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TEAM MASTERY SESSION 2 — ORGANIZING YOUR TEAM GROWTH

OBIJECTIVES

During this session you will:
e Create an organizational growth plan and organizational chart.
e Create a hiring process for your team members.
e |dentify and understand efficiency models of performance.

e Learn how to control your income and profit.
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ESTABLISHING YOUR ORGANIZATIONAL GROWTH

Stages of

Organizational Growth

Stage 3
You
Closing Coordinator
Listing Coordinator

Stage 4

All of the above and Buyer's Agent

Stage 5
All of the above and Multiple Buyer's Agents and Field Coordinator

Stage 6
All of the above and Lead Manager

Stage 7
Al of the above and Head Buyer's Agent

Stage 8
All of the above and Chief Operating Officer
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STAGES OF ORGANIZATIONAL GROWTH

e Stage 1:You

e Stage 2: You and your first Assistant

e Stage 3: You and a Closing Coordinator and Listing Coordinator

e Stage 4: You and a Closing Coordinator, Listing Coordinator, and Buyer’s Agents

e Stage 5: You and a Closing Coordinator, Listing Coordinator, Buyer’s Agents, and a Field
Coordinator

e Stage 6: You and a Closing Coordinator, Listing Coordinator, Buyer’s Agents, a Field
Coordinator, and a Lead Manager

e Stage 7: You and a Closing Coordinator, Listing Coordinator, Buyer’s Agents, a Head Buyer’s
Agent, a Field Coordinator, and a Lead Manager

e Stage 8: You all of the above, and a CEO
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ORGANIZATIONAL CHART

Example:
= S EHF————————— =
#1 Team - At&mta Bomd of Realtors’
Mark Spain
Team Leader
John Makarewicz Whitney Spain Kristin Roney
Sales Manager & Listing Agent Business Manager Administrative Manager
Lisa Wilson Charmaine Courville Tracy Barry Tina Bennett
Listing Agent Listing Agent Client Gare Coordinator Transaction Coordinator
Amy Lyons Emma Farnham
Listing Agent Data Input Coordinator
Angela Aycock Ed Combs Todd Dipaula EarWAFif:i
Buyers Agent Buyers Agent Buyers Agent Invedor Sg:;al\st
Wilma Hine Eric Morrison Jackie Powalowski Mike Sales
Buyers Agent Buyers Agent Buyers Agent Buyers Agent
Anne Thurmond Alex Worrell Lianna Valle
Buyers Agent Buyers Agent Buyers Agent
Efficiency Model in Units
Personal Production Sales Staff Total Staff
Low 0-50 15 - 25 0-20
Medium 50 — 50 25 - 35 20 - 30
High 80+ 35+ 30+

To use the chart, divide total units by total staff to see where you fall in terms of your
production efficiency. You can also evaluate your personal performance or your sales

staff's (either Buyer's Agents or Listing Agents) performance.
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TEAM MASTERY SESSION 2 — ORGANIZING YOUR TEAM GROWTH
FINANCES

1. Put yourself on a salary

2. Compartmentalize your commission checks
A. Business savings account
B. Business checking account

C. Tax savings account

3. Execute quarterly dividends

4. Set up a retirement vehicle...Sep, IRA, 401K and fund it!
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RECRUITING ADMINSTRATION TEAM MEMBERS

ADMINISTRATIVE AD EXAMPLES

AD FOR ADMINISTRATIVE ASSISTANT

We are currently expanding our team and are looking to add an Administrative Assistant. A
quick description of what we are looking for would be someone who likes to stay with a team
long-term...Loyalty is very important to us. We put a lot of time and effort into our team
members, and we want them to stay with our team for the long haul. Several of our agents and
administrative staff have been with our team for over 10 years. Individuals need to be
disciplined in handling income tasks in a timely manger. It is important to be very detail oriented
to ensure accuracy. Familiarity with various real estate websites/programs is a plus. We are
looking for Team Players...someone that can integrate and work well within a team
environment...we are not the typical team. We are a very close knit family type environment and
go out of our way to help each other. Experience is preferred, but not a must. Experience on a
team is a plus, but not mandatory.

If you are interested in joining our Dynamic Team...please take a minute and take the DISC
Personality Profile Test at website. Please forward the results of the DISC test along with your
resume to Email address. You can either copy and paste your resume into the email or send
as an attachment. If you prefer to fax your resume, you can fax it to fax number. If you have
any questions feel free to contact us at phone number.

