UNITED REAL ESTATE  |  10M+ / TEAMS

TEAM LEADERSHIP PATHWAY
$10 Million Plus / Teams Pathway
Convert high personal production into a durable team business with clear roles, standards, accountability, and financial control.
Goals
	1  Create leverage without losing service quality.
2  Build a profitable, accountable team operating system.
3  Develop leadership depth and long-term enterprise value.


	How to use this guide: Build only the roles your production can support. Document each role before hiring, use scorecards from day one, and protect the client experience as volume grows.


1  Team Design & Economics
	TASK & RESOURCES
	NOTES

	☐  Define the team model, client promise, and services the team will and will not provide.
	________________________________

	☐  Create an organization chart for the current team and the next two planned roles.
	________________________________

	☐  Build a role-by-role economic model covering revenue, compensation, overhead, and required production.
	________________________________

	☐  Set minimum profitability and cash-reserve thresholds before adding headcount.
	________________________________

	☐  Confirm brokerage, licensing, advertising, supervision, and team-name requirements before launch or expansion.
	Review with the broker and appropriate professional advisers.


2  Roles, Hiring & Onboarding
	TASK & RESOURCES
	NOTES

	☐  Write outcome-based role descriptions with ownership boundaries and decision rights.
	________________________________

	☐  Create a structured recruiting, interview, reference-check, and selection process.
	________________________________

	☐  Build a 30-, 60-, and 90-day onboarding plan for every role.
	________________________________

	☐  Assign a manager and weekly coaching cadence to each team member.
	________________________________

	☐  Create a capacity trigger for when the next hire becomes financially justified.
	________________________________


3  Operating System
	TASK & RESOURCES
	NOTES

	☐  Document standard operating procedures for lead intake, appointments, listings, contracts, client care, and post-closing follow-up.
	________________________________

	☐  Create service-level standards for response time, handoffs, updates, and issue escalation.
	________________________________

	☐  Configure CRM stages, lead routing, task automation, permissions, and data-quality rules for the team.
	________________________________

	☐  Establish weekly team meetings, pipeline reviews, one-on-ones, and quarterly planning.
	________________________________

	☐  Maintain a central playbook with version ownership and a quarterly review date.
	________________________________


4  Performance, Leadership & Continuity
	TASK & RESOURCES
	NOTES

	☐  Create role scorecards with leading activities, conversion rates, client-service measures, and financial outcomes.
	________________________________

	☐  Review team P&L, forecast, pipeline, source ROI, and cash flow every month.
	________________________________

	☐  Track client satisfaction, reviews, referrals, and service-recovery issues by owner.
	________________________________

	☐  Develop backup coverage and cross-training for every critical function.
	________________________________

	☐  Create leadership development, retention, and succession plans for key roles.
	________________________________

	☐  Complete an annual risk review covering compliance, technology access, data ownership, vendor dependence, and business continuity.
	________________________________



