
BUILD A 
BETTER 

BROKERAGE
Management tips,  

job description templates,  
interviewing guides 

and more



2

The commercial real estate business runs the gamut from independent 
shops to large national and international firms. But according to a recent 
survey on the state of the CRE industry, the Massimo Group found that 
integrated teams were becoming more and more common. In addition, 
the more tenure you have in the industry, the more likely you are to have 
a team, and the more money you make. 

Read on for commission structure options, interviewing guides, job 
description templates, tips for retaining your employees and more.

BUILDING YOUR TEAM

If you’re building a team—whether at a large firm  
or on your own—this guide can help you think through 
the who, what, where, why, when and how. 
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Structure Your Team

LET’S START WITH THE BROKERS
The majority of brokerage firms will comprise some form of 
hierarchy by their very nature. This usually includes partners within 
the lead broker team, including senior, full and junior partners.

This structure varies depending on the size of the brokerage, the 
scale of the market and the success of the firm. You can use the 
guidelines below as a benchmark and scale down as needed.

Associates are typically entry-level brokers who are new to the 
commercial real estate world. They may have just finished their 
degree, a certification or internship program. Though associates can 
take on clients of their own, they also serve a valuable role assisting 
the team’s partners on larger transactions.

There are many ways to design a brokerage, but 
the most effective teams are built with a cohesive 
structure and dynamic partnership in mind.

$5 - $20
MILLION

$3 - $5
MILLION

< $3
MILLION

>$20
MILLION

Senior partners Full partners Junior partners Associates

WHO HANDLES WHICH DEAL?
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Structure Your Team

OPTIONS FOR COMPENSATION AND COMMISSION
There are three common ways to approach broker-generated commissions.

75%
COMMISSION

up to 60%
COMMISSION

90%
COMMISSION

1 2

3

Brokers who work 
collaboratively with lower-level 
partners or associates tend 
to draw up commission splits. 
This is normally a 75-25 split 
that occurs in two scenarios. 
If a senior partner enlists 
a junior partner to be the 
lead on a transaction valued 
below the senior partner’s 
general threshold, the junior 
partner will retain 75% of 
the commission. If the role is 
reversed and a senior partner 
is called in to help with a deal 
larger than the junior partner’s 
threshold, then the senior 
partner will receive the 75%.

Brokers who prefer to work solo 
generally agree to retain 90% of 
their commission. The remaining 
10% is placed in an operations fund 
that supports the firm’s auxiliary 
team and supplemental resources.

A 50-50 split is generally put into place 
if a partner agrees to work side by 
side with a fellow broker. If seniority 
is a factor, the higher-level broker is 
usually given 60% of the commission 
after the operations are funded.
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Structure Your Team

ESSENTIAL OPERATIONS AND 
SUPPORT TEAM MEMBERS
Besides the brokers and partners, there are other contributors 
who are critical to a firm’s success. Affiliates, mentees and 
interns provide additional (usually research and administrative) 
assistance to help prospect and get deals done.

Broker affiliates may receive up to 50% of a commission 
when they are directly involved in a transaction, while 
mentees can receive between 25 - 50% depending on their 
level of involvement. Senior interns aren’t normally part of 
the commission structure. They do receive a salary, however, 
and may be eligible for bonuses when and if they’re able to 
contribute to a deal.

Then there is the team behind the scenes, also known  
as operations. According to a survey from The Broker List 
and BuildOut, 58% of surveyed brokers have administrative 
or marketing support. There are a variety of functions that 
can do wonders for your business, ensuring your time is 
dedicated to high-value tasks only you can do. 

25 - 50%
COMMISSION

up to 50%
COMMISSION
Broker Affiliates

Mentees
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Structure Your Team

If you don’t have this support staff in place and want to prioritize who you hire, 
take a look at the skillset of your team. Don’t have anyone with a strong finance 
background? Start there. You can also try to hire for a wider skillset (for example, 
an office coordinator who also assists with marketing).