AD FOR ADMINISTRATIVE ASSISTANT

Opening for an administrative assistant to a real estate agent. Should be an organizer, a
positive person, and be stable and predictable in work performance. Should have good written
and verbal communication skills, computer experience, and word processing skills. Should also
have a sense of humor, be a fast learner, and be willing to work hard. Will work in a fast-paced
real estate office. We offer an exciting atmosphere in a people-oriented business. This is NOT
an entry-level position. If interested, the first step is to send your resume to: Name of agent,
real estate office and address, OR fax to fax number OR email to Email address.

STEP 1:

Evaluate the resumes and cover letters.
e Segment into yes, no, or maybe.

e Have staff set up a phone interview with the “yes” applicants.
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STEP 2:

Conduct over the phone interview.

e Alot of our service happens over the phone and electronically. We need to evaluate their
skills without visual communication.

e Shorten the initial interview to 10-minutes.

e Determine salary requirements faster.

Phone Interview questions:

e What kind of experience do you have?

e What aspects of your work do you consider most crucial?

e Of all the work you have done, where have you been most successful?

e What would you say are the broad responsibilities of an executive assistant?
e What would you say are the major qualities this job demands?

e What aspects do you like best?

e What are the most repetitive tasks in your job? And how do you handle them?
e What are you looking for in your next job?

e What bothers you most about your job?

e How much money are you currently making?

e How much money do you want?

e What else should | know about your qualifications for the job?

STEP 3:

First in-person interview.

e Keep it to 30-minutes in your office.
e Explain the process of selection.

e Have them take an exam.

¢ Have them take a basic DISC (www.realestatechampions.com/freedisc)
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TEAM MASTERY SESSION 2 — ORGANIZING YOUR TEAM GROWTH
DISC Profile

Directions: Read carefully each group of four phrases. Select the words that most describe you in QD L | Gentle, kindly

either the home or job setting. Depending upon which focus you choose, circle an "M” by the words that | .

most describe you. Then circle an “L" by the words that least describe you. Remember only one most

(M) and one least (L) for each group. See the example to the right before starting. M
M

Persuasive, convincing
Humble, reserved, modest
(D Original, inventive, individualistic

L
L

Gentle, kindly

Persuasive, convinces others
Humble, reserved, modest
Original, inventive, individualistic

Attractive, charming, attracts others
Cooperative, agreeable
Stubborn unyielding

Aggressive, challenger, takes action
Center of attention, outgoing, entertaining
Easy mark, easily taken advantage of
Fearful, afraid

Cautious, wary, careful
Determined, decided, unwavering, stands firm
Convincing, assuring

Sweet, pleasing Good-natured, pleasant
Easily led, follower Willing, goes along with
Bold, daring Eager, anxious

Agreeable, consenting

Loyal and devoted : N ! o
High-spirited, lively, enthusiastic

Charming, delightful
Open-minded, receptive to ideas of others

Confident, assured, believes in self

Obliging, helpful Sympathetic, compassionate, understanding
Will power, strong willed Tolerant

Cheerful, joyful Assertive, aggressive

Jovial, joking Well-disciplined, self-controlled

Precise, exact
MNervy, gutsy, brazen
Even-tempered, calm, not easily excited

Generous, willing to share
Animated, uses gestures for expression
Persistent, unrelenting, refuses to guit

Competitive, seeking to win

Considerate, caring, thoughtful

Outgoing, fun loving, enjoys social groups
Harmonious, agreeable

Admirable, deserving of praise
Kind, willing to help, giving
Resigned, gives in

Force of character, powerful

Respectful, compliant

Pioneering, exploring, enterprising

Optimistic, positive

Accommodating, willing to please, ready to help
Argumentative, confronting

Adaptable, flexible

Nonchalant, casually indifferent

Light-hearted, carsfree

Trusting, faith in others
Contented, satisfied
Positive, admitting no doubt
Peaceful, tranguil

Good mixer, likes being with people

Cultured, educated, enjoys leaming

Vigorous, energetic

Lenient, not overly strict, tolerant of others’ actions

Companionable, easy to be with
Accurate, correct

Qutspoken, speaks freely and boldly
Restrained, reserved, controlied
Restless, unable to rest or relax
Neighborly, friendly

Popular, liked by most people
Orderly, neat, organized

Fussy, hard to please
Obedient, will do as told, dutiful
Unconquerable, determined
Playful, frisky, full of fun

Brave, unafraid, courageous
Inspiring, stimulating, motivating
Submissive, yielding, gives in
Timid, shy, quiet

