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Well-Founded Compensation Plans Benefit
- Sales Associates and Your Bottom Line

hether
you're
in the

process of active-
ly recruiting new
candidates,
settling the sales
associate details
of a recent merger
or keeping your
existing sales force motivated, David
Cocks, CompensationMaster, offers
these tips for effective compensation
plans so they become your company’s
crowning glory—not a sticky wicket.

Research your competitors’ offers.
Don't assume you know what they are
doing now. The more you know about
what other companies are doing, the
more effectively you can compare your
own plan with new recruits and current
associates who are hinting about jump-
ing ship. “Many times you'll be able to
show that a plan that sounds better
really isn’t. Good software can provide
you with a graph to show the differ-
ences overali, as well as a chart that will
let you look up their production level
from last year to compare actual earn-
ings,” explains Cocks.

Revise your compensation plans
after a merger or an acquisition. The
natural tendency is to keep sales asso-
ciates on the same plan they were on
before. Yet the combined company
may not have the same expense struc-
ture as the individual businesses did,
so plans that worked previously may
now be unprofitable.

To counter this, Cocks suggests
broker/owners review and normalize
the profit and loss statements (P&Ls)
before the merger takes place. “Each
company has different ways of struc-
turing commissions and handling
expenses. It is essential to look at the
true profitability of each company

David J. Cocks

- before the merger, and then evaluate it

again after the two businesses have

- been combined. ”

Analyze potential risks before
offering salaries. “Traditionally, the
largest cost for a brokerage is commis-

sions, which are a ‘variable” expense.
This means they vary with revenue. In
other words, if you have no revenue,
you have no expense. When you offer
salaries, you are converting a ‘vari-
able’ cost to a ‘fixed’ cost. That means
you have the expense whether or not
you have any revenue.

“When you consider the financial
implications of offering salaries, you
need to first make sure your financial
model is correct. If you're using the
traditional method of calculating
break-even, it probably isn’t. Then you
need to analyze the specific risks for
your company, including such factors
as the seasonality of your business
and your ability to generate revenue
when the market is slow.”

Offer a variety of plans to meet
different sales associate needs. Many
broker/owners offer little choice in
compensation to their sales associates.
An experienced sales associate may
find a 100 percent plan most appeal-
ing, while someone new to the
industry might be more attracted by a
salary or split with draws.

“Often brokers are reluctant to
tackle the complexity of administering
multiple plans,” says Cocks. “Yet with
the proper software, it's quite simple.
For example, if you have salespeople
who ate just coming out of college or
have been given the ‘golden hand-
shake’ from another industry, a
commission plan that allows you to
pay a salary or a draw against commis-
sion can be a powerful recruitihg tool.
However, good salespeople will want
the opportunity to earn a high reward.
So you need to allow them to move
into a full commission plan later.”

Offering multiple plans also
allows you to provide support
services to the sales associates who
want them without requiring all asso-
ciates to share the cost. “Someone
who just got her real estate license
needs support services. These cost the
broker money, so she should get a
lower commission. As she becomes
more successful, she can graduate to a

different commission plan-—one that
offers a higher split—because she
now requires fewer support services
and costs less to have on board. If she
eventually wants to run her own busi-
ness within a business, you can offer a
100 percent commission plan where
she only pays for the specific services
she wants.”

Be attuned to your sales force
needs. About 75 percent of the time,
when sales associates leave a
company, they leave for reasons other
than money, according to Cocks.
“Sales associates can tell the difference
between brokerages and are willing to
pay for valuable services.”

His advice: Listen to your sales-
people. “When we design plans for
clients, we try to find out what the
sales force wants and design around
that. Often small-dollar items have
highly perceived value and are easily
built into the compensation plans.”

Base split levels on production,
not longevity. “As sales associates get
older, many decide to cut back on
their work hours and no longer
deliver the same high levels of
production. But broker/owners never
change their compensation structure.
The assumpticn is that they've been
with a brokerage for 20 years and
should still get 70 percent, regardless
of their production levels. Meanwhile,
the broker is left trying to cover
expenses with 30 cents on the dollar
rather than 50,” Cocks says.

