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This business plan is designed to simplify your process. Frankly, we want you 
to look forward to putting a plan in place.  

There are 5 sections to our planning approach: 

1. Identity—Who you are; what you stand for; what your business is
created to do; what your purpose is, you reason for being.

2. Financial Plan—Production goals, as well as expense budget, to
ensure you reach the bottom-line net profit in your pocket.

3. Marketing Plan—How you stay in touch with your past clients and
sphere; your brand awareness; and how you find new people to help.

4. Team Building—gaining leverage; finding and retaining good people;
knowing the right quantity and quality to complement your financials
and match your identity.

5. Systems—Every process, from transactional flow to consistent follow-
up and seamless internal operations.

Each plays a critical role in your overall success and longevity. So take the time 
to meaningfully consider each one! 

And remember, should you want input and support on completing your plan, 
taking action, and moving forward, we’d love the opportunity to be your 
coach. Get started with a 15-minute session by contacting us at 303.682.1072 
or via email: amy@realestatemastersguild.com. 

Make it your best year yet! 

Amy Stoehr, Founder and CEO 
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What is Vision? It’s what you see for yourself and your future. It’s a 
declaration of who you are choosing to BE. It’s a description of what you are 
intending for your life at some point in the future.  

For the purpose of this Business Plan, let’s think in terms of what it looks like 
one year from now. Tap into your five senses: What do you see? What do you 
hear? Taste? Smell? Feel? Be descriptive. 

It’s   (date one year from now) and I’m proud to 
share that... 
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What is Mission? This is where you declare to the public what you DO, who 
you do it FOR, and HOW you do it.  

Ideally, your Mission statement is a single sentence, easily embraced by all on 
the team. Start by answering the following: 

What is it that you and your team DO? 

Now, WHO do you do it for? Your ideal client. 

And, HOW do you do it? What makes your process special, unique, better? 

Take your answers to these three prompts, and combine their key points into 
one complete sentence. 
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What are Core Values? These state clearly what you stand for, aspire to, or 
view as important ideals.  

As a sole proprietor, your personal core values are typically also your business 
core values. Five to ten at most will keep you dialed in and focused. 

YOUR Core Values 

NOTE: If you need help coming up with your list of Core Values, send an email to 
Amy@RealEstateMastersGuild.com with the subject line, ‘Core Values please!’ and we’ll 
send you an additional worksheet to help you complete your list! 

If you have a team, then your core values are usually adjusted based on a 
sharing of each other’s individual core values and finding commonalities. 

YOUR TEAM Core Values 

NOTE: There is a powerful exercise we facilitate with teams to help them clarify their 
Team Core Values. If you’re interested in knowing more, call or email 303.682.1072 or 
Amy@RealEstateMastersGuild.com today. 
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What are Guiding Principles? They are your rules for living, your code of 
conduct.  

There are likely statements you were taught as a child, like these: 
Do unto others as you would have done unto you. 
It is better to be kind than to be right. 
Under-promise and over-deliver. 
Keep it simple. 

So, what are some of the “life rules” you endeavor to live by? 

Now, when you think of them in terms of your business, which ones seem 
most applicable? 
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What is Purpose? It’s your reason for being. 

This is perhaps the most challenging of the five areas of Identity for the vast 
majority of people, because it goes to that deep, soul-searching place to ask, 
“Why am I here on this Earth?”  

You may already know what your Purpose is. Or, you may have absolutely no 
idea. If you are still figuring it out, consider some of the following thoughts: 

· If you had infinite riches, how would you spend your time?

· What’s something you do that you catch yourself getting so absorbed in,
you lose track of time?

· What would you like to be remembered for?

