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A PRACTICAL PLAYBOOK FOR BROKER-OWNERS

Real estate
agent retention

The complete guide to building long-term
brokerage growth.




Frameworks, benchmarks, and a 90-day plan to turnretention
into your most powerful growth engine.




ABOUT THIS GUIDE

[s your brokerage equipped for
long-term retention success?

Agent retention determines whetheryourreal estate brokerage grows or stagnates. While
most broker-owners pour resources into recruitment campaigns and signing bonuses,
they overlook a critical reality: the average brokerage loses agents faster thanitreplaces
them, creating an expensive cycle that erodes profitability and culture simultaneously.

The financialimpactis substantial. When a producing agent leaves, brokerages face
direct costsincluding lost commissionrevenue, wasted training investment, and
recruitment expenses forreplacement. For a mid-sized brokerage experiencing 25%

annual turnover, these losses compound into six-figure annual drains on profitability.

25.9% 6.8% $4,200

Revenue decline for Productive-agent turnover Directrecruiting cost to
Ontarioreal estate from external moves alone, replace asingle departed
professionals, 2021-2022 2025 agent

This guide reframesretention as what it actually is: a growth strategy that builds
sustainable competitive advantage. Brokerages that masterretention don’tjust save
money onreplacement costs—they build cultures that attract top talent, generate

consistent transaction volume, and compound their market position year over year.



THE CASE FOR RETENTION

Why retention matters
as much as recruitment

The industry’s recruitment obsession masks a fundamental math problem. When your

brokerage’s turnoverrate exceeds your recruitment rate, growth becomesimpossible—

regardless of how many agents you sign. Roughly 100,000+ brokerages across North

America compete forabout 2 millionlicensed agents; in Ontario alone, around 60,550

residential agents operate, 78% of them full-time. Winning that battle through

recruitment alone is extraordinarily expensive.

The true cost of agent turnover

Lost transactionrevenue

An agent averaging 12 deals ayear at
$15,000 average commission represents
$180,000 in annual gross commission
income. When they leave, the pipeline goes
with them.

Cultural disruption

Every departure sends a signal. When
turnover becomes visible, remaining agents
questionleadership, culture, and their

own futures—hard to quantify, impossible
toignore.

Training write-off

Technology, market education, compliance,
and mentorship time. Agents who leave
before returning that investment through
production turn training cost into pure loss.

Recruitment cycle cost

Advertising, management time, interviewing,
onboarding, and processing—roughly
$4,200 peragentindirect cost, before the
productivity gap during ramp-up.

Retained agents are growth multipliers

The retention advantage compounds. Agents who stay three or more years typically:

e Generate higher transaction volumes as they build client bases.

e Require less management oversight and support.



e Mentornewer agents, reducing training costs.

e Referotherquality agents and become brand ambassadors in the market.

Comparing growth trajectories

Two brokerages starting with identical agent counts diverge dramatically based on
retention. Both begin with 100 agents and recruit 15% each year. The only difference is
retention—90% versus 70%. Over five years, that single variable separates market
leadership from market exit.

BROKERAGE GROWTH TRAJECTORY - T00-AGENT BASE

One variable. A 3% gap in five years.

128 agents
—
e
44 agents
Start Yrl Yr2 Yr3 Yr4 Yr5

= 90%retention — grows +5% /year == 70% retention — shrinks 15% / year



MYABODE RETENTION-RECRUITMENT GROWTH MODEL

Net agent growth =recruitment rate - attritionrate

Compounded over time: Agents (Year N) = Starting agents x (1+ net growth)*N. Starting at 100
agents, five years later the high-retention brokerage reaches ~128 while the low-retention
brokerage falls to ~44.
Rate Low retention
Recruitment 15% 15%

Attrition 10% 30%

Net growth +5% / yr -15% / yr




The hidden costs of turnover

Most brokerages underestimate turnover cost because they measure only direct
expenses. Acomprehensive analysis reveals the fullimpact—including indirect costs and
opportunity losses that quietly erode the bottom line.

INDIRECT COSTS

Recruitment advertising & $500-2,000 e |Lostcommissionrevenue during vacancy
marketing
Reduced productivity during ramp-up—
Interviewing & selection time 10-20hrs typically 6-12months
. Client-relationship transfer failures—lost
Onboarding & setup $200-500 referrals and repeat business
Initial training programs $1,000-3,000 Management distraction from

growthinitiatives

Technology & CRM provisioning  $300-800

Beyond the ledger, every departure also erodes three things that don’t appearona
balance sheet:

Operational continuity Team confidence Market reputation

Client handoffs falter, active High turnover breeds Intight-knit communities, a

listings need reassignment, uncertainty. Agents start pattern of losing agents

and some deals fall through exploring alternatives becomes known—making

entirely during transitions. preemptively—a self- future recruiting harder and
reinforcing cycle of more expensive.

departures.



