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Blueprints to 

Build your 

Empire Profitably

Build Capacity to Grow!
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•M.B.A. degree; B.A. degree in Real Estate

• Real estate license for 30 years

• Broker/Owner of California Coast & Country Homes

• “Elevate the standards of professionalism in our real estate 
industry”

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 6

5

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 6

Begins with Foundation 
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1. Vision & Exit
2. Business Plan
3. Financials
4. Profit Centers
5. Agent Recruiting
6. Strategic Plan
7. Operations Management
8. Innovation

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 6
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Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 1

• Profit – how much?
• Can you replace your CEO salary with a job?

• Impact: services provided to end clients
• # of people served, satisfaction levels

• Leadership reach: agent influence
• Their success / satisfaction

• Community contribution
• How to measure?

10
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•Build a profitable corporation
•Sell for top dollar
•Retire as a shareholder with passive income

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 1
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• Organization
• Franchise or independent?
• Sole or partners?
• Corp or DBA?

• Growth
• Size of company
• # of agents
• Cities of offices

• Building Blocks:
• Vision
• Mission
• Values

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 1

12
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ACTIVITY
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Do you have a business plan?

A. Yes! It is recent and 100% complete.

B. It is in the process of being written.

C. No, not yet.  But I would like to get started!

• Clear Vision (blueprint)
• Direction & Guidance
• Accountability & Measure 
Progress

• Partners / Sell Company

• Funding (investors / loans)
• Test the feasibility of your idea

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 2

16
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Copyright © MBA Broker 
Consultants

Brokerage Start-Up Step 6

Strengths Weaknesses

Opportunities Threats

STRENGTHS
Resources and capabilities that 

fulfill the firm’s important tasks.  
Leverage strengths to advance the 

company.

WEAKNESSES
Resource and capability deficiencies 
that make it difficult for the firm to 

complete important tasks.  
Constrain the company

OPPORTUNITIES
External conditions that allow the 
company to achieve its vision using 

core competencies.  
Capitalize on opportunities.

THREATS
External environmental factors that 
inhibit the company from leveraging 

its core competencies. 
Neutralize threats
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• Discover your strength, 
resources, and capabilities

•Use to create customer value 
> Competitive advantage

• Leverage better than competitors 
> Distinctive competencies

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 6
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Reference:  Understanding Business Strategy by Ireland, Hoskisson, Hitt

“Capabilities the firm emphasizes and performs especially well in pursuing its vision.”

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 2
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1. Cash Flow Statement

2. Profit & Loss (Income Statement)

3. Balance Sheet

4. Revenue Sources (Sales Projections)

5. Ratios (3)
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Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 3
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• Revenue and costs

• Key figures:
• Gross revenue
• Gross income
• Net Income
• Profit Margin

• EBITDA (Earnings Before Interest, Taxes, Depreciation, & Amortization)

• Your salary included?  Is it more than your potential income at a job?

• Compare dollar amounts AND percentages year‐over‐year (common size)

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 3

22
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Brokerage Income Statement $ %

Sales ‐multiple streams of revenue $1,000,000 100%

Sales transactions

Referral fees

Property management

Agent fees (desk fees etc.)

Transaction management fees

Consulting fees

BPO fees

‐ COS (variable expenses paid per transaction) $900,000 90%

Coop buyer brokers (?)

Agent splits

Referral fees

TC fees

= Gross Margin $100,000 10%

‐ Operating expenses (fixed costs / overhead) $65,000 6.5%

Manager salary + benefits

Staff salary + benefits

Building lease / mortgage

Equipment lease, Utilities, Maintenance

Marketing (recruitment)

Training (retention)

Tech tools, Office supplies

Insurance, Prof. fees

Risk management (rainy day fund)

= Net Profit (before taxes) / EBITDA $35,000 3.5%

•Assets (good)
• Liabilities (bad)
•Equity (great)
•Both sides must balance

•Compare dollar amounts AND percentages 
year‐over‐year (common size)

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 3
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ASSETS

Current Assets 

(Cash, Equivalent, 
A/R, other)

Fixed Assets
(Real Estate)

LIABILITIES

Current Liabilities 
(A/P, Short-term)

Long-Term Liabilities 
(Bank Notes)

EQUITY
Stockholders’ Equity

Retained Earnings

TOTAL $ ____ = TOTAL $ ____

•Tracks the flow of money

•Not necessarily correlated with income

•Spot danger signs & red flags
•Compare dollar amounts AND 
percentages year‐over‐year 

•Common size / standardize

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 3
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Budgeting: estimates / 
quantifies expectation of 

revenues the business hopes
to achieve in a future period.