Be patient with yourself on the path to discovering your Purpose. And realize 
it may evolve or even outright change over time. And if you want help going 
deeper, reach out. Call 303.682.1072 or email us at 
Amy@RealEstateMastersGuild.com.  
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Part One: Arriving at a Gross Income Number 

NET INCOME NUMBER 
First, you need to know what your monthly “nut” is. Include all monthly 
personal expenses, including the following: 

LOANS: 
House – 1st mortgage ...............................................  $ 
Home equity line(s) .................................................  $ 
Vehicle(s) ....................................................................  $ 
Education loan(s) .....................................................  $ 

HOUSEHOLD: 
Utilities .......................................................................  $ 
Phone/Internet/Cable .............................................  $ 
Groceries ....................................................................  $ 
Maintenance/HOA ...................................................  $ 

REVOLVING DEBT: 
Credit card(s) ............................................................  $ 
Store line(s) of credit ..............................................  $ 

CONVENIENCES: 
Newspaper .................................................................  $ 
Netflix .........................................................................  $ 
Gym membership ....................................................  $ 
Other ...........................................................................  $ 

SAVINGS: 
Emergency fund .......................................................  $ 
Retirement .................................................................  $ 
College fund ..............................................................  $ 

FUN MONEY: 
Date night ..................................................................  $ 
Vacations ...................................................................  $ 
“Toys” .........................................................................  $ 
Other ...........................................................................  $ 

TOTAL MONTHLY NET INCOME NUMBER:  $ (a)
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Part One: Arriving at a Gross Income Number, continued 

What’s your Net Income Number from the prior page? Enter it here: 

Total MONTHLY Net Income Number: $   (a) 

ANNUAL Net Income Number = 12 X MONTHLY (a) = $   (b) 

In order to work backwards to determine your Gross Income Number, you 
need to know what your expenses run as a percentage of your Gross 
Commission Income. Consult your Profit & Loss statements from the past 
three years to come up with an average.   

If you don’t know the percentage, use the following chart that was created 
based on the P&Ls of a cross-section of seasoned, producing agents. The 
percentages listed are what you’re keeping after business expenses have been 
deducted. Since some expenses are fixed, while others are variable, it makes 
sense that when you’re grossing more, you should net a higher percentage. 

Take-home revenue, before taxes, based on percentage left after expenses: 

Net $20,000—$40,000 (40%) Gross $50,000—$100,000 
Net $43,000—$86,000 (43%) Gross $100,001—$200,000 
Net $101,000—$252,500 (50.5%) Gross $200,001—$500,000 
Net $270,000—$540,000 (54%) Gross $500,001—$1,000,000  
Net $570,000—$1,140,000 (57%) Gross $1,000,001—$2,000,000  

Write your percentage here:  (c) 

GROSS INCOME = Annual Net Income divided by your percentage of expenses: 

$   (b) /   (c) = $   (d) 
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Part Two: Determining Total Transactions and Volume 

Gather the following information in order to complete your transaction and 
production goals. 

Average Commission Generated Per Sale 

Your average sales price (or market’s average sales price, if you don’t know 
yours) of a home:  

$   (e) 

Average commission rate, one side of transaction in your market (%):  (f) 

Average commission = sales price (e) X commission % (f):   (g) 

Example: your average home sales price is $200,000; your average 
commission is three percent. 

Average commission = $200,000 X 0.03, or $6,000. 

Production by Number of Transactions 

To get the total number of transactions you need to reach your goal, divide 
your gross-revenue number (d) by your average commission per sale (g).   

Write your Gross Income Number here: $  (d) 

Write your average commission here: $   (g) 

Total transactions = Gross Income (d) / avg. commission (e):  (h) 

Production by Total Sales Volume 

Total sales volume = avg. home sale price (e) X total transactions (h): 

$ (i)
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Part Three: Summary of Goals and Breakdown of Transactions 

Bring forward all of the following from your prior calculations: 

Annual Net Income: $   (b) 

Gross Income: $   (d) 

Average Home Sale Price: $  (e) 

Average Commission: $   (g) 

Total Transactions: $   (h) 

Total Sales Volume: $   (i) 

Breakdown of Transactions 

What percentage of your closed transactions are listings vs. buyers? Look at as 
much history as you have tracked and available to identify whether there is a 
consistent breakout. 

