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  To the thousands of real estate sales managers out there whose job it is to perform miracles with a convincing smile and inspiring words of wisdom. They have two impatient bosses: upper-management or ownership full of expectations on one side and, on the other, independent agents/field soldiers who often think they are generals.










  



  
Introduction





  I don’t know how many kids, if any, actually dream of becoming Realtors when they grow up, but I was not one of them.




  The hazards of life tricked me into a job I knew nothing about and had no interest in.




  Having freshly landed here from a distant country (France) and coming from a vastly different line of work (journalism), selling real estate was not exactly natural, nor logical.




  A real estate friend of mine, at the time, eventually succeeded in convincing me that this business was an enjoyable way to make a living. “You work when you want, as much or as little as you need depending on your golf commitments, you stay close to home, play with your kids, take a vacation from time to time and money is good.” What’s not to like?




  Surprisingly enough, it worked out that way. Except that I worked my tail off, had to wait five years to go on a short vacation and never got a chance to play golf for the first twenty years.




  At least I did well, professionally speaking. Sold a ton of real estate and stuffed my brain with anything and everything I could to be as good as I could be. It paid off.




  One day, the president of the company offered me a “promotion,” a management position in Saratoga, in the heart of what became known as the Silicon Valley.




  I did not know any better. I said yes, not knowing then that my income would be slashed big time.




  My office, a tiny pad and former pizza parlor sitting back from the main road and close to the railroad track was just fine and a juicy profit center for the company, thanks to the amazing eight associates I was lucky enough to inherit. I don’t know who was managing who but we all had a blast.




  The next office, up the street, was about ten times the size and quickly became the flagship of the company in the South Bay and a major money maker. I hired more associates than I can remember and coached plenty to master their craft.




  Life was good. I loved my job. Never wanted to leave, but I did, to move to supposedly “better and bigger things,” as we say.




  Over the years, I got to wear many different hats in real estate management: office sales manager, vice president, regional manager, senior vice president, general sales manager, general manager, executive vice president, founder, owner, president, CEO, chairman.




  The companies changed, every so many years. Some were big, some were huge, some were company-owned, some were part of a network; all leading companies in the country, in one category or another.




  The horizons and battlegrounds changed as well: California, New England, Europe, Asia. Residential real estate (regional, national and international) remained my main livelihood interest but I often flirted with the commercial business as well as with new developments and investments.




  I learned a lot along the way. Every day it seems like. The real estate business has sure changed tremendously since I got my license and it is changing even faster now, as if engulfed in a technology storm.




  The funny thing is that, the more it changes, the more it stays the same. So to speak. After non-stop trials and tribulations, the industry seems to always revert back to “traditional” approaches. Agents, against all odds, are still at the center of all things real estate.




  I don’t think I have seen it all (still learning) but I have seen a lot and enjoyed the challenges along the exciting ride. Lots of friends who shared the ride with me pressed me to memorialize my success recipes. I did and here they are, in this book.




  Managers, particularly those at the highest levels, need information, raw unfiltered information. Knowledge is control. The proper/lucid/realistic use of such knowledge is power. Good decision-making takes emotion and subjectivity out of play.




  That’s what simple business methodology is all about: systems used as guides, quantitative and qualitative techniques, productivity analyses, graphic charts, stats expressed on “dashboards” of sort to force the obvious conclusions to jump off the screen so they can be properly addressed.




  To make my job and that of my managers a bit easier and make success more predictable, measurable and sustainable, I created a bunch of such systems and “how to’s.” They cover most aspects of the business. They allowed me and others to avoid pitfalls and to understand at a quick glance the performance of any office, or region, or company.




  Many of those planning or productivity tools are shown and demonstrated in this book. Some of them you may now use; some of them you may want to immediately put to good use.




  Real estate is rarely predictable but your business should be.




  The strategies and tactics I write about in this book have been and still are my guides to good business. They match my needs. You are welcome to make them yours and improve upon them so that they can match yours as well.










  



  Chapter 1




  Recruiting Agents




  Recruiting sales associates is job #1 for a real estate manager.




