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GETTING TO GREATNESS
The following four steps are the core of an approach for agency principals to create great companies  - companies that agents want to work for and companies that agents don’t want to leave.  Companies that build great client relationships and that always seem to be upbeat and positive.

The four key steps are:

1.
Sales Agent as your customer 

2.
It is not about advertising it’s about MARKETING!

3.
Creating a winning culture 

4.
Every great performer has a great coach 

Sales agent as your customer

As an agency principal who is your customer?  Many of you would have answered that it was the home buyer or seller.  WRONG!  Your primary customer is your sales agent.  Many of the great principals already realise this. John McGrath realised it – that is why he pays some of the highest commission rates in the industry and has some of the longest serving, highest earning agents.  Ray White have now realised it – hence their 80% offer.  (There is of course a substantial risk in relying solely on commission but we’ll come to that later.)

What is your office without the agents?  A great quote is the following:  

“What do you call a leader with no followers?  A guy out on a walk!”

An agency principal who doesn’t focus attention on his agents will indeed find himself out on that walk.  You must focus a significant part of your budget and time to recruiting outstanding agents to join your business.  It is about quality – the war for talent in the agent market is intensifying as the market tightens, so quality has to be the focus.

It is not about advertising it’s about MARKETING!
Agents need to change their approach to advertising.  For too many years agents have been willing to fill pages upon pages of newspapers with non-descript property ads.  This needs to change.  The following are five steps to create great marketing for your business:

1. Creating an image of what you stand for is important because it provides people with a reason to remember you.  It should give people a reason to want to work with you.  Too many agents are focused on imitation or being one of the pack.  The first step in creating a brand image is to identify what your business stands for – this should be a representation of your vision/mission statement.  It has to be meaningful to your clients and to your team.  Remember that your ability to attract and retain great people will be heavily influenced by your image.

2. Consistency in all of your advertising is critical to ensuring you create that compelling image. If you are able to continually reinforce a message then it becomes far more powerful.  Your materials need to work in conjunction with each other rather than against each other.  So make sure they are always consistent. 

3. Property ads can be highly effective at displaying to potential vendors that you have the ability to list properties. But how does this ad convey anything about your brand image or what your company stands for?  You should use a combination of property ads and image ads.  A great image ad teamed with great copy will reinforce your image and complement your property ads.

4. Make sure you keep marketing throughout the year.

5. Many real estate principals forget one of their most important customer segments – their agents.  Like it or not they need to see that you are also interested in working for them.  In a competitive marketplace you need to retain your best people –and as long as the executions are in keeping with your overall brand image then this is an excellent tactic.  It is a real win-win.

Creating a winning culture 

So much of a great company’s success is often put down to “it’s the culture”.  But what is this abstract thing people refer to as culture and how do you create it?

Culture is often described as the way a business operates, including: Formal and informal rules; the degree of trust that exists; the sense of enjoyment; the sense of appreciation; the sense of doing worthwhile work and being a valued member of a team.

The first step in creating a winning culture is to identify what sort of culture you want.  Do you want a fun-filled, energetic environment or do you want a formal, corporate environment?  What do you believe is most important to fulfilling your brand’s promise?  This will dictate the environment and some of the formal rules.  

More critical are the softer elements.  The company’s values, the communication style used, the degree of openness provided by management, the recognition of positive results, the consistency of the application of the formal rules.  These are the things that people want to belong to.  It is not about the money – high income earners may stay with a business with a poor culture but only until a better offer comes along.

One of the primary determinants of a company’s culture is the performance of the leader.  You will need to live the values and set the ground rules.  The team needs to see you running the business according to the rules, the values and the norms of behaviour that you want them to replicate.

Every great performer has a great coach

To get the best out of your team you will need to acknowledge your role will involve a substantial amount of coaching.  You can’t create a great brand, work towards a winning culture and then completely abandon the troops in terms of developing their skills and their ability to maximise their income. This doesn’t mean you go out and hire an external coach – often times this is the worst thing you can do with sales people.  What it means is that you need to adopt a coaching approach to managing the team.  

Over time you need to invest in developing each of your team into coaches so that the entire organisation becomes a coaching organisation. You can do this by delegating coaching responsibilities to senior agents for the performance of less-experienced agents.  You can get team members to work on specific aspects of the business so they become experts and then train the remaining team members.

A good rule of thumb is to employ the 80/20 rule. This states that you work one-on-one with the top 20 percent of your agents. The other 80 percent you train and work with in groups. Try to become a coach to your top producers. If your top producers feel like you care about them, you will retain most of them even if they could make more money elsewhere.

The benefit of this approach is that over time the entire business becomes self sufficient in the core aspects of their roles.  They also become far more successful.

