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In 2007, the property market went into recession following many years
of near continuous growth. Yes, it was naïve to think that the good times
would prevail forever, but such is human nature and the change in market
conditions took most by surprise.
I asked many friends and industry leaders to contribute their ideas on how
to still make a profit despite the market and this led to publishing “Profiting
in a Tougher Market” in December that year. Twelve months later and
conditions had hardened even further, indeed technically the economy was
in a depression, so I published an update titled “Profiting in an Even Tougher
Market”, once again helped by many of the biggest names in estate agency.
Fast forward a decade or so and following a recovery of sorts, where in most
areas property prices are at or above the level before they crashed and once
again circumstances add up to create a set of challenging conditions. Top
of the list is Brexit and the uncertainty this is causing in many quarters. Add
in punitive taxes, changes in legislation that are hitting landlords and agents
alike, interest rate rises, political uncertainty and perhaps most of all the
memory of what happened before and the fear that it might again.
I set out to update the original publications, but in doing so realised
two things:
1.	The original advice is almost all, bar a few things that have changed with
the times, as applicable now as then. Indeed, if you get value from this
then I suggest you read “Profiting in a Tougher Market” too.
2.	The advice actually applies to all markets, economies and circumstances.
The only thing that changes is that in harder times it’s a necessity
whereas in better markets it’s simply best practice.
I couldn’t have put this compendium together without contributions from so
many brilliant estate agency owners and industry leaders, many of whom I’m
extremely lucky to know as friends, who have been so generous with their
time and sharing of ideas and to whom I say a massive thank you.
Peter Knight, October 2018
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Idea 1
It’s all in the mind
Consider these two scenarios:
1. You’ve made three calls and each has gone badly, no appointments made
and worse being told to never darken their doors again.
2. You’ve made three calls and each has resulted in an appointment plus you
had great conversations and felt a really strong rapport with every one of
them.

“The tough market is in our heads, not the clients’ nor the buyers’. If we talk
about a tough market then it will be tough. If we talk about a good market, but
the prices have changed, (which is what I think has happened), we’ll be fine.”
Stephen Grace

In both situations it was the same you, with the same proposition, same terms
of business, same brand, same set of systems, same everything. But how do
you feel after scenario 1? And after scenario 2? For most of us the answer is
completely different.

“Get the management team to believe and lead. My mantra would be, Inspired
by past achievements, not restricted by them.”
Bob Scarff

You hear sports commentators suggest that athletes and teams are having a
“losing streak” or by contrast a “winning run.” Film stars can one day do no
wrong and the next act in three consecutive turkeys; similarly for musicians
and bands, one album is a masterpiece the next fails to chart. In just about
every walk of life there’s a mix of the good, the bad and the ugly.
The key, as Rudyard Kipling put it so well, is to “meet with triumph and
disaster and treat those two imposters just the same.”

“I love tough markets – they are interesting and it gives high fee/high
differentiation agents the opportunity to demonstrate their worth. Some
people will leave the industry because they can’t cut it – they are used to
having it easy and will want it to stay easy. The people who stick it will
become better agents. People who enter the industry at this time will also
end up being great agents as they will never know any different and will be
much less about order taking.”
Ian Preston

I use the pendulum as a metaphor where the top of one swing, (three great
calls), is contrasted at the top in the opposite direction, (three awful calls) –
neither is normal. The key is to reset as quickly as possible after each. When
you’re on a roll it’s easy to become cocky and get carried away. When you’ve
hit a wall then all too often the negative thoughts are amplified, “I just can’t do
this any more.” My good friend and leading Australian Trainer & Coach, Josh
Phegan has a simple formula: “Stay Hungry & Humble”, i.e. always have an
appetite for more, never get too big for your boots. I suggest it’s a great
mind-set to have at the start of every single day.

“Personally, I have always been fired up by a challenge and a tough market has
so many fabulous opportunities to shine because so many other agents don’t
react fast enough or at all!”
Jane Gardner
“Don’t panic! Every market makes a market and I’ve decided to carefully grow
to future proof the business.”
Andrew Dickinson
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“Some sales organisations are targeting their sales forces with “noes” as
opposed to “yeses”. They understand that the very top sales people receive
more “noes” to get the most amount of “yeses”. The negotiators that receive
the most rejections to a viewing request will also get the highest number
of appointments.”
Simon Bradbury

“Make sure your people are properly motivated. This is obviously money, but
as importantly, it’s culture. It’s up to you to lead from the front and your job is
to be unfailingly positive – even if you don’t feel like it.”
Peter Rollings
“For me, I firmly believe that getting better results/outcomes starts with
leadership. More challenging times often means we return to the basics we
never should have left. As business owners we have much to consider. We
must remember the difference between leadership and management of
course. We must be proactive leaders of our organisations: we must inspire our
teams, never more important than in challenging times. Get the whole team
involved, get input from everyone, together set some new goals (it’s going to
be vital that everyone buys into what we’re doing, without that involvement
we won’t get the level of commitment that’s going to be required). Get
them exited about what we want to achieve and how we can seize new
opportunities. (Tough markets do bring opportunities.)”
Chris Sawyer

6

“In a tough market it’s normal to feel like you’re working harder than you’ve
ever worked before, for less results, but as long as you keep doing the right
things, all the time, good results will come.”
Karl Tatler
“I like a hard market. In an easy market, any agent can sell even the worst of
stock. In a hard market only the best succeed.”
Deborah Richards

“Stick to your DNA - maintain the highest standards, ensure you have the best
properties and focused clients (no point dealing with those that aren’t) and
ensure you find quality tenants (always pays in the long run - also more likely
to be 4 dimensional!), maintain your integrity and focus on building long-term
relationships and crucially ensure you are competing on service rather than
price (the race to bottom does no-one any good). Then, I ‘dial up’ the level
of productivity and aggression.”
Frank Webster
“Getting new instructions on at the right price from the beginning has never
been more important to thriving in a tougher market.”
Gareth Ashington

Idea 2
Focus on the major things
I remember being at a conference when Stephen Covey, author of the Seven
Habits of Highly Effective People, asked an audience, “are you ever guilty of
majoring in minor things?” and over 1,000 people collectively sighed as they
realised this applied to them.
When I coach people to be the best that they can be, a key foundation is to
get really clear about the activities that clients value and that make money. It’s
all too easy to get sucked into the “glorification of busy” and work extremely
hard, but on the wrong things.
In estate agency there are only four “sterling behaviours”, what the Australian’s
call, “$ productive activities” – Prospecting, Listing, Selling/Letting (aka
Clearance) and Deal Progression. Everything else is secondary or lower value.
What can be frightening is to measure the % of time each member of the team
spends on sterling behaviours – I’ve seen it below 10% in extreme cases.

