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(And the Ops System That Fixes It)
The exact playbook behind 100+ real estate teams doing
200, 300, 400+ transactions a year.
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Why teams cap out— the real reason,
not the story you're telling yourself

Fair Warning — and What You're Walking Away WithFair Warning — and What You're Walking Away With

The 5 ops mistakes— quietly killing teams before
200 transactions

The full ops playbook— scorecard, cadence,
accountability structure

"This isn't
motivational. There's

no 'believe in yourself'
energy in this room.
I'm here to show you

what's actually
broken and exactly

how to fix it."
— Lauren Rathgeb-

Holland

Implementation roadmap— what to do in the next
30 days



If Any of This Sounds Familiar — You're
Not Alone
If Any of This Sounds Familiar — You're
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"I'VE TRIED ACCOUNTABILITY — IT COLLAPSES IN 30 DAYS"

You know they're capable. But there's nothing in

your business that actually holds them to it. So

they coast.

You know they're capable. But there's nothing in

your business that actually holds them to it. So

they coast.

"I'M PUTTING OUT FIRES INSTEAD OF LEADING"

Every time you try to step back,

something breaks. Because the system

isn't there. YOU are the system.

Every time you try to step back,
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New scorecard. New meeting rhythm.

Works for two weeks. Then everyone

quietly stops. Every. Time.

New scorecard. New meeting rhythm.

Works for two weeks. Then everyone

quietly stops. Every. Time.

"MY AGENTS SHOULD BE PRODUCING MORE"

HERE'S THE TRUTH:

It's not a people problem. It's not a market

problem. It's not a mindset problem. It is a

systems problem... and systems can be fixed.

It's not a people problem. It's not a market

problem. It's not a mindset problem. It is a

systems problem... and systems can be fixed.

"Teams without real ops cap out between 100–150 transactions. Not because their agents aren't good. Because the system can't hold the weight."
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THE EMPIRE EXPANDER

In every deal

Putting out fires daily

No time to lead or grow

In every deal

Putting out fires daily

No time to lead or grow

THE BUILDER

Starting your team

Wearing every hat

Looking for your first leverage hire

Starting your team

Wearing every hat

Looking for your first leverage hire

Growing but inconsistent

Hitting a ceiling

Systems starting to break

Growing but inconsistent

Hitting a ceiling

Systems starting to break

THE “AT-CAPACITY” OPERATOR

THE $100M RESET

High production, low clarity

Systems feel messy

Need to simplify to scale
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THE 5 OPS MISTAKES LAUREN
SEES IN ALMOST EVERY TEAM SHE

WORKS WITH
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These aren't unusual edge cases. They're the default. See how many you recognize.These aren't unusual edge cases. They're the default. See how many you recognize.



The Two That Get You QuietlyThe Two That Get You Quietly

MISTAKE 1MISTAKE 1

Everything runs through your brain, not a documented
process
When you step away for a week, things slip or stop
entirely
You've become a bottleneck disguised as a leader
New hires can't onboard because the process lives in
your head

YOU ARE THE
SYSTEM

YOU ARE THE
SYSTEM

MISTAKE 2MISTAKE 2

Document the high-leverage 20% first— lead intake,
follow-up cadence, offer-to-close
Every process needs anowner who isn't you
Test: Can your ops run for 2 weeks without you
answering a single question?

FIX #1

Team meetings become rally sessions — energy in the
room, no data
Agents learn toperform in the meeting, not produce
outside it
You end every call feeling like things are great — then
nothing changes
More check-ins just add pressure onyou, not them

Accountability =
More Meetings

Accountability =
More Meetings

Accountability is structural, not conversational
The scorecard shows the number. You just have the
conversation it triggers.
Replace 2 of your weekly meetings withone data
review

FIX #2



Mistakes #3, 4, and 5: The Growth
Killers
Mistakes #3, 4, and 5: The Growth
Killers

THE SYSTEM BREAKS AT 15

Agents don't know what "good" looks like. No onboarding

milestones. No 30/60/90 day expectations. They coast... because

the system lets them.

FIX

Every agent needs to know: Producer or passenger by day 90.

The roadmap makes this objective, not personal.
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The roadmap makes this objective, not personal.

HIRING BEFORE YOU'RE READY

Adding bodies to a broken system doesn't scale it...

it amplifies the chaos. Most teams hire another

agent when they need an ops person first.

FIX

Your first hire should be ops, not agent. Every

agent you add before ops is in place makes the

chaos worse.
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it amplifies the chaos. Most teams hire another

agent when they need an ops person first.

FIX

Your first hire should be ops, not agent. Every

agent you add before ops is in place makes the

chaos worse.

What works at 5 agents collapses at 15. What works

at 15 falls apart at 30. You need a different system

at each stage... and most teams never make that

shift.

FIX

Build for the next stage, not the current one.

Always be one stage ahead of where you are.

What works at 5 agents collapses at 15. What works

at 15 falls apart at 30. You need a different system

at each stage... and most teams never make that

shift.

FIX

Build for the next stage, not the current one.

Always be one stage ahead of where you are.

