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Video 
Overview

What’s covered:

§ Part 1 - People

§ Why scaling depends on getting the 
right people on your team

§ Who the right people are

§ Growing the team

§ Part 2 – Promotion

§ Part 3 – Mindset 



Why You 
Need The 

Right People 
to Scale
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Why You Need the Right People

§ It’s nearly impossible to scale a business on your own

§ Scaling requires each function to be filled with someone who is 
good at it and enjoys it

§ No one person is good at every function

§ No one person enjoys every function

§ Each function requires a different skill set and personality type for 
optimization

§ Trying to do this alone or with the wrong people will result in 
essential functions being neglected, and scaling will fail or be slow
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Why You Need the Right People

§ Four main functions of a real estate business:
üDeal Sourcing

üMoney Sourcing

üAsset Management

üCompany Operations

§ Usually people are good at one of these functions but not all

§ Each role should eventually be broken into sub-roles, because there 
are different parts of these functions requiring different personality 
types and skills



Who You 
Need for 
Each Role
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Sourcing Deals

§ This role finds the deals for the team to buy

§ Requires someone who:
üEnjoys research

üLikes numbers and spreadsheets

üIs detail-oriented & geeks out on data

üDoesn’t mind spending a lot of time alone, inside

üIs happy being behind-the-scenes; doesn’t want to be the face of the 
business

§ Introverted personality types will thrive in this role, while extroverts 
may not
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Sourcing Deals – As You Grow

§As you grow, you should bring on junior people 
to do the first-cut underwriting

§This will allow you to see more deals, without 
exhausting your main underwriter

§Main underwriter should only look at the more 
serious deals filtered by the junior underwriter
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Sourcing Money

§This role finds the money for the team to buy deals 
with

§Requires someone who:
üLikes networking and being around people

üLikes being outside the office

üEnjoys pitching and selling and doesn’t mind rejection

§Extraverted personality types will thrive in this role, 
while introverts will not
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Sourcing Money – As You Grow

§As you grow, you need to divide this into 
several roles:

üMarketing & lead-generation

üSales (closing)

üInvestor relations
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Sourcing Money – As You Grow

§These roles require different skills:
• Marketing – writing good copy & ads

• Lead generation – meeting lots of people and bringing 
them into the system

• Sales – thorough follow-up, pitching, answering 
objections, getting signatures on the dotted line

• Investor relations – thorough follow up with investor 
reporting, answering questions, customer service
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Asset Management

§This person oversees property managers and 
makes sure the properties are profitable

üRequires someone who is detail-oriented

üDoesn’t mind travel to the properties

üCan hold people accountable to performance 
standards
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Asset Management – As You Grow

§Eventually you will find that an asset manager 
can only handle a certain number of properties 
effectively

§You will need to grow team of asset managers 
and have them report to an overall portfolio 
manager
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Company Operations

§You will need people to keep the company 
operating while you are sourcing deals and 
money

üAccurate accounting and investor reporting

üProfit distributions

üCompany financials
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Company Operations – As You Grow

§You will need
üCEO to oversee company and set the vision

üCOO to oversee operations

üController to keep track of the money

üBookkeeper below controller



Building 
Out Your 
Company
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Building Out The Company

§ You will start small, and that is okay
§ Cover these two roles for certain:
• Deal sourcing/Asset management

• Money sourcing/Investor relations

§ Different person for each, because they require very different 
skill set and personality

§ At first, you can collectively run the company
§ But over time, as you grow, you will need more specialization
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Building Out The Company

§As you start to grow, you will want to add:
• An assistant – start carrying out low-level operation tasks 

to free you up for more important things

• Bookkeeper – to keep your books and records accurate

• Junior underwriter – to increase your ability to analyze 
more deals

• Marketer – to increase awareness of your company

§Outsource all to contractors at first
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Eventually, Look Like This

CEO

Money DealsOperations
COO

Underwriters Asset 
ManagersMarketing Sales Investor 

Relations

Accounting HR/Back 
Office
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Building Out The Company

§You do not need a huge team

§Real estate private equity firms are typically run 
with a handful of people

§One person can wear multiple hats, especially at 
first

§But you need all the essential roles covered by 
people who are good at and happy in those roles



Q&A in The 
Facebook 

Group
Next up:

Module 11 – Video 5
Scaling Your Real Estate Business

Part 2 - Promotion