Treat sales associates fairly (no
favoritism). Everyone needs to pay
their fair share; no one should be subsi-
dizing anyone else, according to Cocks.
“T've worked with many companies to
turn this type of situation around, and
the sales associates say it’s like a breath
of fresh air, because all they want is to
be treated equally and fairly.”

David . Cocks, CRB, is managing partner
with CompensationMaster LLC in Char-
lotfe, North Carolina. He can be reached at
704/541-9695 or david.cocks@compensa-
Honmasterusa.com.
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Use an Intranet as an Effective Recruiting and Retention Tool

ot too

long ago,

a com-
pany’s name and
reputation might
have been the pri-
mary considera-
tion that attracted
new recruits and
kept the existing
agents loyal. Today, however, top-
producing agents are branding them-
selves, taking charge of their own lead
generation and looking for something
more from their firms. In order to
thrive, brokerages need new ways to
compete for the most desirable recruits
and something unique to offer their
current sales force in order to nurture
loyalty. For many broker/owners, a
well-designed intranet might be just
the right tool for the job.

Stephen M. Canale

What Is an Intranet?

The easiest way to conceptualize
an intranet is to think of it as an exten-
sion of your existing Web site that is
accessible only to your sales force.
While you can accomplish this task in
many ways, a straightforward method
would be to create a new file directory
within your existing Web site and
apply password protection to its
contents. You can even create different
levels of access to your intranet by
segregating documents into directo-
ries that have separate passwords.

As an intranet can contain any
amount of information and function-
ality you desire, the cost will depend
entirely on your goals. However, as an
extension of your existing Web site,
you would likely spend less on your
intranet than your original Web devel-
opment costs, presuming that they
have similar technical functionality.

While the design element can be
whatever you like, I'd suggest model-
ing your intranet to reproduce the
functionality of successful consumer
portholes such as Yahoo and Lycos.
The key concept here is to make your

. intranet the most efficient source for

By Stephen M. Canale

the information your associates need.
This is not the place to “wow” the
visitor with a fancy design, but
instead, to make the information fast
loading and easy to access. For exam-
ple, if your sales associates can view
new listings easier and faster when
they're posted on the coffee room
bulletin board than they can access the
same information on your intranet,
then your intranet will fail to add
value to working for your firm.

If you've designed your intranet
to be efficient, then you need it to be
used. A good way to achieve this is to
encourage your sales associates to set
the company’s intranet address as
their browser’s “home page” (or do
this for them). By doing this, your
intranet becomes the first thing your
associates see each day when they
open their browser, and can then effi-
ciently serve as their access point for
all their real estate information.

What Can You Do with an Intranet?

I'd suggest that you start by writ-
ing out a list of all the obstacles,
barriers and inefficiencies that in any
way impede your sales force’s
productivity on a daily basis. Ask
yourself which items on this list
create-enough frustration among sales
associates that their removal would
make working for your company
more attractive, Then, consider how
an intranet might be used to achieve
this goal. Depending on your list, you
might consider creating an intranet to
the following:

Reduce Paperwork

* Put all your standard forms,

inéluding contracts, addendum and

profile sheets, online in electronic
format. This would aliow sales associ-
ates to retrieve the forms they need,
when they need them.

* Have your support staff scan
all of the paperwork for pending deals
s0 that sales associates can always be
prepared to review transactions with
their clients and/or while they are
away from the office.

Enhance Efficiency

* Create online forms that enable
your agents to submit advertising
copy, schedule open houses, and order
marketing materials and services
without touching a piece of paper.

* Create a section where your
sales associates can immediately
promote new or upcoming listings in
order to enhance the potential for
quick in-house transactions. A similar
section on what current buyers are
looking for would also have the same
end result.

Share Information

* Naturally, all of your company
memos, schedules and meeting agen-
das need to be on your intranet. Not
only does this save paper, but it
speeds the delivery of important
information as well.

* Share timely and important
real estate news either by updating
the site internally or by contracting
with outside real estate news sources
such as RealtyTimes.com, Proper-
tySource.com and lnman.com.

