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PRIORITY MATRIX
Which 3 to Attack First — Impact vs. Effort Analysis

SECTION

IMPAC

T

(1–10)

EFFO

RT

(1–10)

SPEED

TO ROI

PRIORI

TY

RANK

RATIONALE

01 Marketing — Clone 9 4 Fast ■ #1
Highest leverage with lowest

cost. Compounds over time.

Start immediately.

08 Mass Capital Raise 10 7 Medium ■ #2
Every other initiative is faster

and cheaper with capital.

Build the machine now.

05 Free Up Key People 9 3 Fast ■ #3
Unlocks capacity across the

whole company. One hire

pays for itself in 30 days.

04 Material Sourcing 8 4 Fast #4
Direct savings on every

project. Rapid ROI, low

complexity.

02 Licensing / Federal 9 8 Slow #5
Massive long-term value but

requires IP work and

relationship building first.

03 Leasing Improvements 7 3 Fast #6
Improves existing NOI

quickly. High value if you

have current vacancies.

07 AI Intelligence Layer 8 5 Medium #7
Enhances every other area.

Start building in parallel — it

supports all 9.

06 Full Circle Cycle 7 6 Medium #8
Foundational for scale. More

impactful once team and

capital are in place.



SECTION

IMPAC

T

(1–10)

EFFO

RT

(1–10)

SPEED

TO ROI

PRIORI

TY

RANK

RATIONALE

09 National / International 10 9 Slow #9
Highest ceiling, longest

runway. Build domestic

system first, then expand.

■ YOUR FIRST 90 DAYS — THE TOP 3 IN DETAIL

#1 — Marketing / Clone
(Start Week 1)

This is your lowest-effort, highest-leverage move. Write your Brand

Bible this week. Record 3 foundation videos. Post your origin story on

LinkedIn. This single initiative compounds — every week you delay is

a week your pipeline isn't filling itself.

#2 — Mass Capital
Raise (Start Week 2)

Every other initiative on this list gets easier, faster, and cheaper when

capital is ready. Start building your investor deck now. Contact 3

CDFIs this week. Your capital machine is the infrastructure everything

else runs on.

#3 — Free Up Key
People (Start Week 1 in
parallel)

This is your force multiplier. One good operations hire frees up 10+

hours/week across your senior team. That time goes directly into

executing #1 and #2. The time audit costs nothing. Do it this week

while everything else is spinning up.

■ RECOMMENDED SEQUENCING — FULL 6-MONTH ROADMAP

Phase Timeline Focus Areas Expected Outcome

IGNITION Weeks 1–4 #1 Marketing Clone
#3 Free Up People
#4 Material Sourcing

Brand engine live. Team hours freed. First cost savings realized.

BUILD Weeks 5–12 #8 Capital Raise
#2 Licensing
#3 Leasing

Capital pipeline warm. IP protected. NOI improving from leasing.



Phase Timeline Focus Areas Expected Outcome

AMPLIFY Weeks 13–20 #7 AI Layer
#6 Full Circle Cycle
#8 Capital (continued)

Intelligence systems online. Ops repeatable. Capital commitments close.

SCALE Weeks 21–26 #9 National Expansion
#2 Licensing (pilots)
#8 International

First new market LOI. First licensee signed. International deal pipeline open.



01MARKETING — TEACHING YOUR CLONE
Build a replicable marketing engine that runs without you

PRIORITY: HIGH ■ 30–60 Days

■ WHY THIS MATTERS

Right now your marketing probably lives in your head. If you step away, it stops. Your 'clone' is a

documented, teachable system — your voice, your instincts, your strategy — packaged so any team

member or AI can execute it at your standard. This is the difference between a personality-dependent

brand and a scalable marketing machine.

■ STEP-BY-STEP ACTION PLAN

1. Brand Bible: Document your voice, origin story, 5 words you always use, 5 you never use, and

core beliefs about housing

2. Content Pillars: Define 4 owned topics (e.g., Modular Innovation / Community Impact / Investor

Returns / Behind the Build)

3. Clone Stack: Record 10 videos explaining your philosophy. Feed transcripts to AI — now it writes

in your voice

4. Distribution Engine: LinkedIn (investors), Instagram (visual/community), YouTube (long-form

trust), Email list (owned audience)

5. Lead Funnel: Every piece of content drives to one landing page, one offer, one email capture — no

leaky buckets

6. Marketing Hire/VA: Recruit one dedicated person trained exclusively on your Brand Bible to

execute the system

7. Automation: Set up Buffer or Hootsuite for scheduling with your approval checkpoints built in

8. Referral Loop: Build a formal referral program — past clients, partners, and community leaders as

brand ambassadors



9. AI Content Engine: Use Claude or ChatGPT trained on your Brand Bible to generate first drafts at

scale

10. Monthly Review: Track leads, conversions, and cost per acquisition by channel — cut what

doesn't convert

■ KEY PERFORMANCE INDICATORS

■ Monthly reach across all platforms

■ Email list growth rate (new subscribers/month)

