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NOTICE: While Keller Williams Realty International (KWRI) has taken due care in the preparation and 
compilation of these materials, we do not guarantee their accuracy and make no express or implied 

warranties regarding this information. These resources are for informational purposes only and are not 
intended to be business, legal, medical or other professional advice. If you need such expertise, please 

consult with the appropriate professional. KWRI shall have no liability or responsibility to any person regarding 
any loss or damage incurred, or alleged to have incurred, either directly or indirectly, due to information 

contained (or lacking) in these materials.

Warning! The Telephone Consumer Protection Act (TCPA), which includes 
the National Do Not Call Registry, imposes strict limits on how real estate 

agents make calls, send text messages and/or leave voicemails. The law 
requires that you check all Do Not Call registries before calling or texting, 
and honor requests to be placed on all Do Not Call lists. The law also may 
require callers to meet certain consent requirements before making a call 
or sending a text message using an autodialer or using or a prerecorded/

artificial voice. Agents must follow this law or face stiff penalties and/or 
potentially catastrophic legal damages for violations. Contact your attorney 

to determine if your practices conform to the TCPA.
Activities that require you to be mindful of TCPA will be marked

TCPA
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Preface:  
The Four Pivot Principles.

Shift happens. And when it does, you must shift with it. You need to pivot quickly. If you don’t 
take action, you’re literally turning your business into a game of chance. 

And there’s no reason to do that. 

Make no mistake, you need to pivot. You need to pivot today.

Every shift leaves an opening. A reason to stay in the market. Every problem eventually 
presents a solution. A way to help someone when they need it most. Today isn’t yesterday, and 
tomorrow isn’t determined. When the desire to do more comes from a place that’s bigger than 

ourselves, anything is possible. Potential can become reality. When we pivot, we help others 
pivot, and together we all have the opportunity to achieve more.

  
—Gary Keller  

This playbook contains collected wisdom from KW associates and leadership to 
help you survive and thrive at this moment in time, with best practices for leading 
yourself and others through this shift. The Four Pivot Principles that we discuss in this 
playbook will help you and your team get equipped for the months ahead. 

1. Be Safe & Strong
The shift that we are facing is unlike any that has come before. We’re concerned 
about our health and that of our communities, as well as being worried about the 
financial situation that is unfolding. To make it through these challenges, we need to 
be safe and smart. 

The safest people are those who take the fewest health risks. They follow public 
safety recommendations and local regulations. They understand their actions not only 
for themselves, but their clients and neighbors, too. They model healthy behaviors 
within their business because they know that profit shouldn’t come at the expense of 
people. 
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We will also face challenges that test our mindset. Having a good outlook is easy 
when things are easy. When the going gets tough, only those who are prepared 
to make mental shifts will emerge on top. This shift provides an added need for 
endurance and grit. We look to face many months of uncertainty ahead. We must be 
strong in our mindset so that we can stay the course. 

Concepts and practices that apply this principle are marked with 

2. Be Lean & Leveraged
When a shift arrives, it reveals many truths about our businesses. During a good 
market, we may not pay as much attention to whether our expenses, systems, and 
people are as efficient and effective as they can be. 

When the market turns, we need to take a clear eye to our investments and become 
lean. We need to review our numbers, make decisions about our investments, and 
anything unnecessary must be trimmed. We need to understand how money flows 
through our businesses. 

We also need to review the systems and people we use to manage our operations. 
We must find out the biggest challenges and roadblocks to running a business 
and doing transactions and work to resolve them.  We must challenge our teams 
to work at higher levels of skill and creativity than they have before. Every day there 
will be a new challenge that awaits a leader to help resolve it. As leaders, we must 
communicate, collaborate, and lead better than ever.

Concepts and practices that apply this principle are marked with 

3. Be Digital & Connected
The only way that you’ll be able to get through this shift is by being connected to your 
community. This means both your local community and your real estate community. 
Connecting with your database is the single most impactful action you can take for 
your business. Dig into your goals and determine how many leads you’re going to 
need to achieve them. Get on the phone or video call with your people. Find out what 
they’re doing and how they’re doing. Give encouragement as well as advice. 
You’ll also need to connect with your real estate team and industry. Whether by phone, 

SS

LL
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email, Facebook, Zoom, or Connect Live, be sure to teach, preach, and extend your 
reach. Find out what agents are doing and share what you know. Invite agents to join 
your training sessions and masterminds.

Concepts and practices that apply this principle are marked with

4. Be Creative & Competitive
To succeed in a market, you must understand it. No two markets are the same, which 
means a solution for one won’t necessarily work in another. Take a step back, look 
around, and identify the opportunities your market today has to offer. Every market will 
explain how you can best work in it and how people can best make it work for them. 

Each economic shift presents opportunities for your business to adapt, to adjust its 
value proposition. You’ll have to discover not only how to move your business forward 
but also take the entire industry ahead with it.  

Concepts and practices that apply this principle are marked with 

One last thing...

This document is a joint effort between KWU and KW Publishing that contains links 
to the most up-to-date resources from Keller Williams. To get full use of those links, 
it is best to use it electronically. If you print the Pivot Playbook, you won’t be able to 
access links as readily. 

As current events unfold, updates will be made to the Pivot Playbook to offer you 
the most timely information. Pay attention to the version number to verify that you’re 
dealing with the most up-to-date insights. 

This Playbook is version:

CC

DC

1.1
4/21/2020
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1. Be Safe and Strong.