* Provide links to your MLS,
useful real estate Web sites and the
sites of business partners or affiliates
s0 your sales associates can use your
intranet as the place to start whenever
they need information from the Web.

How Will an Intranet Help
Recruiting and Retention?

Let’s say that you implement
some of the suggestions offered above,
Take a look at how this intranet might
affect one of your sales associates on
any given day:

Jodi starts her business day by
opening her browser, which automati-
cally goes to your company’s intranet
site. Once there, she takes a quick look
at new listings entered by your
company’s sales force last night and
recognizes a potential match with one
of her buyers. She calls and sets up a
showing during lunch.

She takes a few moments to
review a company memo regarding
an office policy update and then looks



MANAGCEMENT

at the Tuesday morning meeting
agenda. While scanning the tour
schedule, she notices another listing

she would like to preview for an out- -

of-town client and makes a mental
note to attend.

: Jodi scans a couple of real estate
. news headlines while finishing her
coffee and then takes some time to
make.her customer follow-up calls. One
of these calls is to a seller who is ready
to have an initial open house, and she
agrees to have one this Sunday. While
still talking to the seller, Jodi submits ad
copy to the brokerage’s marketing
department using the intranet.

: Just before leaving to pick up her
. buyer, Jodi runs an MLS search, linked
from your intranet, to check for recent
comps and prints out a quick CMA to
review with the buyer on the way to
the showing. As it turns out, he likes
- the home and wants to make an offer.
¢ Jodi goes back to his office and uses
his computer to log onto your intranet,
Together they fill out an offer on
. screen before printing a copy for the
. buyer to sign. They also print and sign
. a listing agreement, profile sheet and a
dozen other forms needed to get the
buyer’s home on the market if his offer
is accepted. Within minutes his current
home shows up on your intranet’s
"upcoming listings” section.

Later that afternoon, Jodi checks
her voice messages. There’s one from
- a local broker asking about meeting
for lunch on Thursday; she knows
: exactly why he’s called.

' This broker runs a fairly average
brokerage with an aggressive commis-
sion plan, but he invests little in
technology. He's been trying to recruit

. Jodi for some time now.

What do you think his odds are?
More importantly, what, if
: émything, is your firm going to do
differently next year?

Stephen M. Canale, CRB, CRS, GRI, RAM,
is & real estate speaker and trainer special-
~ izing in technology, marketing and sales.
- He can be contacted at 734/481-9000,
 stephen@canale.com or wanw.canale.com.
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Create Technology Partnerships

with Your Sales Force
How an Intranet Becomes Key to Sales Recruiting and Retention

echnology continues to be a
I powerful draw for recruiting
today’s young sales profession-
als and retaining seasoned associates.
At Arvida Realty Services in Florida,
one such attraction 18
ArvidaRealtor.com, the company’s
intranet. This is the “back end” of the
company’s Web site and drives about
75 percent of the content for ArvidaRe-
alty.com, its “front-end” consumer site.
“Our ‘Members Only’ intranet is
not just a link off of our site’s front
end. It's a major component,” says
Rosy Messina, director of Internet
marketing and development at Arvida.
The philosophy behind Arvida’s
technological developmnents is straight-
forward. “We decided that we needed
to control our own data if we wanted
to control our destiny. Almost every-
thing we've done technologically has
been based on that premise, and it has
worked in our favor,” says Messina.
Another basic tenet, she says, is
that brokers and sales associates must
create partnerships in order to survive
in the future. “Sales associates need to
understand technology, but they can’t
do it all by themselves. We believe our
responsibility in this partnership is to
provide technology tools such as our
intranet site that are worth our associ-
ates’ time—and aggravation—to learn.
The intranet or any new technology
venture has to either save our associ-
ates time or make them money,
otherwise they won’t use it.”
To enhance its partnership with
sales associates, Arvida Realty Services
decided to reduce offline channels for

information and put everything online

for three reasons—to push sales associ-
ates into understanding technology, to
ensure sales associates receive accurate
information in a timely manner and to
increase sales associate productivity.
But what makes the company’s
intranet truly unique, says Messina, is
the framework from which it was built.

