


TUry Your oPeramions Team inTo A ProFir POWernouse

How do you retain the people you have? The market is showing which agents are just
inferested and which are committed - Monica Kelts

Check on systems as things come up and have a quarterly plan fo check in

What shil gaps exist on the tfeam and do regular check ins with them
Aufomation is key o success for growth
You don' need a huge operations feam fo have maximum capacity

HOW DO YOU IDENTIFY AND CULTIVATE TALENT ON YOUR TEAM
Sef sfandards and keep them very clear

Ownership creates innovation: leads space for great ideas TraCKINg iS K_eg
Create a safe space -Where did it
come erom

OPS PEOPLE ARE HUNGRY FOR GROWTH
Need metrics for success

Reviews and referrals STEP inTo your
Create ways To help them live a big life STréenath Z0ne -
Show them a growth path dONT Y T0 dO
Buld it info the systems where they can win everything

HOW TO GET CLARITY IN THE OPS ROLE
Job description
30- 60- 90
Plug your rainmaker info the ops role
You have to grow yourself- advocate for yourself



PREVENT BURNOUT
Weehly chech ins
CV process - helps find ouf how they function and the ability to recharge themselves
Burnout shows up when you dont know what the standards are and then theyre
chasing something that does not exist

Clear communication of where you realy are OggVO -
TECHNOLOGY FOR SUCCESS rewews

Chechlists: add, remove, check on the system
Whomever owns the role owns the chechlist
People fool - GRM
Process/business ool - one more fechnology piece
Find something that works and use it completely

EXPANSION

Go some where you are adlready doing business - hour - 2 hours away - you can drive
there

Where are you sending your leads? Think affillate nof expansion

COLLABORATION AMONGST DEPARTMENTS
Communication is key Oﬂe Compdm

Everyone parficipates in the fraining One LQV]QUGQG

The U4 conversafions
Stay relational- don' get yourself info fransactional
Share the story behind the address



HOW DO YOU SLOW THE AGENTS DOWN TO BUILD COMMUNICATION
Connect the action of slowing down 1o the posifive results — Story feling
Get the buy in from all deparfments

The checklists can get in the way of the sales - ops can facilitafe the checklists
The agenfs are the clients to the ops team

Tedm building
Make it fit in The P+L - if the profit is high the feam bulding event reflects that

PROFITABILITY
Share the P+ L

Put your emotions in your pocket and have the fierce conversafions
Leadership needs fo check in weakly

QNCILLQRY BUSINESS VENTURES — Ar‘e we bemg
i ot e diSTracted or is
T MOKING The
pOQT oW FOSTEr

Learn how fo dig deep with your team members
Clarity + metrics

Focus on the zone of genius

hinow your role

Metrics + value: keep track of what you've implemented for the year
Growth plan



FOrded in Areessons From Teams Tha T Thiived A90INST The 0ddS

| minufe goal - what is the one thing you will achieve that day
Agent network-agent calls o make database adds
Live in your Truth where you want fo spend the majority of your fime and effort

HOW TO LEAD YOUR TEAM THROUGH A CHALLENGE clary
Clear on communication and expeciations S KeY
Make the hard decisions so that people can live their life by design
Consistent operations support  You need to find the leverage for support
[t matters who you are in business with
Go through the process fo have the best hires o support your organization
If something is Off track you are most likely missing a person
You cant effort your way info something: and the RIGHT people wil push you forward

LOYALTY IS IMPOTANT bUT T ISAT eNoUdh

SHIFT WITH YOUR TEAM DURING AN UNPREDICTABLE MARKET
Know your numbers- know how people respond fo you
Ask greaf questions to get the resulfs you're looking for .
Break even sheefs for buyers - simiar fo seller Nef sheefs AC"'\ on
Go back to the fundamentals H+em
Focus on the market of the moment == Stay in aignment with that

The feam dynamic isn't always a straight line.
A conversation is a relationship

Do other agents know who you are - influence and reputation is key

TS 0KOY TO LET 90,



T0NY ROboINS

Don't let your family suffer because of your eqo

3 DECISIONS YOU MAKE FOCUS - Feel_ly]g

| - What are you going to focus on?