■ Inbound leads generated per channel

■ Cost per qualified lead

■ Content pieces published per month

■ Referral leads as % of total pipeline

■ TOOLS & RESOURCES

• Buffer / Hootsuite — Social scheduling and approval workflows

• Mailchimp / ActiveCampaign — Email list management and automation

• Claude / ChatGPT — AI writing trained on your Brand Bible

• Loom — Record your 'clone videos' quickly and professionally

• Canva — On-brand visual content creation

• HubSpot (free CRM) — Lead capture and tracking from all channels

• Notion — Brand Bible and content calendar home base

■ 90-DAY TIMELINE

Phase Timeframe Key Actions

Days 1–10 Week 1–2 Write Brand Bible. Record 3 foundation videos. Audit existing channels

Days 11–30 Weeks 2–4 Build content pillars. Set up scheduling tools. Launch email capture

Days 31–60 Month 2 Hire/train marketing VA. Launch referral program. First AI content batch

Days 61–90 Month 3 Review KPIs. Cut underperforming channels. Double down on top converter

■ QUICK WIN THIS WEEK

Write your 3-paragraph origin story today and post it on LinkedIn. That single post

starts building your clone.



02LICENSING — FEDERAL ALIGNMENT
Protect your process as IP and open institutional capital doors

PRIORITY: HIGH ■ 60–90 Days

■ WHY THIS MATTERS

Your process is worth more than your buildings. If you can license how you develop, you get paid without

deploying capital. Federal alignment turns your model into a government-endorsed solution to the national

housing shortage — opening doors to CDFIs, HUD programs, and institutional money that most

developers never touch.

■ STEP-BY-STEP ACTION PLAN

1. IP Protection: Engage an IP attorney to document and protect your process as a trade secret or

provisional patent NOW — before wider sharing

2. Process Manual: Create a step-by-step Operating System from site acquisition to delivery in

investor-grade formatting

3. Federal Alignment Brief: One document — jobs created per project, units delivered, community

tax base impact, alignment with federal housing shortage goals

4. CDFI Connection: Identify and contact Community Development Financial Institutions in your

operating states (cdfi.org)

5. HUD/FHA Mapping: Map your process to HUD, FHA, and federal housing finance frameworks to

prove compatibility

6. Licensing Model: Choose your structure — flat fee per project, revenue share on licensee deals,

or equity stake

7. Licensee Deck: Create a pitch for potential licensees — what they get, what it costs, what results

they can expect

8. Pilot Licensees: Identify 3–5 candidates — other developers, municipalities, or housing agencies

9. Federal Housing Policy Monitor: Set up alerts for policy changes affecting your pipeline



10. LOI Template: Draft a standard Letter of Intent for licensing conversations

■ KEY PERFORMANCE INDICATORS

■ Number of active licensee conversations

■ LOIs signed per quarter

■ Licensing revenue vs. development revenue ratio

■ CDFI relationships established

■ Federal program applications submitted

■ Process documentation completion %

■ TOOLS & RESOURCES

• cdfi.org — Find federally certified CDFIs in your state

• USPTO.gov — Provisional patent filing ($320 DIY or with attorney)

• HUD.gov — Federal housing program compatibility research

• Notion / Google Docs — Process Manual authoring and version control

• DocuSign — LOI and licensing agreement execution

• SAM.gov — Federal contracting and RFP monitoring

■ 90-DAY TIMELINE

Phase Timeframe Key Actions

Days 1–14 Weeks 1–2 Engage IP attorney. Begin process documentation. Research CDFI landscape

Days 15–30 Weeks 3–4 Complete Federal Alignment Brief. Map to HUD/FHA frameworks

Days 31–60 Month 2 Build licensee deck. Identify 5 pilot candidates. Begin outreach

Days 61–90 Month 3 First licensing conversations. Refine based on feedback. Target first LOI

■ QUICK WIN THIS WEEK

Go to cdfi.org right now. Search your state. Identify 3 CDFIs and email them this week

introducing your model.



03LEASING IMPROVEMENTS
Convert built product to cash flow faster with less friction

PRIORITY: MEDIUM ■ 30–45 Days

■ WHY THIS MATTERS

Every vacant day is a destroyed dollar. Every bad tenant is three times a vacant day. Leasing is the engine

that converts your built product into cash flow — yet most developers treat it as an afterthought. A

systemized leasing operation reduces vacancy drag, improves tenant quality, and adds direct dollars to

your NOI without spending a cent on construction.

■ STEP-BY-STEP ACTION PLAN

1. Vacancy Audit: Pull last 12 months — average days vacant per unit, dollar cost, root cause

(pricing, marketing, or screening)

2. Speed to Lease: Measure from listing to signed lease. Target under 14 days. Identify your current

bottleneck

3. Tenant Scoring System: Income 3x rent, credit 620+, landlord references — documented,

consistently applied, HUD-compliant

4. Online Everything: Applications, screening, signing, payments, maintenance requests — fully

digital, zero manual steps

5. 90-Day Renewal System: Auto-trigger outreach at 90, 60, and 30 days before expiry with

escalating incentives

6. Tiered Lease Options: 6-month (premium rate), 12-month (standard), 24-month (small discount)

— let tenants self-select

7. Professional Photography: Every unit listed with pro photos. This alone cuts days-to-lease

significantly

8. Section 8 Evaluation: Government-backed vouchers provide stable, reliable cash flow — evaluate

acceptance criteria



9. Market Rate Audit: Compare your rents to market quarterly. Don't leave money on the table at

renewal

10. Tenant Onboarding Packet: Expectations, maintenance procedures, community standards —

reduces disputes and turnover

■ KEY PERFORMANCE INDICATORS

■ Vacancy rate % (target: below 5%)

