Tape 1

Paul:

Process of Making commitment is important.
It’s like a string guitar: Life needs to be tuned and balanced.  Otherwise the part that is out of synch brings down the others.

One Commitment per week per area of life in the next week.  Relieve stress.  Make them their own, not ours to critique.  They own the commitments.

Example:  bag of mail on the table.  Kept growing and never got put away.  She made a commitment to clean it up.  When it was done, she seriously felt the relief.

Paul leads the group.  They go back and forth together.

Doug:

In the meeting, disposed to think about it.  Set the stage – the role is facilitator.

 [something off screen]

Paul:

When you made the commitment and wrote it down, was it important to you?

What would have had to happen…

Get help from others in the group.

I’m not there to drive them.  Not in this group.  That’s for the beginners. 

I aim more at probe themselves.  Find out what is really important to them.

Then when we get to the vision statements what is important has been examined.

Vision is in 4 areas.

First five weeks of the coaching is about business analysis.  Some go fast, others have struggles.

Doug:

What about the huge investments and spending in marketing and advertising?

Paul:

Wow.  Spending lots of money in the wrong places.  They se what others do…spend…The Business Analysis requires looking at what is the return on money sent and time spent.

At the end, look at where business comes from and how they’re spending. 

They really get their business from relationships, not marketing.  

Lists books to read:  I missed most of them. More money, Less Time.

Keep track of time in their schedules.  

Keep track of money is invested in marketing, 

Does the A(B stuff.

Look for ways to deal with the barriers. Was it really a commitment that is important?  Do they make commitments because they’re comfortable.

45 minutes #7

Chaos into order in business life.

If they have stress, get to the path to order.

How can they use this material.

Suspects – Prospects – Clients.  Here is the question, Do you work with the person who is 60 days out because they insist on going out to look at property.

Burnout is issue.

You will experience these things.  Need to get them in order for the process to crate order from chaos.

Have lots of discussions about more productive behavior, crating balance.

Pre Business Plan worksheet.

They each read one.  Understand what to do.  Three pages of Q&A.
Homework:  Complete the Pre Business Analysis 1-18.

This gives them the information they need later in the next step.

They often say, “I don’t keep track of this stuff.”

We help them with company resources.

Each person makes a commitment in each area.  They probe themselves.

That’s the first meeting.

Second Meeting:

Always start with what good happened?  Have fun.

Review commitments…aloud.
Explore what happened; what got in the way, was it real?

Review the Pre Business Analysis .  Not everyone does it by the second meeting.  Ask them to share information.

Question them on the amount of time and money spent on Marketing.  

Redo or complete it for next week.  Cannot go on to the next step without it.  The next step is the full on Business Analysis Plan  It doesn’t matter if they use 12 months or 13 to include a couple more deals and clients.
Need the $ earned,  volume, Amount of time, number of transactions n where the client came from.  Let the fudge up to save face.

Discuss I and P time.  Discuss how much time spending with each client.

Review what make up I and P time.

They need to re-think their business.  What’s causing problems?

They have sheets they bring with them with their commitments.  Keep them for the 8 weeks.  Every week they bring what they need that week.  Otherwise cn’t go forward.

So, the format is 


Happy stuff


Commitments


Pre Business Analysis review.

Doug:

That gives them two weeks and 2 meetings to make commitments and be accountable.  Pressure builds to do it.  You’re going to miss out if you don’t do it.

Paul:

Third Meeting:

Business Analysis review.  Will not have done it completely right.  Question it.

Then look at time and money spent per hour and per transactions.

They start getting ahas.  See where they’re going.

Ask what about their TMS.  Share what they do; how they keep track.

Commitments.

Keep a copy of the Pre Business Analysis

Fourth Meeting:

What’s great

Review commitments and Business Plan.

The Business Analysis more thoroughly.  The Business Plan digs up lots of information.  Allows analysis of time and money spent.

Where the customers come from.

Discuss N-time.  How they gravitate to N-time.  It’s warm and easy.

Does the s-curve [activities – contacts- appointments- results – master]

If not making money, it started earlier, when stopped making appointments.