“Worryingly, I have been in property for 35 years, working across all sectors
and I believe that business is simple – we make it complicated. Fundamentally
our job is to provide customers with a home to live in and to enable that, we
need excellent people to ask the right questions of our customers to find the
right outcome for them. That’s it.”
David Westgate
“Analyse my fee earners, strip out the admin that keeps creeping in… they
should be fee earning!”
Rachel Ritson
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“All offices have ‘no appointment Monday’. This allows for the increased
property stock to receive the best vendor care with marketing information to
help get the properties sold. All properties receive a property audit every three
weeks with a full run down and check list with emphasis on motivation and
need to sell. Stock control is vital in a falling price market.”
Simon Woodcock
“More than ever you need to focus your efforts on where the business is and
it’s essential that everyone knows where it is. If we are to not only survive
in these tougher times but thrive, there are certain activities which can’t be
compromised. Firstly, our customer is always at the forefront of any decision
we make. How our customers rate us is key to our future business and the
fees we can charge. I joined the industry in 1985 and ‘verbal communication’
has always been the one activity that’s worked best, in any market. In the
early days it was predominately face to face in the office, nowadays hardly
anyone comes into our offices to look for a property, we have to go to them!
The number of ‘external outgoing connected calls’ a negotiator makes each
day has a direct correlation to the amount of business they do. If you can’t
currently monitor call volume you’re missing out. A couple of years ago we
introduced ‘prospecting sessions’ twice a week, then once a day and now
we don’t need to allocate specific times because our staff now appreciate
that every call they make to a current client or a potential client is a
prospecting call.”
Karl Tatler
“You need to make sure that every element of your business operates to the
highest standards and this starts with the advice that you give your sellers.
You need to have proactive conversations regarding price, presentation and
promotion. Everything will sell at the right price, so if your client does not want
to reduce their price, they need to make their product stronger. An agent can
add real value in these challenging times, advising on presentation issues
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that could be holding a property sale back. They should be seen as a client’s
trusted advisor, helping them navigate what are challenging times.
Agents must get really close to the numbers that run their business. I
calculated that every viewing conducted by my team costs me £90, so the
first most important step for the successful agent is to focus on listing only
those instructions where the seller is highly motivated to sell and is realistic
on their price. The properties of sellers who do not fit these criteria could just
cause you to haemorrhage costs that you will never recoup. Also, I think it is
far better to walk away from an instruction for which the seller has unrealistic
pricing expectations. An interesting figure revealed by Rightmove, stated that
45% of listings do not sell with the first agent. I would much rather walk away
from an instruction, retaining my professional integrity, wishing them well but
advising that if it does not work at the higher price, I would be delighted to
help. This can also earn you a better fee: my fee is higher for a property that
has already been to market since my job to sell that property is so
much harder.
You also need to work smarter. The number of viewings to sell a property can
rise sharply in a challenging market, meaning that while your income takes
longer to be received, your costs are spiralling. Set block viewing times and
think of yourself as a professional body, such as a doctor. You would not dream
of calling him or her and dictating the time that you are seen, so think of your
diary in the same way. You dictate when a property can be seen: if your buyer
is serious, they will find the time to be there. Train your staff on how to handle
pushy buyers and also recognise those that are committed to purchase and
those who are just going through the motions, wasting everyone’s time.
And finally, you must, must, must invest in seeing the offer through. I always
say to my staff that once we’ve found the buyer, we’ve done our job. From that
point in we are in credit control: I simply want to get paid! So invest in a really
excellent sales progressor, whose sole focus is to see those offers through
to exchange. Of course you’ll still lose a few, but in these challenging times,
communicating often with all parties involved keeps everyone calm and the
deal on track.”
Deborah Richards

“Most agents work hard, but are sometimes busy doing the wrong things.
So in each morning meeting there should be a daily review of what each
person has achieved the day before and some personal pledges made for the
day ahead...i.e. viewings made or valuations booked in, or new instructions
achieved. Something else that really helps is to have the right rewards, with
each person having their own personal objective plan and some small personal
bonus based on hitting some challenging, but achievable targets. An example
could be for hitting 125 viewings pcm = £125 and if 150 = £150 etc. You can
set tiers to really try and max out the results. Every time I have implemented
this, it has had a really positive impact on performance as it encourages and
rewards the right behaviours.”
Vince Courtney
“Do the right thing. In challenging times, there’s an even greater reliance on
you from your customers to do your job and to do it willingly and well. So
don’t mess with your proposition or cut your price, it won’t do you any favours.
Focus on what really matters: doing a great job for vendors and landlords.
And then, ask them to recommend you. The market will talk ‘property’, ‘house
prices’, ‘declining yields’. Don’t join them. For most of us, property is not a
mere investment, it is more valuable than that. It is our home. It is where we
live. So talk family, talk home, talk about moving and improving lives. In the
end that is what we do and what we do best.”
Iain Kennedy
“To shorten days on the market:
1. Take three buyers through the home to establish price point before
launching to the market.
2. Have a meeting each week around the best buyers in the market (people
who’ve had multiple viewings, have already sold, need to buy by a specific
date, job relocation).
3. Make sure you have an offer by day 14 on every property - remember no
offer, no decision.
4. Please speak with your owners every business day, refer them to new
properties to market and properties that have sold since they came to
market.
5. Weekly written vendor report with simple indicators of interest - around
enquiries, viewings, 2nd viewings, offers, and next steps - what to do next.
You can focus on price reductions, or you can focus on listing it well. If you
list it well, at the right price, right presentation etc., it sells, which leads to less
wasted effort and better client experience.”
Josh Phegan
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Idea 3
Cut, prune, hold and invest
I hear some agents say how they’ve discovered a number of things that
are, to varying degrees, wasteful and it begs the question, “why wait for a
tougher climate to cut the unnecessary/unproductive?” That said, if it’s good
practice to regularly review all overheads and costs then it’s essential when
things get harder. The trick is to know where to cut, where to prune, where
to leave alone and where to invest further.
I suggest every business has a quarterly review of all costs with the final
quarter focussing on the year ahead. The key is to decide early – that way you
get 10-12 months’ benefit, rather than the more common practice of “let’s hang
on and see”, which results in only half or less of the potential saving.