Make no mistake, we’re in a shift. It’s a different one than we’ve ever seen 
before. Its cause in and of itself warrants caution. We owe that to ourselves 
and everyone around us. The health challenge that has shown up in our lives 
is very real. It must be respected and we must take all necessary actions to 
keep each other safe.

—Gary Keller

The challenge we face right now is like none before it. It is more than an economic 
shift; it is also a dramatic shift in our way of life and the way we interact with others, 
and it touches all of us. 

It all starts with keeping you and everyone you come into contact with safe. Here’s how 
you can do that: 

1. Follow local ordinances. Check with your local board and state/county official 
sites to determine allowable business practices. NAR also has general guidance 
for real estate professionals.   

2. Make your “Care Calls.” Reach out and listen to the fears and concerns of your 
clients. Now is your chance to be a source of stability and expertise. Don’t force 
them into situations where they aren’t comfortable. Offer reassurance and comfort 
to them where they are.  

3. Be creative. Discover what business you can conduct virtually. Closings, 
collecting escrow, and notary needs have different virtual solutions based on 
where you are. Refer to your state’s real estate commission, local title companies, 
and real estate attorneys.

SS CC

TCPA
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1.1 NAR: Corona virus: A Guide for REALTORS (website)

1.2 CDC: Corona virus Information (website)

1.3 COVID-19 Info Center for Independent Workers (website)

1.4 Power Session Script: Care Call/Trusted Advisor Conversation (pdf)

Additional Resources

https://www.nar.realtor/coronavirus-a-guide-for-realtors
https://www.cdc.gov/coronavirus/2019-ncov/community/guidance-small-business.html
https://blog.stridehealth.com/post/covid-19-resource-guide-for-independent-workers
https://www.kwconnect.com/details/2020-04-15-5e9676eb447ef-pdf


10 ©2020 Keller Williams Realty, Inc.
v. 1.1-4212020

2. Make the Mental Shift.

When a market shifts, there is only one thing to do: shift with it. This means you’ll need 
to get your mindset prepared and realistic. You’ll need to be ready to show up, every 
day, with an open mind and a determined heart. 

 2.1 Take the Right Action
In times of struggle, everyone is experiencing the same feelings of uncertainty and 
overwhelm. Fear is the enemy of action. How you react to the situation is what will 
separate you from everyone else – and the actions you take will put you on the path 
that will see you through this moment.
 

Figuring out the next actions to take means working with a sense of priority. If you’ve 
read The ONE Thing, you’re probably familiar with the Focusing Question:

What’s the ONE Thing I can do such that by doing it 
everything else will be easier or unnecessary?

Remember that success is never about the chosen few, but always about the 
few who choose.

—Gary Keller, SHIFT, p. 24

{
R e a l i s t i c : 

Those who respond to the fact that failure is a 
possibility, prepare for the worst, but still choose to 

strive for the best. }

Don’t let how you feel about this situation dictate what you do about it. When 

you’re dealing with less, you must do more. This isn’t a choice -- it’s an 

imperative.

-Gary Keller

SS
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By asking this question, you’re establishing a list of priorities. Check out The ONE 
Thing blog for more guidance on defining your priorities using the 411. Those priorities 
can then become a plan for the actions you need to take. 

2.2 Pace Yourself—It’s a Marathon,  
Not a Sprint 
To survive and then thrive, you need to stay focused on staying the course. To do 
that, you’ve got to protect your mindset.

1. Focus on what you can control. Pay attention to the actions that you need to 
take and trust that the results will come.  

2. Guard your mindset—don’t listen to the news all day. Stay informed but keep 
the negativity at bay. 

3. Celebrate small wins. Find things to be grateful for. 

4. Find a supportive community. You’ll find accountability with a like-minded 
group. 

5. Remember your Big Why. Remembering your purpose will help direct your 
action.

{
Y o u r  B i g  W h y : 

Your reason for doing what you do. It drives 
you to get up in the morning and persist when 

circumstances get you down. }

SS

https://www.the1thing.com/?s=411&post_type%5B%5D=post
https://www.the1thing.com/?s=411&post_type%5B%5D=post
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2.1 Outfront Magazine, “Shift Tactic #1: Get Real, Get Right - Mindset Into Action” (article)

2.2 Gary’s Tips to Being Your Best Every Day (pdf)

2.3 Pivot Power Sessions: Pivoting from Fear (video)

2.4 Lead With Heart, Generate Lasting Relationships (video)

2.5 The Three Decisions We All Control Every Moment (video)

2.6 Pivot Facebook Group (social media)

2.7 Pivot Your Perceptions: Guard Your Mindset (video)

2.8 Pivot Your Perception: Celebrate Small Wins (video)

2.9 Pivot Your Perception: Find a Supportive Community (video)

Additional Resources

https://outfront.kw.com/training/shift-tactic-get-right-mindset-into-action/
https://www.kwconnect.com/details/2020-04-13-5e948b02d0d5c-pdf
https://www.kwconnect.com/details/pivoting-from-fear
https://www.kwconnect.com/details/lead-with-heart-generate-lasting-relationships-4
https://www.kwconnect.com/details/the-3-decisions-we-all-control-every-moment
https://www.facebook.com/groups/SHIFTDaily/
https://www.kwconnect.com/details/pivot-your-perception-guard-your-mindset-23
https://www.kwconnect.com/details/pivot-your-perception-celebrate-small-wins-30
https://www.kwconnect.com/details/pivot-your-perception-find-a-supportive-community-29
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3. Learn to Live on Less.

