
Teaming for Success in 
Commercial Real Estate

Presenter
Ralph Spencer, CCIM, SIOR



Teaming in Brokerage
Don Ossey, SIOR
Principal
Capacity Commercial Group
Portland, OR

David Prior, SIOR
Principal
The Klabin Company
Torrance, CA

Brokerage Teams: Trend or Substance (Spring 2010) 

Pete Bolton
Executive Vice President
Managing Director
Newmark Grubb Knight Frank
Phoenix, AZ

Teaming to Win (Spring 2011) 

To Team or not to Team…Who benefits and why? (Spring 2012)
David Blanchard
Executive Vice President
NAI Global
Princeton, NJ



Background
• Observations of top teams in business
• Inventory of the things I did that really 
worked well and got results

• Personally interview top teams to identify 
their secrets

• Research the findings of others – “The 
Five Dysfunctions of a Team”, Patrick 
Lencioni, The 17 Indisputable Laws of 
Teamwork, John Maxwell



• Fewer and fewer individuals operate by 
themselves; teaming is a major trend

• There are many different definitions of a team 
and lots of different strategies for working as a 
team

• Calling your group a team doesn’t make it a 
winning team nor a sustainable one

• Move toward multiple roles within the teams
• The down market has caused some teams to 
implode

• The concept of a company within a company

Industry Trends



Transaction Fee Sharing – Deal Based Team
Roles clarification
Fee sharing understanding
Communications
Accountability



Revenue Sharing ‐ Threesomes

Senior Senior

• Roles
• Fixed Cost
• Allocation of support 

time

Administrative
Assistant



Senior
Junior

• Growth
• Energy
• Splits – More 

for Senior
Senior Senior

• Experience
• Reputation
• Split ‐ Equal

Junior Junior

• Energy
• Roles/Behaviors
• Splits ‐ Equal

Revenue Sharing ‐ Partnership Teams



Primary Team Member Roles

Win



What is the “thru‐put”

Qualified 
Opportunities

High 
Probability 
Assignments

Closed Transactions 
& Satisfied Clients



Commission Splits

20‐40% 30‐50% 20‐40%

FulfillWinFind

1/3 1/3 1/3

Your team has successfully completed a transaction with a fee of 
$100,000. How would you divide the fee among these three roles?

$100,000



Revenue Sharing – Fully Integrated Team
Senior Team 

Leader

Senior 
Team 

Leader

Business 
Development 

Specialist

Winning 
Accounts 
Specialist

Account 
Servicing 
Specialist

Administrative
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Junior Sales 
Associate

Junior Sales 
Associate

Marketing 
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Financial
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Ideal 
behaviors

Primary 
role

Primary 
duties

Winning 
Accounts 
Specialist

Primary Duties



Winning Accounts Specialist

Natural Behaviors



Business Development Specialist

Natural Behaviors



Administrative Assistant 

Natural Behaviors



Typical Team Dysfunctions



FEAR OF CONFLICT

LACK OF COMMITMENT

AVOIDANCE OF 
ACCOUNTABILITY

INATTENTION 
TO RESULTS

ABSENCE OF TRUST

Typical Team Dysfunctions



Team Dysfunctions

Actual results from 
a 6 person team 
assessment

Very successful team 
generating 

$10,000,000 in fees

Based on The Five 
Dysfunctions of a Team 
Assessment Report



FEAR OF CONFLICT

LACK OF 
COMMITMENT

AVOIDANCE OF 
ACCOUNTABILITY

INATTENTION 
TO RESULTS

ABSENCE OF TRUST

Typical Team Dysfunctions
Teams that lack trust:
• Conceal their weaknesses and 
mistakes
•Hesitate to ask for help
•Don’t offer to help people 
outside of their AOR
•Jump to conclusions about 
others
•Fail to leverage each other
•Hold grudges
•Fail to spend time together



FEAR OF CONFLICT

LACK OF 
COMMITMENT

AVOIDANCE OF 
ACCOUNTABILITY

INATTENTION 
TO RESULTS

ABSENCE OF TRUST

Typical Team Dysfunctions
Teams that fear conflict:
• Have boring meetings
•Environments with back channel 
politics and personal attacks 
thrive
•Ignore controversial topics
•Fail to really tap into the 
opinions and perspectives of 
team members
•Posture and waste time 
managing  interpersonal risk