Doug:

S-curve for the five phases.  Slump-curve is different.
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The down curve is generated earlier, but only becomes apparent at the “oh shit!” moment when they realize they have nothing.  The results phase left them with momentum to carry them past the point of no return.

Then they go “Back to Basics” Activities -> Contacts -> etc.

Very hard to recover from this one.

Paul:

Meeting Five
Always do the What’s happening and review commitments.

Get in to I-time and P-time.

Go back over prioritizing vs. AND logic

Discussion on Stopped driving the system and looking for the next deal in an open house.  Meaning they’re not driving the Jelly Bean Jar system so it will spit out the next transaction.

Discussion and sharing.

Doug:

Have to understand that the Business Planning piece will challenge their thinking and assumptions about how the business really works.  Where do their customers really come from.
They believe that marketing and the market really does matter.  It is easier to confront the marketing and blame the real estate climate than manage their business.  Managing their contacts is harder.

[This is in meeting five?]

This time management piece will allow them to notice that they are creating their own slump because they are not managing their time.  Not doing I and P time.  It is not the market and it is not the amount of advertising the company does on their behalf.

In order for them to own this piece, they need the BP block.   They need the real data.

Have them make just one commitment that would drive them to more I/P time.

Get their permission to use their data to share with the group to make points that are fairly universal. 

Paul:

Put that information up on the screen and use a handout.  Then go over it.  Create a 20 minute discussion.

What do you see.

Spending time and money on marketing

Show an example of spending money and time in th wrong place.

Show them they can earn more money in a down market, spending a lot less.

Do they have an assistant?  What does that person do?  What is the return on that investment?

They will misinterpret the time spent.  How long does it take a JB to mature.  Where did you first meet the client?  Where?  How many times did you interact with them before they were qualified and how much before they bought?

70% of their deals will come from their Jelly Bean Jar. Whatever they’ve been calling it.

[Meaning they met them somewhere in some context, over time developed the relationship till they bought or sold]

Where and doing what do you spend your time.  Need more P-time.

What can you do to get more P-time?

Paul:

Meeting Six

What’s up

Review Commitments

Now we begin to get to Balance.

Ask what they’ve learned so far.

They are a group by now.  There is a level of intimacy that’s been generated.

Doug:

They validate the process by talking about it.  Get committed to it.  The ones who are not getting it are shown the way by the ones who are.

Comment:

Their results draw others in the office who are not in this coaching better than the coach can.  The coach is after all just selling them on it.  It is easier to talk with those who need coaching when they see what it’s done for others.

Tape 2

Doug:

Big competition.  Saw the Prudential vs. Coldwell Banker battle.
We’ve got great stuff; No, we’ve got great stuff.

We have better splits; No, we’ve got better splits.

Pay for more and more stuff.

RE/MAX has a different plan.  No stuff – no company dollar.
Steve Games had it down to 16% retained Co$.  Can’t run a company from there.
Something about assistant salary

Losing money or breaking even.

Look at recruiting.  What do we recruit to?

The valuable great stuff and commission.  Anyone can beat you at that game.

If you can make a real difference in production, then you have something.

Mike Ferry charges a lot, $10-12K per year for coaching.

He then told them to complain to the company about commission.

If you don’t do Mike Ferry’s job, he will do it for you.

Need to determine the business you are in.

What is unique and valuable that you can recruit to?

The coaching training.  Also makes them connected to you.  Value you.

You need to get the coaching piece in place and working.  You need to own it, then you can recruit to it. 

Start with success.  How it’s working.

Paul:

They understand their business and struggles.  Puts manager into position of leadership.

Doug:  After doing this, what would the agents say about it?

Paul: Improved career, more focus, life balance, prioritizing, rewarding positive experience.

Doug:  You will have agents leave your office.  This process will keep the culture stable and will stabilize it if it is wobbly.

Paul:

I was committed.  Stronger.  They were committed as well.  We’re interested in your careers.

Doug:  What was the problem you were faced with 100K per year?
Paul: Next level coaching.  Invited them to an interview.

Doug:

What was your very first entrée into the process?

Paul: Hyped it, contacted people. Got some from each office.  Held it to 10 or less.  Multiple groups.  First group was 7-8.  Great size.  It was intimate. They own it.  In  larger group it is harder to get through everything.

