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Executive Summary

The real estate industry is grappling with a persistent and escalating crisis of agent
retention, a phenomenon that brokerage training programs, in their current form, are
demonstrably failing to mitigate. Despite the industry’ s perennial optimism, the
failure rate for new agents remains alarmingly high, with statistics consistently
showing that three out of four new licensees exit the profession within their first year.
More recent, granular data reveals a deepening problem: nearly half (49%) of agents
who achieved their first closing in 2022 failed to secure a single transaction in the
subsequent year, a sharp increase from the pre-2020 average. This high attrition is not
primarily a failure of individual ambition or talent, but a systemic failure of the support
infrastructure provided by brokerages.

The core issue lies in a fundamental misalignment between the content and delivery
of brokerage training and the complex, data-driven realities of the modern real estate
market. Many programs are built on outdated, transactional sales models that
prioritize quick wins over long-term client relationships and consultative expertise.
This approach leaves new agents ill-equipped to handle market volatility, complex
negotiations, and the financial pressures of a commission-only career. Furthermore,
the rapid expansion of “management-lite” franchise models, while offering
flexibility, has inadvertently diluted the quality and accessibility of essential
mentorship and hands-on guidance, leaving new agents to navigate a challenging
market without adequate support.

This report, commissioned by ARIG, provides a data-driven analysis of the structural
deficiencies in current brokerage training. It identifies the “Training Trap” as a cycle
where recruitment outpaces effective development, leading to a revolving door of
under-prepared agents. We analyze the critical gaps—from financial literacy and



business planning to consultative sales skills and technological integration—that
contribute to the high attrition rate. The findings underscore the urgent need for a
paradigm shift toward data-informed, skill-based, and financially realistic training
models that align with ARIG’ s mission of fostering industry transformation through
independent intelligence.

The strategic implications are clear: brokerages must transition from a recruitment-
centric model to a retention-centric one. This requires a significant investment in
comprehensive, structured training that focuses on building a sustainable business,
not just closing a single deal. By adopting a consultative approach, leveraging market
data, and providing robust, accessible mentorship, brokerages can break the cycle of
the Training Trap, improve agent survival rates, and ultimately enhance the
professionalism and stability of the entire real estate ecosystem.

I. The Alarming Reality of Agent Attrition

The high turnover rate in the real estate profession has long been an accepted, if
regrettable, industry characteristic. However, recent data suggests this challenge is not
static but is accelerating, posing a significant threat to the long-term stability and
professionalism of the industry.

The Widening Survival Gap

Conventional wisdom places the new agent failure rate at approximately 75% within
the first year, with some estimates reaching as high as 87% over a five-year period.
While these figures are shocking on their own, a deeper analysis of agent performance
post-licensure reveals a more insidious trend. Research indicates a sharp decline in
success replication among recent cohorts:

® 49% Failure to Replicate: Nearly half of the agents who successfully completed
their first transaction in 2022 failed to record a single closing in 2023. This metric
is a critical indicator of an agent’ s ability to transition from an initial, often luck-
driven, success to a sustainable, repeatable business model.

e Escalating Cohort Failure: This 49% failure-to-replicate rate for the 2022 cohort
represents a significant increase from the 37% recorded for the 2021 cohort, and
a stark contrast to the 28% average recorded between 2017 and 2020.



This escalating failure rate suggests that the ease of entry during the market boom of
2021-2022 masked a critical deficiency in the foundational skills and support
necessary for long-term survival in a more challenging, interest-rate-sensitive
environment. The data clearly illustrates that new agents are not acquiring the
resilience and business acumen required to weather market shifts.

Visualizing the Attrition

The following chart, training_survival.png, visually represents the sharp drop-off in
agent retention, particularly among newer cohorts, highlighting the urgency of
addressing the training deficit.

[Chart Reference: /home/ubuntu/arig-reports/charts/training_survival.png]
This chart illustrates the percentage of new agents who fail to complete a
transaction in their second year following their first closing, demonstrating the
escalating attrition rate.

Il. Structural Deficiencies in Brokerage Training

The primary cause of this attrition is the structural inadequacy of the training
programs offered by many brokerages. These programs often fail to bridge the critical
gap between state-mandated licensing education and the practical, day-to-day
demands of running a real estate business.

The Transactional vs. Consultative Divide

A major flaw in traditional brokerage training is its over-reliance on a transactional
sales model. This model focuses on high-pressure, short-term tactics designed to
secure a quick closing. While this can yield immediate, albeit inconsistent, results, it is
fundamentally unsustainable and detrimental to long-term career viability.

e Focus on Emotion, Not Logic: Many programs emphasize emotional appeals
and urgency, which can be effective in a seller’ s market but fail when clients
require complex, data-driven advice on valuation, investment, and market
timing.

e Lack of Consultative Skills: The modern client demands a consultative
approach—an agent who acts as a trusted advisor, guiding them through



complex financial and legal decisions. Brokerage training often neglects to teach
the skills necessary for this role, such as advanced market analysis, fiduciary
responsibility beyond the basic legal requirements, and sophisticated
negotiation techniques.