In a shift, every dollar counts. Surviving tough times comes down to staying lean 
and flexible, maintaining a healthy bottom line, and holding expenses accountable to 
producing returns. Follow these practices to ensure that your business will have the 
means to thrive no matter what.

3.1 Use the “ABC” Method for Cutting 
Expenses
Print three months of bank statements and credit card statements and go through 
them line by line. Categorize these expenses as A, B, or C. 

1. A Expenses: These expenses are critical for your business to succeed, based 
on your ROI calculations. ‘A’ expenses should deliver a significant return.  

2. B Expenses: These expenses are nice to have, and you might prefer to keep 
them.  

3. C Expenses: Even without these expenses, your business would still be 
successful.  

4. D Expenses: These expenses are ones that need to be investigated -- you don’t 
even remember what they’re for~ -- and most likely can be cut right away. For 
example, discovering monthly television streaming costs or app subscriptions.

You can go ahead and cut all the expenses in C immediately. Next, determine what 
would have to happen to allow B expenses to be cut.

(Check out our resource “Cutting Your Expenses: When Times Are Lean, Cut the Fat” 
for detailed instructions.)

LL

https://www.kwconnect.com/details/2020-04-08-5e8e49ed442c1-pdf
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3.2 Calculate Return on Investment for Your 
Lead Generation
Start holding your lead gen expenses accountable by tracking how much money you 
receive in return for each dollar you spend. Follow the steps below to calculate your 
return on investment for your lead generation sources. For a more guided walkthrough 
of the steps use this document. 

1. Write out all of the lead generation sources of your business. 

2. Next to each lead generation source, itemize the associated expense and the 
resulting Gross Commission Income (GCI) it was responsible for producing. 
 
Note: In cases where leads were generated through multiple activities, list the 
activity most responsible for bringing you into relationship with your client. If this is 
still unclear, then combine all expenses related to the procurement of the lead. 

3. To calculate the Return on Investment (ROI) for each lead generation source: 

1. Subtract the lead generation expense from the amount of GCI it 
produced.  

2. Divide that number by the same lead generation expense.  

3. Multiply result by 100.  

4. This gives you the percentage of return for your lead generation 
expenses. Use it to give you a clear sense of which expenses to keep and 
which to cut.  
 
Tip: Mega Agent Wendy Papasan suggests that any lead generation 
expense that doesn’t receive at least a 400% return should immediately be 
cut from your budget. 

LL

https://www.kwconnect.com/details/2020-04-17-5e99abd4492eb-pdf
https://www.kwconnect.com/details/2020-04-08-5e8e49ed442c1-pdf
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3.3 Enhance Your Expense Management 
Here are some additional pro tips for reducing your expenses even further:

1. Renegotiate Vendor Pricing. Take this opportunity to renegotiate with all of the 
vendors connected to your business. Explain to them the uphill battle you’re 
facing and see if there’s wiggle room to maintain services at a cheaper price.  

2. Call Credit Card Companies. Call your credit card companies to renegotiate 
your interest rate for a lower rate. This could potentially save you thousands of 
dollars on any credit card debt you’re carrying. 

3. Call Your Mortgage Lender. Call your lender to inquire about refinancing your 
mortgage loan. In addition to saving you money every month, this can provide the 
option of buying you some time to make your payments.  

4. Renegotiate Leases. Now is a good time to revisit our long-term contracts 
and agreements to lower your liability. In tough times, you might find your lease 
agreements are a little more flexible than you might think. 

3.4 Assess Your Tech Spending
As you reassess your financials, consider how much you might save with a no-cost, 
best-in-class replacement for your current tech. In fact, your monthly technology fee of 
$25 a month gives you access to everything that Command and KW technology has 
to offer. Now is your opportunity to explore what Command can do for your business. 

Your Team Leader or another leader in your Market Center can help you look at the 
tech solutions you currently use and what they’re costing you. Work with them to:

1. Outline the consumer journey within your business. Beginning with your lead 
generation, moving through follow-up, and then everything between appointment 
and close. 

2. List the platforms and tech-related services you leverage within each step and 
what aspects they streamline, automate, or provide value to the consumer. Then 
list how much each tech expense costs your business on a monthly basis. 

3. Cut any systems out of the equation that can be replaced at less expense. 

LL

LL CC

https://www.kwconnect.com/details/renegotiating-leases-14


16 ©2020 Keller Williams Realty, Inc.
v. 1.1-4212020

4. Identify areas in the consumer journey where you are lacking a tech solution that 
could potentially save you time and money.   

5. Look at the list of offerings available through Command. Are there any services 
you’re paying for where Command can save you time and money?

Reach out to your Team Leader today to schedule a consultation that can save you 
money on technology and boost the power of your business. 

3.1 Cutting Your Expenses: When Times Are Lean, Cut the Fat (pdf)

3.2 Renegotiating Leases (video)

3.3 Command Your Business (website)

3.4 Pivot Playbook: Learn to Live on Less (video)

3.5 Learn to Live on Less: Calculate Return on Investment for Your Lead Generation (pdf)

3.6 Pivot Playbook: Assess Your Tech Spend for Potential Savings (video)

Additional Resources

https://www.kwconnect.com/details/2020-04-08-5e8e49ed442c1-pdf
https://www.kwconnect.com/details/renegotiating-leases-14
https://www.kwconnect.com/page/command-your-business
https://www.kwconnect.com/details/pivot-playbook-learn-to-live-on-less-33
https://www.kwconnect.com/details/2020-04-17-5e99abd4492eb-pdf
https://www.kwconnect.com/details/pivot-playbook-assess-your-tech-spend-for-potential-savings-1
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4. Build Relationships Through 
Lead Generation.

