
 

 

  



 

 

Survive The Crash With Your Real Estate Team 
By Daniel Ramsey 

 

Don't Panic 

First, realize that a market downturn is an amazing opportunity for you to gain market share as 

competing agents in your area exit the market, and competing teams/brokerages reduce their 

staffing & capacity. 

 

As agents leave the business because “business is slow”, you will gain much more market 

share as you will one of the last standing agents in a market full of the same amount of owners 

as before the market went south. Agents getting out gives you a huge opportunity to gobble up 

market share and when the market comes back up, you will retain your new share of the market 

and this is when you will absolutely take your business to the next level. 

 

When a market is in decline the traditional sellers sit tight (they don’t sell because they don’t 

have to).  And so the market that is active in a declining market:  Investors & Contractors and 

Institutional sellers (banks and govt).    Focus on where the puck is going not on where the puck 

is (sorry for the hockey analogy).  As a listing broker you can employ a Strategic Incremental 

Reduction Plan (SIRP) into all listing agreement.  Here is the script, “Based on the fact that you 

have to sell this house on your timeline and that prices are falling I’d like to discuss the 

appropriate pricing strategy over the first 25 days that we are on the market.”  This simple 

conversation sets the stage for agreed to upfront price reductions that attract buyers in a falling 

market.  I used to do 3-5% depending on the market and the particular neighborhood statistics.   

 

Property Management is a solid tool for getting through a market shift, the important part of 

survival is how do you keep the staff that you need during a market upswing busy during a shift?  

Construction & Mortgage & Property Management are all great compliments to a real estate 

practice.  Many years ago, I began a recruiting process with a women named Jo Green.   Just 

the other day I ran into her at my daughters school. Jo stayed alive during the Great Recession 

providing a comprehensive list of contractors and sub-contractors for her clients adding to her 

value proposition as to attach people who wanted to maximize their sales dollars but didn’t know 

who to trust in the construction world.  Another client in San Diego began to focus on bank 

owned properties, he signed up with Fannie and Freddie Mac as an approved broker to sell 

several thousand homes over a 7-year period.  This article isn’t about how to become an REO 

broker but simply that it is an option that may be appealing to you.  How did I survive the 

GREAT RECESSION?  I worked with investors...here’s a quick point to get the mental juices 

flowing, the most important thing to identify a great investor client is if they know exactly what 



 

 

their buying criteria is...for instance I now will buy any deal that is a B or C class real estate deal 

that returns 15% cash on cash return.   

 

Some stats that are important:  during a recession the number of realtors who self-identified as 

real estate as their primary source of income was cut in half.  That’s good news for us 

professionals it means the competition gets cut in half, unfortunately the listing inventory drops 

nationally by 3/4 in the first 12 months (remember real estate is local so you may have 

experienced something different).  Here are the numbers to know BEFORE A RECESSION.  

The average cycle last 7 years from the bottom to the top, at the top it typically take 24-36 

months to get to the bottom of the market (you’ll never know it’s the bottom until 12 months 

later), and then it typically takes 12-24 months prior to seeing rapid increases in prices (ie your 

out of the recession...some have last 36 months).  WHAT DOES ALL OF THAT MEAN?  Get 

prepared now, trim your overhead, get laser focused on NOW clients (because the drop hasn’t 

happened), STACK CASH...have 1 year of your expenses saved (yes 1 full year of your 

operating expenses saved in a bank account that you don’t touch, that should include your 

monthly salary to live on).  Pay close attention to who producing revenue on your team and 

those that aren’t...you’ll need A players on your team during a downturn...believe me...Revenue 

in a down market is like air in the deep blue sea without it you’ll not make it back top side and to 

safety.  

 

In April of 2007 having lost that last consecutive 5 deals, I was desperate, I needed to pay my 

mortgage, after racking up $114,000 in credit card debt and not having any savings left in my 

bank account.  I was in a development and a flip that went bad (meaning I lost money and had 

to bring money to the closing table),  and so I vividly remember driving to a property showing 

thinking “maybe I should get a JOB?”  Fortunately for me that showing turned into a closing and 

I paid my mortgage...I spent the rest of 2007 -2010 really recovering from simply “not knowing it 

was coming” this little blog is to hopefully provide you with the wisdom I wish I’d known the last 

time a market shifted. 

 

In short...hyper focus on PROFITABILITY (1/3 to get the business, 1/3 to service the business, 

1/3 in your bank account) ...create a work culture of Dollar Productive Activity (see the 4Ps and 

3Rs of MyOutDesk), nurture your A players...they are so important in a recession..., and look for 

diversification in your Revenue...  