■ Days to lease per unit

■ Lease renewal rate %

■ Tenant satisfaction score (survey at 6 months)

■ Average rent vs. market rate %

■ Eviction rate % (should trend toward zero)

■ TOOLS & RESOURCES

• Buildium / AppFolio — Full property management platform (applications, payments, maintenance)

• Zillow Rental Manager / Apartments.com — Listing distribution

• TransUnion SmartMove — Tenant screening (credit + background + eviction)

• DocuSign — Digital lease execution

• Rent Cafe / RentVine — Online tenant portals

• Google Forms — Simple tenant satisfaction surveys

■ 90-DAY TIMELINE

Phase Timeframe Key Actions

Days 1–7 Week 1 Complete vacancy audit. Calculate current daily cost of vacancy

Days 8–20 Weeks 2–3 Select and onboard property management platform. Move all to digital

Days 21–35 Weeks 3–5 Build tenant scoring system. Create renewal outreach sequences

Days 36–45 Weeks 6–7 Launch tiered lease options. Conduct market rate audit. Review KPIs

■ QUICK WIN THIS WEEK

Count every vacant unit today. Multiply days vacant × daily rent. That number is your

urgency number.



04BUILDING MATERIAL SOURCING
Cut 10–20% from material costs through strategy, not sacrifice

PRIORITY: HIGH ■ 45–60 Days

■ WHY THIS MATTERS

Materials are typically 40–60% of your construction cost. A 10% reduction on a $2M build is $80–120K

straight to your bottom line — on every project. This isn't about cutting corners; it's about buying smarter,

committing strategically, and building supplier relationships that give you an unfair advantage over

competitors who order reactively.

■ STEP-BY-STEP ACTION PLAN

1. Spend Analysis: Pull last 3 projects. Categorize every material line item. Find your top 10 cost

drivers by total spend

2. Volume Agreements: Approach your top 3 suppliers with your annual spend number. Ask for a

volume pricing agreement — most give 5–15% off for commitment

3. Second Source Every Critical Item: For every critical material, qualify a backup vendor. Never be

held hostage on timeline or pricing

4. Standardize Designs: The more you standardize specs across projects, the larger orders you can

place — better pricing, less waste

5. Direct Manufacturer Outreach: For high-volume items (steel, framing, panels), contact

manufacturers directly to bypass distributor markup

6. International Sourcing: Steel components, cabinetry, fixtures from Canada, Mexico, or Asia can

save 20–40%. Plan 8–12 weeks of lead time

7. Group Purchasing Organization (GPO): Join a construction GPO to access bulk pricing without

needing volume minimums yourself

8. Waste Tracking: Measure material waste on every project. Most sites waste 10–15%. Reduce that

by 50% through tracking and standardization



9. CLT and SIPs Evaluation: Cross-Laminated Timber and Structural Insulated Panels offer speed +

cost efficiency for modular builds

10. Preferred Vendor List: Maintain a tiered vendor list (primary, secondary, emergency) for every

critical material category

■ KEY PERFORMANCE INDICATORS

■ Material cost per square foot by project

■ Cost variance vs. budget by material category

■ Supplier on-time delivery rate %

■ Material waste % per project

■ Savings from volume agreements ($ per quarter)

■ Number of material categories with qualified backup vendor

■ TOOLS & RESOURCES

• Procore / Buildertrend — Material tracking and cost management

• QuickBooks / Sage 300 — Job costing and spend analysis

• ThomasNet.com — US manufacturer directory for direct sourcing

• Alibaba / Global Sources — International component sourcing

• National purchasing groups: NCMA, AGC — Construction GPO access

• Airtable — Preferred vendor list and backup vendor tracking

■ 90-DAY TIMELINE

Phase Timeframe Key Actions

Days 1–10 Week 1–2 Complete spend analysis. Identify top 10 cost drivers by category

Days 11–25 Weeks 2–4 Approach top 3 suppliers for volume agreements. Build preferred vendor list

Days 26–45 Weeks 4–6 Qualify backup vendors. Research GPO membership. Begin international sourcing eval

Days 46–60 Weeks 7–9 Implement waste tracking on active projects. Pilot CLT/SIPs evaluation

■ QUICK WIN THIS WEEK

Email your top supplier today: 'What does my annual commitment need to be to get

your best pricing?' That one email could save thousands.



05FREEING UP KEY PEOPLE
Get your best minds working on $1,000/hour problems

PRIORITY: HIGH ■ Immediate — Ongoing

■ WHY THIS MATTERS

Your best people are your most expensive assets — and they're probably spending 30–40% of their time

on $10/hour work. That's not just a financial waste; it's demoralizing and it destroys strategic output. Every

hour a great person spends chasing invoices or scheduling calls is an hour not spent solving problems that

actually grow the company.