Relationships are based on shared experiences, and strong connections can 
be built in times of uncertainty.

—Nick Waldner, Sparks Glencoe, MD

In today’s uncertain climate, you have the opportunity to reach out and connect with 
others like never before. That means it’s more important than ever before to make time 
for lead generation every day. 

Right now, the focus of your lead generation activities is on developing strong 
relationships that are built to last, not necessarily on trying to convert business right 
away.

4.1 Connect With Compassion
Use your daily lead generation time to reach out to everyone in your database to let 
them know that you are there to help. Set a goal of 25 contacts each day.  

You can reach out with  a phone call, or you can send a text message. Try sending 
40-50 text messages in an hour using the steps in Connect Through Text Messaging 
resource. Follow up and reply back to those people you sent the text message to 
throughout the day.

As you connect with your contacts, stay curious and come from contribution. Some 
simple scripts for opening this conversation include:

“
How are you doing?
What can I help with?
What do you need? ”

SS DC

TCPA

https://www.kwconnect.com/details/2020-03-30-5e81e23a9f23e-pdf
https://www.kwconnect.com/details/2020-03-30-5e81e23a9f23e-pdf
https://www.kwconnect.com/details/2020-03-21-5e7659a6decab-pdf
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When you talk, find out what they need and see what you can do. If you can’t help 
with what they’re asking for, try to connect them with someone who can.

As conversations continue, find opportunities to provide value in ways that only you 
can. These can include:

1. Lead virtual seminars based on needs that you are hearing about in your 
conversations, such as financial or investment topics.  

2. Leverage your referral network in Command to help prospective buyers or 
sellers outside of your local area.  

3. Stay connected with touch campaigns to stay keep regular contact with your 
leads over time. One approach for staying in touch with your sphere is Nick 
Waldner’s 5-5-5 method.  

4. Leverage SmartPlans in Command, specifically the Quarterly Call SmartPlan, 
to ensure that you connect with selected contacts every single quarter. 

4.2 Shift Your Marketing
Your lead generation should be prospecting-based (you go get the leads) and 
marketing enhanced (the leads come to you). 

When it comes to marketing your business right now, ask yourself, “What am I doing 
or spending money on that is no longer effective since the market shifted?”

1. Revisit and define your value proposition. Be able to translate your purpose 
and the reason people should hire you. Think through the services (come from 
contribution) that you will provide your buyers and sellers to help define your 
value proposition.(i.e., Providing moving trucks, home enhancement programs for 
listings, stagers and photographers, etc.) 

2. Develop your listing presentation to represent each niche market you are 
involved in, committed to and passionate about. (i.e., seniors, luxury, etc.) 

3. Leverage social media to let people know that you care and that you are 
available for anything. Provide positivity and information based on the niche 
markets you are involved in. 

DC CC

https://answers.kw.com/hc/en-us/articles/360016214074-Use-the-Map-to-Find-a-Referral-Partner?__hstc=82658505.e1899d24d010dc7bbf15feb537105dc0.1579616869587.1586384415024.1586392773271.98&__hssc=82658505.14.1586392773271&__hsfp=3289759706
https://outfront.kw.com/training/the-5-5-5-method-engaging-your-sphere-of-influence
https://outfront.kw.com/training/the-5-5-5-method-engaging-your-sphere-of-influence
https://answers.kw.com/hc/en-us/articles/360026551793-Add-a-Contact-to-the-Quarterly-Call-SmartPlan
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4. Re-evaluate and prioritize your lead generation sources. Draft a list of the 
sources where your leads are coming from, reorder them from most to least 
effective. Shift your marketing and lead generation efforts to what you are most 
successful with. Any lead generation expense that doesn’t receive at least a 4x 
return should immediately be cut from your budget. 

5. Find the motivated. When a market shifts, so does buyer and seller motivation. 
Since you can’t motivate people, you will need to go and find more of them and 
have more conversations.  

6. Support for your community with your lead generation. For example, could you 
raffle a gift card to a local restaurant?

After you streamline your marketing efforts, consider how you might leverage Designs 
and Campaigns to create low-cost, high-value social media posts and ad campaigns. 

Your marketing may shift in audience and focus, but the value that you bring to your 
business won’t change. As you market, remember to:  

1. Be clear in understanding your unique value proposition so you can 
communicate it.  

2. Create a brand and create brand awareness.  

3. Be consistent with your marketing. 

The effort you are putting into your contacts and business now are building the 
foundation for your future success. 
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4.1 Outfront Magazine, “The 5-5-5 Method: The Key to Engaging Your Sphere.” (article)

4.2 Check in With Your Contacts Script (pdf)

4.3 Connect Through Text Messaging (pdf)

4.4. SHIFT Your Marketing (video)

4.5 Command Conversations: Get Started with Campaigns (video)

4.6 How to Host a Virtual Open House Job Aid and On-Demand (pdf) (video)

4.7 Pivot Playbook: Connect to Your Contacts with Compassion (video)

Additional Resources

https://outfront.kw.com/training/the-5-5-5-method-engaging-your-sphere-of-influence/
https://www.kwconnect.com/details/2020-03-24-5e796b1e7f6b7-pdf
https://www.kwconnect.com/details/2020-03-30-5e81e23a9f23e-pdf
https://www.kwconnect.com/details/shift-your-marketing-4
https://www.kwconnect.com/details/command-conversations-get-started-with-campaigns-32
https://www.kwconnect.com/details/2020-03-31-5e8377a173d15-pdf
https://www.kwconnect.com/details/host-virtual-open-houses-34
https://www.kwconnect.com/details/pivot-playbook-connect-to-your-contacts-with-compassion-1
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5. Master New Skills to Convert 
and Close.