“All 3,700 individuals who work .
at Arvida ‘co-authot’ the site. By that
I mean sales associates and staff can .
go into the site, enhance and modify :
their property listings, add photos :
and copy, or create their home page. -
We built the entire system based on -
the guiding principle that everyone -
is an active participant in the site. -
This is very different from what -
many of our contemporaries are
doing,” she explains. :

To support this “co-author” -
concept, Arvida Realty provides -
extensive training and timely, ongoing :
support to ensure everyone enters
quality material into the company’s -
site. Messina likens the training -
process to “eating a watermelon—you
can’t do it all in one bite.” Initially, she
and the director of Internet technology :
held hands-on training sessions for |
100 managers and eight regional
marketing directors. In turn, the
marketing directors held sales associ- |
ate training workshops for six months, |
the managers held small group .
sessions in their individual offices, .
and sales associates attended off-site |
training sessions. :

“Qur training is continuous .
because of new recruits and existing .
sales associates who have jumped on -
the technology bandwagon,” says .
Messina. “I still conduct eight to 10 -
large, sales associate group sessions -
each year at major events like our -
company’s convention, top producer -
conferences, large regional sales meet- -
ings and at the Arvida University.” :

Also to ensure the quality of data -
entered by sales associates and staff, -
Arvida’s marketing directors receive
notification when sales associates -
revise their home pages or listings. -
Those areas are continuously spot- -
checked, and the managers and :
marketing directors hold complete -
editing control.

Continved on Page 8
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Create Technology Partnerships . . .
Continued from Page 7

“We considered this aption care-
fully at the site"s inception and
concluded that giving our sales associ-
ates the freedom and flexibility to
‘co-author’ the site was critical. We
have no real problems since the core
data is uploaded on our sales associ-
ates’ behalf from the 16 local MLSs;
the associates just enhance it. The ‘co-
author’ idea was a risk we decided to
take; we believe the more we can
empower our sales associate and staff,
the better,” explains Messina.

Another way Arvida maintains the
integrity of its data is the use of four
permission levels to access the
system—sales, managerial, regional
and statewide. Each level accesses more
and more data. For instance, sales asso-
ciates can access their individual
listings and home page, while only
senior management and IS personnel
can access statewide information about
the company’s 10 regions.

On the management side, the
Internet-intranet generates invaluable
statistical information for marketing

issues & trends

purposes. On the sales side, the
intranet’s lead generation system
delivers referrals in real time to a sales
associate’s desktop—a distinct recruit-
ing and retention advantage.

Called the Arvida Realty Services
Lead Management System, it links all
Internet customer leads back to the
intranet. “This is the centerpiece of our
back-end system. All leads—whether
they come from HomeAdvisor,
Homes.com, Realtor.com, LoopNet.com
or our own Web site—accumulate into a
lead report, which is immediately chan-
neled to the listing agent. Managers
ensure leads are answered in 24 hours or
less, and if necessary, they can reassign
leads via the system to other sales associ-
ates. We don’t charge referral fees; we
just want our sales associates to take care
of our customers,” explains Messina.

“We're seeing just over 100 sales a
month as a result of our lead generation
system. Although this is modest consid-
ering our volume [as of September 2000,
$6.5 billion with more than 30,000
units], we know that this is where
consumers are heading,” she adds.

“Companies that will prosper in
the next three to five years will need

to look for a different recruit. These
recruits will have to feel comfortable
with a certain amount of technology.
We've attracted quite a few young
professionals in their mid-20s who
are considering real estate as their
first choice of a profession. You have
to gear up and be ready for these
folks,” Messina advises.

