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Overview
� B.A.   Communications – Biola University

� M.A.  Social Science – Azusa Pacific University

� Career:  Biola University, 1977 – 2019 (VPEM 2007-2018)

� Family:  Corey, Kathy, Erin…….. and Maddy



“Give us the tools, 
and we will finish the job.”

Winston Churchill



Building Blocks 

� Hiring Right
� Job Descriptions
� Interview process
� Effective onboarding

� Ongoing Development
�Continued Training
�Game-Changing Opportunities



Building Blocks 

� Recognizing and Overcoming 
Advancement Roadblocks

� Ongoing Assessment
� Creating Clear Career Paths



Hiring Right: Job Descriptions

� RESPONSIBILITIES
� Responsibilities are the expected duties and tasks of the job – 
� The “What” that is to be performed

� SHORT LIST OF COUNSELOR RESPONSIBILITIES
� Meeting with prospective students and families
� Travel/Recruitment
� Processing of Admissions Applications
� Phone calls/e-mails/texts to prospective students
� Participating in on-campus recruitment events



Hiring Right: Job Description

� COMPETENCIES
� Competencies are the skills + knowledge + behaviors need to be 

successful on the job
� The “How” to do the job well

� POSSIBLE ADMISSION COUNSELOR COMPETENCIES
� Influential Communication
� Systems and Technology
� Collaboration
� Financial Aid Literacy



Bottom line:

The key to long-term success, 
retention and loyalty 
of your employees 

is the development and 
recognition of competencies.



Competency Examples

Influential Communication: Is a winsome 
communicator, utilizing strong oral and written 
skills. Can speak effectively to groups at 
recruitment or retention events as well as in 
one-on-one settings. Demonstrates good listening 
skills, asks discovery questions, resolves concerns, 
provides solutions and demonstrates emotional 
intelligence. Disseminates important information in 
a compelling manner, and has the knowledge 
and network to make effective referrals.



Competency Examples

Cultural Understanding and Humility: Demonstrates 
cultural humility, understanding and sensitivity in all 
communication and engagement with students 
and members of the community, both internally 
and externally. Has clear self-awareness, 
recognizing areas of personal bias. Creates a 
welcoming environment for people of all 
ethnicities, race, gender, sexual identity and 
socioeconomic backgrounds. Has a 
comprehensive understanding of the specific 
needs of various student population groups.



Summary: Responsibilities and 
Competencies
� Your job descriptions are made up of responsibilities
� Adding competencies will result in stronger employees
� Added benefits of competencies:

� Selling point during hiring process
� Motivational to employee
� Provides objective criteria for promotions
� Establishes a clear career path
� Helps to retain your best employees



Hiring Right: The importance of  forming 
a diverse team

"I think women have certain sensitivities that     
men don't have. Things dealing with violence.        I 
think the best advocates we have for gun   control 

are women. The best advocates we     have for 
non-engagement in foreign                 wars, foreign 

entanglements, are women.       I think women 
have just so improved the Senate, and this isn't 

something I read in a book.                  I watched it. 
I was there.” 

Harry Reid, Former Senator 



Hiring right:  Interviews
� Characteristics of a good team player

� Humble
� Hungry
� [People] Smart

� Sample humility questions:
� Tell me about a time when you strongly                                          

disagreed with a decision made by your                                       
supervisor. How did you handle it?

� Have you ever felt like you are missing a skill?
� Give an example of a time where you made a mistake at work. Explain 

the mistake and how you handled it. Did you learn anything f rom the 
mistake?

� Describe a past situation that led you to grow as a person.



Hiring Right: 

Onboarding
� Effective Training:

� Planned

� Thorough

� Interactive

� Involves careful assessment

� Documentation
� Handbook/Instruction Manual

� Training videos/web site modules

� Playbook

Prepare Meet & Qualify Transition, Engage & 
Influence

Close

*Prior to meeting - research 
prospect in Recruit, ensure 
student info is in CRM.  Where is 
the student from? What high 
school is does the student 
attend?  Is the student 
transferring to Biola or being 
Re-admit? Based on the 
answers to these questions, are 
their special brochures, 
documents you should have 
on hand to assist in leading this 
appointment well?  This is a 
part of knowing your audience. 
If the student’s information is 
not in Recruit, be prepared to 
take steps to collect that 
information. 
 