When it comes to succeeding in the current shifted market, there are two areas where 
conversion is key. The first is converting the business from contract to close.. The 
second is setting you up for the future by establishing your place in a future client’s 
mindshare. It starts with understanding your value proposition.

5.1 Create Your Value Proposition
If you had a value proposition for your real estate business before the shift, it still 
applies today. In a shift, ask yourself what your clients need in this market. What they 
want hasn’t changed, so you’ll need to adapt your value proposition to use client-
centered language to align with what your clients want and need.

1. Use client-centered language. Taking into consideration what yourclients may 
be feeling right now, use language that meets them where they are. 

• Your clients may be feeling: 
Afraid, anxious, unsettled, insecure, helpless, stressed   
 

• What you can be for your clients: 
Calming, helpful, assuring, safe, available, truthful, informed, connected, 
hyper-vigilant, transparent, tech-savvy

2. Ask what unique value you can provide your clients, focusing on our new 
reality. 

• Virtual, no-contact business practices like virtual showings, open houses, 
listing consultations, buyer appointments, and closings to keep your 
clients and their families safe. 

• Technology such as the KW App, Referrals in Command, SmartPlans, 
eSignatures, and Campaigns will boost your business during this time, 
and going forward. 

• Access to potentially money-saving services like Keller Covered, Keller 
Mortgage, and Keller Offers further enhance your value.
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https://kellercovered.com/agentassets/
https://www.kwconnect.com/page/kellermortgage
https://www.kwconnect.com/page/kellermortgage
https://kelleroffers.com/
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5.2 Convert Current Business
There are still motivated sellers and buyers. In order to help them achieve their goals, 
you need the same time-tested skills, but how you deliver your services has changed. 
You may have both warm leads and existing clients that need to shift to virtual 
communications. 

5.2.1. Succeed at Virtual Communication 

Virtual communication provides valuable and safe opportunities for connecting. Your 
open houses, listing and buyer consultations, closings, and showings can all happen 
over the internet—and at your convenience (learn more here).

5.2.1.1 Innovate Your Business With Virtual Open Houses

For virtual open houses, use a video platform like Facebook Live to showcase the 
listing, as detailed in our resource “Virtual Open Houses and Facebook Live.”

Hosting a Virtual Open House

Before During After

1. Create event on 
social media and 
market it

2. Plan your path around 
the home and note 
features you’d like to 
highlight

3. Test your equipment

1. Keep the video short 
-- 10 minutes or less

2. Introduce yourself and 
provide your contact 
information

1. Follow-up with 
attendees

2. Post the recording of 
the live video
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https://www.kwconnect.com/details/virtual-appointments-and-consultations-33
https://www.kwconnect.com/details/2020-03-31-5e8377a173d15-pdf
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5.2.1.2 Stay Competitive With Virtual Buyer and Seller Consults

1. Ask clients what technology platform they are comfortable with. If it is something 
you can use to present your presentation effectively, use their platform of choice.

• Platforms often used are: Google Hangouts Meet, Zoom, Go-to Meeting, 
Join.me 

2. Explain what to expect from virtual meetings (article here) beforehand to your 
clients:  

• Most programs have shareable “First time User” information. 

• Ask clients to set a reminder 10 minutes before a meeting begins so they 
can download anything necessary to join.  

• Be available before your meeting to walk the client through the logging in 
process.

3. Follow up in an email or text to ensure everyone is on the same page. 

5.2.2. Bulletproof the Transaction

Cold feet on either side of the transaction may arise due to conditions or objections. 
Conditions are valid and often nothing can be done to change them (for instance, 
someone losing a job), where objections can be overcome. 

1. Have a checklist (learn more here) to make sure everything is being done 
correctly and to avoid surprises.  

2. Stay in constant communication with your clients to let them know where 
they are in the process, make sure they are still okay, and reassure them as 
necessary.  

3. Learn how to handle their objections with the 5 key steps for handling 
objections (video here).

1. Pause: Before you respond to your client, think, breathe, and understand 
what they are saying. Let them feel heard before you respond to the 
objection.  
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https://outfront.kw.com/training/how-to-host-a-high-impact-virtual-meeting/
https://www.kwconnect.com/details/2018-10-16-5bc5fae5451e6-pdf
https://www.kwconnect.com/details/follow-the-formula-for-objections-8
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2. Acknowledge: Repeat the objection as you heard it to ensure you 
understand what your client is saying. Acknowledge that their concern 
is valid. Don’t negate their objection with the word “but” as you respond. 
Rather, introduce an additional possibility for the client to consider. 

3. Explore: Ask your client to tell you more about why and how they came 
to their decision. Be a good listener by giving them the time and your 
ear. Listen to what isn’t being said. Get clarity on the objection you are 
hearing. 

4. Isolate: Determine if there are any additional objections that are keeping 
your client from moving forward.  

5. Close: Know the outcome you are looking for before you begin. When 
providing an answer for your client, be sure to use conviction but watch 
your tonality and present with kindness and a smile.

