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Keep your marketing plan simple. Be strategic and 
tactical. Most importantly, create a marketing plan 

that you will actually use.



What We Will DiscussWhat We Will Discuss

• Review your past year’s 
production, how much you 
spent on marketing and 
your results.

• Describe your long term 
and short term goals.

• Identify what you know 
about your competitors and 
how you can improve upon 
their offering.



What We Will DiscussWhat We Will Discuss

• Identify marketing 
methods and determine 
if your proposed ideas 
are viable.

• Determine your 
marketing budget and 
calculate what you 
need to spend to meet 
your goals.



Keep it SimpleKeep it Simple

• The number one reason marketing plans don’t 
get completed – they’re too complicated

• Ask yourself the following questions:
– What do you want to accomplish with your plan?
– How much time can you reasonably allocate to 

complete this plan?
– Are you willing to make a commitment to 

complete this plan?

Presenter
Presentation Notes
The purpose of a marketing plan is to make your life easier! It will help you know exactly what you want to accomplish and when. When presented with a marketing opportunity It will help you determine whether the opportunity fits within the scope of what you want to accomplish or not. You won’t waste valuable time running after every marketing idea that comes along. It will save you time and money because you’ll know exactly what you will and won’t pursue when presented with opportunities. It will either fit within your plan or it won’t. That makes it easy for you to get back to the tasks at hand.

By having a time table and budget in place you will know exactly what is going out when and how much it will cost. That means you can plan for expenses rather than trying to figure out at the last moment how you’re going to pay for your marketing expense. It means you won’t have to cancel your planned marketing events because you will the money and resources needed.



Where to StartWhere to Start

• First, review your past 12 months of production and 
marketing expenses to obtain numbers

• Start with the most current year and document that 
information
– Once you’ve done this for a couple of years you will have 

historical data that you can review to analyze trends
– Look at your year-to-year trends to determine where your 

weaknesses are and make adjustments as needed

Presenter
Presentation Notes
If you’re brand new, take what information you have to answer the production questions. Ask your colleagues or branch manager for input if you don’t have much information to work with. 



You can choose to use the traditional 12 month calendar Jan-Dec which is in line with tracking expenses and taxes or you may want to use Oct-Sep calendar and spend the last 3 months of every year planning for the upcoming year.



Production QuestionsProduction Questions

• What was your gross commission income last year?
• What was your rate of profit? 
• How many loans did you close last year?
• How many loans came from these sources?

– Direct Mail
– Newspaper
– Magazine
– Repeat business/Referral business
– Professional Referral Source(s)
– Other sources

Presenter
Presentation Notes
These questions should all have hard numbers as their answers. If you’re not tracking where your business is coming from, start doing that immediately. Use Excel and create a pie or bar graph to visually show you where your business comes from. Then use that to help you set your marketing strategy. If the majority of your business comes from referral sources, do you want to strengthen it even further? Or, are there other areas you want to concentrate on so that you have more than 1 substantial income pillar? 

Review your database to determine how many are active and inactive prospects. Split your database into 3 or 4 segments – 1) past clients; 2) sphere of influence; 3) active prospects; 4) inactive prospects. Think about how you market to each of these segments. Do you want to change the way you’re marketing to a specific segment? Your marketing dollar will go further if you market to each segment in a way that makes sense both from a contact point of view and from a money spent point of view.



Calculating Marketing ExpensesCalculating Marketing Expenses

• Direct marketing expenses are the only 
ones that count for this exercise
– Brochures are a direct expense – the holder 

they are placed in is not a direct expense, 
it’s a capital investment

• Lead generation expenses
• Prospect follow-up expenses
• Long-term contact expenses

Presenter
Presentation Notes
Here’s another example of a direct marketing expense vs. capital investment: Your marketing coordinator’s salary is a marketing expense and your assistant’s salary is an employee expense.

If you don’t have a marketing coordinator, but your assistant does marketing activities for you, determine what percentage of time is spent doing these activities and allot the appropriate salary figure to your expenses.

Lead generation expenses include: print media; printing; postage; direct mail services; monthly access and ISP web site host fees; booth rental for trade show exhibits

Prospect follow up expenses include: postage; printing; phone calls; monthly ISP access

Long-term contact expenses include: postage; printing; direct mail services; calendars, magnets and other specialty items; gift certificates; client events; meals and entertainment





WhatWhat’’s Not a Marketing Expenses Not a Marketing Expense

• Office supplies
– Business cards
– Stationery and 

envelopes
– Printer cartridges
– Software

• Equipment
– Computer
– Fax machine
– Copiers 

Presenter
Presentation Notes
You could probably justify each of these expenses as a marketing expense if you really wanted to – however, the point is to break down your expenses into what are true, direct marketing expenses and what are the capital expenses that allow you to market. That way you’re not inflating your marketing expenses and can show exactly what you’re spending on marketing.