Now I ask if I can user their name.  Ask them to talk to the agents I want in Coaching.  The ones that need help.  

Different discipline is needed to go to 12 transactions per year than to get over that.

It is important who you have in the first groups.  Want office leaders.  Not the complainers.  
Doug:

Once I bought raspberries and they were  great.  The next day they had a little mold on some.  By the afternoon, they were completely filled with mold.  This will grow by itself, you can cultivate it, push it through your organization.

Asks Paul, “are people asking to get ito this now?”   

“YES”

Paul:

First 2-3 groups:

8-10 transactions per agents.  With fine tuning, discipline, Time Management, etc. they get to more transactions more balance and manage burnout.

If there is something wrong in their life, business, then it must be the company.  They need to change companies.

We fine tune 5 areas so things run better.  They have better tools.

Doug:

Level 1 coaching:  fresh JTM grad or have dropped to 2-3 transactions.

Level 2: Masters Coaching.  Operate the same way, same language, same need to find balance with family and personal issues.

There is through outline.

We can track the data on this form.

Paul:
Simplify with less work, more profit.  They are happier, have better tools and use consistent language.

Doug:
The language is important.  EVERYONE needs to go through SELL/SM.  It allows you to shorthand the language.  You say, “The sun’s in the wrong place!” to shorthand the message about looking outside yourself when something is not right.  The whole system of language shortens the process.

When you study obstacles to the next level.  ???  Team concept.  To get to the next level…Defect – must become managers.  More production – less production.

When going to the next level (100-250K per year) the argument to doing that is always about it being more work harder work.  The idea is to look at working better.  Tell stories about Hocker (?) who went from $70 -$250K and from 6 days to 4 days per week.
Level 1 people ned basic skills and a system to work (Jelly Bean Jar)

Level 2 people need balance and burnout control, consistent income.  Not necessarily about more money.  This is the 10-12 transaction people.

What drives the Level 2 people is being more efficient and having balance. 

Paul:

Same number of hours gives 25% more money plus finding balance is true for 70-80% of the agents. 

They’re doing more because they’re focused and spending Money and time more efficiently.

Outline:

I wanted them to connect with the leadership of the office.  Need to commit to the SELL training.
Chairs are all in a circle; don’t sit in the same place as last time.  Use the same foundation as for the SELL.  They’re comfortable with that environment.

Doug:

You create structured spaced and operate better.  They have a higher regard for the thing.  It is less about the stuff about phones, eating etc. than about the dedicated and important space.  Without it they don’t show up and don’t do the stuff they need to do.  Over time, if they don’t show up means they don’t have regard for it.

Paul:

Does an overview of the program, dates, time, etc. This is their group. They participate.  I help them. I encourage conversation and interaction.  I will manage the progress.

Do a general probe and shape.  Take time to answer these questions:


Where are you now in your career?

What are the primary obstacles to your progress?


What is one thing your could do this week?

Analogy:  the lady who described her career as climbing a sequoia: loses her grip and slides on down again.
Listen to them.  Keep careful notes.  At the end, read them back.  Use them to go back to.  Always read your notes before the session.

Doug:

Gives you a ???

If you get real clear on this you can use it when they get stuck.

Paul: at the 8th meeting take them back to this moment let them see what’s happened.  The last meeting is very warm.

Others will have similar issues they may not be willing to discuss, so everyone learns.

Doug:

Managers say we’re not their therapists!  They wan to avoid the intimacy that is a real part.  Once you integrate that intimacy into the coaching setting you differentiate.  It is safe and you’re the one who provides it.

Paul:

There are different levels of aha!’s.  Everyone learns from one another.

Calendar dates.

As a group decide.  There are always issues, day care, vacations whatever.  Put together the master calendar for the eight meetings.

If someone is going to miss two, they should wait till the next one.  Missing a session is not a viable option.  You miss the continuity of it.

Doug:

You want the group to create peer pressure accountability at a very high level.  Be methodical in laying down the foundation so the group will say it’s not ok not to show up.

Items in the 1st meeting.  