  Nothing - I mean, nothing - is more important. Why? Because agents are the ones who sell real estate and that’s how we all make our living in the real estate industry.




  That’s where and how it all starts, and if the job is not done or not done well, that’s where the story ends.




  I don’t care how smart and knowledgeable you may be and how good you think you are as an office sales manager, but if you cannot succeed at hiring sales associates, I doubt that you can succeed at all. You may consider going back to selling or look for another line of work.




  If you are not sure whether to start looking for alternative career options, you can count on your regional/general manager or the EVP/president to soon let you know.




  Recruiting agents is a never-ending process. You never have enough agents, especially if you don’t have the right ones. You must always be looking for more and better ones.




  A numbers game




  I hate to admit it but, in a way, the more agents you have, the better, everything being equal.




  You cannot win a battle in any marketplace with only a few soldiers, no matter how good. An office with a handful of knowledgeable and hardworking agents is usually no match for a large office reasonably well managed and filled with lots of agents, even if many of the agents are fairly new and inexperienced.




  Real estate is a numbers game.




  Generally speaking, the more associates you have, the more visible your office is in the local market, the more prospecting activities you run, the more opportunities you have to connect with potential clients, the more SOI mailings/texts/tweets you send, the more open houses you hold over the weekend, the more buyers and sellers you get to meet, the more sales you put on the books, the more commission revenue you generate and the more money you end up making, as an office and as a company.




  Again, it is a game of numbers and there is no short cut.




  Who has a recruiting problem?




  Just about every manager of any and all brokerage firms in your region, in the US and beyond. It is the nature of the business. We never have quite what we wish we had in the way of sales associates.




  Some managers have a more concerning and perhaps urgent recruiting problem if:






	They have a hard time keeping agents




	They stand to lose 50% of their business if they lose 1 or 2 top producers




	They have in the office several agents that they would rather not have




	The competition is recruiting and they are not




	They have more desks than agents




	They are not making any money as an office




	The top agents are getting complacent or unreliable




	The bottom quartile is demoralized and going broke







  Why is it so hard to recruit?




  The answer(s) may be in the few following fundamentals:






	You can only attract agents if you are still capable of keeping happy and productive those you already have. Would they join your team today if they were not already with you?




	You need a solid and stable foundation. Hiring new agents, especially many of them over a short period of time, creates instability.




	You can only do well at the task if you can overcome the difficulties inherent to the growth process (tension, conflicts, etc.). Otherwise, you may not “digest” the newcomers well enough or fast enough. Ultimately, they will not feel welcome, they will fail and they will quit and, in the process, so will many demoralized good producers.




	Also, you can attract new agents only if you are different, as an organization, as an office, as a manager... from the company, the office and the manager that the prospects are considering leaving.







  That’s why it is so important to ask potential recruits, early in a recruiting interview, what they don’t like (if anything) about their existing office. Is their dissatisfaction due to the company, or the manager, or some fellow associates?




  Their answers will pretty much tell you what they are looking for. Only then will you know what they need and therefore what you need to say.




  Once you understand their motivations, the timing is prime to ask what they know and how they feel about your office and/or your company. They probably think it is a good office/company or, at least, they are somewhat intrigued and curious about you. If not, chances are they would not take the time to meet with you in the first place.




  The more they will share about any good feeling they have about you and your brand, the more comfortable they will feel about the idea of moving, the more they will picture themselves in the “uniform” and the more committed they progressively will be to join your team.






	
Another fundamental to keep in mind - somewhat related to the previous point, is that experienced agents considering a move are generally unhappy where they are, for whatever reason. So, if you want them, it stands to reason that you should try to make them feel comfortable. A question like “do you now have a happy office?” would be a smart one to ask.




	Obviously, you must know what is so good and compelling about your company, what makes you different, better, stronger. Keeping in mind what it is they need and want, you could talk about vision, leadership, agents’ services, marketing programs, technology, financial stability, “partnership” with the agents, a clear vision for our growth, one-stop shopping concept with strong mortgage and insurance arms, outstanding full time professionals in the business... Whatever is appropriate.