FEAR OF CONFLICT

LACK OF 
COMMITMENT

AVOIDANCE OF 
ACCOUNTABILITY

INATTENTION 
TO RESULTS

ABSENCE OF TRUST

Typical Team Dysfunctions
Teams that lack commitment
•Create ambiguity about 
directions and priorities
•Revisit discussions over and 
over
•Encourage second guessing
•Work their own agendas



FEAR OF CONFLICT

LACK OF 
COMMITMENT

AVOIDANCE OF 
ACCOUNTABILITY

INATTENTION 
TO RESULTS

ABSENCE OF TRUST

Typical Team Dysfunctions
Teams that avoid accountability:
•Create resentment among team 
members who have different 
standards of performance
•Encourage mediocrity
•Miss deadlines and key 
deliverables
•Place an undue burden on the 
team leader for discipline



FEAR OF CONFLICT

LACK OF 
COMMITMENT

AVOIDANCE OF 
ACCOUNTABILITY

INATTENTION 
TO RESULTS

ABSENCE OF TRUST

Typical Team Dysfunctions
Teams that fail to focus on 
results:
•Rarely defeat competitors
•Lose achievement oriented 
associates
•Become distracted
•Encourage team members to 
foster their own careers and 
goals



Ideas for Building Successful Teams

• Get to know them and let them get to 
know you

• Transparency and communication

Exercises:

1) Personal histories exercise

1) Where you grew up

2) Number of kids and 
where you fit

3) Biggest childhood 
challenge

2) Individual Profiling and 
Team DNA

1) Review each others 
behavioral profile

2) Discuss the team DNA



Ideas for Building Successful Teams

• Seek conflict
• Manage the conflict

Exercises:

1) What’s really working well?

2) What needs to work better?



Ideas for Building Successful Teams

• Clarify roles and expectations
• Negotiate buy‐in

Exercises:

1) Commitment clarification

1) White board at end of 
meeting – “what did we 
agree to?”

2) Communicate to team 
members immediately



Ideas for Building Successful Teams

• Get to know them and let them get to 
know you

• Transparency and communication

Exercises:

1) Personal histories exercise

1) Where you grew up

2) Number of kids and 
where you fit

3) Biggest childhood 
challenge

2) Individual Profiling and 
Team DNA

1) Review each others 
behavioral profile

2) Discuss the team DNA



Ideas for Building Successful Teams

• Identify key performance indicators
• Create a reporting culture

Exercises:

1) Team effectiveness exercise

What is the single most 
important behavioral 
characteristic or quality 
of this team member 
that:

…contributes to the 
strength of the 
team?

…sometimes hurts the 
team?



Ideas for Building Successful Teams
Exercises:

1) Publicly declare the desired 
results that represent 
success

2) Make a reward and 
compensation system that is 
collective.

• Monitor key performance indicators
• Create a scorecard or visual score board



Ideas for Building Successful Teams
Team Operating 
Agreement



Ideas for Building Successful Teams
Team Assessment 
Report



Ideas for Building Successful Teams
Individual 
Behavioral 
Assessments



Ideas for Building Successful Teams
Team DNA Report



Ideas for Building Successful Teams
Team Offsite Retreat



Ideas for Building Successful Teams
RalphSpencer.com



Sustainable Teams
Each team member plays to their strengths. So….Know your 

strengths, then leverage your teammates!



Sustainable Teams
Team member interest and efforts must be aligned

FulfillWinFind

•Share common vision & 
goals
•Have clarity of roles and 
purpose
•Commit to the team’s 
goals
•Share in the collective 
accomplishments of the 
team



Sustainable Teams
Team member interest and efforts must be aligned

•Growth of each team 
member is more than 
essential
• As teams grow, sometimes 
members need move ahead, 
‘grow’ or ‘go’ 
•Re‐Clarification of roles
•Selection process for new 
team members
•Transition of team members



Sustainable Teams
Teams must produce and achieve success

•Each team member must feel 
they are fairly compensated

•Compensation splits are 
reviewed and committed to 
annually



Sustainable Teams
Teams need a team business plan

• Vision/Theme
• Written Annual Plan with 
buy in with and Commitment 
from every member
• Financial Goal
• Areas of Focus
• Detailed Major Business 
Goals
• Major Personal Goals
• Expectations, 
Understandings and Roles



Sustainable Teams
Plan your work and then work your plan

•Track Progress and Results

•Hold Each Other Accountable

•Hold weekly team meetings

•Adjust Quarterly

• Communicate Frequently

• Have Fun
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