“As the market becomes more challenging, not just with general conditions
but with profit margins being squeezed across the country, we are finding
consumer demands increasing, staff attraction and retention becoming
more difficult. We are reinventing everything that we do: our service offering
internally and looking at our staff as the most demanding of customers. What
are they searching for? Why are they so emotional? and what can we deliver
that makes their process easier and their environment to excel better?
We’re reinventing our brand position, values and personality to engage our
audience and also have a clear path for the brand for everyone to jump on
board and embrace the challenge.
No fear is important and our brand position right now is “inspired to move
you”. We have refined our finances and directed all funds to key areas that
improve our technology, systems, training and brand enhancement.
We are expanding our geographic footprint to increase our selling and
letting opportunities and we’re not focused on anyone else - we’re solely
concentrating on improving our own game.”
Matthew Hayson

“The two key areas to focus on are at the top and bottom of your P&L.
You can review your cost base as any sensible business owner should do
regularly, to make sure your margins are being protected, but avoid the
mistake of cutting too far and switching from an ‘investment in growth’ mindset to a ‘cost cutting’ mind-set. There is a big difference between the two.”
Nick Neil
“Keep control of costs and increase fees.”
Charles Robinson
“We have identified that the transactional part of the business is increasingly
digitised….the part of the business that needs us is the Property Management
side. We are investing heavily in that section and have reduced the number
of properties that each PM looks after to under 100. This means they can do
everything, and we do not need to outsource inventories/checkouts etc. Also it
means they have a much more intimate relationship not only with the landlord
and the tenants, but with the property itself. This has led to much greater job
satisfaction and much greater staff retention, which in turn has ensured we
do not lose a client unless they decide to sell.
This reduction in properties per manager is counter intuitive in a tough market,
where the driver is to make savings in staffing costs……. But I promise it works!!
It is a great closer on market appraisals when the competition has as many as
140 or 180 properties per manager.”
Mark Crampton-Smith
“Over cut costs, not under: be ruthless and do what’s best for the business
and not your heart and ego. It’s a whole lot easier realising you made a
mistake and re-employing people or services that you cut, rather than the
other way round.”
David Pollock
“There is no excuse for us to not know the return on investment on every
penny of our marketing spend. We no longer have to rely on our instincts to
inform our marketing decisions. If we can’t measure ROI, then we don’t make
the investment. We can avoid wasted spend in a way that has never been
possible before.
Bob Scarff

“Trim the Fat – often said, but in better times its easy to take your eye off
expenditure. A regular exercise in any market, but particularly a tougher
one, should be to ask yourself very simply; Do I need it; does it bring me in
business? This can be applied to costs and staff.”
Nigel Keene
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“Review your cost base regularly and think differently about how you spend
money. My advice is that salami slicing (taking a little bit of lots of areas) will
lead to you just being a little bit worse at everything. Instead think about what
your service offering is and how you want to deliver that to your customers.
What do you currently spend money on, that doesn’t fit in with that laser like
focus? What is no longer core to your mission? Stop doing it altogether, save
the money and be executing a strategic change all at the same time.”
Ian Preston

Idea 4
Marketing essentials

WOW*

“Look carefully at ALL costs, even the smallest ones and then act on them.
Cut fat and, if you have to, muscle, but never bone.”
Peter Rollings
“Wow, it’s amazing how much money you can save when you have to, without
any reduction in turnover. We set the bar at £1. If we can save £1 or more
then it’s worth saving. It may sound pedantic, but it’s more about the mindset it sends out to everyone around the company. Every office has monthly
P&L meetings, we have renegotiated many of our current contracts, found
many more economical alternatives and stopped lots of activities altogether.
We’ve calculated the true ROI on many of our marketing campaigns that were
designed to win new business, however, it has been hard to find anything
that comes close to the potential business that is already contained with our
database - focus on talking to these people.”
Karl Tatler
“Work out the real costs of each portal/phone lead by working out the total
cost of running the business and divide by number of leads. So when we
shared this with our team they were surprised/shocked to see it came to £125
per lead. When the phone rings or email lands, it is a reality check to jump on
it and be enthusiastic.”
Richard Palfreeman

NICE TO HAVE

ESSENTIAL
*Wow or Whim?
I’ve shared this graphic at hundreds of presentations around the world.
It illustrates that all marketing can be placed into one of three categories:
Essential
Nice to Have
Wows (or whims)
I’d say that 90%+ of ideas first thought to be Wows are in fact Whims. Indeed,
if ever you think something is a Wow, then I’d be tempted to do all you can to
forget it as the chances are it’ll be a time and energy sucker. Worse, it’ll cost
you money too. Write it down and review it a month later – nine times out of
ten, if not more, you’ll reject it on second look.
The key is to focus on the essentials and to do these brilliantly before being
tempted by anything else. And joint top of the essentials list is your website
and your database. Unless and until you’ve mastered these two essential
components of your marketing, all other investment will be wasted to
some degree.
Your website is your shop window and your most significant communication
tool. It tells your story, pitches your proposition and defines your brand more
than anything else. Your database is your customers – past, current and future.
New customers are always welcome of course, but your database is the
repository of the most valuable ones.
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“Attack is the best defence. Growing market share is a tough ask at any time,
but it is actually easiest when markets are at their hardest. When facing a
challenging market your instinct will be to tighten your belt and sit out the
storm. But if the market really is deteriorating, then you are defending a
weakening position and that is harder than actually going on the attack. Use
the market to your advantage, go for share growth – show your customers,
and your staff, that you not only understand the conditions, but are adept at
winning in them and emerging stronger from it. Seek out your weaker and
more defensive competitors (those that are tightening their belts and trying to
sit the storm out) in order to target them and win their natural market.