WhatWhat’’s Not a Marketing Expenses Not a Marketing Expense

• Professional
– Subscriptions
– Licenses
– Educational 

seminars
– Accounting 

services
– Legal services
– Technology support



Ask Yourself Three QuestionsAsk Yourself Three Questions

1. When marketing to past clients/sphere, 
how much did you spend?

2. When marketing to prospects, how 
much did you spend?

3. When marketing to professional referral 
sources, how much did you spend? 

Presenter
Presentation Notes
Be sure to break down your figures by activity so that you know exactly where your marketing dollars are being spent. If you haven’t tracked this, you may need to do some research to find out exactly what you spent this past year. 

If you regularly marketed and see no significant increase in business as a result of your efforts, you may need to reevaluate what types of marketing activities you are using for your target. The wrong marketing effort is just as ineffective as not marketing at all.



Correlating Marketing Correlating Marketing 
to Business Generatedto Business Generated

• How many prospect inquiries were 
generated from these marketing tools?
– Direct mail
– Advertising
– Floor/Phone duty
– Referrals
– Web site/email inquiries
– Professional referral sources

Presenter
Presentation Notes
If the listed marketing tools aren’t applicable to you, list those that are and then identify how much business you generated as a result.



If you know exactly where your money went, you can then correlate it to the amount of business you generated. For example, if you spent very little on cold list marketing (prospecting) chances are very good that you haven’t had much business as a result of your prospecting efforts. On the other hand, if you regularly marketed to a target, you may see a correlation between your marketing efforts and the business generated.





Tracking Your ActivitiesTracking Your Activities

• If you really want to 
know how well you’re 
doing, track your 
activities.
– Attempts: telephone 

calls made, direct mail 
pieces sent, responding 
to requests from web 
site

– Contacts: prospect 
answers email or sends 
in a response card

Presenter
Presentation Notes
From these numbers you can develop your activity ratios which provides benchmarks for improvement. If you track these numbers, you will be able to answer the following questions:



How many attempts does it take to make a contact?

How many contacts to generate a lead?

How many leads to get an appointment?

How many loan application meetings to get a completed loan application?

How many completed loan applications to get a commission?



Once you know what you do individually you can more accurately assess where you need to spend your marketing dollars and what works and what doesn’t. 



You may find out you have a hard time converting a lead into a loan application meeting. If that’s the case, you have some valuable information. What can you do to improve the ratio between obtaining a lead and converting that lead into a loan application meeting? Maybe it’s training, maybe it’s talking to your manager to get some coaching. Until you know this information, you have no way of knowing what you do well and what you need to improve upon.





Tracking Your ActivitiesTracking Your Activities

– Leads: Direct contact 
with prospect such as a 
referral or answer 
phone

– Application 
appointment: personal 
meeting with prospect

– Closings: Settled 
transactions, 
commissions paid



What Are Your Goals?What Are Your Goals?

• You have to know 
where you’re going so 
that you’ll know when 
you’ve gotten there!

• Develop 3 long term 
and 3 short term goals. 
– Your short term goal 

should be achievable 
during the coming year 
and your long term goal 
should give you 
something to reach for.

Presenter
Presentation Notes
You have to know where you want to go so that you can build your business effectively. Let’s say you want to do a 100% by referral business. That’s a great goal, now what do you have to do to achieve that? 

Once you have a goal then you can begin outlining tasks to get you to that goal. Each completed task puts you one step closer to achieving your goal. 

On the other hand, if you don’t have goals, you won’t really know if you’re where you want to be. You may have achieved success, but it may not be in the area you thought it would be. Sometimes success just happens upon us, sometimes it doesn’t. But success may happen more frequently if you’re actually working towards a goal.



What Are Your Goals?What Are Your Goals?

• Keep it simple! 
– In the next year what 

would you like to 
accomplish? 

– In the next 3-5 years 
what would you like to 
accomplish?



How Are You Doing?How Are You Doing?

• Ask yourself:
– What 3 things do I do well for my clients?
– What 3 things could I do better to serve my clients 

more effectively?

• To get where you want to go create 
incremental improvements.

Presenter
Presentation Notes
If you want to know what you do well, review your client surveys. Clients usually will tell you what they liked and they’ll tell you what they didn’t like. 

If you don’t have any client surveys, assemble your team and discuss your process. What works and what doesn’t for clients. What could you improve upon to make your clients’ experience more memorable? 

When you’re making a purchase, what pleases or delights you? Think back to both great and not so great service moments you’ve experienced. You can use these experiences to build your own service improvements.