4. Shorten the time period before closing as much as possible.

5.3 Set Up Your Business For The Future

Right now may not be the right time to lead generate for business. Instead, refer 
back to the “Hello” script in Section 5 to practice reaching out to the people in your 
database during tough times. Have compassion. Remember, it’s mindshare now that 
will lead to market share later. 

We’re not asking for business directly. We’re just touching them and asking if 
they are okay, if there’s anything we can do, if we can run out and get them 
anything. I think that’s going to show its effectiveness later on. 

—Kurt Buehler, Flower Mound, TX 

TCPA
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We’re not asking for business directly. We’re just touching them and asking if 
they are okay, if there’s anything we can do, if we can run out and get them 
anything. I think that’s going to show its effectiveness later on. 

—Kurt Buehler, Flower Mound, TX 

5.1 Overcome Outbound Calling Objections (pdf)

5.2 Just Not Now Script (pdf)

5.3  Hold Off on Buying a Home Script (pdf)

5.4 Contract to Close Checklist (pdf)

5.5 Cancel Pending Contract - Seller (pdf)

5.6  Loss of Job Checklist (pdf)

5.7 Pricing in a Shifted Market Guide (pdf)

5.8 Price Reductions (pdf)

5.9 How to Host a Virtual Consultation (video)

5.10 Your Value Proposition in a Shift (pdf)

5.11 Pivot Playbook: Close Current Transactions (video)

Additional Resources

https://www.kwconnect.com/details/2020-03-31-5e83b8a912e8e-pdf
https://www.kwconnect.com/details/2020-03-21-5e76a07231fa4-pdf
https://www.kwconnect.com/details/2020-03-21-5e76a162dce90-pdf
https://www.kwconnect.com/details/2018-10-16-5bc5fae5451e6-pdf
https://www.kwconnect.com/details/2020-03-27-5e7d600403e3a-pdf
https://www.kwconnect.com/details/2020-03-31-5e82a2c8222f7-pdf
https://www.kwconnect.com/details/2020-03-26-5e7d385017267-pdf
https://www.kwconnect.com/details/2020-04-01-5e83f7460524c-pdf
https://www.kwconnect.com/details/virtual-consultations
https://www.kwconnect.com/details/2020-04-17-5e99b5666869c-pdf
https://www.kwconnect.com/details/pivot-playbook-close-current-transactions-28
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6. Stay Focused While Working 
Remotely.

The current Pivot has revealed the unique set of challenges posed by remote work. 
Here is some advice on caring for yourself, your family, and your team while working 
from home.

6.1 Know Your ONE Thing
Before you start each day, get clear on the answer to the question, “What’s the ONE 
Thing I can do such that by doing it everything else will be easier or unnecessary?” 

Based on your answer, prioritize your essential activities and time block your schedule 
to ensure you complete them. Then stay on track with your larger goals by keeping 
yourself accountable to a weekly 411. 

6.2 Stick to Your Time Blocks as Much as 
Possible
Your home environment can present new distractions to your working life. Try the 
following tips for staying on task in your time blocks:

1. Set boundaries. Silence alerts and ringers on your electronic devices. 

2. Get supplies. Have water and healthy snacks within reach for those times you 
are tempted to break your focus. 

3. Get organized. Make a schedule you can stick to and only time block the most 
important tasks. 

4. Be flexible. You may have to adjust to new demands while working at home.

If you’re not always able to keep a perfectly time blocked schedule and meet all of 
your goals given the disruptive nature of the current moment, that’s okay. Just use it 
as an opportunity to revisit your priorities and reset.
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https://www.the1thing.com/blog/the-one-thing/take-goals-finish-line-using-411/
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6.3 Take Regular Breaks
To maintain your concentration and your overall health, it’s important to take breaks 
every 25 minutes or so. Here are some quick breaks you can take while working from 
home:

1. Get up. Move your body, even if you’re just standing at your desk.  

2. Take it outside. Step outside for a breath of fresh air. 

3. Smile. Listen to your favorite music, watch a funny video, draw or write, or do any 
other activity that makes you happy for just a few minutes. 

6.4 Work Productively Alongside Your 
Significant Other
Many couples have never been challenged with working in their shared space for 
extended periods of time. If you’re navigating your work and home lives with your 
partner, know that it helps to create a routine. Here are some practical steps to build 
one:

1. Have morning check-ins. Share your schedules and connect with each other. 

2. Schedule “dates.” While you are creating your routine, make sure you schedule 
personal time for doing activities together. 

3. Break bread. Make and eat meals together when possible. 

4. Review and plan. Each night, touch base with your significant other to determine 
the upcoming day’s schedules and talk through any challenges.

It’s also important to maintain open and consistent communication to clear up issues 
as quickly as possible. Here are proven ways to manage that:

1. Create a system. You’ll need to be able to signal when you are unavailable, and 
make sure your significant other understands what issues need your attention 
immediately, and which can wait until you are finished. 

SS

SS
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2. Email me, dear. Remember all of those meetings in the office that could have 
been an email? Ask your partner to email or text you instead of stopping by your 
desk!

6.5 Stay Realistic When Balancing Work with 
Parenting Duties
With schools closed due to shelter-in-place orders, working parents face an 
unprecedented challenge. At the same time, it is helpful to keep perspective on what 
kids really need during the school day:

1. Create a visual schedule. Kids thrive on schedules. Start your day with your 
child(ren) by setting goals and communicating your schedules, consider creating 
a visual schedule on paper or a whiteboard. 