(or lack of it). But in a sticky market, the better you are at marketing your
properties, the more hits you’ll get on the portals and those’ll be closely
followed by more interest, viewings and sales. Quality property marketing
will attract interest from the best buyers. It’ll save you wasting money if your
marketing assets are top-notch. It’ll also attract more of the better houses to
sell in your area because visually-sophisticated vendors don’t want pictures
showing their £60k kitchen with photos that make them look like the lower
deck of Noah’s Ark after a nasty storm. Bad imagery wastes your time,
energy and money and what’s worse, by using them you’ll be doing a massive
disservice to your clients.

Double up on what works. You may need to cut some activity, but that isn’t
the game you should play. Remember others will cut a little from everything,
trying to preserve what they currently do. You need to take the more positive
route; think of it the other way round. It isn’t about cutting, it is about
focused investment in the stuff that works and only that stuff. Invest big,
forget everything else and I mean forget it, totally, spend nothing. This is an
optimistic way of looking at what you do. It will improve your effectiveness
and will keep you and your staff positive in outlook, which is important for
both staff morale and important for how you interact with your customers.”
Iain Kennedy

Hugh’s advice served me well throughout my career and while there were
certainly better salesmen than me, few were better at marketing properties
and getting them noticed. Proof of that was the number of senior agents who
came to me to sell their own homes, rather than entrust them to their branch
offices.

“It dawned on me the other day that I’ve been an agent and more recently,
serving estate agents, for exactly 50 years now. In that time, I’ve seen changes
in the property business way beyond what I imagined possible when I put on
my first Burtons suit. However, what hasn’t changed is what my second boss,
Hugh Winter, taught me. He said that the agent’s primary job is to get the
house noticed. Fail to do that, he said, and it won’t matter how great you are
at negotiating, because you’ll have nobody to negotiate with!
His advice is as right today as it was then because a) unless you’re very lucky
or b) selling your homes at less than optimal value, failing to make your homes
stand out in the beauty parades that today we call Rightmove and Zoopla,
will lead to disappointing results including sub-optimal selling prices or not
selling at all. Even today, it never ceases to amaze me how few agents get that
they’re in the property marketing and sales business. Many think they’re just in
property sales.
Speak to many agents about marketing and they’ll think first about the quality
of their website and other materials that explain how they’re better than the
competition. However, precious few agents think about the quality of their
property marketing - getting their homes noticed – and actually being better
than the competition at doing that. When the market’s booming then selling
houses is as easy as shooting fish in a barrel regardless of marketing ability
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Today, if I found myself back at the helm of my old business, I would continue
to do everything in my power to make my houses stand head and shoulders
above those of my competitors. I’d see the houses I’m selling as more than
numbers on a spreadsheet. I’d find ways to help my marketplace visualise
themselves living in the homes I’m selling. I’d look to create emotions in my
prospective buyers that would make them desperate to call me right away
to make viewing appointments. I’d make my houses the stars in everything I
did. I’d suggest to my vendors that they give themselves the best chance to
optimise their selling price by tidying up.
Awesome imagery (including photography and virtual furnishing) creates the
first impression of every house an agent is selling. But whereas even humble
cornflakes come in brightly coloured boxes not brown paper bags, in general,
property photography in the UK is considered average to poor, (Doctor Photo
Google Survey 2016) and yet, by contrast, property here has an average value
of around a quarter of a million pounds! In short, I’d recognise that reality and
make sure that I did absolute justice to every home I was selling.
The most fundamental requirement of every estate agent is to achieve the
best possible result for their clients. Very simply, I would honour that by
using every tool and weapon at my disposal to get their homes noticed
for the right reasons! Everything else an agent does, follows on from that
strong foundation.”
John Durrant
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“Make sure you shout about your successes. Social media is the most costeffective way to advertise in today’s market and there is no excuse for having
little or no social presence. By posting informative content about overcoming
challenges and going the extra mile you will increase your brand awareness
and be seen as the voice of the community.”
Jane Gardner
“Better focus on our effective use of social media with planned campaigns
and a tracking system which is then linked into our valuation tool. We can
now see who has responded to what and where we can seize opportunity
to strike while the iron is hot. Far from being a heavy selling moment, it is
about providing added value to the client with no strings attached - useful
information over a given period, so our brand gets stronger and more
importantly we are not all chasing the same rabbit! We often got too caught
up in competing for the ‘new stock business’ rather than working harder and
carefully planning how we engage with people long before they reach the
point of asking 3 agents to visit. As a result, currently our valuation conversion
rate has improved considerably. Naturally we have made cutbacks as well
mainly on things that were not essentials – different marketing that seemed
right, but in reality were not proving to offer a ROI. It’s surprising how much
money a year you can save when you cut out the smaller items.”
Andrew Dickinson
“Is your website your most outgoing employee?
In this digital age, undoubtedly you are judged on your website. In five and
a half years we have upgraded our website four times. Not just the design,
but adding in new technology each time. And if it does not work as it was
designed to do, then scrap it and start again.”
Mark Ross
“Invest in digital marketing. It is incredible how many estate agents are still
spending significant sums on newspaper advertising. It is expensive, fewer and
fewer people take newspapers, and it is almost impossible to measure your
return on investment. Your website is your most important office, the footfall
there is greater than anywhere else. Your social media channels, used well, will
reach far more of exactly the right people than any newspaper ever can.
What’s more, once someone has visited your website, or engaged with
your social channels, you will be able to continue to nurture new business
opportunities. You need to be thinking about how you can respond to your
leads, where people come into your world briefly on your website maybe or
through your Rightmove or the portals, and then how can you continue to
engage with them? You need to be able to present them with knowledge and
insight, which helps position you as an expert in your field, in your area.
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Your digital marketing budget should be your largest single investment, but
choose your partners carefully. Remember, a website is not a vanity project,
it is your single most important office and treat it as such. You only have one
opportunity to make a good first impression and these days this is online, but
more importantly, done well it will generate more revenue than all your offices
put together.”
Andy Solomon
“In this day and age, there is no excuse for us to fail to communicate with our
customers and colleagues in all of the ways that the digital age allows.
Social Media, in all it’s external and internal forms, is a communication
opportunity like nothing seen before. Estate Agency will always be about
effective communication, so Social Media is at the core of what we do.”
Bob Scarff
“Our valuers take a large iPad pro (largest screen possible) with a Rightmove
Plus comparable report already generated. We simply sit at the kitchen table
next to them and go through each relevant comparable together imparting our
local knowledge on actual sold prices versus asking prices and in most cases
it makes the owners more realistic and helps them come away from previously
held viewpoints. Plus, setting the asking price becomes a collaborative process
and cements a stronger working relationship”.
Gareth Ashington
“Be smart with your marketing and build your brand in your area — don’t
assume people will know what’s going on in your area, YOU have to tell them
and inspire them with positive outcomes — there are always some!”
Peter Rollings
“Customer First Always. Everything we do in our business has to be driven by
what the customer wants and needs. They are number one and always will be.
As was said by someone much cleverer than I, “a happy customer is the best
business strategy of all” (The original quote was satisfied but that isn’t good
enough anymore!).
Too often we see self-indulgent marketing campaigns clearly designed by
an agent thinking like an agent. Ask yourself what is it that matters to my
customer? Are they really interested in how your team make them feel and the
service they receive? How can you get this message across in your marketing?
Make sure you are relevant to the genuine concerns people have when making
their next move.
By customer, I think it’s crucial to also remember this doesn’t just refer to the
public we serve, but also our team that work with us to achieve our goals.
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Setting out clear and coherent company values and ensuring that these values
ebb and flow in everything you do creates the right attitude amongst those
you rely on to provide great service. We might work in a sales business, but
if your team don’t recognise that great service must come before making the
deal, the customer will likely be left thinking you could have done better.
So having provided a customer with great service what do we do next? I’ll
never forget the lesson of Bob Wolff a larger than life realtor working on the
Californian coastline who I heard speak at the NAR conference some years
ago. He talked around how to harness the power of recommendation from
clients past and present. His whole business was built on a group of brand
advocates who wanted to be his referral champion and crowned accordingly
at his annual dinner. We aren’t all going to throw a yearly bash, but simple
actions to reward those who recommend our business can produce some
of the best long term results. What do most do instead? We move onto
the next one. Instead think about how you can show your appreciation for
that recommendation. Provide that person with updates on how you are
performing and make sure to ask that all important question at the right
moment: “who else do you know who is thinking about moving?”
Mark Manning