The operations and support staff are paid standard salaries, but can also be eligible for 
bonuses as the partnership group sees fit.

Decision-makers within the brokerage team should also realize that many individuals 
who comprise the support staff would eventually like to transition to the sales side 
of the brokerage. Opportunities should be provided in-house whenever possible to 
promote teambuilding, show trust and create a strong sense of morale.

The Research Analyst provides 
valuable insight that will help 

the brokerage team analyze the 
market, its trends, and buyers 
and sellers. This information 
is generally integrated into 

marketing materials as well. 

The Transaction Coordinator is 
the point person who handles the 

brokerage’s closings and contracts. 
A broker is only as good as his last 

deal—and that deal is only as good as 
the valid paperwork submitted and 

retained—which is why the transaction 
coordinator cannot be overlooked. 

The Marketing Coordinator will handle 
outreach strategies that generate more 
leads and bring in more business. This 
may include social media efforts, blogs, 
bylined columns, media interviews and 
marketing materials that appear both 

online and in print.

A Financial Analyst can create 
financial models to determine 

pricing, evaluate risk and forecast 
market trends. They can also 

manage your records and help you 
plan for growth.
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What Millennials Want

The next generation is entering your workforce—maybe you already have a 
few on your team. You need to make sure you keep up with the changes.

This may well mean that the dynamic of your brokerage will need to shift a bit 
to attract younger brokers. It’s worth putting yourself in their shoes for a second 
and trying to understand where they’re coming from and what they want.

SVN recently surveyed more than 300 millennials (i.e. Generation Y, those 
born between 1980 to 1995) from all over the United States, Canada and 
South America, specifically asking them about commission-based careers 
and what they’re looking for in a future employer.

HOW ARE MILLENNIALS DIFFERENT?
Harvard University’s Institute of Politics did a study last year that showed 
that nearly half of all millennials believe the American Dream is dead. Many 
attribute this shift in philosophy to the rising costs of student debt, the 
declining middle class, and the drop in income status among 18 to 29 year-
olds, the largest among all age groups since 1971.

Not only that, but a recent study by the Economic Policy Institute shows that 
inflation-adjusted hourly wages for new graduates in 2013 were lower than 
in the late 1990s.

For many recent graduates, the American Dream is simply more mythology 
than reality. The question becomes: how can we make it come alive for this 
next generation in a way that motivates and excites them professionally?

Commercial real estate tends to be dominated by 
the baby boomer crowd, but that changes a little 
bit more every year.
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What Millennials Want

WHAT MILLENNIALS VALUE
Millennials as a group are concerned with more than just high earnings, 
benefits and a path to promotion. SVN reports that this generation values 
a more collaborative environment that fosters teamwork, ongoing training 
and mentorship, and flexibility in hours and location. Gen Y also puts a 
good deal of weight on issues likes equality, diversity and culture.

SVN offers this advice for commercial real estate firms looking to attract 
and retain millennial candidates:

»» Expand your commission-based recruiting pool. With many top 
candidates hampered by student loans, the number of individuals who 
feel they can take on a commission-only job is decreasing.

»» Create a collaborative work environment through common goals, 
brainstorming and problem-solving sessions. Bolster this with 
collaborative tools and workplace design.

»» Boost your entrepreneurial spirit by rewarding innovation, supporting 
risk-taking and encouraging employees to think like owners.

»» Diversify your recruiting pools, your existing employee base, your 
leadership and your board of directors.

»» Ensure that upper management is transparent, ethical and open to 
mentorship programs.

»» Demystify management and create a clear path for advancement.
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What Millennials Want

»» Highlight the high earnings potential and the training programs 
available to help millennials succeed.

»» Provide flexibility in work hours and locations by moving to a 
results-oriented, “core hours” system and cloud technology.

»» Incorporate conscious capitalism into your company mission  
and vision.

»» Engage in ongoing dialogue with millennials. Establish a coaching 
relationship with younger employees instead of the classic 
“command and control.”

As you can see, the CRE industry needs to be proactive in planning 
for its future if it hopes to attract talented young brokers.