Listings (%): Buyers (%): 

Take your total transactions (h) and multiply by the percentages for each, 
buyers and sellers, to get your transaction goal for each: 

Listings (#): Buyers (#): 

Business by Source 

Now look at sources of business for each. Again, review what you’ve tracked 
for the past few years and note what percentage, on average, each source 
generates.  

Having your transactions broken down by source empowers you to more 
effectively budget for marketing. Should you need support in working the 
numbers, email or call and ask! 



© 2021 Real Estate Masters Guild, all rights reserved. 

�� 

/
Do you stop after determining goals? 

Your budget is vital to ensure you achieve your Net Income Number. It can be 
started by looking at what you’ve spent in the past few years. By percentage, in 
each category you can take this year’s Gross Income Number and multiply it 
by those percentages. 

If you don’t have history to go off of, there are resources you can turn to for 
recommended percentages to spend in the most common categories used in a 
real estate business. Millionaire Real Estate Agent has compiled percentages 
from top teams around the country and offers a comprehensive chart of 
accounts, for example. 

Your two biggest expenses will always be staffing and marketing. In terms of 
overall expenses as a percentage of your gross, you have the percentages by 
income earning range on Page 11 you can reference. 

Gross Income: $   (d) 

Percentage of Gross allocated to expenses: 

Total Budget: $   (j) 

Your marketing and staffing needs may change as you continue with the plan. 
Be sure to return to the budget after you lay out your plans for these items 
and make the necessary adjustments. 

Business Monthly Nut 

Total Budget $  (j) divided by 12 =

Business Monthly Budget/Nut $  (k) 

It’s good to have several months of cash reserves so that you can weather 
those periods when business might be slower. Start wherever you are; your 
goal might be just to get one month set aside. Over time, work toward 6 to 8 
months of reserve. 
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What makes up a Marketing Plan? In real estate, there are four main areas to 
consider: 

· Marketing to your past clients and sphere of influence. These are people
who already know you, like you, and trust you. They are the single most
important source of business you will ever have. If you don’t love on them,
rest assured some other agent will.

· Marketing for general brand awareness. If you are not visible to the market,
then consider yourself invisible.

· Marketing of listings. How you make sure sellers’ properties show up in the
market not only attracts more sellers, but also exposes you to more buyers.

· Marketing for new business generation. Depending on your vision and your
desired growth, you may need to reach outside your circle of influence to
reach your goals.

You may already have many specific things in place that are working well.  

Take some time now to consider each of these 4 areas, asking these questions: 
1. What am I doing already that’s working well/getting results?
2. What am I doing that’s NOT? Should I keep it and change it, or get rid

of it?
3. What am I considering adding?

Once you’ve decided what your ideal course of action is for each area, combine 
the areas into a month-by-month calendar of what you’ll be doing, and 
quantify the investment needed. How does this compare to what you’ve 
budgeted for Marketing for the year? 
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Past Clients and Sphere of Influence: 

1. What am I doing already that’s working well/getting results?

2. What am I doing that’s NOT? Should I keep it and change it, or get rid of it?

3. What am I considering adding?

General Brand Awareness: 

1. What am I doing already that’s working well/getting results?

2. What am I doing that’s NOT? Should I keep it and change it, or get rid of it?

3. What am I considering adding?
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Listings: 

1. What am I doing already that’s working well/getting results?

2. What am I doing that’s NOT? Should I keep it and change it, or get rid of it?

3. What am I considering adding?

New Business Generation: 

1. What am I doing already that’s working well/getting results?

2. What am I doing that’s NOT? Should I keep it and change it, or get rid of it?

3. What am I considering adding?
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Month-by-Month Schedule of Marketing 

Now that you’ve decided what you’ll be focusing on in each of the four areas, 
you can map out a monthly schedule of what marketing will be going out.  

If you’re planning a Pie Event for your past clients in November, for example, 
go ahead and write it in for the month of November. If you’re sending a 
monthly e-newsletter, write it in for every single month. 