We don experience life we experience the life we focused on
2- What does it mean?

Your feelings confrol your actions YOUI” WOFST ddg
3 - What are you going fo do? CGH become
't' These 3 decisions make everything happen UOU(‘ beST dqg

How do you sustain happiness if you don't know what fo focus on?
FOCUS ON
Clarty

80/ of success is mindset, 20/ is strafegy

[t's never the season, if's never SHIFT

fhe market - it is always you

LML . .
It's hard to change yourself-not hard o change a pattern DGC'SIOV] |S

DESTINY

Number one reason for success has to drectly go with energy

Emofional sfate is power ful
Learn fo shiff your energy



[0SerS reqct -
T [eaders ONTicPaTe

| - Pattern recognition
The only thing you can count on is change
Don't waste your time on things that dont make sense.
2 - Paftern utiization
Use the paftern that's how you win
3 - Patfern creafion
Recognition and ufilization bring changes

S CASONsS },
Person’s Li

SPRING (0-21)
Crildhood-LesnvProtection

)
(

Creation
Protected
Grow
Absorb
Learn

FALL (43-63)
Miclife - Powres & Groat Harvest
Reaping (or weeping)
Time of power, impact,
taking charge
Unwinding of some

relationships, career

Think in the terms of the season of your life - not in The market
Pattern of hisfory



Good times Create
weak people

Strong People create Weak people create
great times

bad times

Bad times create
strong people

-
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STATE BLUEPRINT

Moment to Long-Term
Moment

TONY ROBBING




FOCUS = FEELing

By playing it small you are tampering down your joy

thsilugv

Behavior

RESULTS!

Change your physiology first
Change both and you'l see results

How do you change focus? Ask different questions.

10 INFLUence
OThel'S You
feea T0
ANOW WhOrT
INFLUENCES
Them

You can influence people before they have an opinion



TO BUILD YOUR BRAND Product category exercise
You need fo know the power of your brand Dr Pepper
Cerfain people own a percentage of your brain Apple
Do something no one else does Google

Put yourself in a position where you are doing what no one else is doing

FALL IN LOVE WITH
YOUR CLIENT- NOT THE
PRODUCT OR SERVICE

. Understang the true

Power of identit
. . |denti i Yy
Value add markefing advanf%/aggd articulate your competitive

Find something you can do
fo help in your communify
Do what's right again and
again and it will gef ouf
Do it mulfiple fimes fo build
your brand

Where FOCUS 90es eneray FLOWS

. Practice Communicating con
. Live it!

. Market it!

gruently.
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T0P Grade Your Team 1o ElevaTe irs PoTenTiol

Recruit and retain fop falent - Daniel Noel Alip.Strange  Danie Noo
Provide value to your fop producers - theyll stay

STANDARDS + CULTURE
CV process - alignment with the brand and within their world

Team = people. Company = the business side Everyone knows the rules
“ Culture of productivity _
No main characters in the sfory : people come together Like PeorIe
Know your culture and abide by it ATTracT

What does an elife team look lke LIKe PEor|e

Are you clear as the leader of what success looks lke
Are you asking greaf questions to see if they align - ask WHY

HOW DO YOU MEASURE WHAT MATTERS? Metrics you track

Dally activities, phone calls To conversions to agreements, agreements to closing

Dally fracking emal-aufomated- self reported oy
When they don't do it they go to coaching e i

I conversations DUCKWORTH

Tracking and you can see where the gap is GRIT f\

Profit + loss by agent ———
Some agents floaf other agents - we cant floaf your seat for you X )
What is the desired feam size for the year
) Over head/ agents = over head by agent
P\G“U\NJ( 2o, How much are you spending on leads by agent | |
Overhead + cost of leads= fotal agent cost compared by their profit