In addition, she says consumer
expectationé will drive the industry
in the next three to five years.
“Consumers will expect e-mail
communication, the ability to access
their transaction information, and
their listings to be online within a
few hours after they're given to sales
associates. Consumers are demand-
ing these additional services,
so you have to equip your existing
sales force attract
recruits who are comfortable with
technology.”

and new

Rosy Messina is director of Internet
marketing and development at Arvida
Realty Services in Cocoa Beach, Florida.
She can be reached at 727/723-8880 or
rmessina@arvidarealtor.com.

osy Messina, Arvida Realty
Services, offers these tips for
creating a dynamic intranet:

* Select a complementary
Internet/intranet design company.
Although Arvida interviewed several
companies nationwide, it chose a
firm in its own backyard—Hydro-
genMedia.com in Clearwater, Florida.
Messina cites two positive aspects of
working with this company: the
luxury of continuity since the rela-
tionship has continued with the same
core team of programmers and
designers for three years, and the fact
that HydrogenMedia was not familiar
with the real estate business.

“The folks at HydrogenMedia
see things from a consumer’s
perspective, which is extremely valu-
able to those of us who think
consumers know the intricate ins and
outs of the real estate business. They
constantly communicate the best way

to lead consumers intuitively through
the site,” says Messina.
Although actual development

" costs are not disclosed, Messina says

the company contracted for develop-
ment of the Internet and intranet at
the same time. Costs for hosting the
site are under a separate agreement.
HydrogenMedia develops quotes
based on a set hourly fee for mainte-
nance projects and small “fixes” that
are initiated by Arvida.

* Build or modify your intranet
based on sales associate input. Sales
associates leave suggestions in an
open forum area of the “Members
Only” section of Arvida’s intranet.

“QOur director of Internet tech-
nology and 1 hand review all
suggestions that come to our e-mail
hotline. We receive about 1,200-1,500
e-mails a month, and every one is
.answered in 24 hours—no excep-

-~ tions. Also, our Web administrator

Secrets to a Successful Intranet

handles the day-to-day inquiries
such as retrieving passwords.”

¢ Provide initial training and
ongeing support. Managers and eight
regional marketing directors provide
one-on-one support for sales associ-
ates. Arvida also developed basic
online tutorials for major components
of the intranet, and the site features a
“Frequently Asked Cuestions” section
and a “Welcome Screen” or desktop/
home page that directs sales associates
to new areas of the site. In addition,
four strategic outside vendors provide
specific training, such as how to
conduct e-farming or virtual home
tours. No other dot.com vendors are
allowed in their sales offices.

* Don’t operate in an ivory
tower. “We're out in the trenches a
lot working with managers, sales
associates and staff. The day we stop
listening and responding to them is
the day we close down.”
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RECRUITING AND
RETENTION: WHAT
VALUE DOES YOUR

BROKERAGE OFFER?

Effective recruiting and relenlion—il's
air age-old fndustry concern, bt one that
deniands new respeet i an aye of acqi-
sitiong aned wergers aud a shrinking soles
force. This issie of Management lssucs
& Trends tokes a strategic focus of e
topic, exawmining the fmpact of o
brokerforoner’s vision ou salespeople’s
connmitnient, managenent’s abilily o
coistriect appropriate conpensation
phns and He wnderpiniings of creating
ant intranet as a cohesive managenicit
aind sales-markethis tool.

First, find out cohat really happens
in recruiting presentations based on
actual intereicios attended by a former

broker who posed as a sales associale

recrudt as part of her consulling tsi-
niess. Based o sales associnte siroeys,
also read what asseciates really want
from tHheir brokers and what woill keep
the solid performers from feaving.

Next, do a quick analysis of your
corpensation plans by revicweing some
ideas about salaricd salespeople
aid mnltiple conpmission plans from
industry gurn David | Cocks of
CampensationMaster.

Tiren a real estate teclhiology
specialist Tays Hhe sroundivork for creat-
ing a poreerful fniranet, a compelling
recruiting and reteilion foel notvadays.,
Read hote Arvida Realty put an inlranet
into action, and learn the secrets of its
sticeess with safes associales,

Finatly, see page 4 for the Manoge-
Trends 2007 editorial
fieup. Let us koot how you'd fike
to conatrifnrie!
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Recruiting: What Really Happens
When the Rubber Meets the Road

By Kathleen M. Teare

magine this scenario through the eyes of a potential

recruit: A week ago 1 had an interview with you. Since

then, I've had the opportunity to think about which real
estate company I want to join. I've interviewed with four
companies, but quite honestly, I'm not sure I want to be a real
estate sales associate. Your company came the closest to what
I was looking for, but I have several concerns.

