
Chapter 7    Commandment #3: Systems 
 
“Organize around business functions, not people.  Build systems within each business function.  Let 

systems run the business and people run the systems.  People come and go but the systems remain 

constant.” - Michael Gerber, E-Myth Revisited 
 

“For a business to survive and thrive, 100% of all the systems must be functioning and accountable.” - 
Robert Kiyosaki, Rich Dad Poor Dad 

 

“If you can’t describe what you are doing as a process, you don’t know what you’re doing.” - W. Edwards 
Deming, Total Quality Management 

 
“A system is documenting everything that you do, how you do it, and why you do it, into a step-by-step 

process, organized by efficiency and productivity.” - Bart Vickrey, Real Estate Jedi 
 

Definition, according to Wikipedia: A system is a set of interacting or interdependent 
components forming an integrated whole or set of elements (often called components) and 
relationships which are different from relationships of the set or its elements to other elements 
or sets. 

 A system has structure, it contains parts (or components) that are directly or indirectly 
related to each other. 

 A system has behavior, it exhibits processes that fulfill its function or purpose. 
 A system has interconnectivity: the parts and processes are connected by structural and 

or behavioral relationships. 
 
Why am I so confused when I read definitions from Wikipedia or Webster’s?  Probably because 
they are written by Academics, who are much smarter than they are successful.   
 
I remember my economics professor my freshman year in college.  He was a likeable enough 
guy… but he was kind of a know it all.  He would make comments about different companies, in 
a “if they’d only listen to me” kind of tone.  He would say things like, “if I was running Disney, I 
would do this…” - typically with a see how smart I am look on his face.  What struck me as 
incongruent was the fact that he wore tattered, out of date clothing, drove a p.o.s. car, and 
would complain about how little he made and his struggles with paying his bills… which he 
blamed the University for the former and the Government for the latter. 
 
I have a saying I use with my kids regarding their grades, “don’t tell me how smart you are, 
show me.”  Meaning, let me see the grades.  Let me see the results.  The good news for us is, 
you only need reasonable intelligence to become a superstar in the real estate sales business. 
 
Anyway, where were we?  Oh yeah, Systems! 
 
You have begun to work on yourself, by setting goals, reprogramming your mindset and making 
more right choices in your life and your business, choices that deliver happiness in your life and 
profit in your business.  You’ve begun to build prospecting habits and marketing campaigns into 
your lead generation model… if you haven’t, and you want to now… go read and implement – 
“The 10 Commandments of Real Estate Lead Generation!” 
 



It’s now time to build systems into your business that will deliver predictable and repeatable 
results.  You know how I feel… in Life, Happiness is ranked #1… and Freedom is 1a.  Systems 
provide freedom, systems will set you free!  A system is simply writing down everything that 
you do… and the steps required to do it.  It is all encompassing, everything that goes on in your 
business should be documented with step-by-step instructions.  There are different concepts for 
“systems”... and you need them all in your business. 
 
For instance, your business has two main departments - Sales and Operations.  You need to 
document everything that takes place in every single area of both departments.  It sounds 
daunting but it is really the true threshold to actually taking what you do today, and making it a 
business. 
 
Consider this, you want to sell your business, which is a concept never even considered by real 
estate agents… but when you are done with this program, you will have an extremely profitable 
and systematized business… that will have real value.  So you want to sell your business… and 
get booked on Shark Tank.  You present your business to the Sharks on Shark Tank… and ask 
for 3 X Net profit. 
 
The first Shark asks about your sales force.  How many people, how many leads generated per 
month, conversion rate, marketing campaigns?  Your answer, “well the sales force is only me.  I 
go on all of the appointments, I make all of the phone calls, I convert all of the leads, I write all 
of the ad copy.” 
 
Shark, “ok, so can you show me all of your documented processes for sales?  The binders, CD’s, 
and flash drives containing copies of all of your marketing, your scripts, your tracking sheets, 
and a breakdown of each marketing campaign and it’s precise return on investment?” 
 