Calculating your true turnover cost

Calculate direct costs

Recruitment expenses, administrative processing, technology and equipment provisioning, and
initial training programs.

Calculate lost revenue

Departed agent’s annual GCI, months to recruit areplacement, months to full productivity—
then apply your split to find lost brokerage revenue.

Calculate indirect costs

Management and administrative hours for the transition, estimated client attrition, and mentor
time investedin the departed agent.

Sum total cost per departure

Formost producing agents this total far exceeds initial estimates—and often exceeds the cost
of simply keeping them.

400%
O Rrolon preventing a single departure

If your cost per departure is $15,000 and retention investment—training,
support, recognition—runs $3,000 per agent annually, preventing one
departurereturns 400% on that investment.



THE OPERATIONAL FOUNDATION

Building agent support systems

Agents stay where they succeed, and success depends on having the right resources,
training, and backing to compete. Support systems are the operational foundation of
every retention strategy.

“Tailoring training programs to an agent’s career stage

is vital for sustained engagement and success.”

TRAINING THAT EVOLVES WITH THE AGENT

Training that evolves by career stage

”~ N~ ~ N 7~
NEW AGENTS DEVELOPING AGENTS EXPERIENCED
. PRODUCERS

Year1- Foundations Years 2-3 - Growth
Years 4+ - Scale

Intensive local market Advanced negotiation

education techniques Team building & assistant
management

Transaction management & Listing-presentation o

compliance refinement Wealthbuilding &
business planning

CRM & marketing-platform Personal branding & .

proficiency marketing Leadership &
mentorship skills

Lead conversion & client Time & productivity .

communication optimization Market trend analysis &
forecasting

Shadowing experienced Specialty development . .

agents (condo, luxury) Exit planning &

practice valuation



Three more pillars of support

TECHNOLOGY Agents expectintegrated, mobile-first platforms—a CRM that connects lead
generation, communication, transactions, and marketing automation.
Fragmented systems create friction that pushes agents toward better-
equipped brokerages.

MENTORSHIP Pair new agents with experienced producers—clear expectations, aregular
cadence (weekly for the first 90 days, then monthly), a defined curriculum,
recognition formentors, and feedback to improve the program.

ADMIN SUPPORT Transaction coordination, listing prep and photography scheduling,
marketing distribution, after-hours client communication, and compliance
filing—freeing agents to focus on selling.

A sample weekly training calendar

DAY MORNING SESSION AUDIENCE

Monday Market update & trends Allagents

Tuesday New-agent fundamentals First-yearagents
Wednesday Advanced skills workshop Experienced producers
Thursday Technology training Rotating groups

Friday Open Q&A & coaching Allagents

The modern technology stack

Technology expectations have shifted dramatically. Evaluate your stack against what

agents now consider table stakes:
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Integrated CRM

Contact profiles, automated lead nurturing,
follow-up reminders, pipeline tracking, mobile
access, and MLS integration.

Mobile-first platform

Document signing, client communication,
property info, calendar and tasks, and content
sharing—all from anywhere.

THE COMPLETE GUIDE TO LONG-TERM BROKERAGE GROWTH
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Al-powered tools

Automated listing descriptions, market-
analysis reports, communication drafts, lead
scoring, and schedule optimization.

Done-for-you marketing

Professional photography, social scheduling,
email campaigns, print design, and website
development—consistent and off the
agent’s plate.

MYABODE.CA



THE INTANGIBLE DIFFERENCE

Culture & leadership that retains

Culture distinguishes brokerages with otherwise identical compensation and technology.
When agents describe why they stay, cultural elements—belonging, recognition, support,
values alignment—consistently surface alongside the practical considerations.

Servantleadership vs. command-and-control

SERVANT LEADERSHIP > COMMITMENT COMMAND-AND-CONTROL » COMPLIANCE

¢ Regularone-on-ones focusedon Traditional approaches focused primarily on
agentgoals production targets generate compliance

Proactive problem-solving before crises butnot commitment. Agentsinthese

environments leave the moment a better
Transparent communication

option appears—because nothing ties
about direction

them to the brokerage beyond the
Advocacy foragent interestsin decisions next transaction.

