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The commercial real estate industry 
has a high attrition rate. It’s an 
appealing career, but not everyone 
is cut out to make it as a broker. 

More experienced brokers generally expect that at least half of 

new recruits will leave within three years, while some project the 

new broker failure rate to be as high as 90%. 

The perks of the job are part of what make it challenging: 
autonomy, flexibility, a commission-based salary. Some people 

simply lack the skills and personality necessary to succeed, but 

other common pitfalls can be avoided. 

We’ve laid out five common mistakes new brokers make, though 

more tenured brokers could do well with a refresher—both for 

themselves and for their mentees.



They lack a system
to keep them organized.01



Not making it as a broker can be 
as simple as not making enough 
calls or getting in front of enough 
potential clients. 

While this can sometimes be attributed to a poor work ethic,  

it can also spring from a lack of organization. Brokers don’t 

always stay on top of follow-up and the communications needed 

to nurture relationships over the long term. And even once the 
deals do start rolling in, it can be difficult to keep track of all 
the moving pieces and paperwork involved.



Fortunately, organization can 
be taught. 

While it often seems like the prototypical salesperson skates 

by on charm and a winning smile, the truth is that the most 

successful are absolutely relentless in prospecting and 

communicating with clients―and they have a system to make 

them efficient in each task. They take an organized approach to 

prospecting and executing deals, which in turn improves their 

effectiveness, reputation, retention and referral rates.

The key is to approach organization systematically. Many firms 
provide their teams with a CRM and other technology that 
allows users to analyze key performance indicators and stay 
on track with tasks. For example, they can set reminders for 

follow-up emails, view all information about a client or property at 

a glance, or analyze their conversion rates to see just how many 

calls it takes to get a meeting. 

Brokers without a CRM do this through other self-designed 

systems, often relying on Excel spreadsheets and Outlook. 

While brokers don’t necessarily need a CRM, it does make 

things much easier.

H OW  TO  AVO I D  T H I S  M I STA K E

Invest in CRM software. Start early. Having an organized, 
updated database from the very first day will pay huge 
dividends throughout your career. 



They don’t
have a mentor.02



Mentorship is crucial to a new 
broker’s success. 

Working with a seasoned veteran can get a young broker both 

new contacts and the knowledge they need to survive in the 

commercial real estate industry. 

Most new brokers are expected to create their own leads, 
and they often receive little formal training on how to do this. 
Building a database from scratch is a daunting task, and it can 

take years for someone starting out to get to where they need 

to be to find new business consistently. When they’re brought 

in to help more tenured brokers, new brokers can generate 

revenue, build their portfolio and rapport with prospective 

clients, and learn the subtleties of their trade. Mentors can 

also help mitigate missteps and provide real-world coaching 

to get brokers up to speed.

Junior brokers will have an easier time landing new clients if 

they have a portfolio of closed deals to share, and without that 

mentorship, it’s tough to get momentum. If they don’t have the 

benefit of a mentorship program at a larger firm, they may have 

to go out of their way to find someone to help coach them. 

H OW  TO  AVO I D  T H I S  M I STA K E

When you’re interviewing for a job, ask about mentorship 
opportunities and training. You might want to begin your career 
at a larger firm, which would have more resources to get you 
started and more people to help you. Many brokerages onboard 
new hires by pairing them with a more tenured broker.



They fail to adapt or cope 
with the financial realities of 
the CRE industry.
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Being a salesperson in any industry 
means that you need to be 
comfortable with risk. 

Brokers in particular work in a high-risk, high-reward environment. 

It can take years to build a successful business that actually 

makes money, but if you do it right, it can be a lot of money. 

The challenge is being patient and prepared enough to 
make it that far. 

Many successful brokers come from humble beginnings, but 

there seems to be a correlation between a new entrant’s ability 

to weather meager paychecks and their longevity in the industry. 