Then, once you have the schedule, you can make a timeline with steps that 
need to occur in order to achieve each marketing initiative, and how far ahead 
of the date they need to happen in order to deliver. Your CRM should give you 
the ability to create plans and launch them for each of these initiatives. 

Marketing Initiatives—JANUARY Date due Who? Cost 

Marketing Initiatives—FEBRUARY Date due Who? Cost 
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Month-by-Month Schedule of Marketing 

Marketing Initiatives—APRIL Date due Who? Cost 

Marketing Initiatives—MAY Date due Who? Cost 

Marketing Initiatives—MARCH Date due Who? Cost 
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Month-by-Month Schedule of Marketing 

Marketing Initiatives—JULY Date due Who? Cost 

Marketing Initiatives—AUGUST Date due Who? Cost 

Marketing Initiatives—JUNE Date due Who? Cost 
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Month-by-Month Schedule of Marketing 

Marketing Initiatives—OCTOBER Date due Who? Cost 

Marketing Initiatives—NOVEMBER Date due Who? Cost 

Marketing Initiatives—SEPTEMBER Date due Who? Cost 
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Month-by-Month Schedule of Marketing 

Now that you have your monthly schedules laid out, look at how your total 
cost fits into the overall budget for marketing. You may need to make 
adjustments if you’re not in alignment with your targeted expense. 

Marketing Initiatives—DECEMBER Date due Who? Cost 
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Use this page to jot down any notes you have for additional marketing ideas 
that did not make the schedule, but you have not yet ruled out. 
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What is Leverage? By definition, leverage is using something to its maximum 
advantage. Most agents start out wearing all of the hats, so to speak, until they 
reach a point where they can no longer handle it all.  

Are you using your talents to your maximum advantage? Or are you busy 
doing work that’s keeping you from generating more revenue?  

When to Leverage 

When you’re feeling overwhelmed… when details or deadlines are getting 
missed… when you reach a plateau in your production because you don’t have 
the bandwidth to take on additional clients… when you want time away to 
recharge… these are all good times to get clear on how you can leverage. 

What to Leverage 

Do you know what your time is worth? Let’s take a simplified approach: total 
revenue you want to generate in an average year, divided by the total hours 
you want to work in a year, gives you an hourly rate for the time you’re 
working. 

Example: you want to generate $500,000 and you’re willing to work 50 
hours a week, 40 weeks out of the year. $500,000 divided by 2,000 
hours (50 X 40) is $250 per hour. 

In short, if you’re spending time doing tasks you could be paying someone else 
$15, $20, or $25 an hour to do, then you need leverage. 

Take a full week to jot down every single thing you do. Now look at your entire 
list of tasks you perform over the course of a week. Some tasks are high-dollar 
(worth your time) vs. low-dollar (worth delegating). And some tasks you enjoy 
doing, while others you dread. What if you took all the low-dollar, dreaded 
tasks off your plate first? 

NOTE: Most agents don’t want to take the time to make the comprehensive list of tasks. 
If you’d like to shorten the process and complete our Rainmaker Responsibilities 
Worksheet instead, call 303.682.1072 or email us at Amy@RealEstateMastersGuild.com 
with the subject line, “Rainmaker Responsibilities.” 
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How to Leverage 

There are a variety of options for leverage: 
· Virtual Assistance.
· Contracted help.
· Staffed employees.

Look at the list of tasks you need taken off your plate. What could be 
outsourced to a vendor or a VA?  

Some tasks may require someone who is physically in your marketplace, or in 
your office environment. Some tasks are going to be consistent and repetitive, 
while others will be on demand. 

You might decide it’s best for the person doing the work to be an independent 
contractor. Or, you might decide, based on your specific needs, that you want 
the person full-time dedicated to your team alone, and therefore hire them as 
an employee. 

Hiring is a process, and it differs based on the need. In all circumstances, 
several things are very important to your successful efforts to leverage: 
· Have a clear description of the work you want done.
· Date before you marry—everyone starts on a 90-day probationary period to

see if it’s a good fit for both them and you.
· Always interview via phone or video before deciding to invite someone to

meet in person.
· Plan on training time, consistent accountability, and periodic reviews of the

person’s performance.