A plan for where a 
business wants to go.

Financial forecasting 
estimates amount of 
revenues that will 

actually be achieved. 
Indicates where the 
business is actually

headed.

CURRENT RATIO

Current Assets / 
Current Liabilities

QUICK RATIO

Cash, 
Equivalents, A/R

/ Current 
Liabilities

(aka Acid‐Test)

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 3

28

WORKING 
CAPITAL

Current Assets  —
Current Liabilities
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Which bookkeeping system do you use?

A. QuickBooks (online or desktop)

B. Microsoft® Excel® (do‐it‐yourself)

C. Other ???

•Paying taxes
•Concept of “cash in separate 
envelopes”

•“Profit First” book recommended

•Recurring expenses: paying monthly 
vs. annually (ex: insurance)

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 3
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Sales

Corp.

Business 
Account

Income

Fixed 
Expenses

Taxes

Payroll

Donations

Client Trust 
Acct.

•Bookkeeper
•Accountant / CPA
•Tax Preparer/EA 
(Enrolled Agent)

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 3

32



Scale Up!  Your Brokerage 11/15/2018

Regina P. Brown at Triple Play 2018 17

•Must know your breakeven point BUT “Breakeven” 
calculation fosters a failure mentality

•Target profitability – not breakeven

•How much would you earn if employed elsewhere?

•PLUS: additional factors (Time, effort, stress)

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 3
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Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 3

34Debt‐Free vs.   Rapid Growth?
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Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 3
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•Smooth out rough bumps in seasonal sales cycles

•Ensure your overhead is covered every month

•Be ready for the eventual sales downturn

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 4
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•Seasonal annual cycles
•Short‐term economic cycles

• Long‐term economic cycles

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 4

How do you prepare for market cycles?

A. Counter‐balancing income sources

B. Lowering debt & raising profitability

C. Running & hiding under the covers
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UP MARKET 
PRODUCTS

DOWN MARKET 
PRODUCTS

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 4

39

UP MARKET 
PRODUCTS
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• Revenue streams
• Convert costs into profits
• Examples:

• Property management
• Mortgage lending
• Escrow division
• Home warranty
• Commercial leasing / sales
• Home Improvement

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 4
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•Estate attorneys
• Financial planners
•Government contracts

•REO contracts

•Employer Assisted Housing

•Corporate Relocation
•National Referrals
•Business alliances

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 4
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How many revenue sources 
does your brokerage have?

A. Only 1 (sales transactions)

B. 2 (sales & property management)

C. Multiple sources

•What products and 
services do your 
customers need or 
want?

•Will they pay for it 
(afford / willing)?
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REVENUE TYPES: EXAMPLES:

Transactional

Regular

Recurring

Passive

Residual

Corp. Accounts

Subsidiary

Affiliate Partnerships

Residential
Sales

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 4
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Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 4
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•Supply chain
•Origin           Destination

•Acquire, develop, or start activities
•Strategic alliances

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 4
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• Informal partnership
• Vertical supply chain

• Complementary businesses
• Revenue or profit sharing

• Contributions / services / risks / capital
• Benefits to clients AND companies

• Increase client base
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• Target top producers & those 
who fit into the culture
• Network to build your sphere 
& follow up
• Find newbies
• Produce newbies
• Recruit, Onboard, Retain, 
Promote (continuous cycle)

Copyright © MBA Broker ConsultantsBuild Your Brokerage Empire

49

Teamwork & Caring ……..…………

Entrepreneurial Spirit …….……..

Collaborative Atmosphere .………

Positive Energy ……………………..