Idea 5
It’s CRD not CRM
Once, it was enough to manage your customer relationships, but not now.
They need to be developed, hence CRD replaces CRM.
The so called “traditional” estate agency has one huge advantage over the
new models – their database. The new entrants have to spend a fortune to
generate leads whereas a business established for five or more years should
have accumulated more than enough customers to only require a minimal
topping up, which the portals do extremely well. However, the vast majority of
agents do not market effectively to most customers that they helped to move
in the last 1-5 years and fail to build on the relationship they established with
the consequence that those customers feel forgotten and hence go elsewhere
when it’s time to move again.
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“Introduce Golden Hours: Properties are not selling themselves like they often
can in buoyant markets so agents must snap out of any poor habits formed
in those times. You can no longer pop a property on the portals, do a match
and mail out in the hope that the phone will ring. We need to be pro-active
as well and actually get the teams on the phones calling buyers encouraging
viewings. So for set 1 hour periods during the day everyone is present and
all on the phones actually selling! It creates a buzz and you can set some fun
competitions to really get them engaged. Book out time in advance in the
diary to ensure it happens and make sure that everyone has had their cuppa,
loo break etc. beforehand so that they stay in the game for the duration. Its
not a lot to ask, as we are all sales people after all. One or two of these per day
can make a big difference!”
Vince Courtney
“People will always be moving, you just need to look harder and in places you
may not usually look. This is the time to think smarter. Time to be uber-proactive and turn every stone. Talk to as many people as you can, anywhere,
anyplace - everyone will know someone who is moving home. If you don’t ask
you don’t get. What’s the worst that can happen?”
Jane Gardner
“As a landlord (with a small number of properties up and down the country)
I have been a client of some 10 or so agencies over the last few years alone.
Although nearly all agents found a tenant for me, not once have I had a wow
moment; not once would I say I’d recommend an agent I’d dealt with; the vast
majority of times I’d say I was unimpressed by the way a call was unserved
and handled; and at least once I’ve had a follow-up customer service call and
the person making the call was so bad it would deter me from using that
agent again. My point is, agents could do with setting KPIs that are based on
customer satisfaction and quality of service delivered and for this be a material
focus for the office teams. Increased business will surely follow and the senior
team will enjoy the fruits of a higher quality service being delivered.”
Brian Farrell
“Go fishing. As the office is much quieter go out and see people you wouldn’t
normally have time to see. That could be vendors who you know will be
looking to sell in a year or two‘s time, it could be a company that you know
are going to be relocating in the future into your location and will be looking
for homes for staff, it could be a property developer who just got planning
and will be releasing many new units in three years time. Build up these
relationships now.”
David Pollock
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“If you enjoy playing the lottery, you may wish to simply sit back and wait for
prospective customers to come to you. It’s true that they may pick up the
telephone, they may even walk in through the front door; but you could be
waiting a really long time. These days everyone is online, and they’re online
all the time. As “always connected” customers they are doing their research,
testing the market and trying to make informed decisions, all without the input
of a conversation with you. They will be looking for property, or searching
for the right agent, at times that suit them, not times that suit you. We know
from the data that more than half of these people will be doing this outside
of standard business hours, when you are not open. If you’re able to offer
immediate support online, you could be creating a significant competitive
advantage for yourself. The people are there and they are receptive to you, if
you use channels such as managed live chat to ensure you are always available
to them.”
Andy Solomon
“Data is both the biggest asset we have in our business, but then often,
because of how much there is, can quickly become the enemy with our teams
blinded by the volume of it. In our business we have a simple view that if a
customer registers with us, particularly for a valuation, then we should keep in
touch with them at frequencies to be determined by the situation, until such a
point that they could be classified as dead. Dead sounds harsh, but that simply
means someone who is no longer going to lead to future business. Everyone
else should be nurtured and your team should be trying to build a relationship
to ensure you are their trusted adviser when it comes to making that all
important decision.”
Mark Manning
“Hit the phones, but be specific. Don’t expect people to come to you. Creating
great content, whether it is via social channels or emails, that can be shared
and then look to see who interacts with it. Use the best CRM to ensure you are
engaging with those that are most receptive.”
Mark Ross
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Idea 6
Stand out - or better, stand for something
There are around 15,000 different brands in UK estate agency today. Many
of these operate from just one or two locations and there are only 60 with
21 or more branches. Perhaps only the new models such as Purplebricks and
Yopa can claim to be truly national. Estate agency is fragmented and most
consumers have a dozen or more options to choose from when selling or
letting their property.
People don’t move home very often. Recent research suggests that on average
it’s 23 years although there are huge variations from one part of the country
to another and also if segmented by life stage. The point is though that for the
most part people aren’t experienced movers and therefore are genuinely in
need of good advice and a helping hand. Cue you. But why should someone
choose you over another agent? And if you’re thinking of any of these
answers then you’ve got a problem: “Independent; Traditional; Experienced;
Professional; Longstanding.” Likewise, these: “Our People; We’re on 2-3-more
portals; Professional Photography.” I see, and so does the consumer, the same
things being trotted out by many if not most agents and consequently many
sellers and landlords conclude that all agents are pretty much the same and
hence they choose the one with the lowest fee.
Now, more than ever before, to be successful you have to stand out from the
crowd for the right reasons. Whatever your opinion of their business model,
Purplebricks does stand out by offering, on the face of it, a cheaper option
than most traditional agents. So standing out by appearing to be the cheapest
has been taken – not that you would want it anyway. So what can you have as
your key differentiator?
If your answer is “personal service” then what I want to know is how this differs
from the rest, what are you doing that they don’t do? At Jackson Property
Services we were the first agent to open 9-9, Seven Days a Week, 364 Days
a Year. That gave us a clear point of difference and enabled us to claim that
we were available when the buyers wanted to enquire and why we therefore
sold more and charged more. You need to have something that’s equally
distinguishing and compelling if you’re to stand out for the right reasons.
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“My business is in the ‘customer intimacy/service’ space rather than innovation
or operation excellence space and everything that we do has to be driven
by the customers’ needs and wants. My vision at Andrews is to ‘’be a leading
customer centric property company built on trust and social purpose’’. Whilst
we are all aware of the numerous tactics that agencies employ to generate
opportunity, if the philosophy and core values of the business are wrong,
customers will not buy our service (Think Shpock v Ebay). Our industry is
at the bottom of the trust leader board and we have only got ourselves to
blame for that and we deserve better! Our latest marketing campaign
focusses on Trust.
Whilst it should be acknowledged that trading conditions are challenging, my
board are very focussed on positive outcomes. I’ve been around long enough
to know that property cycles run every 10 years and it is no surprise we are
now at the bottom of another curve. That’s exciting for me, as to how we
re-shape the business coming out of the curve. As a new CEO this is not just
about repeating what we have always done, (make no changes, then nothing
will change), but use it as an opportunity to redesign, remodel and change
our culture to not only climb out of the bottom of the cycle, but accelerate our
way out of the cycle. To do this, people and culture have to change. Alignment
to my vision becomes imperative. Removal of business silos, enabled by
structural changes and changes to incentive schemes help drive behavioural
change. Not always popular, but if they were, we wouldn’t create the
required change.”
David Westgate
“The old order of managers and negotiators is outdated. Make them all brokers