Set the stage.  The foundation is in the package.  Encourage discussion.  They may want to add to it, be somewhat flexible.  You want the group to own it.  They will be clear they don’t want anyone wasting their precious time.

Doug:

They create their own focus on efficient use of their time much more in Level 2 than Level 1.

Example of participate:  “I need to address the group.  My boss called for a meeting” (he was a manager learning the process and his boss was the president of Coldwell Banker)  The group said “NO!”  He did get permission to go outside and handle it with his boss.

Empowers the group to say “our time is as valuable as yours.” 

Paul:

Let’s talk about this issue and how we make decisions about how you manage your time.  Use it to example the issues they face.  Did you trade your family time for appointments, etc.

Using AND logic…what could have happened so your could had a different result.

Agents handling several escrows and still I-timing have to learn this exact lesson.

Ellaine:

You go through the SELL training with them.  You will see it differently.  You will see ideas that support your coaching. 

Paul:

Slow this meeting down.  It is not an accountability meeting.  I am a facilitator for their learning.

Doug:

When doing the Foundation.  Do what-if scenarios.  What if you have an inspection on this meeting day? What if you have an escrow that is in trouble, etc.  Start here learning to create solutions .

Tape 3

Doug:
If you want a cohesive company then you want a mix from the offices.

Paul:

Two groups in one day will really take it out of you.  You are really on, connecting and operating at a high level.

Doug:  rate the ROTI  for you time in coaching.

Paul: VERY high.  Higher than about anything.

Next week: week four, switch from the emphasis on commitment and the Business plan to look at what is blocking balance in their lives.

Doug:

There are two phases

First is getting the mechanics of how they think of themselves and the business

Second is actualization; crafting the strategy for actualizing.

Paul:

Meeting four 

It is an important change in focus.  Talk about what is important about their commitments.  Begin to talk about vision.

Present the vision worksheet.

[I review the night before all the information I have about vision]

Review the worksheet.  Shares his own vision for the company.  It is important that they get his ownership  and he understand.

The written vision gives power to channel the vision into reality.

Shares story about his daughter who is anorexic.  She lost her vision of who she was.  She had been an athlete and hurt herself so her previous vision didn’t work anymore.  The anorexia takes a firm hold and she needed a vision bigger than it was.  Finally she got to where she could hear  the message.  She worked through the vision worksheet.  After some time she was tipped over.  She has had to practice not being anorexic for a very long time to make it a habit.
For Paul, failure is not an option.  It is not a part of his language.  Share with the group who you are, what you personal vision is all  about.

When Paul started with Doug, Doug asked “what is it you want?”  I want managers and agents all working together, coaching 4 offices.  We’re about there now.  You need to own your own vision.

He tells the daughter story.  The group responds and relates to that.  Vision is a very powerful tool.  You need to be able to present it from ownership position.

Ask them to write at least 3 sentences in all four areas of their life.

The language is I am, I have, This is how it is.  It needs to be affirmative.  Give an example or two.  Hand out the vision samples.  They can copy from it.  They will plagiarize it.  By next time, they will have found their own.

Review page 10 (??)

Look at their TIP analysis.  Highlight the importance.  Ask to see the vision between meeting 6 & 7.   Work on language.
Each person reads aloud their business vision.  Now reconcile that with their TIP.

When they read aloud.  The group relates and offers comments.  Encourage interplay.  It causes them to think about their own.
Vision is the picture of the end.  Not there yet.  Then when they own it, it becomes a filter.

Need to BE it before they can BECOME it.

One thing that will help them forward is the vision.

They may spend hours on it.  They really get into it.  Not etched in concrete.  It changes.

In Meeting eight, ask for a copy. So that, if they’re struggling you can review their vision.

The group by now is intimate and the critique by the group is powerful.  They will hold each other up to a high standard.  They didn’t realize they would know this much about one another.

Setting them into smaller groups of 2-3 afterwards to continue their work and actualize the vision.  They meet for months to hold one another accountable and review their vision.

Give them the housekeeping page to assure they can create accountability respectfully.

They don’t want to leave.

Doug:

Put them in pairs.  Do follow-up on 6-week basis.  Get together.