While the next generation has different priorities, with some 
adjustment you can transition your culture to support current and 
future employees—allowing your brokerage to compete effectively 
for millennial talent, and ensuring that it thrives in the years to come.
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Interview Questions for Brokers

So how do you really determine the best-qualified candidate and fit for 
your team? Here are a few questions to ask that can provide valuable 
insights into your next potential hire.

WHY COMMERCIAL REAL ESTATE?

The most obvious question is still important. There are plenty of sales 
positions out there, but commercial real estate is a niche all its own. 
Maybe the applicant has tried sales in other industries but it hasn’t 
panned out. Or perhaps they excelled at sales and are looking for 
bigger challenges.

If they aren’t new to the industry, this question still lets you dig into 
their motivation. Why did they get into this field over another industry, 
and what specialty do they have?

WHAT DO YOU THINK SEPARATES OUR BROKERAGE FROM THE 
OTHER COMMERCIAL REAL ESTATE FIRMS OUT THERE?

This question is useful for a few reasons. First, it easily determines 
whether the candidate has done his or her research on their potential 
employer. And as an alternate version of the standard “Why this firm?”, 
it prompts them to think outside the box a bit, as well as to give you an 
idea of how they would pitch your brokerage to prospects.

Finally, it gives them an opportunity to show passion. A candidate who 
truly wants to work for your firm, performing your specialty in your 
geographic region, will be able to articulate why he or she is excited at 
the prospect of future employment.

Many applicants for a broker position probably 
look good on paper, and since commercial real 
estate is such a sales-centric business, many can 
make themselves look good in person, too.

1 

2



15BUILD A BETTER BROKERAGE

Interview Questions for Brokers

CAN YOU TELL ME ABOUT YOUR COLD CALLING EXPERIENCE?

Starting at the bottom isn’t always easy, especially for those who excelled 
in an academic setting. Regardless, there are less than favorable tasks to 
be done, and they often fall to those farthest down the ladder. A question 
like this will not only reveal whether a candidate has any experience in 
the cold calling arena, but if they’re comfortable with the prospect of this 
activity in the future.

Don’t just take note of what they say, but of their overall reaction. Did they 
wince? Did a deer-in-the-headlights look appear? Did it seem as though 
they thought a task like this was beneath the position, or is it something 
they seemed to anticipate within the given responsibilities?

WHAT IS YOUR NETWORKING STRATEGY?

Cold calls are only part of prospecting. Making connections out in the field 
is another. Some candidates may feel at ease behind the safety of a phone 
inside a cubicle but clam up once they have to introduce themselves to 
new people.

The types of networking activities they name will also give you a sense 
of their level of experience, as well as a bit of insight into their social life. 
Some may prefer professional organizations that meet for early morning 
breakfasts once a month. Others take advantage of the networking breaks 
built into day-long conferences. Some prefer happy hours where the 
setting is a bit more casual.

This question will also give them an opportunity to tell you a story about 
how they leveraged their networking experience to close a sale, secure a 
job or otherwise obtain something that wouldn’t have been possible had it 
not been for the connections they’ve purposely made.

Also consider following this question with, “Tell me about an unexpected 
connection you made outside that strategy” to get some insight into their 
ambition and ability to always be “on.”

3

4
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Interview Questions for Brokers

ARE YOU COMFORTABLE WITH OUR COMPENSATION STRUCTURE?

Not all firms operate the same. Some rely more on a base salary at the early stages,  
with opportunities to earn more commission once a candidate has hit a certain 
milestone. Others are more heavily focused on commission. Most firms also require a 
split of some sort between junior and senior staff, as we described earlier.

Though this question won’t give you a ton of insight into your candidate—aside from 
whether or not they can accept this structure—it gives you a great opportunity to be 
transparent with them. Let them know what kind of salary and opportunities they’re 
realistically looking at, as well as what expenses they will need to cover themselves.

It’s never too early to foster good faith. Being transparent up front is a great way to 
build trust and loyalty.