2. Teach time blocking. Empower your child to master their own schedule by 
giving them a timer to set when they begin working on a project or begin a break. 

3. Give them space. Give them a designated workspace, let them make it their 
own! 

4. Let them get bored. Two hours a day is more than enough school time for 
elementary age kids, schedule lots of breaks and play time. You may be 
surprised by what can come from some good old boredom! 

5. Review. Check in at the end of the day, discuss wins, challenges, and plan for 
the next day. 

6.6. Lead Your Team Remotely
You may be in the position of managing a remote team for the first time and have 
questions about how to ensure team cohesion and accountability. Here are some 
guidelines to help maintain your team’s productivity while preserving your culture: 

1. Create standards. Develop a work from home policy for your team members. 
Don’t have one? See this example from ThinkHR. 

2. Communicate often. Check in with your team daily with at least one daily video 
call. 

SS
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https://compliance.thinkhr.com/Portals/2/work_from_home_agreement.docx
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3. Focus. In your daily meetings, help your team find their One Thing so they can 
concentrate on what matters. 

4. Find productivity windows. Talk to your team members about the importance of 
time blocking. Help them find out when during the day they are most effective. 

5. Be a model. Show them what it looks like to win right now by leading remote 
script practice and lead gen activities every day. 

For more tips, be sure to check out Peter Chabris’s advice on how to create a win-
win culture with your team remotely, Managing People, Part 3 of the Ultimate Guide to 
People, and Why Every Team Should Become Agile on The1thing.com.

6.1 Block Your Time, Find Your Focus (video)

6.2 Create a Win-Win Culture Remotely (video)

6.3 Setting Up a Space Where You Can Work from Home (blog)

6.4 How to be Productive While Working From Home (blog)

6.5 Pivot Power Session: Balancing Work and Homeschooling (video)

Additional Resources

https://www.kwconnect.com/details/create-a-win-win-culture-remotely-4
https://www.the1thing.com/blog/the-one-thing/managing-people-part-3-of-the-ultimate-guide-to-people/
https://www.the1thing.com/blog/the-one-thing/managing-people-part-3-of-the-ultimate-guide-to-people/
https://www.the1thing.com/blog/time-management/why-every-team-should-become-agile/
https://www.the1thing.com/
https://www.kwconnect.com/details/block-your-time-find-your-focus-4
https://www.kwconnect.com/details/create-a-win-win-culture-remotely-4
https://www.the1thing.com/blog/the-one-thing/setting-up-a-space-where-you-can-work-from-home/
https://www.the1thing.com/?s=work+from+home&post_type%5B%5D=any
https://www.kwconnect.com/details/balancing-work-and-homeschooling
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7. Watch for the Market of the 
Moment.

Every market has its own unique opportunities to engage with buyers and sellers. 
Unlike what we experienced during previous shifts, where the market changed 
gradually, this market transformed overnight. However, this new market has its own 
business opportunities, too.

1. Be connected. Engage with your database on a daily basis, connect and build 
deep, value-based relationships, and explore what mutual opportunities those 
relationships offer.  
 
Tip: Where possible, place a high priority on key relationships you leaned on 
through previous shifts.

2. Get smart. Revisit SHIFT and The Millionaire Real Estate Investor. What new 
markets do you see opening up? Where might you find investment opportunities 
for yourself and your clients?

3. Be alert. Keep track of distressed inventory and home prices within your market.

When it comes to markets of the moment, the early bird gets the worm. While it’s too 
early to say just what markets might open up, taking these simple steps will put you in 
the right mindset to identify them.  

7.1 Stay Alert for Opportunities for Buyers
Shifts can be fantastic opportunities for buyers who have otherwise been unable to 
participate in markets, or for other buyers to take advantage of market conditions 
to make investments. Don’t be afraid to reach out to your sphere and begin 
conversations.  

7.1.1. Reconnect with Buyers Who Have Shown Interest in 
Listings 

Contracting markets put downward pressure on transactions that will lead to some 
of them cracking or falling apart. It’s a good time to leverage your database of open 
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house attendees and those who have previously shown interest in your listings. 
Keep them up to date on the properties they’ve engaged with and when appropriate, 
petition for back-up offers.

7.1.2. Begin Your Investor Outreach

Investors are comfortable submitting offers in shifted markets because their 
motivations are primarily financial. They’re willing to entertain listings that add up to a 
good deal. While closing might still be an issue in some markets, investors are willing 
to move further along in the buying and selling process so they can get the jump on 
good investments when the market opens back up. 

To begin your investor outreach: 

1. Tag all of the investors you’ve worked with in the past in Command or your 
CRM, and then tag all of your past clients and contacts who have the potential to 
become investors.  

2. Maintain a list of listings that offer good long-term and short-term investment 
opportunities.  

3. Gauge investors’ interest in receiving updates on opportunities you’ve identified 
while reaching out and connecting with your database.  

4. Create a SmartPlan that will automatically engage everyone who has opted to 
receive the list of properties. 

The key here is to stay engaged with those who might be willing to enter the market, 
and to gain mindshare with those who have expressed interest in doing so. 

7.2 Stay Alert for Opportunities for Sellers
No matter how bad market conditions get, the need and motivation to sell a home 
doesn’t go away. When the time is right to engage in real estate conversations, your 
goals should be to solidify your place in the minds of consumers as their economist of 
choice. 