I really don't know what your company stands for and
what makes it different from the other three. You were very
nice to me and told me many times how much I would enjoy
working with your “family.” In fact, maybe you were a bit too anxious. You told me
you would teach me everything I needed to know, and in no time, I would make a
lot of money. You gave me your commission splits and said they were the best in
town. (By the way, they're not.) You said your sales associate training was the best,
but you weren’t specific about what training you offered.

You talked about technology and how state of the art your company is, but
you never even turned on your computer. You said your Web site was the best, but
you never showed it to me or pointed out its benefits and how it could help me
make more money. Later, I visited your Web site and found it confusing, as I'm
sure potential buyers and sellers do, too. :

You told me floor time would generate leads to help me get started and [
would get referrals from your system right away. On the office tour, I met the staff
and some sales associates. Everyone said your company was a great place to work,
so 1 guess it must be. You said my time was my own; I could work as much as I
wanted and didn’t have to punch a clock. I could be my own boss, but then every
broker said that. In fact, every company said just about the same things you did.
There was one exception, though. Every company said little about customer
service and customer satisfaction.

You asked me to tell you about myself. I said I work for a retail company in
sales. Everything is clearly stated there—company expectations, the company
game plan, our company’s competitive differences and our company’s belief that
customers are our business. We use computers in every facet of the business, so
I'm comfortable with a computer. I like the company, but after 10 years, I
Continued on Page 2

Kathleen M., Teare
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Recruiting: What Really Happens . . .
Continued from Page 1
,

decided there had to be a way to
make more money.

Great, you said, T would fit right
in. When could I come work for you? I
said I wanted to think it over and talk
to a few more companies. You said to
call if I had any questions or needed
more information. You hoped I would
consider joining your company. You
sent me a nice note, called to see if 1
had gotten it and if [ had made up my
mind. I said no—I was still weighing
my options,

Does this scenario sound familiar
to you? It might. It goes on time after
time in brokerages all across the coun-
try. As a consultant to the real estate
industry, I interviewed about 30
companies this past year, posing as a
prospective sales associate. I can tell
you this scenario is common—regard-
less of company size, position in the
marketplace or location. I've inter-
viewed managers, company owners
and recruiters. I'm sure many of them
have been to recruiting workshops
and are aware of recruiting tech-
niques, but what I'm proposing to you
is that the execution is very poor.

Based on my experiences, recruit-
ing presentations were not organized.
They did not even begin to explain
the company’s culture or the values
on which the company based its busi-
ness philosophy. And only once was
business planning discussed. In three
instances, minimum performance
standards were brought up, but then |
was told they were flexible. When I
asked what made a broker/owner’s
company different from his or her
competitors, I heard these answers:
The company was like a family,
everyone looked out for one another,
and they were the best company.
Everyone said the same thing. Customer
service was not discussed as a means
of differentiation, vet it is the age of
the consumer.

Once I got past the sign on the
front door, I seldom saw anything to

reinforce the benefits of a company .

or its values—much less any
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reinforcement of the company name.
A recruiter’s office—or wherever
recruiting interviews take place—
should be covered with company
promotion. Successes were not posted
to reinforce daily to sales associates
that they were with the best company.
Out of all the companies I interviewed
this past year, I met only four
managers who were truly outstanding
recruiters, which pretty much follows
the 80/20 rule.

Now, let’s talk about some solu-
tions. I'd suggest that more
preparation should go into the “front
end” of recruiting to produce better
“back-end” results. Let’s start with
you and your company. Who are you?
What does your company represent?
What makes your company different
from the competition? What are your

“What does your company
represent? What makes
your company different
from the competition?
What are your core
values? What is the
culture of your company?”

core values? What is the culture of
your company? The dictionary
defines “culture” as the characteristic
features of an organization and its
customs. These questions can be diffi-
cult to answer, but you need these
ANSWers 50 you can communicate
them to your sales force.