Those five questions are a good place to start, but if you want to dig a little deeper, try 
some of these to get a better feel for their personality, motivation and experience. 

»» What’s the hardest thing you’ve ever done?

»» Tell me about a time you had to go above and beyond to get a deal done.

»» When was the last time you made a mistake? What did you do?

»» Have you ever taken a substantial risk that failed?

»» Tell me about a time when you were misunderstood. What happened? How did you 
respond, and what were the results?

»» Has there ever been a time when your listening skills really paid off, maybe a time 
when other people missed the key idea in what was being expressed? Tell me about it.

»» Give me an example of a time when you developed or recognized new thinking or 
trends that were helpful to your organization.

»» What was the biggest waste of resources in your last job? How did you resolve this?

»» Share an example of a problem created for you by someone else. How did you 
handle it? What were the results?

»» Have you done anything over the past year to develop yourself? What was it?  
How did you go about it?

»» What should we ask you that we haven’t already?

5
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Job Description Templates

MARKETING ASSISTANT

WHAT YOU‘LL BE DOING

»» Create marketing materials, proposals, first appointment 
and listing packages

»» Work with agents or Office Manager to generate brochures, 
postcards, web pages, flyers, etc. for clients

»» Become knowledgeable in use of local and national market 
research reports

»» Develop regional sales aids with the help of the team or 
Research Analyst

»» Compile relevant news articles for marketing and proposing 
properties

»» Adhere to company’s editorial style and branding guide 
when preparing marketing materials

»» Collaborate with Client Services Coordinator on advertising 
inquiries

»» Generate client mailings for advertising sold and closed 
transactions/listings

»» Prepare or assist with preparation of meeting slides/
presentations as needed

»» Develop and/or update brokerage website

»» Manage brokerage’s social media presence

»» Develop demos or maps as directed by team  
or Office Manager

»» Create and place web and/or print advertising as directed

»» Track and analyze marketing spending and results

»» Other duties as assigned by agent team or Office Manager

WHAT YOU NEED 
TO APPLY

2+ years marketing 
experience desired

Mastery of Microsoft 
Office Suite

Detail-oriented and 
organized

Strong writing and  
editing skills

Experience with  
graphic design a plus

Copy and adapt these templates to simplify your 
job posting process.
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Job Description Templates

CLIENT SERVICES COORDINATOR

WHAT YOU’LL BE DOING

»» Answer and redirect calls in a courteous and professional 
manner, memorizing client names, agent and team member 
names and extensions

»» Route calls to team mobile phones according to instructions, 
supplying appropriate information to callers and relay  
any messages

»» Gain and display knowledge on a weekly basis of property 
listings and advertised properties, ensuring calls are handled 
according to instructions, routing to appropriate team member(s)

»» Manage Senior Agent calendar and other calendars as instructed

»» Learn executives’ and clients’ names and office locations, 
extending hospitality to them upon office visits and phone calls

»» Coordinate advertising efforts, maintain marketing material,  
and assist with website updates

»» Keep office area clean and organized. Open and close the  
office each day

»» Reserve conference room for meetings and presentations  
with clients. Coordinate offsite meetings and conferences

»» Keep monthly inventory on all office supplies and place supply 
orders as needed

»» Supervise outgoing regular and overnight mail and faxes  
in a confidential manner. Handle any errors in shipments  
and deliveries

»» Track all advertising, routing calls to the appropriate  
team member and keeping track of all principal and broker 
contact information

»» Keep printers and fax machines supplied with paper and toner.