Showings, Contracts written, under contracts closed via group fext
Numbers tell a story

Tallor your training around the numbers




If you see a consistent gap with multiple team members buld a training for the team

ATTRACTING TALENT
Creafe a falent dafabase The beau-ru
Bulf from all the agents from the association |S IVI The

36 fouch program SMPLCITY

Traning calendar, production, efc
Avafar exercise: buld your perfect agent and then see if they exist in your database
Once you know who They are stick with them :
BROKER METRICS I'IIMRI I:

You have fo find your Hell yeah I_IJNI]“’HY

HOW DO YOU ENGAGE YOUR CURRENT TEAM I'”S."_[
Create your own ALC: SLC servant leadership counc
Look af your Top 20/ and if they wouldnT fit your group you need To look in your Team
Start doing
Stop doing > Check in with your people abouf the feam
Confinue doing

IF There IS an elePnanT in The ro0M dddress it

Hire people who will say no fo you

VALUE PROPOSITION
Tired commission structure based on revenue

Step down - clmb up - only go down one step
Support staff
Eliminate the 80/



WHAT WOULD YOU ADD/ UNIQUE ABOUT YOUR VALUE PROPOSITION

Change the way you show up
Stay focused

Energy matters - your enerqy affects the feam energy
Stafe change - Tony Robbin

ONE TAKEAWAY
Creafe the avafar and creafe the sfandard around it
Leadership Triangle
Start by leading yourself well
hnow the feam vision and communicate it with your feam
Find fulfilment in what you do.



The MREA 0rd ModeL DemySTiFied

From LeveL 4 10 0 71k LeveL Team

Sign calls All those dropped leads can creafe a beautiful life for someone else.
100/ retention means you let everything slide and you don't have standards
3 ways fo keep the people
Create a path for everyone fo have ownership of the team
Creafe a path for leadership of the feam

Create another path for income pOS”-IOV]S Or\e pLuld
IMPORTANCE OF THE PEOPLE - TALENT " GdOpTGbIUTU

Who are your core 57 Upgrade your bench
What are your core values? Find the falent based on your core values
Coaching: who do you want fo be when you grow up
People pouring into you
Your operations is the spine of your business
Every problem is solved by recruifing
If you don't contfrol your systems and procedures, you are watching people spend your money
KPA + GV process
Creafe a system Involve the feam
Rainmaker - involved in the motivation inferview only

Clear org chart - clarity is key for all parties

GROWING PAINS
When talent leaves its imporfant o have a solid manual
Is the Talent on the right seaf on the bus
A leader ship problem: am | as the leader the problem - coaching fo help identify
Producers are not always leaders
Before they promote- mofivational inferview often



HOW DO YOU MAINTAIN MORALE THROUGH GROWTH
Have a sfrong vision  Have a clear plan

You cannot hold on too long- you have fo pivot
You have fo celebrate wins always

You have to have something fo look forward fo ,
Team bulding oufside office quarterly - something in office monthly Ach oNn

HOW TO NAVIGATE A SHIFTING MARKET WITH YOUR TEAM
Go where The business is

Clarity fo call fo action for your feam
Study the market

How Top Real Estate Agents

Tackle Tough Times
Shift - 7 maximums

How to take the knowledge and fell the sfory of the market

Have the agents feach the feam about what is going on in the market
Respond quickly o the markef

SARLEEELEN

YOU WaNT 10 be 2
You have fo make room for falent on your feam PEoPLe removed From
You wantf people fo grow up nof grow ouf TOKING 0 JOb bACK

Lead levers - when fo Turn on and of f the leads for team members
Rebrand away from your name

This is our organization not based on the man running it

WOuLa You dO ThiS JOb YOU hOVe TO haVE The
TOMOrOW IF You Wan SUSTAMS + Processes
The 10TTeryY T0a0yY?

aL9Ned With The PeOPLE.