■ STEP-BY-STEP ACTION PLAN

1. Time Audit: Have every key person log every task for one week with time spent. Reveal where the

hours actually go

2. The $10/$100/$1,000 Framework: Categorize every task. $10/hr = admin/data entry. $100/hr =

management/calls. $1,000/hr = strategy/deals/relationships

3. Hire Down Immediately: Recruit one operations coordinator to handle all $10/hr tasks across your

senior team

4. SOPs for Everything: Document how every repeatable task gets done so junior staff can execute

without escalation

5. Meeting Audit: Review every recurring meeting. Replace 50% with async Loom video updates —

reclaim 4–6 hrs/week per person

6. Decision Framework: Document 'If it's under $X, decide yourself' rules. Eliminate unnecessary

senior escalations

7. Delegation Tracker: Create a simple log of what's been delegated, to whom, and by when —

visibility prevents things slipping

8. Protect Strategic Time: Block 2–4 hours/week per key person as non-negotiable deep thinking

time. No meetings, no interruptions



9. Monthly Question Sprint: Each key person brings their 3 biggest unsolved questions to a

60-minute session — this is where breakthroughs happen

10. 90-Day Review: Revisit the time audit quarterly to measure improvement and catch regression

■ KEY PERFORMANCE INDICATORS

■ Hours/week per person on $10/hr tasks (track monthly)

■ Number of senior escalations per week (target: declining)

■ SOPs documented and in use

■ Meeting hours per person per week

■ Decisions made by junior staff without escalation

■ Strategic thinking hours protected per week

■ TOOLS & RESOURCES

• Toggl / Clockify — Time tracking for the audit (free, lightweight)

• Loom — Async video updates replacing meetings

• Notion / Confluence — SOP documentation and team knowledge base

• Asana / Monday.com — Delegation tracking and task visibility

• Calendly — Eliminate scheduling back-and-forth

• Zapier — Automate repetitive digital tasks without technical skill

■ 90-DAY TIMELINE

Phase Timeframe Key Actions

Days 1–7 Week 1 Launch time audit with all key people. No changes yet — just observe and record

Days 8–14 Week 2 Analyze audit results. Identify top $10/hr time sinks. Begin writing first SOPs

Days 15–30 Weeks 3–4 Post ops coordinator role. Implement async tools. Run first meeting audit

Days 31–90 Months 2–3 Onboard coordinator. Delegate. Protect strategic time. Launch monthly Question Sprints

■ QUICK WIN THIS WEEK

Ask your top 2 people to log every hour of their day tomorrow. Just seeing the data

changes behavior immediately.



06FULL CIRCLE CYCLE
Build a self-improving operation that gets smarter with every project

PRIORITY: MEDIUM ■ 60–90 Days

■ WHY THIS MATTERS

Every project should make you smarter, faster, and more profitable than the last. Without a system to

capture and apply lessons, you repeat the same mistakes across every build. The Full Circle Cycle is your

operational flywheel — map it, own it, measure it, improve it. This is what separates companies that scale

from companies that just stay busy.

■ STEP-BY-STEP ACTION PLAN

1. Lifecycle Map: Draw your complete process on a whiteboard — Acquisition → Design → Permits

→ Build → Lease-Up → Management. No shortcuts

2. Stage Gates: Define what 'done' looks like at each stage. Nothing advances without meeting the

gate criteria

3. Handoff Protocol: Every ownership transfer between people or departments gets a documented

checklist. No orphaned tasks

4. Cycle Time Baseline: Measure your current average time at each stage across your last 3

projects. This is your benchmark

5. Cycle Owner Assignment: Name one person accountable for each stage and each handoff.

Ambiguity is the enemy of execution

6. Post-Project Debrief (Mandatory): 60 minutes after every project closes — What went right?

What went wrong? What changes?

7. Lessons Learned Database: Airtable or Notion. Every lesson tagged by category. Searchable.

Read during onboarding

8. Master Dashboard: Real-time view of all active projects by stage — built in Monday.com, Asana,

or Smartsheet



9. Quarterly Cycle Review: Bring all stage owners together. Review KPIs. Set 10% improvement

targets per stage

10. Annual Process Audit: Once a year, redraw the lifecycle from scratch. Question every step.

Eliminate what doesn't add value

■ KEY PERFORMANCE INDICATORS

■ Total project cycle time (acquisition to stabilized asset)

■ Time per stage vs. target — variance %

■ Number of post-project debriefs completed

■ Lessons learned captured per quarter

■ Lessons applied to subsequent projects

■ Number of stage-gate failures caught before advancing

■ TOOLS & RESOURCES

• Smartsheet / Monday.com — Visual project lifecycle tracking

• Airtable — Lessons learned database with tagging and search

• Lucidchart / Miro — Process mapping and lifecycle visualization

• Notion — Stage gate checklists and handoff protocols

• Procore — Construction phase tracking integrated with lifecycle

• Loom — Record project debrief sessions for future reference

■ 90-DAY TIMELINE

Phase Timeframe Key Actions

Days 1–14 Weeks 1–2 Map current lifecycle. Identify stage owners. Measure baseline cycle times

Days 15–30 Weeks 3–4 Define stage gates. Write handoff checklists. Set up master dashboard

Days 31–60 Month 2 Launch lessons learned database. Run first formal post-project debrief

Days 61–90 Month 3 First quarterly cycle review. Set improvement targets. Publish cycle KPI report

■ QUICK WIN THIS WEEK

Draw your current project lifecycle on paper right now. Just getting it out of your head

and visible is the most important first step.