About Your CompetitionAbout Your Competition

• Choose 3 competitors
• Find those who share some of the same 

characteristics as your business such as:
– business size
– types of products offered
– industry presence (national, regional, local)

• Use this information to find an opportunity

Presenter
Presentation Notes
The point of this exercise is to learn some basic things about 3 competitors. You want to find out what they do well and what you think they could improve upon. It’s those things they could improve upon that very well could be your marketing opportunity.



The Questions to AskThe Questions to Ask

1. What do they do well?
2. How do they 

advertise/market their 
services?

3. What could they 
improve? 

4. What’s missing from 
their offer?

5. What is their specialty?

Presenter
Presentation Notes
You don’t have to spend days doing research; pull up their web site; review their offering and how they advertise. For advertising, you may want to review your local newspaper, radio or magazines.

Then critically analyze their offering and determine what they could improve. Think about what you expect when you make a significant purchase. What wows you? Maybe your competitor does a good job, but not a great job. The difference between good and great could be your differentiating factor. It doesn’t have to be major. And often the difference between good and great isn’t major.



Choose Your Customer MarketChoose Your Customer Market

• Using your competitor research choose 1 or 
more customer markets you want to pursue.
– First-time Homebuyers
– Move up Buyers
– Investors
– Cold List Marketing Buyers
– Referrals
– Professional Referral Sources
– Web Site Buyers
– FSBO’s

Presenter
Presentation Notes
Use your research to choose the customer market you want to pursue. You may want to choose 1, 2 or more target markets. 

If you choose more than 1 target market you will most likely need to increase your marketing budget. Think about what you spent this past year as a benchmark for what you plan to spend this coming year. Having an idea of what you plan to spend will affect how many target markets you pursue. Remember… you want to be able to market effectively to the target markets you choose. That means contacting your target markets 12-18 times a year. If you only market to your targets sporadically, you will do more harm than good.



Marketing TechniquesMarketing Techniques

• Direct mail
– Postcards
– Greeting cards
– Brochures
– Newsletters

• Seminars
• Telephone calls
• Email/Digital products
• Events/Meals
• Letters/Notes
• Give away Items

Presenter
Presentation Notes
These are just some of the most commonly used marketing methods in the mortgage and real estate industries.

When marketing, it’s often best to use a combination of tools. Choose both high tech and high touch marketing tools. The personalized touch is still an important aspect of marketing. If you only do 1 type of marketing, say sending letters, your response rate may or may not be great. Some of this will depend on which marketing technique you choose for which type of market. 



Locating VendorsLocating Vendors

• Once you know what type of marketing 
services you want to use, you need to 
locate the best vendors.

• Ask these questions:
1. Do you have to sign a contract for services?
2. What is the cost for doing business?
3. How would clients rate your service?
4. What type of response rate can you expect from 

this service?
5. What happens if something goes wrong? How 

will you fix the problem?

Presenter
Presentation Notes
If you’re required to sign a contract, how much notice must you provide to end the contract? Are there any penalties? If so, what are they? Ideally, locate a vendor that doesn’t require a contract. That way if you’re not happy with the service you can just walk away.

When talking about prices, be sure to compare apples to apples. Compare minimums, service fees, processing fees, shipping fees and so on. Remember the adage… if it’s too good to be true, it probably is. 

Check out their testimonial page, and if they don’t have one, be wary! If they don’t have a testimonials page ask how long they’ve been in business and ask if you can talk to some of their clients.

As for response rate, typically you can expect a 1-3% response rate on direct mail if you’re doing a blanket email that has a value-added offer. If you’re mailing to your past client database, your response should be better because they already know you. Cold list marketing often takes longer to get business because they have to get to know you and what you’re offering first, and that takes time.

Of course we all hope nothing ever goes wrong with our order, but things do happen. So, what’s their recovery system. How will they make the situation right for you? Do they offer a money back guarantee or free product to replace defective product? Do they offer their guarantee in writing?



Is This Viable?Is This Viable?

• Can you afford to do this, and is it within 
your budget?

• Does your marketing idea mesh with your 1 
year and 3-5 year goals?

• Is your marketing idea doable? Do you have 
the time and resources needed to do this?

• Will this marketing idea work with your 
target market?

• How will you know if your marketing idea 
is working?

Presenter
Presentation Notes
You have to know how much your marketing pieces are going to cost per month and for the year. Be sure to include all ancillary costs like shipping charges and fees. You may have chosen a wide variety of products and if your budget is limited, you may need to choose a couple of items for this coming year and then add to your budget next year.

You may have the best marketing idea around, but if it doesn’t help you get where you’re trying to go it’s a waste of time, money and effort. Everything you do should drive you towards your goals – both short and long term.