*Plan for the meeting: Have a 
plan and objective(s) for the 
meeting, based on the season 
and the student’s status. Refer 
to drafted outlines and 
outcomes for various 
appointment scenarios.
 
*Be prepared to lead the 
appointment, not simply 
respond to questions. 
 
*Pray! Pray for wisdom and 
discernment as you have the 
opportunity to play a role in 
helping the student in this 
important life decision.

*Greet student &/or family by 
name in BU Welcome Center 
and walk to your office or 
meeting space.
 
*Introduction and positioning: 
Introduce your role and set 
expectations and agenda for 
appointment, using language 
such as this:
“As an Admissions Counselor for Biola 
University, it is my responsibility to help 
students like you determine if Biola is a 
good fit for you. During our time 
together I will ask you some questions 
to learn more about you, as well as 
share with you information about the 
academic, social, spiritual, and student 
experience at Biola University. I want 
this to be valuable time for you.  My 
hope is that at the conclusion of our 
meeting, we will be in a position to 
move forward with the next steps in the 
admissions process. How does that 
sound to you, ____________________?”
 
*Ask key discovery questions or 
ask probing & clarifying 
questions from initial 
conversation. (Refer to the 
discovery questions provided.)

*Transition statement 
“Thank you for sharing information with 
me about you.  To help you determine 
if Biola is the right fit for you, let me 
provide you with more information and 
get your questions answered.”
 
*Share the mission and values 
of Biola, student profile, 
ethnicity of the Biola student 
body, and what Biola seeks in 
its students
 
*Communicate what sets Biola 
apart w/key messaging about 
the spiritual, academic & social 
opportunities, and the Biola 
student experience. 
 
*Focus on specifics, such as 
major, transfer info, sports.
 
*Share talking points based on 
student’s status and season
 
*Establish credibility through 
communicating student 
outcomes 
 
*Financial Aid: Discuss cost of 
attendance, scholarships, & 
financial aid as appropriate
 
*Effectively address concerns 
and questions

*Articulate 
next action 
steps. If 
they have 
more 
aspects of 
their 
campus 
visit, be 
sure they 
know 
where they 
go next. 
 
*Pray: If it 
seems 
appropriat
e, pray for 
the 
student 
and family. 
 
*After the 
meeting, 
update 
CRM as 
needed. 
Send 
e-mail 
reminding 
of action 
steps w/ 
deadlines 
and links if 
appropriat
e.



Ongoing Training

Development of staff does not end when onboarding concludes and 
the employee is “set free” to perform the responsibilities assigned to 
him/her. 
Supervisors must be proactive in offering opportunities for continued 
growth, through 
� ongoing training, 
� consistent exposure to campus resources and personnel, 
� attendance at workshops and conferences,
� professional reading and 
� increased responsibilities when appropriate.



Game-Changing Opportunities

Most successful leaders can point to 
defining points in their career, or 
“game-changing” moments when a 
combination of risk, application of talent 
and opportunity provided important 
experience, confidence and momentum to 
change their trajectory.





Recognize and Overcome 
Advancement Roadblocks

The data suggests that some groups represented on our 
teams have experienced some type of roadblock or at 
least a slowed progression towards professional 
advancement. In higher education this has been a 
reality for women and minorities. Given the 
business-related benefits of a diverse team, and the 
importance of role-modeling to predominant student 
groups on our campuses, it is vital to recognize and 
overcome the roadblocks that impede the professional 
progress of these staff members.



Roadblocks for women

� Gender stereotypes
� As little girls
� As students 

� In the workplace
� College graduation and career launch
� 5-10 years later: Leadership inequity





Roadblocks for women
� Gender stereotypes

� As little girls
� As students 

� In the workplace
� College graduation and career launch

� 5-10 years later: Leadership inequity

� For some, child/family decisions impact trajectory
� Workplaces have not evolved to provide flexibility
� If you want diverse leadership five years from now… you have 

to figure out the flexibility thing right now.  Remove this 
roadblock.