People want to work for leaders.
They want to know your vision
because that is where you will be
taking them. If you don’t know where
you're going to take them, then how
are they going to get there? Their
success determines your success. My
partner had a sign in his real estate
company that said, “You have every
right to fail in real estate—but not
here!” It was a good philosophy
because it let everyone know what the
comparny was about.

The next step is to find out what
your existing sales associates think of
your brokerage. If you don’t know,
ask them. But don’t necessarily expect
the whole truth; they don’t want to
hurt your feelings. Also, be aware that
what they complain about may not be
the most burning issues. It may take
some probing on your part to get to
their true complaints. A word of
caution: What fhey think is reality,
what you think is perception, and be
careful of the gaps in between. With
our clients, we use a sales associate
opinion survey, which gives
broker/owners a quick, down-and-
dirty snapshot of the company. Over
the years, we've seen sales associates
often give low scores to the following
areas, highlighting the large gap
between perception and reality:

¢ Sales associates have a poor
opinion of their managers and
owners as recruiters and their ability
to retain agents. You can’t hide these
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things from them; they know when
you aren’t getting the job done.

» Compensation is a source of
dissatisfaction with sales associates
while management usually thinks
otherwise. If your sales associates
aren't satisfied, they won't be any help
to you in your recruiting efforts. Now,
I'm not suggesting you give away the
company store, but I am suggesting
that you educate yourself on your
competitors’ compensation plans, and
present and reinforce the benefits of
your total compensation package to
your associates.

issues & trends

* Sales associate performance
reviews and business plans often
receive low scores. As the saying
goes, people respect what you inspect.
People need to be led to success; and
if you are not helping them plan to
succeed, then you are not giving them
what they need and want.

¢ Opportunity for sales associ-
ate input, community support and
local board of REALTOR® involvement
often score low. Look at what you are
doing in these areas and see how you
measure up. That can indicate what
your organization is about, which may
not be too attractive to some folks.

+ Most important, many associ-
ates are dissatisfied with the
available training, particularly tech-
nology training. You do not have to
do the training yourself, but you need
to assess the needs of your team and
guide your associates to the training
they need. Leading by example is the
strongest way to demonstrate your
commitment in this area.

Several industry studies done over
the past few years say that sales associ-
ates will change companies if they feel
their current company is not guiding
them to a higher level of success. If you

Continued on Page 4

uccess Real Estate Co. is in a
mid-size city located between
two large metropolitan areas. A
. national magazine ranked it the 10th

The city’s population base is 171,000,
with the county adding a half million
ore people. The local board has 700-
"plus sales associates and; at any given
‘time, 2,800-plus listings in inventory.
A profitable, 4-year-old company,
: Success has 38 associates and has
' sustained a strong growth pattern
éach year. It is No. 3 in market share
- and has two strong competitors. The
. ;'ecruiting environment is intense.

.itself from its' competitors:
L The Vision.
* To provide the highest level of
customert service of any company
in our marketplace with the most
‘committed and best trained
personnel available.
* To provide the best possible-work-
ing environment for our valued
personnel.
~# To realize a reasonable rate of
return to ensure sustainable profits
for the company s0 as to achieve our
. cbmmit‘_ments to our customers,
: pérson_nel a_nd OWners.

“best city to live in for a city its size. -

_.Here’s how Success distinguishes .

- Successful Recruiting and Retention Strategies

Core Values
+ Qutstanding reputation for

honesty, integrity, ethics and caring.
» Customer-focused at every level
of the organization.

* Everyocne is accountable, espe-
«cially owners and management.

* Go the extra mile and beyond.

Competitive Differences
* Astrategic plan to achieve its goals.

* A business plan for each sales
associate.

» High customer satisfaction ratings.
* Commitment to the growth of the
individual through education and
training.

*» Use of technology to improve
processes and enhance productivity.

Communication of Company Goals
s Company meetings.

¢ Visually throughout the organi-
zation.

* E-mail messages and memos at
frequent intérvals.

* Company marketing and advertis-
ing programs.

Customer Service Components
¢ Customer service plan includes all

organizational levels.