Sometimes, brokers don’t budget well enough or think far 

enough ahead. It’s not uncommon for brokers to work on a deal 

for months, or even years, before cashing in a commission. 

H OW  TO  AVO I D  T H I S  M I STA K E

Save money to prepare for the down times, and stick  
to a budget. Be aware that you might have periods with 
little to no income―especially at the beginning of your 
career―and prepare as best you can.



They don’t tap into their
entrepreneurial spirit or inner hustle.04



As we detailed before, sales is 
a tough business that requires 
patience and relative comfort with 
unpredictability and risk. 

But brokers don’t just need to be comfortable with the financial 

timeline, they need high levels of resiliency and drive. Many 

brokers don’t actually realize that in commercial real estate, you 

get out what you put in. In other words, you eat what you kill.

That might mean hundreds of calls a day for weeks and months 

on end. That might mean hearing “no” dozens of times before 
getting to a “yes.” That might mean hours of in-depth research 

and preparation that could still end in a failed pitch. 

But with the right tools and mentorship, that work could pay off in 

the long run. Brokers just need to understand that no one else is 

responsible for their success.

H OW  TO  AVO I D  T H I S  M I STA K E

This one is hard to teach, but start by looking to the most 
successful brokers and imitate their habits before you 
pick up any bad ones of your own. Structure your time 
thoughtfully and set up your own incentives. 



They don’t take advantage of 
technology to help them do their 
jobs better.
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While young brokers may be more 
tech-savvy than many of their older 
coworkers, they’re still entering an 
industry that’s famously behind the 
curve when it comes to technology. 

Many brokers have offices that are full of stacks of paper and 

ancient desktop computers slowed by dozens of spreadsheets. 

They might stay available via calls and emails on their cells, 
but they can’t always access up-to-date information if they’re 
out of the office. 

Fortunately, there are many tools out there to help brokers be 

more organized and productive, to help show or tour properties 

remotely, or to demonstrate knowledge to doubtful clients.  

You just have to find them.

H OW  TO  AVO I D  T H I S  M I STA K E

Invest in a solid CRE technology stack. Subscribe to a 
few CRE blogs and news sites to stay up to date on the 
latest innovations. 

http://www.apto.com/ebook-the-commercial-real-estate-best-practices-toolkit
http://blog.apto.com/blog/your-commercial-real-estate-technology-stack


What other brokers are saying 

Don’t believe us? We asked some experienced CRE professionals why they see 

brokers fail in the industry. Here’s what they have to say. 

Brokers fail for a variety of reasons. Some do not like brokerage, 
the long lead-time to pay checks is another significant hurdle, 
and some simply lack the skills to prospect, manage deals and 
then get them closed.

– FVP Research Services, Marcus & Millichap

Lack of direction, who to call, when to call, what to say, how to 
follow-up, track, etc. There are no guidelines and poor mentorship.  
I see about a 90% failure rate of brokers new to the business.

– Vice President, Colliers International

The greatest predictor of a new brokers’ success is the 
seasoned veteran that mentors them; a successful, experienced 
mentor/teammate who shares their knowledge, contacts AND 
compensates the mentee in a financially proportional way...can 
almost guarantee a new brokers’ success.

Coupled with this, the new broker must have a strong work ethic 
and outgoing personality; lazy wallflowers do not succeed.

I would add that a financial nest egg, or corresponding annual 
stipend, to cover the first two years of living expenses is 
extremely beneficial.

– Director of Research, Colliers International



They can’t handle the fact that so many deals fall apart. 
They don’t plan well enough with their money (can’t sustain 
on full commission lifestyle). They get impatient and think 
they will make a ton of money within a few months or years. 
They will not cold call.

– SVP, CBRE

I would say brokers fail for a few reasons. They don’t make the 
amount of calls necessary, they don’t provide value or market 
insight to their clients, they don’t get in front of enough clients. 
They also just don’t do enough proposals or have a strong 
enough work ethic.

– Vice President, Colliers International



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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