Go‐Getter Attitude .…………………

Other: ____________________
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Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 5
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•Our business is all about PEOPLE & relationships

• Intentionally meet new people

•Mold, shape, and polish the people you
already know 

•Names of 30 Agents

•Add to your DRIP campaign

•Set weekly goals

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 5

52
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Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 5
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Monthly & 
consistently

Events extend 
your reach

Opportunity to 
contact people

Perception of 
high quality 

company

EVENTS

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 5

$$$

Brand

Culture

Training

Location

Perks

Growth
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Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 5

55

STRONGLY 
AGREE

AGREE NEUTRAL DISAGREE
STRONGLY 
DISAGREE

1. Tech tools are vital to my daily 
business success. X
2. I would take a lower commission split 
in favor of steady leads. X
3. A brokerage owner should be 
available to agents for consultations. X
4. My brokerage should supply training 
and education at no additional cost. X

•Onboarding

•Education & Training
•Goal Setting
•Coaching
•Evaluate / Assess

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 5
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•Onboarding – set goals (financial + life)
•Quarterly – measure progress
•Annually – review and re‐set
• Incentives for finishing process
•Motivation is internal
•Offer external rewards

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 5
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Copyright © MBA Broker Consultants

• Apprentice ‐Mentor 
Program
• Pair seasoned pros 
with newbies
•Mutually beneficial
• SYSTEM
• Ask us for 
package
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•The Power of ASKING
• Rejection ‐ part of the game
• Plant seeds

•Schedule Weekly Interviews
• Plug it into your calendar
• Be consistent

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 5

59

•Most Realtor® and real estate industry 
events are “Recruitment‐Free Zones”

• Instead: Focus on meeting agents & 
building long‐term business friendships

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 5
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Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 6
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•Real estate ‐ highly cyclical industry
•Economic downturns

•Tech trends (innovation & development)

•Competitors appear suddenly

•Organic change: law of nature

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 6

63

What is holding you back from 
scaling your company?

A. Capital funding

B. Lack of time to plan

C. Don’t know where to start



Scale Up!  Your Brokerage 11/15/2018

Regina P. Brown at Triple Play 2018 33

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 6
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ARE YOU READY to 
SCALE?

What are your capacity 
limitations?

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 6
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• Low‐cost provider
•Wider product 
selection
• First‐to‐market / 
Cheapest‐to‐market
• Technical 
superiority
• Expand vertical 
supply chain

• Higher quality 
service
• Focus on narrow 
market niche
• Best‐to‐market
• Value‐added services
• Diversify into 
complementary 
business
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Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 6
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Proactive
vs.

Reactive?

1. Competitor Name: _____________________________
A. # of Agents: ___________ (from state licensing agency)
B. Closing volume from last 12 months $________________  (from the MLS)
C. Average volume per agent $___________ (B ÷ A)
D. Agent compensation plan (from web site or personal inquiry)
 Flat monthly fee ____________________
 Flat transaction fee ___________________
 % Split w/Cap _____________________
 Other: _________________________

E. Brokerage gross profit margin annually: $___________________

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 6

68



Scale Up!  Your Brokerage 11/15/2018

Regina P. Brown at Triple Play 2018 35

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 6

Measure

InnovatePropagate

Strategize

Engage

•Current Sales & Price Statistics
•Realtor Association
•Other sources?

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 6

70
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Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 6

What gets measured can be improved.

•Grow ‐www.grow.com

•CTE ‐www.ctebiz.com

•Domo ‐www.domo.com

•RealtyMeter ‐
www.realtymeter.com

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 6

72
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“Selecting new strategies for the future and 
redirecting the firm’s energies & resources”

4 Steps:

1. Predict the future environmental trends

2. Plot the threats & opportunities (SWOT)

3.Develop strategies to leverage opportunities & neutralize threats

4.Allocate financial & other resources to pursue strategies

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 6

73

Reference:  The Secrets of Strategic Management by H. Igor Ansoff p. 61

Copyright © MBA Broker ConsultantsBrokerage Boot Camp
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MARKETING
• Generates 

demand
• Takes 

orders for 
product or 
service

OPERATIONS
• Creates the 

product or 
service

• Manages 
the product 
or service

• Delivers the 
product or 
service

FINANCE
• Tracks 

profitability
• Collects 

money
• Pays bills
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Copyright © MBA Broker 
Consultants