and watch the office hum. Those who survive and thrive will be able to turn
fixed costs into variable ones - estate agency is far too inefficient. Try to
look at your business through the eyes of your clients and customers. Telling
everyone you’re wonderful is outdated - millennials, who WILL be your clients
soon, don’t like it.”
Ed Mead
“We are actively looking at new innovations to help us with improving
our client journey. There is a lot to learn from the ‘online only’ agents with
their user experience, so we are looking ahead to be able to streamline
our operation in delivering great service through auto responders, access
to information, clarity and openness in terms of how clients see us. Our
impression of who we are is not always that shared by the client!”
Andrew Dickinson
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“We teach them not to sell by bragging about how amazing their agency is (or
how amazing they are!!), but to LISTEN to their prospective customers’ needs,
try to UNDERSTAND what those needs mean and how they can be satisfied
and to truly CARE about helping those prospective customers to satisfy
those needs.
It’s not luck, but it is L.U.C. It’s a process and it’s an inherent customer
service ethos that individuals need and to demonstrate real passion for their
customers’ outcomes, not how quickly can they line their own pockets.
This investment in ‘really being bothered’ about client outcomes pays back
dividends, as follows:
1 – the fee rate goes up
2 – the referral rate goes up
3 – the satisfaction scores and positive feedback go up
4 – your generic marketing performs better (supporting cost efficiency)
5 – you get more leads
6 – you close more sales
7 – see No 1 and repeat
So there are no silver bullets in a tough market. In buoyant times, business
comes your way easily and in tough times you have to go and find it with
effort and vigour. If you retain the energy and motivation to invest in business
generation activity personally, then you’ll be fine. But as soon as you treat any
customer engagement as a transaction rather than a relationship, you’ll be
doomed - regardless of the economic climate!”
Nick Neil
“We will continue to ensure we are delivering “Ethical Letting” by continuing
to ensure we do not charge renewal fees (which has been our position for
over six years now) and being really clear about what tenant fees we charge
and what service we provide for them. We have been able to attract a high
proportion of Oxford’s long term renters - our renewal rates in the professional
sector are as high as 90% and seldom drop below 80%.
Ethical letting means that we can retain millennials as team members they can attach to the values of the business. This business is all about
relationships, my customers need continuity and only millennials can drive the
tech fast enough to be profitable so I need to hang onto them!
Ethical letting means that we secure high levels of recommendation. Peer
to peer recommendation is gaining traction like wild fire on Saddleworth
Moor. Landlords, tenants and our contractors are recommending us (without
incentive or being pressed to do so). There are some villages where we have
picked up half the rental stock because people have recommended us on the
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closed village Facebook group. In Oxford our Google reviews from both
landlords and tenants are crucial to customer decision making and at a time
when certain sectors of the market have seen up to a 30% drop in rents
achieved, our landlords must be absolutely confident that we are the “go to”
agency for informed tenants.”
Mark Crampton-Smith
“Firstly, and most importantly, when dealing with your customers, don’t think
like an estate agent, because they are not thinking like estate agents either.
Rather than bamboozle people with your market share, the speed in which
you sell properties, or the average percentage of asking price you achieve;
put yourself in their shoes. If you come at the opportunity from the same
perspective as the customer, you will develop empathy and foster a deeper
understanding of how you can help them. These days the data suggests that
home owners will only move house once every 17 years. That means that if
they’re planning on selling in 2018, the last time they’re likely to have moved
house was in 2001. Of course, you can imagine the changes that have taken
place in technology and behaviour in that time. The internet was in its infancy
and pure online agents were yet to emerge. Your prospective vendors often
will not understand the processes, or even the sequence of things that need
to happen if they are to sell their home and then buy another property. They
may be thinking about identifying their dream home before they’ve even
begun to put their own house on the market. You need to put yourself in the
customer’s shoes and understand that you, as a professional, can help guide
them to achieve the goals that they have set. Those agents that are open
24/7 are those agents that are going to get significantly more business than
their competitors who are only open nine to five. People are online, they are
searching, they are researching, they have questions and they need immediate
answers. Peoples’ attention spans are becoming shorter and shorter, they are
easily distracted, and in this “Culture of Now”, if you do not step in very, very
quickly you will lose them. Google says that if your website (on a 3G mobile
network) does not load in 4 seconds you will immediately lose 25% of your
visitors. Put another way, you are risking losing a quarter of potential business
opportunities. That’s not good for anyone. Once you’re into a conversation
with prospective customers, you need to look for ways to offer increased
value. Offer insight and guidance, or perhaps a friendly helping hand. Become
a “Go-Giver”, where you do not measure every interaction in terms of
immediate payback. Your value, income and influence can all be measured in
how you help people without seeking immediate reward, how you place your
customer’s interests ahead of your own and how you freely give your time
to help. For example, as an agent selling a property, you could offer to help
negotiate with the agent at the other end where a complex property purchase
may be taking place. After all, if you’re able to shave a few thousand pounds
off their purchase price, your client is going to be very, very happy and
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maybe more likely to agree to the higher fees that you may wish to charge for
selling their property. Yes, it takes more work and given the complexities of
transaction chains could become a real pain, but what you win in goodwill and
higher fees will more than compensate.”
Andy Solomon
“Remember that we are a service industry: We don’t ‘make’ anything so
you are selling your service. It’s a very stressful time in a market place with
changing legislation. You must be compassionate, have empathy, expertise and
be passionate and supportive. You must guide and signpost, build trust, have a
strong relevant market message and be effective.”
Richard Palfreeman
“Every resigning colleague and every withdrawing vendor/landlord to be
positively engaged and debriefed in a way that makes them feel empowered
and grateful. Reviews from happy customers make everyone feel good.
Glowing comments from high achieving employees do the same, but there
aren’t many lessons to be learnt from reading them. To keep growing, a
business needs to keep correcting its course, to constantly trim its behaviours.
By far and away, the most valuable source of insight is between the ears of
unhappy former customers and colleagues.”
Bob Scarff
“Overall, I would make sure my business had a ‘sense of purpose’. I think so
many property businesses have lost their way. Short-term profit is not what
it is about. I’d make sure we had a profitable business, but one that was also
managed in a way which was fair to all; serving your team; working to an
agreed set of ‘values’; establishing a clear motivational ‘purpose’ and a
set of ‘principles’ designed to enhance the overall values. Business has to
be sustainable.”
Frank Webster
“Be hyper local and hyper relevant. As our industry continues its
transformation into the digital era we continue to be posed with the threat of
cheap, self service offerings. They may not have grabbed huge market share
just yet and perhaps never will, but we must face the reality that whatever
market share they have taken some of that would have belonged to our
businesses. These juggernauts are well funded, well marketed and offer
something different, something which appears both cheap and convenient.
To differentiate we must work to position our brand more smartly in our local
market place. We must be the knowledge, provide local insights and position
ourselves as the go to person in the area we cover. Provide regular videos and
updates to the market, include facts and figures appropriate to that customer
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in your canvassing literature and make sure that you feature heavily in as many
local initiatives as possible. The fact is few national and self service agents will
ever be able to do this and here is where we will always have the edge.”
Mark Manning
“Fix the right problems. How do you speed up the Estimated Time of Arrival
(ETA) for your client? Too many focus on what everyone else is doing, rather
than what they’re doing for the customer.”
Josh Phegan