Your marketing idea needs to be doable. If you can’t commit to calling your clients each and every month, then don’t list that as one of your marketing ideas. It may sound good, but the point of this marketing plan is to identify marketing tools that you will actually implement.

Along with being doable, your marketing idea has to fit within the market you are targeting. That means if you’re purchasing a list make sure you have identified all pertinent parameters to ensure that your mailing goes out to the appropriate audience. If your message reaches an unintended audience, it is ineffective and prospective clients won’t be impressed.

The big question… how will you know if it’s working? First you have to put a system in place to track your contacts. When someone calls in ask how they heard about your services. Put this information into an Excel spreadsheet. If they were referred to you, ask who referred them to you. Immediately send a thank you card to that person who referred this prospect. You can also do a split mailing, when doing farming, in which you provide a piece of information that is different for each card. For example you give your office number as your contact for mailing A and your cell number as your contact for mailing B. Then you track the responses you get from each number. This will tell you which geographic area is more receptive to your offer. Unlike other industries, you cannot use a fake name or provide false information to track your responses between 2 mailings. 



Rank Your Marketing StrategyRank Your Marketing Strategy

• Use this ranking system to make the best 
marketing strategy decision.

• Use the 5 proposed marketing 
techniques/products viable questions to 
accurately rank your marketing choices.

• Take your time when doing this. 
Thoughtfully weigh each question before 
assigning a ranking.

Presenter
Presentation Notes
This exercise is critical to help you choose the best marketing strategy based on the 5 questions about viability. Take your time when completing this exercise. Your results will shape your plan for the year.



Number of TouchesNumber of Touches

• Determine how often 
you want to contact 
your target market.

• For best results, 
contact your target 
market at least 
monthly.

• Use your calendar to 
set up your high touch 
and high tech contacts.

Presenter
Presentation Notes
Use the table in the plan to rough out your monthly contact plan. Once you’ve roughed out your plan, transfer your high touch marketing strategies to your day timer. By doing this you will always be reminded of the marketing pieces you’re doing yourself and can keep yourself on track. For example, if you decide to call your past clients quarterly, divide your list into a manageable number of calls per day or week and then list as a to do, call 5 past clients. Even if you only leave a message, you’re making the attempt to contact your past clients and keep your name in front of them.



When using high tech touches, set up your program for the year. If you don’t have to sign a contract, you shouldn’t have to prepay for the services. That means you can manage your expenses on a regular basis and not have financial surprises. 



When determining how often you want to contact your target markets, use the following rule of thumb:

If you only contact your target market 1-8 times a year you will get minimal results. If you send something 8-12 times a year you will get a better response rate. If you send something 12-18 times a year your response rate will increase even more. If you really want to increase your response rate consider contacting your target market 24-36 times a year. Remember, you want to use a variety of touches to obtain the best results.



Setting Your BudgetSetting Your Budget

• To set your budget, use the following rules 
of thumb:
– Budget 10-20% of your gross commission 

income
– Identify how much you spent last year. Is it 

adequate to meet your marketing needs this 
year?

– Determine the total number of transactions you 
completed and identify how much you spend per 
closed loan – this will give you your annual 
marketing budget 

Presenter
Presentation Notes
Once you’ve set your budget, stick to it. It’s very easy to find reasons not to set aside the money you need each month for marketing. It’s easy to cancel your marketing for the month and then tell yourself you’ll make up for it next month.



If you do that, chances are very good your marketing plan won’t work for you and at the end of the year you’ll wonder why the marketing you did didn’t work.



Key Take AwaysKey Take Aways

• Your plan doesn’t have to be complicated 
to work.

• A plan will help you decide what you 
will and won’t pursue when presented 
with marketing opportunities.

• Review your production results from last 
year as a starting place to determine your 
new marketing budget.

• Track where your business originates and 
use that information to build your 
marketing plan.



Key Take AwaysKey Take Aways

• Know the difference between a capital 
expense and a direct marketing expense.

• Identify exactly how much you spent 
when marketing to past clients, prospects 
and professional referral sources.

• Track your activities to learn your 
conversion to sale ratio.

• Develop short and long-term goals.



Key Take AwaysKey Take Aways

• Analyze your performance and create 
incremental improvements.

• Learn about your competition to find 
marketing opportunities.

• Identify the target market(s) you want 
to pursue.

• Choose high tech and high touch 
marketing techniques to round out 
your marketing efforts.



Key Take AwaysKey Take Aways

• Are the marketing pieces you’re 
considering doing viable? Take the time 
to rank your choices and your marketing 
strategy will emerge.

• Use your calendar to plan your touches.
• Set a budget of 10%-20% and stick to it. 



Thank You!Thank You!

For more information:

In Touch Today
303-460-1027
800-433-3755

www.intouchtoday.com
questions@intouchtoday.com
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