75
SaveS
YourselfY
StressS
TimeT
EnergyE
MoneyMBrokerage Boot Camp

•Written Policies & Procedures
• Agent Handbook
• Operations

•Best Business Practices
• Tracking, Measuring, 
Benchmarking
• Corporate protocol

• Transaction processing
• Office Team:  assistants / managers
• Agent hiring / onboarding / firing
• Policy & procedures manuals
• Marketing / advertising / promo
• Accountability / MoreGCI
• Back‐end office Tools
• Contracts / forms / kits

Copyright © MBA Broker ConsultantsBuild Your Brokerage Empire

76
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Copyright © MBA Broker ConsultantsBrokerage Boot Camp

77

•Adequate to accomplish 
the intended goal

• Focus on expected output

• Performs task in best 
possible manner

•Minimize time & effort

• Focus on input > output
• Increases production
• Lowers cost

•Maximizes profit

Copyright © MBA Broker ConsultantsBrokerage Boot Camp

78

1. BRE web site – switch license
2. Add Associate to LIST
3. Agreement & Handbook
4. Online office / web site – photo
5. email
6. Phone Extension
7. Realtor/MLS
8. Put into email & birthday lists
9. Business Cards & Email Signature
10. Send Welcome Email
11. Change Associate’s Email Address
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Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 6

79

What’s the best way to innovate 
new services?

A. Reduce Costs

B. Raise Value

C. Both!  Create new value innovation
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Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 6

82

©KIM & MAUBORGNE 

Red Ocean Strategy Blue Ocean Strategy

Compete in existing market space Create uncontested market space

Beat the competition Make the competition irrelevant

Exploit existing demand Create and capture new demand

Make the value-cost trade-off Break the value-cost trade-off

Align the whole system of a firm’s activities with 
its strategic choice of differentiation or low cost

Align the whole system of a firm’s activities 
in pursuit of differentiation and low cost

Red Ocean vs. Blue Ocean Strategy

VS.
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Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 6

83
Reduce 
Costs

RAISE
BUYER 
VALUE

REDUCE 
OPERATIONAL

COSTS

VALUE

COSTS

Value
Innovation

Buyer value is lifted 
by raising and 

creating elements 
the industry has 
never offered.

Cost Savings are 
made by eliminating 
and reducing factors 

an industry 
competes on.

Value Innovation:

A new market is 
created and previous 

non-buyers are 
reached.

Raise 
Value

Value 
Innovation+ =

©KIM & MAUBORGNE 

• Blue ocean strategy – lower co. costs 
& increased customer value
• Competitive advantage / core 
strengths
• Differentiation / innovation / 
uniqueness
•Market niche / market share
• Future – long‐term goals & exit plan

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 6

84
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•Grow & scale?
•Obtain competitive 
advantage?

•Maximize profits?
Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 6

•Writing a strategic plan is great but…

• Implementing & executing plan with 
peak efficiency are KEYS to success

• Continuously act
• Constantly measure performance

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 6
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•Start‐Up Quick Checklist

•Business Plan Outline
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1. Vision
2. Personnel
3. Goals
4. Business Model
5. Revenue & Services
6. Agent Recruitment & Retention
7. Competition
8. Marketing Strategy
9. Proforma (Cash Flow)
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1. Vision & Exit
2. Business Plan
3. Financials
4. Profit Centers
5. Agent Recruiting
6. Strategic Plan
7. Operations Management
8. Innovation
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Regina@MBABrokerConsultants.com

(888) 550‐9340 x 1

www.MBABrokerConsultants.com 

Copyright © MBA Broker ConsultantsBrokerage Start-Up Step 6

96



Scale Up!  Your Brokerage 11/15/2018

Regina P. Brown at Triple Play 2018 49

Build Capacity to Grow!

Blueprints to 

Build your 

Empire Profitably