Idea 7
Invest in people
Estate agency is still a people business. Sure there’s a lot of tech that’s now
available and some of it is brilliant, but for the most part the business of
moving home is fuelled by emotion and that’s best managed by people even
though AI is learning fast.
As already discussed, the main way to differentiate from the cheaper, new
models is to deliver a personal service. This requires firstly the service to be
properly defined and designed and then to be implemented brilliantly and
consistently. That won’t happen unless your team is trained to deliver your
service in your way.
Recruitment is an issue many service sectors are struggling with. Today, estate
agency isn’t top of the pay league and people in their mid 20’s and 30’s have
a number of more lucrative options. Therefore, offering someone a negotiator
role with evenings and weekend work plus average or even below average pay
is hardly likely to appeal to the brightest talent. Instead, you need to present
the role as a stepping stone towards a great career and add training and
development to help them on their journey.
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“Although I profoundly disagree, I do understand when some estate agents
claim that it’s too expensive to employ a trainer or even send colleagues (or
themselves) on open training courses. That is really no excuse for not training
or coaching your staff at all. One of the simplest (and frankly cheapest)
methods of effective coaching is to encourage your teams to listen to
recordings of telephone calls to and from customers. This can be done from
internal systems or by using the facility offered by the portals. Encourage
your teams to regularly listen to these recordings as a group and check the
performance against an agreed pre-determined set of standards. You might
be surprised just how effective your teams are at providing real feedback and
training themselves!”
Simon Bradbury
“At EweMove we have two training programmes – Boot Camp and Growth
Camp. Boot Camp is designed to help franchisees find more business. Growth
Camp helps them extract more value and scale their business when they
get busy, in a cost-efficient way. So when it gets tough – what do the Boot
Campers learn? They learn the hustle. The need to go out there and find and
win business, not sit behind a desk in a high street shop or serviced office and
wait for the phone to ring. Talk to people who want to or are struggling to
sell. To help people find the homes to move to, not just be interested in the
property they are selling.”
Nick Neil
“Investing in people and marketing across all platforms while all others are
reining in costs.”
Charles Robinson
“Train and retrain. Staff need to be equipped with new tools and ideas
to adapt to the changing times. Getting their buy-in to new policies and
tactics will have a far better implementation rate than dictating from above.
Make them feel like they are the ones driving the change and unlocking the
new opportunities.”
Mark Ross
“Investment in training is key, use internal and external trainers to learn how to
put forward price reductions – and doing it face to face. Learn how to justify a
higher fee and sell upfront marketing packages. Learn how to deal with price
gaps on valuations using a consultative approach.”
Ian Preston
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“Every month we visit all the offices and carry out intensive training sessions
followed by ring out sessions, so the training is implemented immediately. The
team can then see the social proof within the training areas. Most of the time
in a changing market, the training will always be based upon great applicant
management, the offer process and art of negotiations. Two other areas are
vendor care and getting correct price reductions and by correct, it must only
be reduced once and then sold! The other area is on listing and making the
invisible, visible to home owners. This training is around creating the value
in what we do and how our offer process can maximise the sale price, whilst
saving the vendor thousands on their onward purchase.”
Simon Woodcock
“Invest in training. It doesn’t have to be getting others in to do it for you, it
could be you with one or two of your best people, but the best companies
ALWAYS push their people to be better.”
Peter Rollings