You, “uh, no.” 
 
Second Shark, “tell me about operations… how many on staff?  Can you lay-out their roles and 
responsibilities for me… I’m sure you have processes for each listing you take in… like copying 
keys, making flyers, taking pictures,... all of that stuff, right? 
 
You, “I handle the operations side of the business, it’s just me, I have everything in my head… 
I mean I have been doing this for years, you know.”   
 
Shark, “so you cut the keys, you design print and deliver the flyers, you make the phone calls to 
schedule showings… and none of it is documented anywhere?  No checklists, binders, nothing?” 
 
You, “yeah I do it all!  And I have nothing in writing.” 
 
Sharks in unison, “Get the @#$% out of here… you have nothing to sell!  Without you working 
in the business… there is no value!” 
 
Sadly this is how most all real estate agents operate.  No system, no support staff, no leverage, 
no predictability, no value.  Take a hard look at your business.  How much is it dependent on 
you?  Dependent on your actions to run, operate, make sales, make a profit.  Be honest with 
yourself.   



If you are like most agents, your business is mostly dependent upon you.  If your business is 
mostly dependent upon you, then you don’t have a business… you have a job! 
 
Back in October of 2000 - when I first said to myself, “there’s got to be a better way!”... my 
first “better way” was to make sure that I never had to rely on one deal.  So I went to work on 
me, getting better at my skillset and reprogramming my mindset.  I started to learn marketing 
and develop lead generation campaigns.  It all started working, but I was the only one doing all 
of the work… because there was just me.  I was, like most agents, a lone ranger.  I was 
working around the clock, 6 and 7 days a week.  It was overwhelming.  I no longer had to rely 
on one single deal… but I also had no life to speak of… the business was my life.  I solved one 
problem (lack of business) and created another (lack of time). 
 
I wanted both!  Money and Time!  Enough money to provide my family with the comfort of not 
having to worry about money, but more importantly, I wanted time - time to spend with the 
family enjoying quality moments and creating life-long memories.  So again I thought to myself, 
“there’s got to be a better way!” 
 
I sat down one day in my office, alone (early in the year 2002)… and I started a list of 
everything that I do, everything that goes on, day in and day out in my business.  As you know 
as an agent, the list is long.  With the list in hand, I then organized it by dollar value based on 
what is it worth, and what would I have to pay to get someone else to do it. 
 
At the top of the list: 
 

 Meeting with buyers, sellers, and SOI. 
 Marketing to buyers, sellers, and SOI. 
 Speaking with buyers, sellers, and SOI. 

 
At the bottom: 
 

 Copying keys 
 Copying and delivering flyers 
 All paperwork (aside from contracts) 
 Everything I didn’t want to do! 

 
In April of 2002, I hired my first assistant.  She was part-time and was hired for administration.  
Quick side note to building teams - always, always, always hire an administrative person before 
you add a buyer’s agent.  My first assistant started doing all of the things I was not good at, 
were least dollar productive, and anything not directly related to driving leads and sales to the 
business.  This was a game changer!  Within the next 12 months my business nearly doubled 
and my time away from the business increased dramatically!  It was this person, this hire… that 
started to build systems within my business.  She began to document everything.  She made 
checklists for everything.  Today, in our business… we have everything documented.  We 
continue to review and tweak each system to create ease of use and maximum efficiency. 
 
I knew things were getting better after hiring my first assistant.  The 2nd hire, a buyer’s agent, 
was added to the team in March of 2003.  In November of 2003, the family and I were on 
vacation in Naples Florida for three straight weeks… it was glorious.  While on vacation the 



business ran without me.  It ran smoothly.  I only fielded one or two phone calls… none of 
which were from clients.  Upon my return, sitting on my desk were copies of commission 
checks.  I made $27,000 while I was on a three week sun drenched vacation with the people I 
care most about, my family!  It was then and there that it finally sunk in.  I have a business! 
 

 
 