»» Cross-train with the Marketing Assistant and Transaction 
Coordinator positions to ensure smooth coverage  
(if applicable)

»» Act as liaison with other groups on presentations  
and confidential listings (if applicable)

»» Perform other duties as assigned by Senior Agent or team

WHAT YOU NEED 
TO APPLY

Mastery of Microsoft 
Office Suite

Ability to perform with 
minimal supervision

Desire to learn and 
move up in the 

organization

Ability to deal with 
and bring out the best 

from a variety  
of personalities

High school education
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Job Description Templates

TRANSACTION COORDINATOR

WHAT YOU‘LL BE DOING

»» Gain a full knowledge of contracts, their proper use  
and the brokerage deal flow at large

»» Collaborate with escrow or attorneys to move  
transactions forward by generating the appropriate 
contracts as directed

»» Work with both buyer and seller during the due diligence 
period to obtain all necessary documents and signatures

»» Follow up with escrow or attorneys to complete all 
documents by contract due dates

»» Keep transaction workflow organized as directed

»» Ensure all contracts are complete, fully executed and in 
compliance with brokerage policies before moving them 
to the next party

»» Read all non-brokerage contracts to ensure compliance 
with policies

»» Coordinate financing through lenders

»» Maintain complete transaction files in accordance  
with state requirements

»» Send closed transaction files to team office manager  
for retention purposes

»» Forward executed closing documents required by 
brokerage to the team office manager to ensure 
commission payment

»» Organize and maintain all emails associated with  
every transaction

»» May need to perform other administrative duties  
as assigned  

WHAT YOU NEED 
TO APPLY

Proficiency with 
Microsoft Office Suite

Self-motivated

Excellent 
communication skills

Exceptional attention 
to detail

Previous escrow 
experience preferred
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Job Description Templates

Financial Analyst

WHAT YOU‘LL BE DOING

»» Collect and record property financial information in an 
organized manner

»» Identify and interpret data and information inconsistencies

»» Find appropriate rent comparables and work with team  
to collect market rental information

»» Abstract property financial statements and rent rolls

»» Input data into financial models

»» Establish underwriting estimations or assumptions when 
information needed is not available

»» Estimate property values based on actual and projected 
income streams

»» Lead property briefing meetings with team to discuss 
underwriting and pricing assumptions

»» Create 10-year discounted cash flow models

»» Improve the team’s models, systems, processes  
and templates

»» Request and update property data monthly

»» Ensure accuracy of financial data in marketing materials

WHAT YOU NEED 
TO APPLY

Bachelor’s or graduate 
degree in finance  

or accounting

At least three years 
experience in real 
estate accounting/
financial analysis

Comprehensive 
understanding of 

real estate financial 
metrics, including 

discounted cash flow 
analysis, internal rate 
of return calculations 

and more

Exceptional 
communication skills, 
including the ability 

to articulate property 
valuation rationale
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Job Description Templates

RESEARCH ANALYST

WHAT YOU‘LL BE DOING

»» Keep client database updated, continually researching new 
clientele and keeping existing contacts up-to-date

»» Help broker team follow-up on leads and become aware of 
the conditions

»» Appraise and underwrite properties, prepare proposals

»» Perform long-term property analysis

»» Attend proposal appointments with broker team members 
to lend expertise and support

»» Join broker team members in driving around market areas 
to inspect properties and take pictures 

»» Collaborate with marketing on larger properties to ensure 
quality marketing materials

»» Provide market knowledge to brokerage team on an 
ongoing basis

»» Work with marketing to create Client Information 
Package(s) (CIP)

OTHER DUTIES BASED ON PRODUCT

»» Read books and records

»» Research sale and rent comparables 

»» Perform rent surveys

»» Determine accurate market rents and other stats

»» Review property leases for rent increases, amounts, options 
to renew, etc.

»» Stay current on new developments in the area surrounding 
properties to be proposed or listed

»» Research city business climate and traffic counts

»» Evaluate information surrounding tenant reputation, S&P

WHAT YOU NEED 
TO APPLY

Demonstrated 
analytical ability

Knowledge  
of underwriting 

investment properties

Skill in performing  
in-depth research

Knowledge of broker 
continuum

Ability to work  
with different 

personality types

College degree

Real estate license
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Job Description Templates

OFFICE COORDINATOR

WHAT YOU‘LL BE DOING

»» Acquire knowledge of team member jobs (except Research 
Analyst) so you can provide coverage of tasks as needed 