Idea 8
Expert communication
Some years ago, I worked with Professor Robert Cialdini and his team to
translate the lessons from his bestselling book, ‘Influence, Science & Practice’
into a training programme for the UK and Europe. I learned first hand from
the world’s foremost authority on the subject of persuasion that there are six
principal ways to change someone’s mind plus one that amplifies them all –
contrast. One of these six is “authority” – we trust an expert. However, if you
have to tell someone you’re an expert you’re probably not. An authority figure
is someone whose actions and behaviours cause others to see them as an
expert. Or to put it another way, don’t tell me you’re funny, make me laugh.
The best agents become trusted advisors to their clients helping them navigate
through the many issues of letting or selling a property. The challenge is how
to become known for being a trustworthy expert without resorting to making
claims that are hard to substantiate. “Trust me, I’m an estate agent” doesn’t cut
it I’m afraid!

“In hindsight, although it may be painful in the short term, the shift in emphasis
from transaction to management will be viewed positively by agencies that
seize the opportunity to reshape their businesses. Aside from offsetting the
decline in transactional revenue and boosting business resilience through
predictable recurring revenue, the growth in portfolio size and revenue will
underpin higher business valuations for letting agencies.”
Rajeev Nayyar
“As always there isn’t just one generalised property market but a wide variety
of different markets all driven by an equally wide variety of factors. BUT, the
basics are always the same: provide a great service, employ the best people
you can find (look far and wide for them and motivate them properly), spend
money on training as that will set you apart from the crowd, do the little things
brilliantly and finally, prove that you can get more then the client can if they
sold or let it themselves.”
Peter Rollings
“As the market toughens, the weaker agents start to panic, they charge
less and less to win the business, they start cutting costs, staff and opening
hours, their service standard falls further, they charge even less, they
cease to be a credible competitor. On the other hand, we are having more
conversations with our clients than we have ever done before, building
trusted relationships and working with them to do whatever is necessary to
exceed their expectations and make their property the most attractive, to the
potential buyers that are looking in that price bracket. Clients are becoming
increasingly nervous about opting for the ‘cheap agent’ and instead see the
value in a quality service that is delivering great results when others seem to
be struggling. Charge a proper fee for your service and don’t be tempted to
join the cheap fee brigade, stand out from the crowd and deliver a service that
reflects the fee you charge.”
Karl Tatler
“You need to make sure that every element of your business operates to the
highest standards and this starts with the advice that you give your sellers.
You need to have proactive conversations regarding price, presentation and
promotion. Everything will sell at the right price, so if your client does not want
to reduce their price, they need to make their product stronger. An agent
can add real value in these challenging times: advising on presentation issues
that could be holding a property sale back. They should be seen as a client’s
trusted advisor, helping them navigate what are challenging times.”
Deborah Richards

My sense is that the current property market, wider economic issues and
political uncertainty creates an even greater need for property owners to have
an expert agent in their corner – in other words these are great times for the
best agents to stand out and to take market share.
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Conclusion
I’ve allocated all these ideas from our Members and Trusted Advisors into
eight themes. Of course, they don’t cover everything needed to run a
brilliant estate agency business but they’re a very good starting point.
The Property Academy was established ten years ago to coach business
owners to be the best they can be.
There are 5 membership options, designed for businesses of all stages
and sizes.
If you would like to put your business on a fast track to profitable growth
and discover how we can help you realise your potential, contact me directly
at pk@propertyacademy.co.uk or visit our website propertyacademy.co.uk

www.propertyacademy.co.uk
01372 372 372 I pk@propertyacademy.co.uk
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