The Business Literacy Gap

The real estate profession is an entrepreneurial endeavor, yet most brokerage training
programs fail to equip new agents with essential business and financial literacy.

e Financial Mismanagement: New agents are often unprepared for the significant
upfront costs (licensing, MLS fees, marketing, E&O insurance) and the inherent
delay and inconsistency of commission income. Training rarely includes robust
modules on personal financial planning, capital management, and setting up a
sustainable business budget.

e Absence of Business Planning: The focus is often on lead generation tactics
rather than the creation of a comprehensive, multi-year business plan. Agents are
taught whatto do (e.g., cold call) but not howto manage their time, track their
ROI, or scale their operations. This lack of structure contributes directly to
burnout and financial distress.

Ill. The Impact of Management-Lite Models

The rise of high-split, low-overhead, and “management-lite” brokerage models,
particularly in the franchise space, has exacerbated the training crisis. While these
models offer attractive commission splits, they often do so at the expense of the
robust, hands-on support that new agents critically need.

Dilution of Mentorship and Support

In models with high manager-to-agent ratios, the quality and frequency of one-on-one
mentorship are significantly diluted.

e Reduced Accessibility: New agents require immediate, on-demand guidance for
their first few transactions. In large, distributed models, access to experienced
brokers or dedicated mentors can be sporadic, leading to costly errors, loss of
client confidence, and increased stress.



e Focus on Recruitment over Retention: The business model of these brokerages
often prioritizes the continuous recruitment of new agents to offset high
attrition, rather than investing the necessary resources to ensure the success of
existing agents. This creates the “Training Trap” —a perpetual cycle of high
churn where the brokerage benefits from the initial fees and low overhead, while
the agent bears the cost of failure.

Technology and Data Integration

The modern real estate market is increasingly driven by technology and data analytics.
Brokerage training frequently lags behind, focusing on outdated methods while failing
to integrate essential digital tools.

e Inadequate Tech Training: Training often provides a superficial overview of CRM
systems, market data platforms, and digital marketing tools, rather than in-
depth, practical application. Agents are left to self-teach complex systems,
diverting time and energy from revenue-generating activities.

e Data-Driven Decision Making: ARIG’ s mission emphasizes independent
intelligence. Effective training must teach agents how to interpret complex
market data (e.g., absorption rates, micro-market trends, predictive analytics) to
provide superior client counsel. The failure to do so renders new agents obsolete
in a market where information parity is the new standard.

IV. Strategic Implications and Recommendations

To break the cycle of the Training Trap and foster a more stable, professional agent
workforce, ARIG recommends a strategic shift in how brokerages approach agent
development.

1. Transition to a Retention-Centric Model

Brokerages must re-evaluate their investment in new agents, viewing it as a long-term
capital expenditure rather than a short-term recruitment cost.

e Mandatory, Structured Onboarding: Implement a mandatory, multi-month
training curriculum that extends beyond basic compliance and focuses on
practical business skills.



e Dedicated Mentorship Programs: Establish a formal, compensated mentorship
program where experienced, high-performing agents are incentivized to dedicate
time to new agents. This should include shadowing opportunities, role-playing,
and regular performance reviews.

2. Prioritize Consultative and Data-Driven Skills

Training content must be modernized to reflect the demands of the contemporary
market.

e Advanced Market Analysis: Integrate training modules focused on interpreting
ARIG-level market intelligence, teaching agents to use data to inform pricing,
negotiation, and investment strategies.

e Financial and Business Acumen: Introduce compulsory training on business
plan development, budgeting, tax implications for independent contractors, and
managing cash flow volatility. This addresses the primary non-sales-related
reason for agent failure: financial distress.

3. Leverage Technology for Scalable Support
Technology should be used to enhance, not replace, human mentorship.

e Integrated Tech Stack Training: Provide hands-on, scenario-based training for
all core technology platforms (CRM, transaction management, marketing
automation) to ensure agents can efficiently manage their business from day
one.

e Knowledge Base and Resource Library: Develop a comprehensive, easily
searchable digital knowledge base that provides instant answers to common
transactional and legal questions, freeing up mentors for higher-level coaching.

Conclusion

The “Training Trap” is a self-perpetuating cycle of high recruitment and high
attrition, fueled by structurally deficient training programs that fail to prepare new
agents for the entrepreneurial and consultative demands of the modern real estate
market. The escalating failure-to-replicate rate among recent cohorts is a clear signal
that the industry’ s current approach to agent development is unsustainable.



For ARIG and its stakeholders, the data presents a compelling case for change.
Brokerages that commit to a retention-centric model—one that provides robust, data-
driven, and financially realistic training—will not only improve agent survival rates but
will also gain a significant competitive advantage in a market increasingly defined by
the quality and expertise of its professionals. Breaking the Training Trap is not merely
an ethical imperative; it is a strategic necessity for the future health and stability of the
real estate industry.
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