We use a 19-point hiring and onboarding process with our coaching clients to 
give them the best possible outcomes and to minimize turnover. Contact us if 
you’d like to know more! 
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Training 

Most people think of training in terms of onboarding new team members. 
However, training is an ongoing process for all of your team, regardless of 
their length of time with your organization, the number of hours they work, or 
the type of team member they are. 

If you’re not satisfied with a team member’s output, first consider whether you 
have given that person adequate training to be successful with the tasks 
you’ve assigned. It’s possible that additional training might result in a higher 
level of competency. 

If you are completely satisfied with the output, there will still be opportunities 
for your team member to grow and expand their capabilities. Ask each person 
on your team what training they feel would benefit them, and then work 
together to come up with a plan to make it happen. 

Below, list each team member and ideas you have for training that would 
benefit them. Be sure to ask them as well, and include their ideas when coming 
up with an individual plan for them. 

TEAM MEMBER TRAINING OPPORTUNITY/IES 
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Accountability 

People in support roles thrive on accountability. Unfortunately, few team 
leaders provide adequate accountability to set their team members up for 
success. 

Accountability takes a variety of forms; some key techniques include: 
· End-of-day report-ins
· Weekly progress reports
· Weekly one-on-one meetings
· Weekly or bi-weekly teamwide meetings
· Weekly or bi-weekly sales team meetings
· Visible goal tracking boards

Determine which metrics are most relevant to the role. Then you can more 
easily identify which form of accountability is best suited for the metrics. 

For example, sales team members are accountable to sales. So what are the 
various metrics you might hold them accountable to? 

Þ Daily lead generation activities 
Þ Weekly appointments made 
Þ Signed agreements: buyer agency, listing, purchase/sale 
Þ Closed sales 

Then what metric best supports holding them accountable to each? 

For each role on your team, make a list of the metrics you want to hold the 
role accountable for, and then choose a form of accountability that fits. 

ROLE METRIC FORM 
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Culture 

The success of a team can live or die by the culture created. You, as the leader, 
are responsible for articulating, modeling, and delivering on the culture you 
desire. 

We started by clarifying your team’s Identity. With that as your foundation, 
consider 3 key areas that contribute to your culture: 

1. Office Environment
2. Team Events & Activities
3. Rewards & Incentives

Office Environment 

What physical elements are contributing to your culture? 

What might be detracting from or undermining your culture? 

Ask your team what they like and don’t like about the physical environment. If 
you have team members working remotely, how can you help them extend the 
office environment to their at-home workspace? 
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Culture, continued 

Team Events & Activities 

The team that plays together, stays together. You might have team lunches, 
casual dress Fridays, and other activities that occur during the workday. And 
then you might plan team parties, shopping trips, volunteer service, and 
physical activities like bowling or axe throwing that occur after hours or on the 
weekend. 

In terms of frequency, consider planning smaller, workday events more 
frequently, and big after-hours events a few times a year. 

What activities might you do together that will further enhance your team 
culture? 
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Culture, continued 

Rewards & Incentives 

Creating opportunities to earn rewards contributes to morale and augments 
compensation plans. Sales team members love having additional incentives to 
reach production benchmarks. Administrative team members can also have 
production rewards, but may equally appreciate recognition for hard work and 
going the extra mile. 

What are some options for individual rewards and incentives? 

What are some options for team rewards and incentives? 
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What are systems? At the most basic level, a system is any process that is 
repeated in your business. 

In terms of a real estate business, systems can be grouped into three main 
categories: 

· Transactional Systems
· Follow-Up Systems
· Internal Operations

You already have a lot of systems in place. Some of those systems have been 
in place for awhile; are they working as well as they can be? Are they 
antiquated and in need of updating? Have they reached a point of being 
unnecessary or so lacking in value that it’s time to stop doing them? 

There may also be opportunities to implement new systems. The real estate 
industry is constantly evolving. If you’ve been in this career long enough, you 
have seen changes in policy, technology, materials, and more. 