Paul: Never expected them to form their own Accountability groups.

Doug:

Do $60-110K group.

Put them in teams of 2-3.  Commit time, work Jelly Bean Jar.  The fresh grads from JTM don’t seem to work well this way.

When people are struggling with the Jelly Bean Jar, teams work.  The vision management works.

When Paul lost 22 agents.  Used this to reconnect and remind them of shared values.

Doug:  When he met Paul and his brother Robert, he made an assertion.  Brother refused to believe they would lose people.

Change and entropy.

Chaos is a product of creating production.

When you create a cohesive organization, it is just a matter of time before they break up again.  Need to stay ahead of it.

Told them they needed to recruit at this high level.  Robert resisted.

Coaching is nurturing and growing the organization.

Paul:  

Having them all on the same page.

I believe this is the way to go.  If more owners did this, we would have a better industry.

Needs to be top-down.

Doug:

Giving you every form, everything we use.  Requires only that you personalize it and keep the Quantum logos and copyright on every page.

Paul didn’t say, but there is a license.  An agreement is important.  An agent in the system was recruited away for the sole purpose of coaching the new company’s agents.  Made a call to her and reminded her that she could not use ANTTHING she learned from you.  Have everyone sign it.

They sometimes forget they signed a contract.  Protect yourself and the material.

Doug:

How did you put the team together to begin with.

Paul:  Anounced it at the meeting.  Behind the scenes I chose people I wanted.  Then cut it off when it gets to 8.  The rest can be in the next sessions.

He ran two groups fairly close together.  

Network beforehand.  Find people with a real need and desire.  Not the complainers.

It was already full when announced in the meeting.

Go through a first set is best.

Get and admin person to deal with the logistics so you can just walk in with only the work on your mind.  She does the copying, printing, supplies, cookies, whatever.

You want logistics to be perfect.  This is not a normal meeting, this is special.

At the first group, Paul got feedback that he might not own the Business plan, he didn’t know the answers to all the questions in the Pre Business Analysis form.   You need to own it first, before you try to train it.  It is important to the culture of the company.  You don’t want this to be playing around.

[mike says something I don’t get at all.]

Doug:
Put your packets together so you see what you’ve got.  Includes the vision statement for Prudential-Chicago.  You need one for your own company and yourself.

Read it……….

It reflects the company values.  Plagiarize if you like.

Some stuff about pages in the packet….


:


:

Analysis report.  Create a proposal to make to recruits

Business Plan for them.

Coaching section:


Foundation, Business Plan, license, vision manager report.

1st form for creating vision.

We’ll take all the papers into a manual.  Send it to you.

Use it in conjunction with Paul’s stuff.

Sample vision

RECRUITING

Doug:

What is the recruiting process.  If you are in the business of creating production

Cannot explain coaching to recruits.  It is too complex.

If they are more than a year in the business, they need coaching.

Back o my entrée into consulting.

You first meet with the prospect.

Survey his business

Do analysis

Present the issues and sell them on your solutions to the issues.

You do a first meeting with the recruit.  

“What we do is to help our agents be more productive.

I’d like to do an analysis of your business.  If you like us and we have a fit, great.  If not, that’s ok too.  We’ll be working together over time and it will be my contribution.
[We get over 50% of the ones we do this for]

Tape 4

[this is out of order!!}

Parental vs. non-parental language

[Doug side by side with a Lady]

You committed to 5 and made4.
NON judgmental:

What happened?

What would it take?

Was that commitment important at the time you made it?  Now?

Could you have?

Was the Commitment consistent with your vision?

What are you going to do next time you have a conflict with your vision.

Either change the vision or keep the commitment.  Change the behavior to fit.

You can’t make these decisions for them.

They are making a choice.  Is what they did instead consistent with their vision or a part of their vision?

If you stay focused on the barrier, lose the vision.

This creates a change in thinking.  Habitualizing it creates magic.

Judgmental/parental. Language


Shouldn’t you be focused on this?


It seems to me you should…

She acts out.

This is exactly the behavior you get when you are beating them up and making them wrong.  They will blow up back.   {you act the parent, they will act the temper tantrum?]

Recruiting:  getting the pieces in place.