NO CLEAR AGENT JOURNEY

MISTAKE #3 MISTAKE 4

MISTAKE #5



GROWTH STAGES

FOUNDER-LEDFOUNDER-LED SYSTEMS-LED

GUT CHECK
ARE YOU THE BOTTLENECK?

GUT CHECK
ARE YOU THE BOTTLENECK?

1–5 Agents
Everything runs
through you. That's
okay — for now.
Document everything
so you can hand it off.

LEADER-LED
5–15 Agents
Most teams STALL
here. Process must
run without you. This
is where most teams
in this room are today.

15+ Agents
You work ON the
business. Ops lead
runs the rhythm.
Agents self-manage
against the scorecard.

STAGE 1 STAGE 2 STAGE 3



THE OPS OPERATING SYSTEM
THAT FIXES ALL FIVE

THE OPS OPERATING SYSTEM
THAT FIXES ALL FIVE

3 layers. Real tools. No theory. This is what Lauren runs inside RESIDE.3 layers. Real tools. No theory. This is what Lauren runs inside RESIDE.



Three Pillars of Team Ops That Actually
Scales
Three Pillars of Team Ops That Actually
Scales

PERFORMANCE

What gets done, how it gets done, and when — without it all

running through you.

Documented SOPs for the top 20%

Weekly rhythm that's non-negotiable

Tech stack that doesn't add friction
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Tech stack that doesn't add friction

PEOPLE

Who is on your team, what do they own, and what

happens when they don't deliver.

Clear role definitions

RACI for every function

Off-ramp criteria defined upfront
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happens when they don't deliver.

Clear role definitions

RACI for every function

Off-ramp criteria defined upfront

What gets measured, what conversations happen

at each color, and what the consequences are.

5 numbers per agent, every week

Public visibility — clarity, not punishment

Defined path from yellow → red → out

What gets measured, what conversations happen

at each color, and what the consequences are.

5 numbers per agent, every week

Public visibility — clarity, not punishment

Defined path from yellow → red → out

PROCESS

Most team leaders have one of these three. High performers have all three
 working together as a single system. That's the gap.



PROCESSPROCESS
The Weekly Rhythm That Replaces You As the BottleneckThe Weekly Rhythm That Replaces You As the Bottleneck



DO’S & DON’TSDO’S & DON’TS
WHAT TO
SCHEDULE
WHAT TO
SCHEDULE

The Monday numbers pull
(30 min)
Your 1:1s Tue–Wed
(blocked in cal)
Ops review Thu (ops lead
runs it)

WHAT NOT
TO

SCHEDULE

WHAT NOT
TO

SCHEDULE
Open-door "strategy"
conversations with no
agenda
Group accountability
meetings with no data
Any meeting that could be
an async Slack update



PERFORMANCE LAYERPERFORMANCE LAYER
The Weekly Scorecard — 5 Numbers Every Agent OwnsThe Weekly Scorecard — 5 Numbers Every Agent Owns



The Conversation Most Team Leaders
Get Wrong

The Conversation Most Team Leaders
Get Wrong

THE ACCOUNTABILITY FRAMEWORKTHE ACCOUNTABILITY FRAMEWORK



Who Owns What — And What You
Should NEVER Touch Anymore

Who Owns What — And What You
Should NEVER Touch Anymore

THE PEOPLE LAYERTHE PEOPLE LAYER

Responsible — does the worK  Accountable — owns the outcome Consulted — gives input Informed — kept in the loop



The 90-Day Agent Roadmap —
Producer or Passenger by Day 90

The 90-Day Agent Roadmap —
Producer or Passenger by Day 90

THE PEOPLE LAYERTHE PEOPLE LAYER



Tech Stack — Keep It Brutally SimpleTech Stack — Keep It Brutally Simple

THE PROCESS LAYERTHE PROCESS LAYER



What Great Ops Actually Looks Like —
Before and After

What Great Ops Actually Looks Like —
Before and After

WHAT YOU’RE BUILDING TOWARDWHAT YOU’RE BUILDING TOWARD



YOUR NEXT 30 DAYS - YOUR
IMPLEMENTATION ROAD MAP
YOUR NEXT 30 DAYS - YOUR

IMPLEMENTATION ROAD MAP

No consultant required. No new app. Just the system, installed in order.No consultant required. No new app. Just the system, installed in order.



The Exact Sequence — Install It In This
Order

The Exact Sequence — Install It In This
Order

YOUR NEXT 30 DAYSYOUR NEXT 30 DAYS



What Broken Ops Is Actually Costing
You Right Now

What Broken Ops Is Actually Costing
You Right Now

THE COST OF DOING NOTHINGTHE COST OF DOING NOTHING



THIS IS WHY IT KEEPS HAPPENINGTHIS IS WHY IT KEEPS HAPPENING



ARE YOU THE BOTTLENECK?ARE YOU THE BOTTLENECK?





WHAT BREAKS AT SCALE – IN THIS
EXACT ORDER

WHAT BREAKS AT SCALE – IN THIS
EXACT ORDER

WHY THE CEILING EXISTSWHY THE CEILING EXISTS



YOU HAVE TWO OPTIONSYOU HAVE TWO OPTIONS





THANKYOU!
For Additional Support:

lauren@resideplatform.com
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