In each of the three key areas, evaluate your existing systems first and then 
look at what could be added. 

Transactional Systems 

What systems do you have in place for new listings, listing maintenance, 
buyers going under contract, and pending sellers? 
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Transactional Systems, continued 

For each of those systems, ask the following questions: 

SYSTEM NAME: 

· What can be updated to improve this system?

· What’s unnecessary and should be removed?

· What’s missing that needs to be added?

SYSTEM NAME: 

· What can be updated to improve this system?

· What’s unnecessary and should be removed?

· What’s missing that needs to be added?

Now… what NEW systems need to be added and documented? 



© 2021 Real Estate Masters Guild, all rights reserved. 

�� 

Follow-Up Systems 

Follow-up systems are prevalent in two very important areas: 
· For any lead coming into the business that is not yet ready to engage.
· For past clients, once they have closed and for the rest of their future!

What systems do you have in place to incubate and nurture leads until they’re 
ready to engage? 

SYSTEM NAME: 

· What can be updated to improve this system?

· What’s unnecessary and should be removed?

· What’s missing that needs to be added?
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Follow-Up Systems, continued 

SYSTEM NAME:  

· What can be updated to improve this system?

· What’s unnecessary and should be removed?

· What’s missing that needs to be added?

SYSTEM NAME: 

· What can be updated to improve this system?

· What’s unnecessary and should be removed?

· What’s missing that needs to be added?

Now… what NEW systems need to be added and documented? 
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Follow-Up Systems, continued 

What systems do you have post-closing to stay in contact? 

SYSTEM NAME: 

· What can be updated to improve this system?

· What’s unnecessary and should be removed?

· What’s missing that needs to be added?

SYSTEM NAME: 

· What can be updated to improve this system?

· What’s unnecessary and should be removed?

· What’s missing that needs to be added?
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Follow-Up Systems, continued: post-closing 

SYSTEM NAME:  

· What can be updated to improve this system?

· What’s unnecessary and should be removed?

· What’s missing that needs to be added?

Now… what NEW systems need to be added and documented? 

Internal Operations 

What systems do you have in place to ensure the seamless performance of day
-to-day operations like opening and closing the office, ordering office supplies,
servicing equipment, and so much more?
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Internal Operations, continued 

SYSTEM NAME:  

· What can be updated to improve this system?

· What’s unnecessary and should be removed?

· What’s missing that needs to be added?

SYSTEM NAME: 

· What can be updated to improve this system?

· What’s unnecessary and should be removed?

· What’s missing that needs to be added?

Now… what NEW systems need to be added and documented? 
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That’s it—you just crafted your Business Plan Made Simple. 

Understand, this is a living, breathing document. Make it part of your own 
discipline to be reviewing the plan at least monthly. And it’s worth revisiting 
as a team quarterly, so that you can decide together how to adjust to keep on 
track to achieve your goals! 

You now have these 5 critical areas in your planning approach: 

1. Identity—Who you are; what you stand for; what your business is
created to do; what your purpose is, your reason for being.

2. Financial Plan—Production goals, as well as expense budget, to
ensure you reach the bottom-line net profit in your pocket.

3. Marketing Plan—How you stay in touch with your past clients and
sphere; your brand awareness; and how you find new people to help.

4. Team Building—gaining leverage; finding and retaining good people;
knowing the right quantity and quality to complement your financials
and match your identity.

5. Systems—Every process, from transactional flow to consistent follow-
up and seamless internal operations.

Join the many agents and teams we’ve helped over the years with developing 
their annual plan, either by bringing us onsite or through a virtual format. To 
take your planning process to the next level, contact us today at 303.682.1072 
or via email: Amy@RealEstateMastersGuild.com. 

Let’s make it your best year yet! 

Amy Stoehr, Founder and CEO 
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… 

Read up on other people’s experiences at https://realestatemastersguild.com/
testimonials/. 

https://realestatemastersguild.com/testimonials/
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