Ongoing Assessment (Evaluations)

� Purpose or benefits of employee assessment
� Current practices in your organization
� Best practices: Creating a culture that welcomes 

evaluations
� Part of the onboarding process
� Periodic pop quizzes with rewards
� Periodic evaluations 
� Annual evaluations



Creating Clear Career Paths
� What are the ways you have encouraged and retained 

your highest performing employees?  
� Best practices
� Flexibility
� They like their boss and the working environment
� Visibility and public praise
� Mentoring
� Increased opportunities
� Advanced titles and higher pay



Career Paths: Universal Opportunities

Whenever possible, every entry-level 

employee should have the opportunity 

for at least one promotion based solely 

on his or her performance and 

development of competencies. 



Process for Promotion

� Develop a rubric for scoring (ranking) progress on competencies
� Exceeds expectations
� Meets expectations
� Needs improvement
� Does not meet expectations

� Identify ways to measure that progress
� Sit in on an appointment
� Observe a presentation
� Ask peers to evaluate anonymously
� Interview the employee



Influential Communication Rubric:            
Exceeds Expectations

•Winsome and relational _______

•Demonstrates the ability to quickly build rapport with all 
participants in appointments and presentations _______

•Listens with intentionality, asks probing discovery questions _______

•Messages and recommendations are relevant, applying knowledge 
and instinct _______

•Communication is so impactful that prospective students can 
picture themselves at Biola _______

•Audiences have a clear understanding of Biola's brand strengths, 
and are inspired to take action _______

•Has a history and reputation of relating to and influencing partners 
in the community _______



Influential Communication Rubric:            
Meets Expectations

•Is viewed as having excellent relational skills - warm, gracious, interested, 
comfortable with others _____

•Demonstrates the ability to quickly build rapport with all participants in 
appointments and presentations _____ 

•Has good listening skills and can typically "connect the dots" between 
prospective student needs and what Biola has to offer  _____

•Articulates the Biola brand effectively  _____

•Has demonstrated the ability to influence others, on and off campus  _____

 

 



Influential Communication Rubric:           
Needs Improvement

•Shows some ability to cultivate relationships but struggles to 
communicate in a natural or winsome manner _____

•Connections with people in appointments, presentations or 
territory are inconsistent because of lack of ability or lack of effort  _____

•Is able to communicate core messages about Biola, but often misses 
key features and benefits; sometimes over-presents without 
discovering student needs  _____

•Communication is generally credible and accurate but the Biola 
message is not compelling or inspiring _____

•Relationships on and off campus have not been pursued sufficiently  _____

 

 



Influential Communication Rubric:             
Does Not Meet Expectations

•Does not demonstrate the ability to cultivate relationships _____

•Presentations and/or appointments are awkward, unorganized 
and/or lack compelling messages _____ 

•Key aspects of Biola brand are missing from presentations or are 
misrepresented  _____

•Audiences are not inspired to take action as a result of 
presentations  _____

•Relationships on and off campus have not been pursued  _____

 

 



Review: Building Blocks 

� Hiring Right
� Job Descriptions
� Interview process
� Effective onboarding

� Ongoing Development
�Continued Training
�Game-Changing Opportunities



Review: Building Blocks 

� Recognizing and Overcoming 
Advancement Roadblocks

� Ongoing Assessment
� Creating Clear Career Paths



Closing Thoughts

� ”Don’t let any crisis go to waste.”
Dwight Hanger, Biola Board Member

� “It’s not rocket surgery.”
Erin Vaughan, Daughter (age 7)

� ”Done is better than perfect.” 
Sheryl Sandberg, Facebook

� “As leaders, we forfeit the right to make excuses.” 
Horst Schulze, Ritz Carlton



Greg Vaughan
gregory.g.vaughan@gmail.com