07AI BRAIN — INTELLIGENCE LAYER
Use AI for strategic insight, not just tasks

PRIORITY: MEDIUM ■ 30–60 Days

■ WHY THIS MATTERS

Most businesses use AI for tasks — writing emails, formatting documents. The real leverage is using AI for

intelligence: pattern recognition, market monitoring, scenario modeling, and decision support. Your AI

brain doesn't sleep, doesn't get overwhelmed, and can process more data in a minute than your team can

in a week. Put it to work on your hardest problems.

■ STEP-BY-STEP ACTION PLAN

1. Company Knowledge Base: Build a central repository of all project data, financials, timelines, and

outcomes. AI queries this to find patterns humans miss

2. Market Intelligence Feed: Automate monitoring — interest rates, permit activity, competitor

moves, zoning changes, population migration

3. Weekly Intelligence Brief: Auto-generated report delivered every Monday covering your key

market indicators

4. Deal Scoring Model: Feed historical deal data to AI. Build a model that scores new opportunities

against your actual track record

5. Investor Reporting Automation: Raw financial data in → formatted investor update out. Save 4–8

hours per reporting cycle

6. Contract Intelligence: AI reviews every contract first. Flags risk clauses, summarizes key terms

before attorney review. Reduces legal cost

7. Scenario Modeling: 'What if rates go up 1%? What if materials cost 15% more?' AI runs these in

seconds — you decide with better information

8. Permit and Zoning Monitoring: Set up automated alerts for zoning changes in your target markets



9. Competitive Intelligence: Monitor competitor project announcements, pricing changes, and

market entries

10. AI-Assisted Underwriting: Use AI to run preliminary underwriting on new acquisitions before

committing analyst time

■ KEY PERFORMANCE INDICATORS

■ Hours saved by AI per week (across team)

■ Market intelligence insights acted on per month

■ Deal scoring model accuracy vs. actual outcomes

■ Investor reports generated without manual intervention

■ Contract review cost reduction ($ per month)

■ Scenario models run per new deal

■ TOOLS & RESOURCES

• Claude / ChatGPT — Core AI brain for analysis, writing, and modeling

• Airtable / Notion AI — Knowledge base with AI query capability

• Perplexity AI — Real-time market research and monitoring

• Google Alerts + Zapier — Automated market intelligence feeds

• Excel / Google Sheets + AI plugins — Scenario modeling and underwriting

• Kira / Luminance — AI contract review (enterprise-grade)

• CoStar / REIS — Market data feeds for AI analysis

■ 90-DAY TIMELINE

Phase Timeframe Key Actions

Days 1–14 Weeks 1–2 Build company knowledge base. Set up market monitoring alerts

Days 15–30 Weeks 3–4 Launch weekly intelligence brief. Build first scenario models

Days 31–45 Weeks 5–6 Automate investor reporting. Implement AI contract review workflow

Days 46–60 Weeks 7–9 Build deal scoring model. Review accuracy. Expand AI to underwriting

■ QUICK WIN THIS WEEK

Ask your AI brain (me) to generate a market intelligence brief on your #1 target market

today. Right now.



08MASS CAPITAL RAISE
Build a multi-channel capital machine — domestic and international

PRIORITY: HIGH ■ 60–120 Days

■ WHY THIS MATTERS

Capital is not the constraint. Access to capital is. The developers who scale fastest aren't the most talented

builders — they're the ones who've built a capital machine. Multiple sources, multiple structures, and

always a warm pipeline of money ready to deploy. Your goal is to never let a great deal die because capital

wasn't ready.

■ STEP-BY-STEP ACTION PLAN

1. Capital Stack Architecture: Define your target stack for each deal type BEFORE approaching any

source — senior debt, mezzanine, equity in defined ratios

2. World-Class Investor Deck: Pipeline, team, track record, projected returns, community impact

story, exit strategy. Hire a designer. This document opens 8-figure conversations

3. CDFI Program: CDFIs exist specifically to fund community-impact development. Most developers

don't know they exist. They have lower rates and longer terms

4. Tax Credit Programs: NMTC (New Markets), LIHTC (Low Income Housing), Historic Tax Credits

— these are non-dilutive capital sources most developers ignore

5. EB-5 Program: Foreign investors provide $800K–$1.05M per investor for a US visa pathway.

Patient, low-cost capital if structured properly

6. Opportunity Zone Fund: If projects qualify, create an OZ fund — attracts tax-motivated investors

sitting on capital gains

7. Reg D 506(c) Offering: Build a private placement for US accredited investors. Allows general

solicitation — you can market the offering publicly

8. Regulation A+ Crowdfunding: Raise up to $75M from non-accredited investors. It's a marketing

tool as much as a capital tool



9. International Family Offices: Middle East sovereign wealth, Canadian pensions, Singapore and

Hong Kong family offices actively seek US real estate. Need warm introductions

10. Debt Stacking: Layer HOME funds, NMTC, gap financing, and senior debt for maximum leverage

on affordable projects

■ KEY PERFORMANCE INDICATORS

■ Total capital raised by source (quarterly)

