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YOUR 3 PHASE APPROACH
TO Al VALUE CREATION

Transitioning to a high-efficiency, tech-integrated business is a
journey, not a switch. The key to successful adoption in real estate
is to follow an Incremental Approach, starting with one foundational
system and securing immediate “quick wins” for your team.

Here are the basic, key, and practical steps, suggestions, and
strategies to get started on this integration journey.
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PHASE 1:
The Foundation - The Quick Wins (O - 3 Months)

The focus here is to create the single source of truth for your data and eliminate the most painful
administrative bottlenecks.

Basic Steps

1. Conduct a “Pain Point Audit”:

* Action: Ask your agents and property managers: “What is the single most frustrating, time-
wasting, or confusing task you do every day?” (Common answers: data entry, chasing
signatures, manually updating spreadsheets).

* Goal: Use the answers to define the initial required functionality of your first technology
investment.

2. Commit to a Core CRM (The “Single Source of Truth”):
* Action: Select one of the Australian-focused CRMs (e.g., Reapit Sales, Rex Software) and
purchase a subscription for a small pilot feam. Do not use the old system.
* Goal: Centralise all contact data, listing information, and communication history in one
place. Suggestion: Choose a system with a great mobile app for maximum agent buy-in.

3. Implement Digital Signatures (The Immediate Win):

* Action: Integrate a digital signing platform (e.g., DocuSign, Privy, or Realtair’s signing
function) with your new CRM. Start with one simple, high-volume document (e.g., the
standard agency agreement).

* Goal: Demonstrate an immediate, tangible time-save for the entire team by eliminating the
“print, sign, scan, email” cycle.

Key Strategies & Suggestions

* Strategy: The 80/20 Rule for Data. Don’t try to migrate 100% of old, messy data. Focus on
cleaning and migrating the 20% of contacts (past clients, hot leads, current listings) that
drive 80% of your revenue.

* Suggestion: Appoint a “Tech Champion.” Designate one enthusiastic, non-management
team member to be the internal expert and cheerleader for the new CRM. Their success will
be the best motivator for their peers.
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PHASE 2:
Integration & Automation (3 - 9 Months)

Once the foundation is stable, focus on connecting systems and using automation to free up
revenue-generating time.

Practical Steps

1. Automate Lead Speed-to-Contact:
 Action: Connect your website, real estate portals (REA/Domain), and enquiry forms directly
to your CRM. Set up automated workflows that instantly assign the lead to an agent and
trigger a personalised auto-reply message (SMS or email).
* Goal: Eliminate “cold lead” follow-up time and maximise conversion rate by ensuring a
response within seconds, not hours.

2. Standardise Property Marketing Workflows:

* Action: Integrate your CRM with a digital listing creation tool (or use the CRM’s native
function). Mandate a standardised checklist for every new listing: High-res photos
uploaded - Virtual Tour Link Added - CorelLogic CMA generated - Draft Description
created (using Gemini for a first draft).

* Goal: Create a consistent, high-quality, and compliant client service experience every time,
regardless of the agent.

3. Train Your Team on “Prompt Engineering” (Al Start):
* Action: Dedicate a 30-minute weekly “Tech Huddle.” Do not focus on the technology
features; focus on the output. Teach agents how to write effective prompts in Gemini: “Write
a 150-word listing description for a young family buyer, highlighting schools and parks,
using these 5 bullet points...”
» Goal: Get agents comfortable using Gemini as a content drafting tool to save time,
understanding that the final content must still be reviewed by them.

Key Strategies & Suggestions

» Strategy: The “Focus on Output” Training. Never train on “how to click the button.” Train on:
“This 10-minute workflow gives you 3 hours back for client calls.”

» Suggestion: Create a “Do Not Automate” List. Clearly define which client interactions must
remain human-only (e.g., negotiation emails, pricing advice, bad news delivery). Use Al to
prepare for these moments, not to execute them.
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PHASE 3:
Scaling & Value Generation (2 Months +)

With the core systems running efficiently, focus on leveraging your data and technology for
competitive advantage and team growth.

Strategic Steps

1. Implement Data Analytics & Reporting:
* Action: Use the reporting dashboards within your CRM or link it to a simple analytics tool
(like Google Analytics for website traffic). Focus on tracking two critical KPls:
1. Lead-to-Appointment Conversion Rate.
2.Average Days on Market (DOM) / Days to Lease.
* Goal: Use data to identify which agents or property types need targeted coaching and
where marketing spend should be reallocated.

2. Integrate Property Management Specific Tools (If Applicable):

* Action: If you have a rent roll, integrate your PM software (e.g., PropertyMe, Ailo) with your
sales CRM. Ensure that a tenant/landlord in the PM system is visible as a future sales lead in
the CRM.

» Goal: Cross-pollinate your databases to generate organic new business (landlords who
become sellers, tenants who become first-home buyers).

3. Formalise Training and Rewards (Change Management):
* Action: Make technology training a mandatory, celebrated part of agent onboarding.

Reward agents publicly for high usage of the new systems (e.g., “Agent X achieved the
highest compliance score this month”).

* Goal: Embed the new tfechnology into your company culture, ensuring that the new, efficient
way of working becomes the only way of working.

By starting small, focusing on immediate wins, and prioritising your team’s experience, you will
successfully navigate the integration journey and transform your business’s value proposition.
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