Sociable, enjoys company of others
Patient, steady, tolerant
Self-reliant, independent
Soft-spoken, mild, reserved

Adventurous, willing to take chances
Receptive, open to suggestions
Caordial, warm, friendly

Moderate, avoids extremes

Talkative, chatty

Controlled, restrained

Conventional, doing it the usual way, traditional
Decisive, certain, firm in making a decision
Polished, smooth talker

Daring, risk-taker

Diplomatic, tactful

Satisfied, content, pleased

Tz =z=|===zZ|ZEEE=EZ|E===|E=ZEZ =S =E==|E=EE| =S 2SS |EEEE| === |EEES|EEE=
rr~r-lr~rr~lr-r-~|lrc~|\rc|r~|rCCC|FECCC|CEPCC | CEEE|EFEEE ICEEE
zzz=|zz=z |22 (== == | E === === |E===c === |ESSEE | EEEE|EEES5|EEEE
e el ettt st it et et Ittt st ittt sl I sl sl I sl sl el Y el el el el I el et el el ol ol I ol ol
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' DISC Profile: Tallying Scores

Directions: Total all the D's in the two Most (Row #1) celumns and place that total in the tally box titled Row #1 Most on the following page.
Do the same for the I's, S's C's and X’s. Then total the D, |, 5, C's and X's from the two Least (Row #2) columns in the same manner and score them in the
tally box titled Row #2 Least on the following page.

—XO|=—0x | 00X%X|0—0xX|00W0X | O0O0XX | X—XxX0O 0O0h—X

WK —O|—0OX | XX0D|oxOX|—xXNO|—00x | x00— | X0—0
=% 00| —00|0X0—=|UX0WO|UXX—|XOX0O|O—-00 | Xn—0

xO—|00u—|0—X0O|X00—|Q00XX|—0XO0|0—00| 00— |—0nuXxX —XxX0O0O WoOO—|(00OXxXwn

MO0DXx | Oxw—|x00|000O—
O—-—WwD | x®XO0O—|W0DXx—=|00XxX0

O—WoD| wdx—|nmoO—|000n—
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TEAM MASTERY SESSION 2 — ORGANIZING YOUR TEAM GROWTH
DISC Scores & Graphs

Name: Date:
Organization: Position:
Graph 1 D [ s c X | Total Se‘;“:;;‘ -
Numbers 2 4 Subtract
Row 2 from
F:;lw 1; write
Should the answers
grap: 2 D | S c X Total equal in Row 2
umbers :
-| 24 |4

SUBSTRACTION INSTRUCTIONS: Calculate the difference between the MOST and LEAST D's. If the number in the MOST column is greater than the
number in the LEAST column, use a (+) difference. If the number in the MOST column is less than the number in the LEAST column, use a (-). Place the
difference score in Row 3 (below). Repeat forl, 5, and C.

D I ' ) c X Total Be Careful - - a (+) or (-)
must be in front of
each number in Row 3

Graph 3 Row 3
Numbers Difference Do not
calculate!

PLOTTING INSTRUCTIONS: (1) Using the corresponding graphs (below) to plot the total D, |, S and C's (from above). Be careful to observe the (+) and (-)
sign when plotting points on Graph 3. (2) Connect the dots with straight lines. (3) Circle the highest point on Graph 2 and document any secondary styles
that are above the midline. (4) See the sample graph (below) for how a finished graph should look.

Row 1 MOST Row 2 LEAST Row 3 Difference
EXAMPLE Graph 1 Graph 2 Graph 3
Wiask, Public Self Caore, Private Self Mirror, Perceived Self
20 20 17 1% 15 +20 +17 +18 +15
16 18 10 12 ] 1 1 +16 +3 +11 +
15 15 5 +8 +10 +6
=] & +14 +7 +5
8 10 1 +13 +6 +2 4
14 14 v T 1 +12 +5
13 13 ] __+1a +5 AT
12 T5% 12 TE% 2 5% +3 + +5 2
11 1" 2 +8 4
10 10 8 ] & +7 +3 *1
5 7 3 3 +3
g ] 5 +5 +2 +2 o
] 4 3 +1 +1
8 ] 4 4 o -1
7 7 5 4 5 +1 0 2
8 50% [ 50% 8 50% 0 -1 -1
4 (midline) 4 (midling) 5 7 (midine) 2 -2 3
5 ] 3 5 3 3 7 7 3 -3
3 k] 8 8 -4 3 - 4
4 & B 5
2 2 ] ] & 4 5
3 z 2 3 2 2 10 g 7 5 £ B
— SRR R R— 1 /SN NN S N - GO ISR SN S N
2 1 25% 2 1 25% 12 & 10 10 25% -10 5 E
1 1 1 1 ]
13 ] 1 1 1 7 £l ]
1 0 1 0 14 10
15 10 12 12 13 ] 10 11
o o 18 11 13 13 a -1 12
o 0 0 0 21 18 L] -14 10 12 18
19 21 -19 19
STYLE=SIC/I STYLE = STYLE = STYLE=
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Interview questions:

e Tell us a little about yourself and some of your work experience.
e What is your education background?

