can seem overwhelming.  
Remember your Personnel Plan and your position descriptions, especially the essential duties and 
minimum qualifications.  If applicants clearly don’t meet your criteria, they can be discarded.

You might also consider utilizing features within job boards that assist with pre-screening of 
candidates to qualify specific criteria.  These pre-screening tools might include demonstration of 
a body of knowledge, general aptitude, experience with certain systems or computer programs, or 
problem-solving skills.

     PIA Resource:  
      Omnia’s behavioral assessment tool provides insights to take the guesswork out of personnel 

decisions. This program can uncover each candidate’s compatibility with the role and agency. It 
is useful whether you are hiring a new employee, deciding on future roles for current employees, 
team building or creating a succession plan for your agency. 

https://pianet.com/benefits/servicesandresources/idealtraits
https://pianet.com/benefits/memberdiscounts/omniaemployeeprofiling
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Interviewing
Once you’ve narrowed down the pool of candidates, it’s time to schedule interviews.  It’s important to 
remember that there are a multitude of laws and regulations that employers must be aware of.  The 
interview process must provide equal opportunity for all qualified candidates and must not unfairly 
discriminate against anyone who meets your position description criteria.

You may wish to outline various stages of an interview process that helps to hone in on the most 
qualified candidates as quickly as possible.  For example, if you are hiring for an Account Manager or 
CSR who will be spending a significant amount of time on the phone and/or on video conferencing, 
your process might include an initial telephone interview to evaluate how the candidate presents 
themselves over the phone.  If this meets your criteria, the next step may be a video conference or an 
in-person interview to delve further into job performance history.

Using a standard list of interview questions that are compliant with employment laws is 
recommended.  If you elect to conduct a group interview with a candidate, all interviewers must be 
made aware of employment law considerations and should have the same interview question set 
as a reference.   You might also consider using a numerical score sheet to objectively evaluate each 
candidate.

In general, each candidate should be asked the same questions and all interview questions should be 
job related and intended to predict a candidate’s future job performance.  Any question that might be 
perceived as discriminatory to any age group, race, sex, disability, nationality, or other protected class 
must be avoided.  Stick to questions that assess skills and past performance that directly related to 
what it takes to be successful in the position being filled.  

It is important to immediately record the strengths and weaknesses of each candidate in relation to 
your position description and agency culture.  Once you begin the interview process, details can begin 
to run together.

When it comes to psychological testing or behavioral analysis of candidates, all candidates who meet 
a minimum criterion should be tested in the same fashion.

     PIA Resource:  
      20 good interview questions found in The PIA Partnership Winning@Talent toolkit

www.startwinningattalent.com/downloads/20-interview-questions.pdf
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The Offer of Employment
Once you have conducted interviews with all the applicants that met the original job posting criteria, 
review the interview impressions.  If a numerical score sheet was used, create a summary of the 
results.  Ideally, a top selection will emerge.  

Who possessed the required qualifications?  Who will be a positive addition to the agency culture?  
Who will accept the position as offered?

Before sending your offer of employment, it is highly recommended that you check the references 
provided by the candidate.

One additional reminder is that background checks, physical exams, and drug testing can not be done 
until a conditional offer of employment is extended to the candidate.

New Employee Onboarding
Your hiring process doesn’t stop once a candidate has accepted the position.  A thoughtful 
and thorough onboarding process helps to ensure your new hire is successful in their position.  
Components of new employee onboarding might include:

 •   Welcome, introduction to staff, tour of the office

 •   Review of the employee handbook contents, assistance with new hire paperwork such  
as citizenship verification (I-9) and completion of employee benefits applications

 •   Detailed training curriculum with timeline and mastery expectations which might  
include licensing, review of insurance company guidelines, and systems training  
(including cyber awareness!)

 •   A period of standing one-on-one time each day with a manager to check in,  
address questions, and monitor progress

The goal with onboarding is to set your new employee up for success by identifying issues  
quickly and course correcting early.  
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The Personnel Manual (Employee Handbook)
The purpose of an employee handbook or personnel manual is to provide both employees and agency 
management with a tool to assure the consistent administration of policies and procedures to all 
employees.  Whether you’re an employee, or a manager, the personnel manual sets out the “rules 
of the game” and helps to outline expectations.  Having a personnel manual eliminates all sorts 
of questions in the minds of employees and can minimize conflict.  However, it must be regularly 
referenced and used consistently.

The Agency Policy, Procedure and Workflow Fundamentals section of the PIA Blueprint for Agency 
Success – Growth Strategy Guide provides guidance for the creation of an Operations Manual.  The 
Personnel Manual focuses on details specific to employee performance.  It is important to note that 
state and federal laws often mandate certain employment practices and an Employment Law attorney 
should review your personnel manual to ensure legality and compliance.

