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Milestone Planner for Real Estate Broker-Owners
SECTION 1 — Annual Vision & Strategic Alignment
If you can’t measure it, you can’t manage it — and you can’t improve it.
Why KPIs Matter for Real Estate Broker Owners
KPIs help you:
✔ Track growth
✔ Spot problems early
✔ Hold people accountable
✔ Make better business decisions
✔ Remove emotion and focus on data

KPI stands for Key Performance Indicator.
They are the measurable numbers that show whether your business (or team, or goal) is actually improving, growing, or achieving what you planned. Think of KPIs as the scoreboard of your brokerage.
Annual Business Goal:

Strategic Priority (select one):
☐ Production & Profitability ☐ Recruiting & Retention ☐ Operations/Systemization
☐ Marketing & Visibility ☐ Culture/Leadership Development ☐ Expansion/Growth
Why this matters:



SECTION 2 — Quarterly Milestone Planner
	Quarter
	Milestone
	Success Indicator
	Due Date

	Q1
	
	
	

	Q2
	
	
	

	Q3
	
	
	

	Q4
	
	
	



· Goal = what you want
· Strategy = how you plan to get it
· KPI = the number that proves whether it’s working
SECTION 3 — Monthly Breakdown (Quarterly Execution)
	Month
	Key Action(s)
	KPI(s)
	Owner
	Target Date

	Month 1
	
	
	
	

	Month 2
	
	
	
	

	Month 3
	
	
	
	



SECTION 3 — Monthly Breakdown (Quarterly Execution)
	Month
	Key Action(s)
	KPI(s)
	Owner
	Target Date

	Month 1
	
	
	
	

	Month 2
	
	
	
	

	Month 3
	
	
	
	



SECTION 4 — Weekly Action Planner
	Week
	Priority Action
	Assigned To
	Status
	Notes

	Week 1
	
	
	☐Done ☐In Progress
	

	Week 2
	
	
	☐Done ☐In Progress
	

	Week 3
	
	
	☐Done ☐In Progress
	

	Week 4
	
	
	☐Done ☐In Progress
	



SECTION 5 — Accountability Tool
	Task / Initiative
	Assigned To
	Check-In Frequency
	Deadline
	Reporting Method

	
	
	☐Weekly ☐Bi-Weekly ☐Monthly
	
	☐Email ☐Meeting ☐Dashboard



SECTION 6 — KPI Dashboard (Broker Scorecard)
	KPI
	Target
	Actual
	Gap
	Notes

	Recruiting
	
	
	
	

	Closings
	
	
	
	

	Listings Taken
	
	
	
	

	Agent Productivity
	
	
	
	

	Retention
	
	
	
	

	Profit/GCI
	
	
	
	



SECTION 7 — Team & Staff Goals
	Team Member / Role
	Goal
	KPI / Measure
	Support Needed
	Deadline
	Check-Ins

	
	
	
	
	
	☐W ☐BW ☐M

	
	
	
	
	
	☐W ☐BW ☐M


Culture Focus:

Recruiting / Retention Notes:

SECTION 8 — Quarterly Reflection & Reset
What worked:

What didn’t work:
What we will change next quarter:
Top Priority for Next Quarter 
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