* Measurement of service delivery
to each customer.

¢ Follow-up program with all past
customers,

¢ Company recognition of an associ-
ate’s service delivery.

¢ Communication specifically
related to customer service
SUCCESSES.

Associate Buy-In and Feedback
* Agent surveys.

¢ Associate advisory councils.
= “Open-door policy”—be accessible.

Compensation Packages
= Competitive compensation pack-

ages that go beyond a “commission
schedule.”

* Bonuses tied to customer service

ratings for all personnel.

* Well versed on what the competi-
tion is offering.

Key Recruiting Tools
* Arecruiting plan.

*+ Job applications specific to the
open position.

* A well-planned presentation.

* Ajob description for every posi-
tion with set expectations.

Key Retention Tools
¢ The company vision and goals.

* Company successes.

s “Walking-around”
management/coaching skills.

* Re-evaluate your company on an
ongoing basis.

+ Use your recruiting plan to re-
recruit your people every day.
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Recruiting: What Really Happens . ..
Continued from Page 3

do not have your house in order, it will
. hurt your recruiting efforts. This kind
of information always finds its way out
of the company.

You've answered the tough ques-
tions and now know what your
associates think about the company.
What's next? Communicate to your
sales team your answers to the ques-
. tions about company geals and values.

». Then acknowledge their opinions and

. find ways to work together to make
. sure everyone in the boat has their
. oars going in the same direction. Until

“What [sales associates]
think is reality, what you
think is perception, and be
careful of the gaps in
between.”

. these issues are resolved, your recruit-
. ing efforts will be missing one of its
. most needed ingredients—agreement
. on what the company is all about and
. how it will achieve its goals.

This is what I call the “front end”
. of the recruiting business. Once the

. company vision is communicated to

. everyone from the cleaning person on
. up, then -everyone will want to
. become part of the recruiting process.
. They will believe in you and what the
. company represents. In cne of my

. interviews, a broker had me spend

: time with his top'sales associate who
. had been with him for years. He
. probably thought she would
. convince me to join the firm. Instead,
. she told me not to join and said she
. was leaving the company because it
. was behind the times and played

. favorites with referrals. She did

. leave. To this day, I'm sure that
. broker doesn’t understand why.
. Other ways to develop the “front

. end” of your business for superior

. recruiting include:

issues & trends

* Use your company analysis as
a recruiting tool. Let your recruits
know that you constantly evaluate
the company and are constantly
working on improvements. Don't be
afraid to admit a few flaws. It shows
you are human and you will be
respected for that,

s Put together a planned—not
canned—presentation. Don't wing it.
Clearly show all the company’s
features, and don't forget to give the
benefits. You are selling your “house”
to them.

¢ Know your competition as
well you know yourself. How can
you compete effectively if yvou don’t
know what you are competing
against? How can you differentiate
yourself if you don’t know what
makes you different?

* Recruit to your strengths.
Know what you do better than anyone
else and focus on that. You can't be all
things to all recruits who walk in the
door. Know what is important to your
company and find out what's impor-
tant to your potential recruits. If you
have a mafch, then go for it.

* Focus on consumers. This
business is all about consumer needs
and wants—mnof about what broker-
ages want to deliver. Let it be known
in your organization that customer
service is everyone’s business. Know
your customer service ratings, and
use them to differentiate yourself
from the competition and recruit the
right personnel.

* Keep evaluating your
company and recruiting efforts.
Your success will be judged by the
success of your team. You have a lot
invested in each member you add to
your team. If you're hiring people
who are not meeting your com-
pany’s standards, then look in the
mirror—you’ll see the root cause of
the problem.

Recruiting should be fun, some-
thing you enjoy because you believe
in yourself and in your company. You
must honestly feel it is the best broker-
age for an individual to work in and
to achieve levels of success they never
dreamed possible.

Kathleen M., Teare is a licensed broker
consultant and

and a business
owner/partner with The Millennium |
Network LLC with offices in Columbus
and Roswell, Georgia. She can be reached
at 706/323-9298 or kieare@themillenni- -
umnetwork.com. :
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