Sections found in a typically Personnel Manual or Employee Handbook include, but are not limited to:

•  Employee Welcome – history of the organization, the agency’s mission statement and core
values, the overall purpose of the handbook, the organizational chart, chain of command,
disclaimer that the handbook does not constitute an employment contract, and a statement that
personnel policies may be changed at any time or superseded by federal or state laws

•  Workplace Commitments – equality opportunity employment acknowledgment, immigration
compliance, discrimination policy, sexual harassment policy, and policy on drugs and alcohol

•  Personnel Policies – office hours, dress code, pay day information, employment classifications,
benefits details, paid time off information, holidays, and permissible absences like jury duty
and bereavement

•  Operational Information – code of conduct, policy regarding company property and personal use
of office equipment, non-piracy agreement, confidentiality policy, acceptable use of technology
(including internet usage) policy, social media policy, and privacy policy

•  Work Performance – performance appraisal process, disciplinary action, and termination

•  Employee Health and Safety – office security procedures and emergency procedures

•  Acknowledgment of Receipt – form that is signed and returned by each employee acknowledging
receipt and review of the manual

Resource*:
 The National Federation of independent Business (NIFB) has free templates and guidance on
How to Create a Custom and Effective Handbook for your Employees, however, please note that
any employee handbook should be reviewed by legal counsel to ensure compliance with state
and federal laws and regulations.

* The resource above is provided as a convenience and for informational purposes only;
it does not constitute an endorsement or an approval by PIA National

www.piablueprintforsuccess.com/all-downloads
https://www.nfib.com/content/resources/labor/how-to-write-a-great-employee-handbook/
https://www.nfib.com/Portals/0/PDF/AllUsers/legal/guides/NFIB-employee-handbook-guide-WEB-2017.pdf
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Managing and Retaining Employees
Employee retention is an important part of agency productivity and profitability.  Many factors drive 
employee retention including recognition, a career path that outlines opportunities and promotions, 
and the ability to make a difference.  Compensation and benefits, while important, factor lower 
than things like quality of work environment and management, time off, work-life balance, and 
organizational culture.

It’s important to demonstrate that, as an employer, you care about your employees and that you are 
committed to their personal and professional development.

     PIA Resource: 
      For a basic overview and tips for Retaining Your Best Employees, complete Part 3 of The PIA 

Partnership Winning@Talent program.

Outsourcing Human Resource  
Department Functions
Managing human resource functions can be extremely complex, labor intensive, and, when done 
poorly, can result in employment practices liability issues.  Many agencies have found it more efficient 
and affordable to outsource many of these functions to a Professional Employer Organization (PEO).  
A PEO can handle everything from hiring and onboarding employees to managing benefits, developing 
training programs, and overseeing compliance with employment rules and regulations.

Some advantages to outsourcing your HR functions can include:

 •  Reduced Costs – The average HR manager earns about $75k per year, plus benefits.  
Outsourcing this job as well as other support roles to a PEO can significantly reduce these 
expenses.  In addition, a PEO can typically negotiate better rates on benefits offerings given their 
understanding of what others are paying for those services.  Plus, having a deeper bench of well-
trained professionals who focus solely on HR matters can avoid penalties you might incur as a 
result non-compliance or other violations.

 •  Improved Hiring - With a PEO, it’s possible to offer more attractive benefits packages, including 
insurance and training opportunities. A PEO can also help develop an efficient hiring process and 
ensure that every aspect is designed to attract top talent, from the initial job description to the 
interview process. Some HR firms will even manage the early stages of recruitment and hiring for 
you, so you only need to become involved once the pool of applicants has been whittled down to 
the most promising candidates.

https://pianet.com/pia-partnership/winningattalent
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 •  Better Employee Onboarding - Once people are hired, a PEO can also help with the onboarding 
process. When a firm has a defined and consistent onboarding process, employees are more 
likely to assimilate into the company culture faster and more successfully. This helps people 
hit the ground running and contributes to lower rates of turnover. And once employees are 
established, a PEO can help with the monitoring and documenting of employee performance.

 •  Improved Compliance - Ensuring compliance is one of the major functions of any HR department, 
and it’s a multifaceted and complex job. Employment and wage laws are changing all the 
time, and companies must adhere to not only federal rules, but also state, county, and local 
regulations regarding employment. When handling employee issues, such as harassment claims, 
discipline, and termination, companies must comply with specific standards and laws, and failing 
to do so could leave you vulnerable to lawsuits and fines. A PEO will help you handle these 
issues, making sure policies are fair, legal, and clear and that any actions you take are within the 
scope of current laws.

     Resource: 
      Best HR Outsourcing for Small Businesses in 2020, Inc. Magazine*

* The resource above is provided as a convenience and for informational purposes only;  
it does not constitute an endorsement or an approval by PIA National

Recruiting, hiring, training, managing, and retaining employees is hard work!  As with any element 
of growing a successful business, it’s critical to have a well thought out plan.  Human Resource 
management is no different.  Start with your vision which translates to your agency culture.   
Then, as part of your business growth strategy you will need to define the roles and responsibilities 
you need to hire for.  Use the ideas and resources contained in this section to build the human 
component of your plan. 

https://www.inc.com/hr-outsourcing/best-hr-outsourcing-for-small-business-in-2017.html



