Delegating When There’s Nobody to Delegate To

The solo broker’s problem
When you own a small brokerage, you may simultaneously be the:

Broker + salesperson + compliance officer + trainer + bookkeeper + marketer + recruiter + transaction troubleshooter + property manager + IT department + receptionist.

The danger isn’t simply having too much work. It is having too many decisions competing for the same brain. Eventually, even relatively small decisions consume energy that should be reserved for high-risk broker decisions.

Your goal isn’t to delegate everything. Your goal is to protect your judgment for the decisions only YOU should make.


When a task lands on the broker’s desk, ask:

1. DELEGATE — Who else could do it?
They don’t necessarily need an employee. It could be a virtual assistant, transaction coordinator, bookkeeper, closing coordinator, marketing freelancer, runner, attorney, CPA, photographer, property-management assistant, or another independent professional.

2. AUTOMATE — Can technology do it?
Appointment scheduling, showing confirmations, rent reminders, email responses, lead follow-up, document reminders, social-media scheduling, invoice processing, CRM follow-up, recurring reports, etc.

3. SYSTEMATIZE — Can I make the decision once instead of 20 times?
This is huge for burnout. Create a policy, template, checklist, script, SOP, decision tree, office rule, or standard response. Instead of deciding every time an agent asks, “Can we do this?”, establish the brokerage’s policy and criteria.

4. ELIMINATE — Does this actually need to be done?
Solo brokers often inherit tasks simply because “I’ve always done it.” Ask: “What happens if I stop doing this?” If the answer is nothing significant, stop.

5. RETAIN — Does this truly require the broker?
Some things should stay with the broker: high-risk compliance decisions, supervision, serious ethics issues, major financial commitments, legal-risk decisions, agent disciplinary matters, and decisions requiring the broker’s license, authority, or professional judgment.

Classroom Exercise: “DOES THIS REALLY REQUIRE ME?”

Scenario:
You are the broker/owner of a small real estate company. You have no full-time administrative staff. You are actively selling real estate while supervising your agents and operating the brokerage.

It’s Tuesday morning. The following items have landed on your desk.

Your Assignment ---For each situation, choose ONE response:

D — Delegate to another person
A — Automate using technology
S — Systematize with a policy, template, checklist, or procedure
O — Outsource to an outside professional
E — Eliminate because it doesn’t need to be done
R — Retain because it genuinely requires the broker’s judgment or authority


	
	Situation
	D
	A
	S
	O
	E
	R
	Who/What Could Handle It?

	1
	An agent wants you to review an unusual repair amendment before sending it to the client.
	
	
	
	
	
	
	

	2
	You spend 30 minutes every morning answering routine emails.
	
	
	
	
	
	
	

	3
	An agent’s transaction file is missing required documents.
	
	
	
	
	
	
	

	4
	Someone needs to create next week’s social-media posts.
	
	
	
	
	
	
	

	5
	An agent calls because a buyer is threatening legal action.
	
	
	
	
	
	
	

	6
	Monthly brokerage expenses need to be categorized and reconciled.
	
	
	
	
	
	
	

	7
	Agents repeatedly ask you the same question about office procedures.
	
	
	
	
	
	
	

	8
	A new listing needs professional photographs.
	
	
	
	
	
	
	

	9
	An agent wants approval to advertise something that may present a Fair Housing concern.
	
	
	
	
	
	
	

	10
	You personally remind agents about every contract deadline.
	
	
	
	
	
	
	

	11
	You design every flyer for every listing because “it’s faster if I do it myself.”
	
	
	
	
	
	
	

	12
	Two agents are in a serious dispute involving brokerage policy and client representation.
	
	
	
	
	
	
	

	13
	You manually send the same onboarding information to every new agent.
	
	
	
	
	
	
	

	14
	You attend a weekly meeting that rarely produces information you need.
	
	
	
	
	
	
	

	15
	A transaction presents an unusual situation that could create significant liability for the brokerage.
	
	
	
	
	
	
	



Circle every item you marked RETAIN.

Then ask: “Why does this require YOU?”

For every R, they must complete this sentence:

This must remain with me because ________________________________


Bookkeeping → outsource to bookkeeper/CPA
Social media → freelancer or scheduling platform
Appointment scheduling → technology
Repeated agent questions → brokerage FAQ/SOP
File completeness → checklist/transaction coordinator
Photography → vendor
Routine client updates → templates/CRM
Broker compliance decision → KEEP IT

——-Final Reflection

ONE task I will stop doing: ____________________

ONE task I will automate/systematize: ____________________

ONE task I will delegate/outsource: ____________________

Then ask: “What will you do with the mental capacity you just got back?”
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