1. Need the names to call.

2. Do analysis for recruiting

3. Proposal in place

4. Survey questions.

Company vision is in their packet.
Paul: 

Takes 3-4 weeks to create company vision.  He got Robert (brother) involved.  Use it as a part of the proposal.  This is who we are.

Need this stuff in place when you make appointments.  Be the best meeting they ever had.  Even if they choose out, we want that message still in their head.

Get the coaching in place and working.  At least the first group.  With the second group on deck.  Within 3-4 weeks.  Get the coaching stable.

Doug:
This coaching is for the purpose of recruiting.  Coach the people you wan to recruit.

Thank Paul

Any questions?

 End

Tape 5

[In the middle of interaction with the Lady]

Practice probing.  Get into relationship.  We help people.  We do hands-on coaching.  Leverage their time.

Id like to sit with you and do an analysis of your business.  Get to know you and …

Get to understand your business.  Then give you feedback.  Make a contribution to you.  Maybe we will like each other and maybe not.  You will decide.

She:  What are your commission splits, marketing.  I’ve got materials, etc”

Doug:  I’m not here to deal with all of that.  You’re not going to work for us tomorrow morning at 9 am are you?

Here’s what I’m doing.  I don’t know you well enough to determine if we fit.  You need to know more about me and my company.  I need to see if I can actually help you be more productive.  Otherwise what reason would you have for moving to work for me?

We’re going to be doing business together anyway in some form, so if you do it better, we all win.  If when we’re done, I think you would be an asset to our company, I will give you a formal written proposal.  Then you can decide.
[end]

Staying out of their commission etc discussion comes from being clear about what you’re here to do.  Where you’re going with your presentation.

They may feel it is your mission to “recruit” them.  [i.e., sell them]

If we can’t make a different contribution, if we can’t help them make more money in less time, then we can’t recruit them.

There is a commitment in the proposal – make 15% more money- They need to commit to the SELL training, Scientific Marketing, meeting with manager, Business Plan, etc.

Discussion about the guarantee.  Proposal includes the Business Plan.  If they do the business Plan, then they will absolutely make more money.  Never wrote a single check.

If you go to the meeting with the intention “I want to show you….”  Respect that intention.  If not [???]
Probing:

Tell me about your office, 

How would you describe your manager?

Describe the perfect office
[Here’s my favorite:  If you met me today and said you were in real estate and wanted it to be great.  Then you didn’t see me again for 5 years.  What would it take for you to tell me then (5 years hence) that you have realized your career in such a way that it is a 10, a perfect 10.  It is just so great?]

They crystallize on what is really important.  What the real issues are.  Not generally commission split.   Call this get them to bark!
Chicago is hard to recruit in.   People ar just not mobile.  People in CA are very mobile, not in Chicago.  In Chicago we had no trouble recruiting.  Getting them to moveby taking them through the steps.

Question [???]

You need to own the pieces.  Practice and role playing.  You must practice.  You have to be the best.  If it were easy, everyone would do it.

You can tell them you have been trained by a national consulting company in coaching.  Demonstrate to them that you’re learning too.

You can begin the recruiting process within 3 weeks of getting th coaching theng working.

Discussion from the class.  I can’t undertand it.

Vision Thing:

Here’s how it works.  I will put the elaborate thing on Vision.

Under stand what causes change.

Start with the assumption (which is in fact the conclusion)

They are already living their vision.  

Always assumed 90% is Unconscious and 10% is conscious.

Now there is data that it is more like 98/2  [reference Lipman]
So everyone already has a vision.  It is their world view.  Established when they were 6.

In the Einstein’s business book.  There is an optical illusion.  With the cylinder.  We see things that are not really there.  If you ask 100 people every one will see the two squares as a different shade.  Still see it that way when the KNOW it is not so.

If we can change what we actually see to something else, imagine what goes on with what we THINK and BELIEVE.

Vision is the way we interpret data.  The mind has decided to see it that way.  Our interpretation is now real.  Fabricated view is created.

When the fabricated view works for you, then it’s ok; it’s when they work against you that is the problem.


Current vision
New Vision





X
Y

If current Vision is:  I’m 48, overweight and out of shape
If the New one is I’m 48, in shape and perfect weight.