■ Weighted average cost of capital %

■ Warm investor relationships in active pipeline

■ Pitch-to-commitment conversion rate

■ Days from deal identification to capital committed

■ Licensing revenue reducing external capital dependence

■ TOOLS & RESOURCES

• CDFI Fund — cdfi.org (find certified CDFIs in your markets)

• SEC EDGAR — File Reg D / Reg A+ offering documents

• EB5investors.com — EB-5 regional center directory and investor intro

• OpportunityDB.com — Opportunity Zone fund resources and investor matching

• Republic / Fundrise — Regulation A+ and Reg CF crowdfunding platforms

• IRS.gov — NMTC and LIHTC program guidelines

• SelectUSA — US government program connecting foreign investors to US deals

■ 90-DAY TIMELINE

Phase Timeframe Key Actions

Days 1–20 Weeks 1–3 Build world-class investor deck. Define capital stack targets by deal type

Days 21–45 Weeks 3–6 File Reg D. Engage CDFI lenders. Research tax credit eligibility

Days 46–75 Weeks 7–11 Launch EB-5 conversations. Explore Opportunity Zone structure. Build OZ fund doc

Days 76–120 Weeks 11–17 International outreach via SelectUSA. Launch crowdfunding if appropriate. Review pipeline

■ QUICK WIN THIS WEEK

Search 'CDFI [your state]' today. Find 3 CDFIs operating in your market and email

each with a one-paragraph intro of your model.



09NATIONAL & INTERNATIONAL EXPANSION
Scale your model beyond your backyard with a system before a flag

PRIORITY: MEDIUM ■ 90–180 Days

■ WHY THIS MATTERS

The US housing shortage is national — 4.5 million units short and growing. International demand for

proven development models is even larger. Your process, your IP, and your track record are all exportable

assets. But expanding without a system is how good companies implode. Build the playbook first. Then

plant the flag.

■ STEP-BY-STEP ACTION PLAN

1. Expansion Criteria Document: Define what a target market MUST have — population growth

rate, housing shortage data, land cost thresholds, regulatory score, local partner availability

2. Market Entry Playbook: For each new market — legal entity setup, permit research process,

banking requirements, insurance, local contractor vetting criteria

3. Top 3 Domestic Targets: Score markets against your criteria. Likely leaders: Southeast (Charlotte,

Nashville, Raleigh), Southwest (Phoenix, Boise), Midwest (Columbus, Indianapolis)

4. International Target Map: Canada (familiar, strong modular market), Caribbean (resort/workforce,

USD deals), West Africa — Ghana/Nigeria (massive housing deficit, diaspora capital), UK

(government modular incentives)

5. Joint Venture Framework: You bring process + IP + capital access. Local partner brings land +

relationships + permits. Define splits, governance, and exit terms in writing before any money moves

6. RFP Response Team: Dedicate 2 people to monitor SAM.gov, state housing agencies, and HUD

for housing RFPs. Respond within 48 hours of release

7. Government Relations Strategy: Engage housing policy consultants in target markets.

Relationships with housing authorities unlock project pipelines unavailable to outsiders

8. Trade Mission Participation: US Commercial Service and SelectUSA run trade missions

connecting US developers with international opportunities — apply for the next cycle



9. Brand for National Scale: Speaking at ULI, NHC, and NAHB conferences. Publishing in

Multifamily Executive and Urban Land. Thought leadership brings markets to you

10. International Legal Structure: Pre-engage international counsel in target countries. Understand

tax treaties, repatriation of profits, and local ownership requirements BEFORE committing

■ KEY PERFORMANCE INDICATORS

■ Markets actively evaluated vs. criteria

■ LOIs signed in new markets (quarterly)

■ JV partners vetted and qualified

■ RFPs identified and responded to per quarter

■ New market revenue as % of total company revenue

■ International deal pipeline value ($)

■ TOOLS & RESOURCES

• SAM.gov — Federal RFP monitoring (set daily alerts)

• HUD.gov — Housing grant and RFP opportunities

• US Commercial Service — International market entry support (free for US businesses)

• SelectUSA — Connect US model with international investors and partners

• CoStar / CBRE Research — Market data for domestic expansion scoring

• Oxford Business Group / Economist Intelligence Unit — International market research

• Chambers and Partners — International legal counsel directory

■ 90-DAY TIMELINE

Phase Timeframe Key Actions

Days 1–30 Month 1 Build expansion criteria. Score domestic markets. Identify top 3 targets

Days 31–60 Month 2 Build JV framework. Set up RFP response team. Register on SAM.gov

Days 61–90 Month 3 Begin domestic target outreach. Apply for trade missions. Engage local partners

Days 91–180 Months 4–6 First LOI in new market. Launch international conversations. Secure first JV term sheet

■ QUICK WIN THIS WEEK

Visit SAM.gov today. Create a free account and set a daily alert for 'modular housing'

and 'affordable housing construction.' Done in 10 minutes.