MEL RObLINS

THIS IS THE YEAR I...
If you don’t know what you want how can you make a plan fo do if.

THE 5 SECOND RULE
If you think foo much what you need to do you wil think your way ouf of somefhing

cour-age YOu Know
J RICHY

noun

« Th ity o dosomethngha s dffcul o scary WhAT TO dO

= Stepping outside of your comfort zone
YOU JUST HAVE TO DO IT

* Shanng your ideas, speaking up, or showing up
= Standing firm in your beliefs and values

* And some days...getting out of bed.

If you want o be successful, you have to wake up each day and do the reps
[t's real easy when life is greaf - when it's hard it feels personal

You are one decision away from a dfferent Ife
THE CRITICAL MISTAKE... YOU STOP TO THINK There Will
WHAT TO DO INSTEAD OF JUST DOING ALWAYS Be
An Excuse
For one day when there is something you should do but
X 4 Not To Do It.

don't, count back from 5 before making a snap decision

PUSKh YOUrSeLF

ThOUgh FEqr.




The MoMenT You Feet YOurseLrF heSITaTe..
COUNT POCKWAraS 5-4-3-2- Theh MOVE.

When you start counting you've already decided fo do the thing and the counting helps pushes
you fo do it

THE SMALL MOVES CREATE BIG CHANGES. Slmpl_e

It is only you against you.
NOT €0y,
V Do you jump info the game or stand there and wafch

JUST DO IT DON'T 1T
The emotions you feel only last for 90 seconds Peqr r‘UI.e
., Yo e
YOu dre one
deCiSion dway

Fromd
difrerent Lire.




EXPONAING HOZ0NS: EMPOWEN YOur™ AdMin STAFF FOr GIOWTh

Admin/Operations Role Myths ‘ m&e'vns:umimmm |

1. An admin / operations role is a paperwork-filled role 5&"1! Wicker

2. There is no room for professional growth in an admin /

Lauren Gamer
operations role. S

3. There are no quantifiable metrics to measure success in an

admin / operations role.

Listing Systems Evaluation

1. Listing Presentation

2. Coming Soon and Active Listings
3. Showing Feedback

Own your role lead that role in operations 4. Open Houses
) ) _ , 5. Reviews, Referrals, and Testimonials
Sefting + measuring success metrics: KPI's 6. Time Blocking and Time Management
M e
LEADERSHIP FOR THE OPS

Cast the vision big enough so that you are creafing an environment talent never wants fo leave
Leaders let you fail forward to growth
Have mefrics so you know when you are winning YOU hOVe T0

Slow down and patience for listening SLOW dowh T0

Don't underestimate the intangbles: energy and positivity SPEeed P
Priorifize communication

LIOW DO YOU HELP YOUR TEAM SUCCEED? The Process
Do you know the team culture and embrace if Changes For

Strive for 5 - 5 star reviews everyone or
Feedback * clarity No One

Communicafion and feedback empowers the admins to learn
not just fix if

Tak about what winning looks lke

Praise out loud




HOW DO YOU CREATE A COLLABORATIVE ENVIRONMENT
Non talent brings problems, falent brings solufions

Dig 3 resources deep before you come with the problem SlﬂOW Up \A”Th
e e SoluTions

Ask great questions
If you don't empower them they wont grow
Authorship is ownership
Alow them fo just do it
The sysfem does not need o be perfect
Collaborative brain storm sessions
Empower them to do it - don just do it for them

ADMIN STAFF FEELS VALUED
Get them involved in the planning
Every time the sales feam has a compefition the admin feam has them too.
Creafe a great prize and have an admin review contest
heep everyone in culfure
Agents + admins are equally as impor fant
What is their big why and showing and helping them get there
Tel theml Communicate
Invest in their education

ONE PIECE OF ADVICE
Get clear on expectations
Coaching or accountability parfner
Empower growth and development
Manage expectations