The new one generates commitments like Y: I go to the gym 3 times every week.  That is consistent with my vision of “in shape”
At 5PM, I go to the gym after work.  My Ex can’t pick up the kids after school – I need to.  Now faced with a choice.  What do I do?

Can either not go to the gym, pick up the kids and blame the Ex.

Or – Find a way to do both.  The AND logic.

There is a dissonance between my current vision (who I think I am) and the new one.(who I want to be)

If you experience conflict, it is because of the resistance to the new vision.

AND thinking is the natural outcome of living the vision.

I can’t because…

Question: was the action consistent with your new vision?  Was it relevant to cause the vision to actualize??


YES:  you have new insight.


NO: Then why did you make it in the first place?

If Yes: Then it is relevant, find out what stopped the AND thinking?

Often, they just haven’t had a lot of choice making in the new vision.  It takes a while to get into the habit.

Paul:  his daughter has had to practice and it has been hard work for 9 months before it became habitual.

Agents want to make more money and have time off.

If they have a current vision, it tells them they need to work hard and long.  What they need to do is practice working on productive things and letting go of or delegating non productive things.  Not ice they work hard and long on non productive stuff, not on productive stuff.

When they make commitments and don’t do them, one of three things occurred.
They just fell down.  
1. Skiing is not about skiing, it is about staying upright on skis.
Need to just keep practicing.

2. Made an irrelevant commitment.
3. Made a commitment to prove that the new vision just doesn’t work.  That I can’t do things that way.

Positive Affirmations

We’re looking for the experience of having the goal.  A goal is a target.  Ask what does having the goal bring to you?

Goal:  lose 25 pounds this year.  Ride bike 3 time per week.

Vision:  I am in the greatest shape ever and am at my perfect weight.

Role play on vision.  How to use it as a support tool.

Doug with the Lady:

Think of an area of your life Personal/business/family/recreation would you like to deal with?

[you take notes]

-business

What area of business are you not actualizing?

-recruiting

[Reason managers don’t recruit or recruit well is because they have no process]

Put what you want into positive language

-reads

Critiques

Again.

Repeat as necessary.

The exercise is in learning how to make vision.

When you write you can actually see the unconscious mind at work.

-“I am realizing success”

Use the pen to demonstrate you do not use “am realizing” when a thing is done.

I am realizing success is not the same as I am successful.

The vision is already done

Am realizing is in process am successful is already done.

I have kids is not the same as I am having kids.

Demonstrates the vision process.  

Be able to say it out loud.  The more active we are in demonstrating vision, the more we actualize it. 
As we go, we start to change to the new vision.  Then if disconnect, go back to the old one, we experience irritation with the old one.  We develop a real feel for the new.  It fits.
Now, [after the vision]  what is one thing you could do to get this thing to become real?

-set one appointment

Come up with 4-5 things to do.

-Find the people

-Review the material

-Be fully prepared

-Ask the one’s going through the coaching training to help me out.

Between now and next Friday, what would you commit to?

-Get the pieces together by next Friday.

If they make commitments that clearly cannot be done, they are giving power to the old vision.  Confirming that the new one can’t be done.  Help them out here.

Called “Let’s play pretend!”

Tape 6

Looking for something in the packet.Looking for something in the packet.

Recruiting 1st meeting:

Starbucks meet and greet.

Set up a probing appointment.

See if you like them.

Tell them the one thing you do is work with your people to become more productive.  Coaching.

We help them to make more money in less time.

[You need ownership of the coaching or this falls flat!]

You are trained by a national consulting firm in how to do this effectively.

I’d be willing to do that for you.

If we like where this goes, I will write a formal proposal to you.  I won’t try to “recruit” you,  I won’t sell you about our firm.

2nd Meeting 

Probe them and do analysis.

This is a relationships probe and an analysis probe.
Use the form for analysis.

There is a guy in Chicago that uses a push button analysis.  Make it easy on yourself.  You will be doing it a LOT.

Often they have transactions not on the MLS.  So this analysis is a draft.  Go over it with them Get them to sign off on the thing.  This gives you the ability to say come to the 3rd meeting with the analysis complete.