SECTION 10 — THE FACTORYModular Housing Manufacturing Facility | Design & ROI Analysis | Atlas Intelligence | July 2025

FACTORY OVERVIEW
Facility Size 280 ft x 165 ft = 46,200 sq ft

Production Lines 2 Parallel Lines (A &amp; B)

Stations Per Line 14 (7 Robotic + 7 Human)

Total Workforce 91 people (vs. ~180 fully manual)

Workers Saved 89 workers through automation

Total Investment ~$12,650,000 (factory + equipment)

Full Payback Period ~3.8 years

PRODUCTION LINES A & B — 14 STATIONS EACH
7 Robotic Stations + 7 Human Stations per line running in parallel

ROBOTIC STATIONS (7 per line)
Station Process Equipment

Station 1 CNC Chassis &amp; Subfloor Framing Hypertherm plasma cutter + Lincoln robotic welder

Station 2 Automated Wall Panel Fabrication FrameCAD F150i — 1 panel every 8 minutes

Station 3 Robotic Wall Erection &amp; Roof Truss SettingOverhead gantry system

Station 4 Robotic Spray Foam Insulation Graco Reactor E-30 + AI thickness scanner

Station 5 Robotic Drywall Installation Hilti Jaibot + overhead gantry

Station 6 Robotic Spray Texture &amp; Paint Automated finish system

Station 7 Automated Exterior Siding &amp; Window FrameCNC panel system

HUMAN STATIONS (7 per line)
Station Process

Station 8 Plumbing &amp; HVAC Rough-In

Station 9 Electrical Rough-In &amp; Panel

Station 10 Flooring &amp; Tile

Station 11 Kitchen &amp; Bath Fixtures

Station 12 QC &amp; Punch List

Station 13 CNC Cabinet Install (hybrid)

Station 14 Final Wrap &amp; Load Prep

TOTAL WORKFORCE — 91 PEOPLE



Role Headcount

Robotic Techs &amp; Operators 16

Plumbing &amp; HVAC Crew 10

Electrical Crew 10

Finishing &amp; Flooring 8

QC &amp; Inspection 6

Factory Supervision &amp; Mgmt 18

Material Handling &amp; Logistics 10

Maintenance &amp; Support 13

TOTAL 91

vs. ~180 fully manual — you save 89 workers through automation

ROBOTIC EQUIPMENT — $7,150,000 TOTAL
Equipment Cost

FrameCAD F150i Wall Line $1,200,000

Module Transfer Conveyor System $1,800,000

CNC Cabinet Line $900,000

Automated Exterior Panel System $650,000

Hilti Jaibot Drywall Robot x2 $500,000

Servo Joist Gantry $450,000

Automated Texture/Paint System $350,000

Graco Spray Insulation Robot $280,000

AI Vision QC System $300,000

Robotic Welding Arms x2 $320,000

Laser/BIM Verification $220,000

CNC Plasma Cutter $180,000

TOTAL EQUIPMENT $7,150,000

ROI ANALYSIS
Metric Value

Workers Replaced by Automation 47 production workers

Annual Labor Savings $3,380,000/year

Equipment Payback Period 2.1 years

10-Year Net Savings $26,700,000

Defect/Rework Rate Reduction -65%

Production Speed vs. All-Human +40% faster per module



Factory + Equipment Investment ~$12,650,000

Full Facility Payback ~3.8 years

Generated by Atlas | July 2025 | BOS/Section_10_Factory_Floor_Plan.pdf



BRAND BIBLERuss - Modular Housing Developer | Arkansas & Texas

DRAFT - Review & Personalize Before Publishing

1. ORIGIN STORY
[DRAFT - Russ to review, edit, and make his own]

I got into real estate development because I saw a problem no one was solving fast enough: hardworking families in

Arkansas and Texas were being priced out of quality housing, and traditional construction was not keeping up. The

system was too slow, too expensive, and too disconnected from the communities it was supposed to serve.

Modular housing changed everything for me. When I discovered that you could build higher-quality homes faster and

at lower cost by manufacturing them in a controlled environment, I knew this was the answer. Not just a smarter way

to build - a way to rebuild communities.

Today I am building a company that does not just develop properties - it develops people, communities, and a

replicable system that can scale across the country. Every home we build is proof that doing good and doing well are

not opposites.

2. VOICE & TONE
Who I sound like: A builder who's also a visionary. Straight-talking, optimistic, grounded in real experience. No

buzzwords - results.

3 words that define my voice:

Grounded - I speak from experience, not theory

Mission-driven - Every project has a community impact story

Forward-thinking - Building what housing should look like, not what it used to

3. THE 5 WORDS I ALWAYS USE
Community - Everything connects back to people and place

Modular - Our methodology and our advantage

Impact - We measure what matters

Scale - We are building a system, not just projects

Quality - We do not sacrifice this to cut costs

4. THE 5 WORDS I NEVER USE
Cheap - We're affordable, not cheap. There's a difference.

Temporary - Our housing is permanent, dignified, lasting

Low-income (as a label) - We serve working families and communities

Just (minimizing language) - "We just build homes" - No. We transform communities.