  Make a mental list of what you recognize as the brand or the office key differentiators that give you an edge over the competition, to score big if and when prospects complain about the lack of one or more of such benefits at their present brokerage.




  Be careful not to talk too much and oversell. Questions are often the best answers.




  Attitude




  Potential recruits are like home buyers: they would like to “buy” a company or an office... But they may not. As “buyers,” they are emotional, even if they ask rational questions. A good experienced manager knows what to ask and when.




  Questions about commission splits and such may not be as important as you think. More often than not, candidates are looking for more recognition, more opportunities for success. They want to be happy, comfortable, and proud of their association. Your attitude is key to creating the right ambiance:






	
As a manager, you must appear enthusiastic and happy to be where you are. You must create an atmosphere of relaxation that may allow the potential recruit to open up and actually enjoy the meeting.




	When interviewing experienced agents, avoid harassing them with “red tape” questions like goals and objectives. At this stage of the game it does not mean a thing. Keep the atmosphere warm and friendly. Numbers come last, not first.




	You must have an optimistic attitude about the business, the market, the company, etc. So should they. If they have a negative attitude and are down on the market, or the business, or the company, you may very well be wasting your time.







  Applicants need to be wanted. They need to know that the office they consider joining is full of terrific people who are looking forward to welcoming them and working with them.




  The support system, from the agents, the staff, and the company as a whole, is absolutely critical. As managers, you have to provide the conditions for such support and “sell” it to the prospects.




  Consideration, recognition, and support from everyone in the office/company are legitimate concerns of new agents. If you make them your concerns as well, you are offering newcomers what they are looking for.




  New agents vs. experienced agents




  Generally speaking, good seasoned agents are the top recruiting choice. That’s a no brainer. However, experienced vs. new is often the wrong issue, or the right issue taken out of context. Most of the time, the dilemma is not “who should you hire” but “who can you hire.” It is often a question of maturity and, when in doubt, the answer is quite simply “get who you can.”




  I do not mean to be facetious but an agent is at least as good as a “For sale” sign, and you need many of those planted in front lawns to be perceived as a real player in the local market. If you need more associates and a new licensee shows desire, potential, and has a reasonably good business brain, hire!




  If he/she seems to be at least as good as the worst agent in your office, give the newbie a chance. Get him/her to commit to a strict schedule of prescribed activities and report back to you regularly. That’s the beginning of coaching.




  Be sure to focus on the agents who best fit your needs, in terms of dedication, drive, image, objectives, prospecting, marketing, and commitments to activities such as open houses. It is a big plus if they reside in the local market.




  To test the new licensees’ sense of purpose, it is a good idea to ask the following question: “ If you do not succeed in this business, what will you do? Do you have something else to fall back on?”




  If they start talking about Plan B, they implicitly admit they very well might fail and then, there is a good chance they will. Probe for more information before you decide whether you still want to bother.




  The “I only want experienced agents” statement can make sense, in theory at least, but it could merely be an excuse to cover up a recruiting problem. If you need agents, there is nothing wrong with new people. As a matter of fact, the infusion of new blood, new spirit, new energy is refreshing, challenging, and badly needed sometimes in established offices that are a bit stuffy and full of seasoned associates growing old.




  If the office is “full” (again, it never is) and you are satisfied with everyone (you never are), and you have a “waiting list,” then I kind of agree that preference should be given to successful agents. It’s a no brainer. They bring with them their reputation, their book of past and existing clients, and whatever business they have in the pipeline.




  There is a time for everything though. If the office is half empty and crying for help, it is foolish to wait for superstars.




  Start at the beginning: fill up the office. Then, fine tune and upgrade, one person at a time. When the office is fully occupied, it will undoubtedly be busier and more attractive to potential experienced agents.




  That’s the process. You cannot start with step 2; you have to start with step 1.