Personalinvestmentin well-being
& growth

Recognition & reward systems

MONTHLY RECOGNITION ANNUAL AWARDS
Production milestones (transactions, volume) Top producer

Client-service excellence Rookie of the year

Team contribution & collaboration Mostimproved
Professional-development completion Culture champion (non-sales)
Recruiting contributions Mentorship excellence

Beyond financial rewards, non-monetary recognition builds long-term loyalty:

public acknowledgment at meetings, feature stories in brokerage communications,
leadership-opportunity assignments, client-testimonial compilation, and professional-
development sponsorship.



Open communication & collaboration

Communication frequency and quality directly impact retention. Agents who feel
informed and heard stay longer. Peer relationships matter as much as management ones
—s0 build community deliberately.

Weekly market updates Monthly one-on-ones Quarterly business reviews
Anonymous feedback channels Accessible leadership Social & team-building events

Cross-agent deal collaboration Peermentorship pairings



MAKING PEOPLE FEEL VALUED

Recognition programs that motivate

Effective recognition balances achievement with cultural reinforcement. Done well, it
celebrates milestones, surfaces contributions management might miss, and turns

everyday momentsinto retention touchpoints.

Peer nominations

Letagents nominate
colleagues to build
solidarity and catch what
leadership misses.

Best team player
Most helpful to new agents
CGreatest client-service story

Strongest positive attitude

Milestone celebrations

Mark career moments that
create naturalreasons
to stay.

Firsttransaction
10th, 25th, 50th, 100th deal
1-,5-,10-year anniversaries

Licenses, designations,
education

Public venues

Private praise has limited
impact—public celebration
amplifies motivation.

Team-meeting spotlights
Newsletter features

Social-media
acknowledgment

Wall of fame & ceremonies
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STAYING CONNECTED

Communication systems
that keep agents connected

Systematic communication prevents agents from feeling disconnected orundervalued.
Regularupdates, personalized check-ins, and accessible leadership build the belonging
and trust that retention depends on.

One-on-one coaching Quarterly business reviews

Monthly minimum for all agents, weekly fornew Formal review of annual goals and progress,
agentsintheir first 90 days. Structured target adjustments for market conditions,
agendas covering goals, challenges, resource allocation, development priorities,
and support—with actionitems tracked and career-path discussions.

between sessions.

How to structure ateam meeting

Effective meetings balance information delivery with interaction. A proven split keeps agents
informed, engaged, and motivated:

20%

@ Marketupdates&news @ Training & skilldevelopment @ Agent sharing & collaboration

Recognition & celebration

Between formal meetings, digital platforms maintain connection—team messaging (Slack,
Teams), knowledge bases, document libraries, announcement channels for time-sensitive news,
and support-request systems.

THE COMPLETE GUIDE TO LONG-TERM BROKERAGE GROWTH MYABODE.CA



Proven strategies from
Canadian brokerages

Case study - turnover transformation

An Ontario brokerage cut annual turnover from 35% to0 12% in 18 months by addressing
root causes: monthly one-on-ones for every agent, a tiered training calendar, a peer-

nomination recognition program, an integrated technology platform, and published,
transparent commission structures.

+40% /8% 95% +25%

Agent satisfaction First-yearretention, up Top-producerretention Net agent count, on lower
from 55% recruiting spend

Regional variation across Ontario

Greater Toronto Intense competition and high density. Prioritize technology innovation,
Area robust lead generation, competitive splits, and strong brand prestige to
help agents stand out.

Suburban markets Relationship-driven and community-focused. Personal connection with
leadership, local-market expertise training, and flexible work
arrangements matter most.

Secondary cities Emerging markets with growing opportunity. Emphasize career-
development pathways, cost-of-doing-business advantages, and active
community involvement.



Boutique vs. large brokerage

BOUTIQUE ADVANTAGES LARGE-BROKERAGE ADVANTAGES

Personal relationships with ownership Comprehensive training programs
Flexibility inaccommodation & support Brand recognition & marketing resources
Tight-knit culture & community Technology-infrastructure investment
Agile response to agent needs Diverse specialty & team opportunities

Both models achieve strong retention by leaning into their natural strengths while addressing

inherent weaknesses.
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STRUCTURE OVER ABSOLUTE NUMBERS

Compensation that retains

Compensation matters, but structure often matters more than the absolute split. Agents
value clarity, fairness, and progression—transparent frameworks build the trust that
underpins long-term loyalty.

Traditional fixed split Tiered production splits

Better splits at higher volume (70/30 to $100K,
80/20to $200K, 90/10 above). Rewards
productivity directly.

Simple and easy to understand (e.g.
70/30), but offers no reward for loyalty or
production growth.

Cap models Tenure-based progression

Agents pay a fixed amount until reaching an
annual cap, then keep a higher percentage or
100%. Rewards high producers while
protecting a brokerage income floor.