Have them go through a source of business on their authentic data.

3rd meeting:

Show up with the complete analysis.  

Go over it in detail, making sure it is accurate.

4th Meeting

Conclusions.  Here are the things you need

Bring their business plan to get to more money in less time.

Show where the money and time are going and what the return on that investment is.

[Somewhere along this process they will realize that not even their own manager is doing this for them.  You will have earned the right to present a proposal.  

Have a really clear picture of whether or not you can make a difference in their production.

“I’d like to have you on our team.  I’m 100% convinced I can help you get to where you want to be.  Here’s what we do to make it happen for you.  (Coaching)

“I’d like to make a proposal..  I will prepare it.  We’ll get together one more time, I need you to be prepared to make a decision.  Either yes or no works for me.

What would you need from me to make a decision?  (commission stuff, office, etc.)

This next is garbled
In the proposal set so..on the money.

If we wanted them

If never will make decision

One more thing

Take two weeks in your offices

Re-think every single thing you do- every marketing tool, support systems, etc- from the point of view of recruiting.  Everything is about recruiting.

Put it all into the proposal.  It all speaks to how we are going to help you improve your productivity.

Copy of a proposal in the packet: Sharon Smith

Reading

:

:

Explain the call center.

3 people, 7 days per week

That’s where the 82% do something data came from

One certified lade did business with 72% of her suspects.

Another man did none in 18 leads.  Decertified, then fired him.

Floor calls were a waste of time.  Only the office (call center) numbers were on the sign.

The calls were directed to those who were certified in make the deal.  If someone complained, they could always pay for their own ads.

Doing floor calls is non-productive.  Listing agent’s client’s call are handled properly.  Handled by pros rather than whoever shows up for floor.

Nothing in the proposal is for consumers.  Evaluate the things you do from the view of what it does for the agent.  How does it make them more productive?

Proposal says: You’re professional.  We will treat you as such.  You deserve to be treated like one.

Slow down the recruiting process.  The structure shows you the people in your own pipeline.

Managers need 6 appointments per week.  In the beginning they are all meet and greet. When they work this system, they easily add 2 per month per manager.

With the structure, if you get stuck somewhere, you know what the problem is.  You also see what your future looks like.

Call people till you have six 1st meetings.  Then you can always keep calling to fill in with 1st meetings so you always have six.  That keeps your pipeline full.

By the third meeting you will have agents wanting to come to your office.  Stay the course.  Slow it down so you get a chance to get to know them.  

No one else does this with agents.  Not even Mike Ferry who specializes in coaching.

Some talking…

Analysis piece is missing.

Use the form

Analysis from the MLS for the 1st draft.  Put it into a preadsheet.

Refer to Pat Veling to get the data.

Look at the first Draft.

Shows 2002 and 2003 Transactions.
Averqage price is $700K

Total is 19 million

½ is below $400

Top 2/3 is average $1.5 Million

Bottom 2/3 

This says she’s working one at a time for Transactions

She should channel for business from the top 2/3 – higher return.

2/3 of $ come from 12 transactions

If you are doing 4 per week, you need an easy quick way to get it.  See if there is a vendor.

You want it to look good.  It is a listing presentation quality thing.\

Every contact with you is classy.  By contrast, everything else is mediocre.

Use “we are” language.

Everything you deliver has to be first class.  Even if they choose out, their experience is Wow!  That is a great company.  Their experience is A+.

“My mission is to see if I can help.  If I can’t then I don’t want to recruit you.”

“I’m not going to pressure you, nor try to recruit you.  At the end of the day, I may invite you, may do a proposal.  For now let’s do the analysis and see if I can help.”
“I will help you by developing a business plan.  I’ve been trained in this process.  It’s what we do in our company.”

Don’t talk about commission or anything like that until it’s time.

Traditional way is to think about commission splits and paying for stuff rather than about making more money, doing more transactions in less time.  If they are stuck on commissions, drop them.

“Even if we never work together in my firm, I will make this contribution.   We all win.  I’m committed to the industry.”

Paul:  says something about services…

Role play it.  Own the process.

Re-arrange.
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