  Shopping tips to recruit experienced agents






	Be a visible manager




	Make it a habit of going regularly on the weekly regional MLS tour of new listings to shake hands and exchange a few friendly words with the agents you ideally would love to see in your office




	Great idea to say hi and visit when they are holding an open house




	If and when seeing them in their office, offer a big friendly smile




	Send them a “Thank you” note when they are involved in a co-broke transaction




	Congratulate them on their specific achievements/awards. When their impressive production numbers are known for the entire year, be sure to send them a personal handwritten letter




	When they stop by your office for business purposes, make them feel welcome and greet them personally




	Invite them to office parties and, when appropriate, to recognition meetings and training seminars




	Send them samples of documents/tools your company is successfully using when you know they would love their broker to offer the same




	Subscribe them, whenever appropriate, to your newsletter or blogs




	
Make them feel as if they were already part of the team




	Make sure the key agents in your office are on your side and play your game. They may be the best recruiters.







  Team recruiting exercise




  Invite a select group of 4-5 key established and respected agents to play an effective role in the recruiting process. They will always be happy to help if you present the invitation as a mark of your esteem and your trust in their good judgment.




  It could go as follows:




  “You are the finest professionals. I wish I had more agents like you, agents we can all benefit from, agents who can make us even stronger as an office.”




  “Come to think of it, let me ask you: out of all the good and experienced agents in town, who would you actually like to see in our office –agents who share your ethics, your values? Think of one or two.”




  “Perhaps you can tell them that I will be calling them on your recommendation, and I will make it my job to hire them, for your benefit and that of the entire office.”




  There are many ways to incite key agents to help you with the recruiting and reward them for doing it successfully.




  Business routine




  Hiring is a matter of ordinary business routine. It is both a survival requirement in a competitive and predatory market and the key to top performance.




  Remember: there is no such thing as a full office.




  Remember also to have fun recruiting. The process can be as enjoyable as the rewards. Don’t forget to smile.







  



  Chapter 2




  Retaining Agents




  It’s one thing to recruit agents, it’s another to keep them. I don’t really know which one of the two tasks is more complicated, except to say that you don’t have to worry about retention if you don’t hire people to begin with.




  I guess that’s one way to say that hiring is job #1 and must always be the manager’s top of mind.




  At least, if you already have existing agents in the office, it’s easier to get more of the same. The office is alive with real agents and open for business. Over time, both quantity and hopefully quality will logically improve in the right environment.




  Now, the challenge is to keep your existing agents happy and productive.




  Happy agents are usually productive and loyal to you and the company. But don’t count on it. You may be good but you are not the only office in town. Other brokers are awfully busy trying to seduce and lure your good agents with sugary promises of a better split, recruiting bonuses, private offices, a marketing budget or more tools, more personal attention, more coaching, etc. Invitations and promises are flying non-stop, 24/7.




  To keep agents, the best advice is to keep your eyes and your ears open. Before the fire, there is smoke. Agents leave for a reason and there are signs that you could see, hear, or feel that suggest that something no good is brewing.




  The news about an agent leaving (or a group of agents as it is often the case) should never be a surprise. In other words, the bad news can be avoided if detected and dealt with early.




  Red flags/Indicators




  Here are some of the signs or events that smell trouble:






	
The agent does not come to the office




	No show at the weekly sales meeting




	No participation at office/company workshops or meetings




	If and when in the office, does not interact with other agents




	Expresses negativity and complains when in a conversation with others




	Meeting in dark corners with other negative associates




	Avoids the manager




	Moving boxes




	Downloading personal or office files




	Personal production way down




	No open house activity




	Does not use company programs or services




	Has not paid MLS or Board dues




	Has not paid his/her E&O




	No more listings on the books




	No more pending sales




	Split rollback on the horizon




	Rumors







  Risk prevention




  What can you do to prevent an exodus?




  Somehow, you need to create an alarm system that will alert you about the possible danger before it strikes. Such alarm systems can be created in concert with many of the people who surround you: the administrative staff, IT and marketing coordinators, the ancillary services representatives who call regularly on the agents, even title/escrow companies, mortgage people, and inspection outfits reps who visit your office to solicit business.
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