Splitsimprove with years at the brokerage—
some Ontario brokerages offer paths to 90/10
or100% after demonstrated tenure. Rewards
loyalty explicitly.

Fee transparency

Publish a clear fee schedule
before hiring, review fees
annually with explanations,
andtie every fee toits value.
Hidden costs breed
resentment and departures.

Performance bonuses

Cash forvolume thresholds,
recruiting bonuses for quality
referrals, training-completion
incentives, and retention
bonuses at anniversary
milestones.

THE COMPLETE GUIDE TO LONG-TERM BROKERAGE GROWTH

Equity sharing

Ownership stakes or profit-
sharing forlong-term agents
create powerful retention
incentives aligned with
brokerage success.

MYABODE.CA
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REDUCING INCOME ANXIETY

L.ead generation that
keeps agents engaged

Consistent lead flow reduces income anxiety and deepens agent loyalty by removing the

uncertainty that drives departures. Reliable lead generation is a cornerstone of retention.

Paid lead programs

Generate leads through websites, advertising,
or partnerships and distribute them with clear
costs, quality standards, fair sharing, and

ROl tracking.

Co-marketing

Shared marketing investment amplifies agent
brands—geographic farming, neighborhood
newsletters, event sponsorships, and

social boosts.

THE COMPLETE GUIDE TO LONG-TERM BROKERAGE GROWTH

Referral systems
Agents build reciprocal relationships
throughreferrals, supported by clear

fee structures, recognition, and cross-
specialty coordination.

Market-area development

Support local expertise through territory
assignments, marketing budgets, community
involvement, and exclusive listings.

MYABODE.CA



THE BUSINESS CASE

[nvesting in agent SUCCESS pays

Retentioninvestment yields measurable returns across multiple dimensions. It reduces
cost, builds aloyal and motivated team, and creates a stable foundation forlong-
term growth.

DIRECT RETURNS INDIRECT RETURNS

e Reducedrecruitment costs e |Improved agent productivity

e Lowertraining costs e Enhancedrecruiting efficiency
e Minimized productivity gaps e Strongerclientretention

e Preserved transactionrevenue e Reduced management burden

CALCULATION FRAMEWORK

At $15,000 average turnover cost and a $3,000-per-agent retention program, preventing
5 departures out of 20 agents saves $75,000 against a $60,000 investment—25% direct
ROI, plus the compounding benefits of a stable team.

Growth projection - 20-agent base

METRIC HIGH RETENTION - 90% LOW RETENTION - 70%
Year 1l agents 23 19
Year 3 agents 30 14

Year 5 agents 41 9
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Beyond the balance sheet

Market positioning Long-term wealth

Aretention reputation makes referral recruiting Astable agent base raises brokerage valuation
your primary channel. As the reputation grows, through predictable revenue, eases

recruiting costs fall—a compounding succession planning, and attracts partnership
competitive edge. and acquisitioninterest.

THE COMPLETE GUIDE TO LONG-TERM BROKERAGE GROWTH MYABODE.CA
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FROM ACCIDENTAL TO INTENTIONAL

Building scalable retention systems

A 'strong agent experience starts with clear structure, consistent support, and open
communication. Standardizing how agents are supported and recognized builds a
scalable, predictable environment where both new and experienced agents thrive.

sTep 1 Standardize onboarding & training

Implement structured onboarding so every agent receives consistent guidance from day one, and
establish clear communication and recognition systems to maintain engagement and
accountability across the team.

ster 2 Implement technology solutions

Adopt CRM and analytics tools to automate follow-ups, track performance, and monitor
retention trends—plus training and communication platforms that deliver structured learning and
support collaboration.

sTep 3 Trainmanagement for retention

Develop managers’ coaching and feedback skills to improve one-on-ones, and train
leaders to recognize early signs of disengagement and reinforce performance through
consistent recognition.

ster 4 Define & monitor key metrics

Track retentionrates by tenure, production trends, and training completion—and gather feedback
through quarterly satisfaction surveys and exitinterviews to address issues proactively.

THE COMPLETE GUIDE TO LONG-TERM BROKERAGE GROWTH MYABODE.CA



START HERE

The 90-day retention launch

Improving retentionrequires a structured, phased approach that builds frominsight to

execution—aligning leadership, systems, and agent experience over 90 daysinto a

sustainable framework.