»» Hire and review all team members (except Research Analyst), 
understanding HR laws and company policies 

»» Organize the team space for optimal workflow and utility

»» Solve all facilities issues 

»» Coordinate the training of new team members 

»» Train new team members on office and brokerage policies 
and procedures

»» Order office supplies as needed

»» Facilitate payroll for team members 

»» Manage team’s payables and receivables 

»» Create team policies and procedures 

»» Troubleshoot computer problems, install software,  
and work with IT on team member computer issues 

»» Perform property management tasks related to  
Sr. Agent’s personal investments if applicable 

»» Assist other admin and operation team members with 
overflow job tasks 

»» Copy due diligence materials and collaborate with 
Transaction Coordinator to ensure proper disposition 

»» Plan team parties and events 

»» Keep all transaction files according to provided regulations, 
arrange for archive storage as needed

»» Learn about out-of-state documents required in states  
where the team does business 

»» Complete paperwork on all new listing, under contract  
and closed transactions and follow up to ensure prompt 
payment of commissions to team members

»» Work with team to reinforce and ensure proper workflow 

»» Conduct regular team meetings 

WHAT YOU NEED 
TO APPLY

Intermediate to 
advanced proficiency 

in Microsoft Office 
Suite

Self motivated with a 
desire to learn

Ability to bring out the 
best from a variety  

of personalities

High school education

Previous management 
experience preferred
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Train New Brokers

Training brokers and setting expectations from the get-go sets them up for 
long-term success at the firm.

Make sure not to overwhelm them with too much information all at once. 
Gradual training allows them to build on existing knowledge and absorb the 
most possible at each stage of their education. 

To train new brokers, work through the whole process of prospecting to 
closing, step-by-step. Here’s a sample investment sales training curriculum 
that you can adapt for other specialties:

Putting thought and effort into onboarding is a 
research-proven way to improve retention. 

DEVELOP YOUR DATABASE.
Whatever your technology, make sure new brokers understand each 
component and how they support the prospecting and deal management 
process. For example, each database entry should have this information: 

»» An entry (address, photograph) for each property in the assigned market

»» Updated contact information for all owners

»» Relevant details about the property—size, square footage, unit mix,  
age, construction type

»» Relevant information about the owner
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Train New Brokers

MASTER THE MARKET.
Have brokers research their market—but tell them what to look for. Have 
them learn the answers to these questions, and then quiz them on it. 

»» What were the features and prices of properties that have recently sold?

»» What properties are currently on the market?

»» Can you estimate current rents for different types of spaces?

»» What current construction projects are underway?

»» How do trends in household income and family formation impact real 
estate investments?

»» Why should clients buy, sell or hold?

»» How have prices changed over the last two years?

PREPARE CONVERSATION STARTERS  
FOR PROSPECTS.
Teach brokers how to use market events and economic trends to initiate 
conversations with prospects that lead to further action. Make sure all topics: 

»» Are current and likely to be news to a potential client

»» Are relevant to a prospect’s unique real estate needs and concerns

»» Relate to something an owner can actually do
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Train New Brokers

MAKE BUSINESS DEVELOPMENT PHONE CALLS.
Walk them through your process for reaching out to prospects. The training 
agenda should follow these steps:

»» Introduction and credibility statement

»» Generate interest with one of prepared conversation starters

»» Ask an open-ended follow-up question

»» Listen for areas of opportunity

»» Turn that opportunity into a reason to meet, or establish a reason 
for the next call

CONDUCT A FIRST LISTING APPOINTMENT.
Once they master the first part of prospect communication, they must 
establish an outline for a successful meeting. The sequence generally looks 
like this: 

»» Introduction and relationship-building

»» Ask about the client’s needs and motivations to determine whether  
a proposal is warranted

»» Sell the proposal process as a solution to the client’s needs.