e What motivates you?

e What is your experience working as a ? What were your duties? How many
companies have you worked for as ? Were any of them long-term employment?

e What are your available hours to work?

e How organized are you?

e Are you disciplined?

e Areyou easily managed? Do you take constructive criticism well?

e Areyouagood communicator?

e Attention to details is important in our business. How detailed are you?

e Are you looking for long-term employment?
e We are looking for team players. People that can integrate well with a team. Someone that
can add value to our organization. Are you that type of person? If you have ideas that will

better our company, are you the type of person that is willing to share to help improve the
company?

e When would you be available to start work? Do you foresee needing to be away from work
for any period of time? Do you require time off?

e What computer software programs are you familiar with?
e What real estate programs/websites are you familiar with?
e Do you have any experience with SEO, Linkbuilding, Social Media, or Blogging?

e Do you have experience with the creation of videos?

e |f we were interviewing two people, and trying to make a decision to hire you or someone
else, why should we hire you?

e s there anything about you that we need to know in order to make our decision?

©2012 Real Estate Champions. All rights reserved
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Detailed Interview questions:

e Describe a typical work day.

e What skills can you bring to this position, other than the ones required in the job
description?

e What accomplishments are you most proud of?
e What aspects of your job give you the most enjoyment?

e What aspects of your job cause you the most problems?

Ability, Suitability
1. What would you change about your current job?
How do you handle repetitive tasks?
What are you looking for in your next job?
What aspects of your job do you consider to be the most crucial?

Tell me about your role in a crisis situation.

2
3
4
5
6. How does your job relate to the overall success of your department and your company?
7. Describe what you think a typical day would be like on this job.

8. Tell me about a time when your performance did not live up to your expectations.

9. Where do you see yourself six months from now?

10. What kind of work interests you most?

11. How would that job help you reach your long-term personal and career goals?

12. How do you define a successful career?

Willingness

1. What role do you play in ensuring a smooth working environment when your boss is
away?

2. What have you done to become more effective in your career?

Flexibility, Stress
1. What type of people do you get along with best?
2. How would you get along with people you don’t like?

3. Describe the toughest situation you have ever faced.

©2012 Real Estate Champions. All rights reserved
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4. How do you prioritize your projects?
5. When have you rescheduled your time to accommodate an unexpected work load?

6. Have you ever dealt with the general public?

7. When was the last time something or someone got you really upset at work? How did
you handle it?
Planning, Organizing
1. Describe your method for keeping track of important matters.
2. How do you plan your day?

3. Tell me about a time when, despite careful planning, things got out of hand.

Teamwork
1. How do you establish a working relationship with new people?
2. What kind of people do you like to work with?

3. How do you define a conducive work atmosphere?

Manageability
1. How does your boss get the best out of you?
2. How do you get the best out of your boss?
What do you think of your current boss?
Describe the best manager you’ve ever had.
Describe the worst manager you’ve ever had.
What made them stand out?
How do you react to criticism?

How do you take direction?

W % N o U W

Describe the toughest manager you’ve ever worked for.

10. Tell me about the kind of rewards that make you feel adequately recognized for your
contributions.

11. How could your boss do a better job?

12. In what ways has your boss contributed to your reason for leaving your job?

©2012 Real Estate Champions. All rights reserved
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STEP 4:

Check references, background check

STEP 5:

Second interview by another team member, key person or significant other

STEP 6:

Create your short list of a couple. Use a more robust behavioral assessment.

STEP 7:

Final interview with you.

BREAKOUT SESSION

BREAKOUT SESSION 2

Discuss: What are the biggest challenges you are having in the structure, hiring and training of
your team? What are the biggest mistakes you have made thus far in the staffing area? How
would you avoid it next time?

ACTION PLANS — WEEK 2

1. Craft your organizational chart currently and for the long-term of your business.

2. If you do not have a corporate shield between your assets and your business, create
one.
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