DC CC



32 ©2020 Keller Williams Realty, Inc.
v. 1.1-4212020

7.2.1. Be the Economist of Choice for Your Clients

Real estate is the largest financial transaction most people make in their lives. That 
also means for most people, it’s also the largest investment and source of wealth. 
Simply put: homeowners want to know what’s happening to the value of their homes. 

1. Get smart. Use Command to track pricing. Become an expert in not only 
what’s happening in your state and city, but in what’s going on in your local 
neighborhoods and client niches.  

2. Communicate value. Reach out to your contacts and set them up on a 
Neighborhood Nurture SmartPlan track the market around them. Offer your leads 
and contacts in Command free CMAs so they can stay up to date on their home 
values.   

3. Connect and educate. Beginning with those who are most motivated to sell and 
then working your way down to those who are the least motivated, reach out to 
your current listing clients and opportunities. Prepare them for changing market 
conditions. 

4. Become a master of pricing. Refamiliarize yourself with SHIFT, in particular 
Figures 33 and 34 on the costs of overpricing in a stable and shifted market.  
Where appropriate, prepare your clients for making a price reduction.  

Taking these steps goes a long way to not only positioning yourself as a resource 
of valuable information for your clients, but also for people you have yet to get into 
business with. 

7.3 Keep a Pulse on Distressed Properties
During previous shifts, distressed properties played a massive role in the market for 
residential sales. Agents who were able to pivot their businesses into specializing 
in those areas were able to build extraordinary businesses for a number of years. 
Fortunately, according to KW Chief Economist Ruben Gonzalez, we don’t fully expect 
to see distressed properties return in the same way in 2020. However, that doesn’t 
mean that we won’t see an uptick in distressed inventory. 

Keep a pulse on distressed properties in your market and be prepared to manage 
those types of transactions should the need arise. This wouldn’t be a bad time to 
reach out and form relationships that might play a pivotal role in serving REOs, short 
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7.1 Pricing in a Shifted Market (pdf)

7.2 Pivot Power Session Script: Pivot Price Reductions (pdf)

Additional Resources

sales, or foreclosures. Those who are able to provide in these areas have previously 
gained the most from that area of the market. 

https://www.kwconnect.com/details/2020-03-26-5e7d385017267-pdf
https://www.kwconnect.com/details/2020-04-01-5e83f7460524c-pdf
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8. Leverage Your People to Survive and 
Thrive.

During a shift, you have the opportunity to make your people and your systems 
stronger and more efficient. People that overcome a problem together truly become a 
team.

8.1 Stay Lean with the Six Core Competencies 
of a Business
In order to achieve your best results, your business needs to perform six core 
competencies consistently and well:  

1. Lead generate, capture, and convert to appointments 

2. Present to buyers and sellers and get agreements 

3. Show buyers and market sellers 

4. Write and negotiate contracts 

5. Coordinate the sale to closing 

6. Manage the money

Your mission during a shift is to get all of these done at the highest level possible using 
the least amount of resources. 

When you look at your organization through the filter of a shifted market… you 
only ever have one critical issue with people: you either have the right ones or 
the wrong ones.
 
— Gary Keller, SHIFT, p. 40
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8.2 Redefine Roles with the 30-60-90
As your business pivots to address a shifted market, you’ll find that the job that your 
people had a month ago is no longer the job they have. A 30-60-90 can help you set 
new expectations 

1. Establish expectations. Create a 30-60-90 for any people whose roles are 
shifting. 

2. Set goals. Set easy-to-measure goals, standards, and activities for each person. 
Be positive and clearly communicate.  

3. To keep expectations aligned, over-communicate: get on the phone or zoom 
often - we’ve heard of teams that do it three times a day.  

4. Provide support. Establish a simple training schedule to make sure everyone 
know what to do, how to do it, and what is expected of them. 

5. Be open. Seek flexibility and avoid rigidity.  

6. Be positive. Celebrate all wins — especially the small ones.

You may move away from job descriptions to task descriptions, this way key tasks 
can be mixed and matched, cross-trained, and swapped without the need to change 
titles or compensation.

8.3 Lead Generate for Talent 
As the market evolves, new people may find themselves looking for opportunities. 
A shift can be an excellent time to recruit talent to your team. Culture built during 
problem-solving times can lead your business having a more close-knit, innovative 
attitude going forward. 

As you lead generate for talent, you might look to these resources for referrals: 

1. Agents  

2. Staff  

3. KW leaders and contacts  
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http://www.kwconnect.com/details/2018-02-08-5a7caf5e56561-docx
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4. Customers and clients 

5. Title company representatives  

6. Loan officers  

7. Insurance company representatives  

8. Real estate educators  

9. Bankers  

10. Stockbrokers 

11. Builders  

12. Competitors  

13. Vendors  

14. Lawyers  

15. Friends and neighbors

Each person in your sphere can not only be a source of leads for your business, but 
can be helpful for helping you find the next person to help take your business to the 
next level. 

8.1 Re-aligning Your People Using the 30-60-90 and SHIFT Tactic #3 (video)

8.2 Pivot Playbook: Leverage Your People to Survive and Thrive (video)

Additional Resources

https://www.kwconnect.com/details/re-aligning-your-people-using-the-30-60-90-and-shift-tactic-3
https://www.kwconnect.com/details/pivot-playbook-leverage-your-people-to-survive-and-thrive-1
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