»» Gather operating information

»» Get a conditional commitment to list, then close and set the  
next appointment
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Train New Brokers

DEVELOP THE PROPOSAL.
Help the broker get the necessary materials—rent roll, income and expense 
statement, comps, investment summary, etc—and show them how to conduct 
a systematic analysis to value the property. The proposal should include:

»» Proposed list and sales prices

»» Comparable sales that justify the price

»» Comparable on-market and under-contract properties

»» Comparable rents 

»» Financial analysis

»» Local demographic information

»» Marketing plan

»» Broker bio

DRAFT THE REPRESENTATION AGREEMENTS.
Make sure new brokers can answer client questions about each clause. 
There are dozens of questions they need to anticipate and have answers 
for, but here are a few examples:

»» What is a “deposit transfer?”

»» Who pays property taxes if a sale occurs mid-year?

»» Why is the arbitration clause advantageous to all participants?
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Train New Brokers

CONDUCT SECOND LISTING APPOINTMENT.
The goal of the second appointment is to secure a signed Exclusive 
Representation Agreement. The client needs to agree that selling will 
accomplish his or her objectives, your price is reasonable, and the terms  
of the listing agreement are beneficial.

There are generally four phases of a second listing appointment:

»» Recap and progress report

»» Present the price and terms

»» Get feedback and structure the transaction

»» Gain the final agreement

MARKET THE PROPERTY.
Walk through the standard marketing plan for a property, which usually 
includes these steps:

»» Work with Marketing Assistant to create a marketing package

»» Present the property in the office sales meeting and to individual agents

»» Distribute flyers, e-brochures and postcards

»» Contact potential buyers and advertise as needed

»» Send a status report letter to your seller every other week
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Train New Brokers

DRAFT AND REVIEW OFFERS AND  
PURCHASE AGREEMENTS.
When you receive offers, qualify them before presenting them to the seller. 
This is usually followed by negotiations and counter offers.

MANAGE THE TRANSACTION AND  
CLOSING PROCESS.
This can fall to the broker or a lawyer depending on geographic region.

WANT TO GET  
EVERYONE ON BOARD 
WITH NEW TECHNOLOGY? 

Visit apto.com/tech-train 
to view our infographic on 
training your team.

http://blog.apto.com/blog/how-to-tech-train-your-brokers-tips-from-a-system-admin-guest-post
http://blog.apto.com/blog/how-to-tech-train-your-brokers-tips-from-a-system-admin-guest-post
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Keep the Team You’ve Built

Remember, the cost of losing a good team member is substantial. Sometimes you pay 
to put out an advertisement on various sites, and then of course there’s the cost of your 
time to review resumes, answer emails, interview and train. And whatever portion of 
this work you delegate to your team is time they’re not working deals.

So once you have everyone hired, how do you keep them? 

We talked a bit about what millennials are looking for in a brokerage, but there are 
reasons that people stay at their jobs no matter their age. Here are the top 10.

You can see that many of these reasons complement each other. Create a fun and 
supportive environment. Hire smart people that align with your values. Train them and 
give them opportunities to grow. Don’t micromanage; instead, demonstrate an interest 
in your employees’ personal lives, and let them take an interest in yours. Praise them 
publicly (and admonish in private, if needed). Show how you can achieve your goals by 
working together.

Don’t make the mistake of putting things on autopilot 
once your new hires are on board and trained on 
the basics. You want your brokers and support team 
engaged in their work and loyal to the firm. 

  Exciting and challenging work 

   Opportunity for career growth 
and development

  Great coworkers

  Fair compensation

   Management that is supportive,  
not domineering 

   Recognition and the feeling  
of appreciation

  Benefits

  Work that has meaning 

  Pride in the organization

   Positive work culture  
and environment 



We hope this guide helps you wherever you are in the process 
of building your brokerage. Although it’s perhaps not as 
immediately lucrative as closing a deal, being thoughtful and 
intentional about your workforce strategy can help you make 
more money in the long run (while saving you time and sanity).

For more tips and insights for commercial real estate brokers, 
read our blog at apto.com/blog.

To learn how Apto can help you manage the full cycle of your 
deals, request a demo at apto.com/demo.
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