 

That’s it...simple yet only 1/2 of the agents will survive this downturn...I hope one of them is you! 

 

Build Long-Term Relationships 

Most owners will want to hold what they have and ride out the crash. Create relationships with 

them owners for future deals once the market is better. Talk to every property owner in your 



 

 

market and ask how you can help them with either buying in the low market, selling because 

they are in trouble or holding for the market to come back (which will happen).  

Buyer and seller motivations change during a recession and it is your job to find out what their 

situation is and help them through it. They are going to buy, sell or hold. All three scenarios are 

going to grow your business over time. If you adopt this mentality, you will make a lot of money 

in a market crash as all the other agents in your market will run for shelter and get out of the 

business.    

 

Diversify 

When things get bad, you have to fight for every client. You have to work with buyers, sellers, 

short sales, foreclosures, bankruptcy clients, tenants and every other potential opportunity to 

make a living in real estate. 

 

Invest in going wide in business before you have to. That does not mean that you change your 

business structure or business plan right now. It means that you have thought about a process 

to widen your reach when and if you need to.     

 

Remember to differentiate between diversification and growth. Growth means expanding 

markets and building larger teams – this may not work in a recession.  

 

Diversification lets you expand your ability to solve more problems for your clients. It gives you 

more products to sell, basically. This works in any market. The broader you can be in your real 

estate business during a down economy, the more chances you will have to win. 

 

Build an REO department in your organization, and train your team on how to get REO listings 

& work them. 

 

Train your team on doing BPOs to generate income. 

Broker Price Opinions, or BPOs, are especially important in a down-market. With average 

payouts of $25 to $60 per BPO, building these into your team model can be a valuable way to 

offset the expense of your administrative staff. While only agents can do a BPO, any member of 

your team can help do research, run BPO Automation Software, and manage your BPO pipeline 

to create a streamlined income channel from Broker Price Opinions. 

 

Train your team to do short sales. 



 

 

Working short sales means developing a new skillset and learning to work around the short sale 

process – which depends heavily on the type of loan on the house. There can be a substantial 

learning curve involved with getting started in short sales, but the agents that master it have a 

major advantage in a down market over agents who don’t. 

 

Short sales can be difficult, and BPOs can be tedious, but mastery of both these areas of real 

estate is crucial to successfully surviving a down-market real estate scenario.  

 

Self-Generate Leads. 

 

You don't want to be stuck with the cost of feeding your team with leads in any market, and this 

goes double for a down-market. Teach your team to prospect, work their networks, and self-

generate leads. It may be profitable for you to provide leads for them, but it is not your 

obligation! 

 

Trim The Fat. 

Not everyone on your team will be able to transition to working in a down market. You may have 

to reduce your staffing to get rid of folks who can’t make the transition – or simply to 

accommodate changes in your revenue. Don’t hesitate to cut staffing when you need to: if you 

fail to do this, you’ll quickly exhaust your cash reserves paying for extra overhead you don’t 

need. 

 

Have cash on hand. 

A lot of people create a lifestyle around their income with the belief that neither will ever change. 

Reality is a brutal teacher when your income can’t support your lifestyle. 

Keeping cash on hand could have saved the bulk of struggle during the financial meltdown. It 

would have at least bought some time to figure things out.  

This doesn’t mean that we are to keep all of our money in a drawer. It means that we have liquid 

cash that we can access with little or no legal process should we need it.  

People who had all of their money invested in 2008 found it to be, virtually, impossible to cash 

out without considerable loss. Hence, the crisis. 

Putting thresholds on your accounts, keeping some money in a safe or just having an exit 

strategy are all great ideas. Again, we don’t need to plan for the end of the world, but the best 

exit strategy is to have enough liquid cash.        

 



 

 

 

Serve, don’t sell. 

When the real estate market begins to tank, traditional sales scripts stop working and that no 

one really cares about your aggressive nature. People care about problem solving, and they 

need help 

The agents who survived last recession were able to identify the greatest need and serve that 

need. They did not exploit nor sell to the need, they served the need. Providing viable solutions 

for the clients, ultimately, kept them in business.     

If you have gone wide, have cash on hand and are focused on service, you stand a greater 

chance of being a survivor of our industry. That doesn’t mean that you are everything to 

everyone. It means that you are capable of providing the things that people need when they 

need it.  

 

About MyOutDesk 
To learn more about MyOutDesk, visit our website at www.myoutdesk.com or call 1 (800) 583-

9950 and we will reach out to you to schedule a personalized one-on-one consultation.  

 

http://myoutdesk.com/
http://www.myoutdesk.com/