O

PHASE1-DAYS1-30 Assessment & strategy
* Assessretention, satisfaction, and departure trends to identify gaps
o Definetargets, priorities, and budget allocation

» Outline core structure across communication, training, and recognition

PHASE 2 - DAYS 31-60 System development
e Implement structured communication and coaching cadences
e Develop andlaunch a standardized training framework

¢ Introduce recognition programs and performance-tracking tools

PHASE 3 - DAYS 61-90 Launch & optimization
¢ Rollout allretentioninitiatives across teams
e Monitor participation, engagement, and early feedback

¢ |dentify quick wins and adjust program elements as needed

oNGoING Continuousimprovement
e Conduct quarterly reviews of retention and satisfaction trends
e Refine programs based on feedback and performance data

e Alignannual planning with market conditions and business goals



A STRATEGIC GROWTH IMPERATIVE

Retention quietly decides whether
orowth compounds or collapses.

The mathis clear: replacing agents costs more thanretaining them. The
strategies are proven—training, technology, culture, compensation, and
communication each build an environment where agents choose to stay.
The pathis defined: systematic assessment, targeted investment, and

continuous measurement.

The brokerages that masterretention don’tjust keep agents—they juild

organizations that attract top talent, generate consistent produc on,and

compound advantage year over year. The questionisn twhetheryou can affg d

toinvestinretention. It’'s whetheryou can afford not to.




COMMON QUESTIONS

Frequently asked questions

| What’s the ideal retention rate for a healthy brokerage?

Target 85-90% annual retention for productive agents. External turnover among productive
agents averages 5.5-6.8% in healthy markets. Rates below 75% signal systemic issues. Note
that not allretentionis positive—keeping unproductive agents who drainresources can be
worse than turnover.

Below 75% - systemic issues 75-85 85-90%+

2 Aim for this band

How do you retain agents during downturns or commission changes?

Market downturns create financial pressure that drives departures. Retaining agents through
difficult periods requires:

* Transparent communication about conditions and the brokerage’s response

e Training focused on adapting to changed conditions

* Lead-generation support to maintainincome opportunities

o Temporary costreductions (desk and marketing fees) where feasible

» Recognition of perseverance, plus development to position forrecovery

Should strategies differ for new agents vs. experienced producers?

Yes—retention should be tailored to where an agentisin their career.

New - Year1 Developing - Yrs 2-4 Experienced - 5+ yrs
Hands-on training, consistent Skill development, clearer Efficiency, flexibility,

coaching, lead and transaction career progression, and competitive comp, admin
support. Retention depends milestone recognition— support, and the ability to scale
on guidance and structure. support with growing theirbusiness.

autonomy.



How do you measure the success of retention programs?

Look beyond a single metric—combine outcomes, engagement signals, and qualitative insight.

”~ ™~ ™~
Laggingindicators Leadingindicators Diagnostic indicators
Retentionrate by tenure, Satisfaction, training Exitinterviews, competitive
average agent lifespan, participation, one-on-one pressures, recruitment
andrevenue retained from consistency, and recognition sources, and new-
existing agents. involvement. agentretention.

What are the most cost-effective strategies for small brokerages?

Smallbrokerages canlean ontheirnatural advantages—these require time investment more

than money:
Personal one-on-one attention from ownership Flexibility forindividual needs
Tight-knit community Celebrate allachievements Direct, transparent communication

How do you handle graceful exits when agents do leave?

Professional departures protect relationships and reputation—many agents return orrefer
colleagues later, and poor exits eliminate those possibilities.

o Exitinterviews to understandreasons and find improvement opportunities

» Transition support for client handoffs and pending transactions

» Professional courtesy—avoid negativity; keep the door open forreturn orreferral

* Promptdocumentation and appropriate, drama-free team communication
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What role does brokerage size play?

Small - 1-10 agents Retentionis driven by close personal relationships with leadership. Flexibility
and direct support are key; consistency and communication shape culture day
to day.

Mid - 11-50 agents More structure becomes necessary—formal training, systems, and supportroles

maintain consistency while leadership balances scale with personal attention.

Large - 50+ agents Retentionrelies on well-defined systems and technology. Structured programs
and aligned leadership are essential; maintaining culture takes ongoing effort
across teams.

How do you compete with low-fee brokerages while retaining agents?

Competing onfees aloneis unsustainable. Many agents who leave for low-fee options return
when they experience the lack of support. Instead:

Articulate the value proposition—training, support, leads, technology, brand

Quantify ROl—show how support generates more commission than fee savings

Emphasize retention—highlight agent success stories and tenure statistics

Target appropriately—focus on agents who value support over minimal cost

This guide provides frameworks for brokerage retention programs. Adapt

implementation to your market, brokerage size, and agent profiles. For
() myabode

guidance specific to your situation, consult brokerage-management
professionals familiar with your region.
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