Can't - We find the path. Always.



5. CORE BELIEFS ABOUT HOUSING
1. Housing is a foundation, not a commodity. When people have a stable home, everything else improves -

education, health, employment, family.

2. Speed and quality are not opposites. Modular manufacturing proves you can build faster AND better.

3. The housing crisis is a systems problem. It requires a replicable, scalable model - that is what we are

building.

4. Community impact and investor returns belong together. Profit and purpose are not enemies.

5. The future of housing is manufactured, not constructed. The same revolution that transformed automotive

and tech is coming for homebuilding. We are already there.

6. CONTENT PILLARS
Pillar 1 - Modular Innovation - "The smarter way to build"

Factory vs. field comparisons, behind-the-build, tech in housing manufacturing

Pillar 2 - Community Impact - "Building more than homes"
Family stories, community transformation, CDFI partnerships, AR & TX spotlights

Pillar 3 - Investor Returns - "Where purpose meets profit"
Deal structures, tax credits, LIHTC/NMTC/EB-5, track record, pipeline

Pillar 4 - Behind the Build - "The real story of development"
Personal lessons, team culture, deals that changed my thinking

7. TARGET AUDIENCES
Primary - Investors: Accredited individuals, family offices, CDFIs, mission-aligned lenders

What they need to hear: Track record, returns, community impact, deal pipeline

Secondary - Community Partners: City councils, housing authorities, nonprofits

What they need to hear: Community benefit, credibility, speed, reliability

Tertiary - Future Residents: Families seeking quality affordable housing

What they need to hear: Dignity, quality, stability, community

8. PLATFORM STRATEGY
Platform Audience Content Type Frequency

LinkedIn Investors, partners, press Thought leadership, deals, impact 3x/week

Instagram Community, residents Behind-build, factory, before/after 4x/week

YouTube Long-form trust building Factory tours, walkthroughs, interviews 2x/month

Email List Investors, warm leads Deal updates, market insights 2x/month

9. THE LEAD FUNNEL
Every piece of content goes to one landing page, one offer, one email capture. No leaky buckets.

Choose your launch offer (check one):



[ ] Download our Investor Overview (for capital raise) <-- RECOMMENDED

[ ] See Our Current Pipeline (for investors)

[ ] How We Build: The Modular Difference (for education/trust)

Recommendation: Start with Investor Overview - aligns with Priority #2 Capital Raise

10. BRAND VOICE EXAMPLES
X "We provide low-income housing solutions utilizing prefabricated construction methodologies to serve underserved
communities."

V "We build quality homes faster and for less - and we do it in communities that actually need them."

X "Our company is proud to announce the completion of another affordable housing project."

V "Another family just moved in. That is what this is all for."

X "We are seeking qualified accredited investors for our Regulation D offering."

V "We have deals that need capital. If you are an investor who wants returns AND impact, let us talk."

11. SIGNATURE SIGN-OFF
"Building faster. Building better. Building for communities that deserve both."

- Russ

YOUR 5 PERSONAL TOUCH ITEMS (20 minutes total)
1. Origin Story - Tweak the 3 paragraphs so they sound exactly like you

2. Five Words You Always Use - Add or change any that do not feel right

3. Five Words You Never Use - Make it yours

4. Landing Page Offer - Check the one you are launching with (Section 9)

5. Signature Sign-off - Keep mine or write your own

Everything else is ready to execute from.
DRAFT generated by Atlas | July 2025 | BOS/Brand_Bible_DRAFT.pdf



CDFI Research — Arkansas & Texas
Russ's Modular Housing Development | Atlas Intelligence | July 2025

■ ARKANSAS CDFIs
1. Communities Unlimited (CU) — ■ TOP PRIORITY
Why: Already doing modular housing in Arkansas. Ribbon-cut their first WE Build modular home in Pine Bluff,
March 2025.

Contact: Audra Butler, Director of Housing

Website: communitiesunlimited.org

Pitch angle: You're aligned — modular + rural + community impact. This is a natural fit.

2. Arkansas Development Finance Authority (ADFA)
Why: State agency that awarded M+ in LIHTC (9%) in 2025. Key to tax credit financing.

Programs: LIHTC, HOME Investment Partnerships, National Housing Trust Fund

Website: adfa.arkansas.gov

Pitch angle: Apply for LIHTC allocation on your next project — generates equity from private investors.

3. Arkansas Capital Corporation
Why: Flexible capital for projects underserved by traditional lenders. CDFI-certified.

Website: acccapital.com | Coalition: arcdficoalition.org

Pitch angle: Economic development + community revitalization + modular innovation story.

■ TEXAS CDFIs
1. Texas Mezzanine Fund (TMF) — ■ TOP PRIORITY
Why: Specifically offers Affordable Housing Loan Program — land acquisition, predevelopment, and
construction financing.

Website: tmfund.com/affordable-housing

Pitch angle: Multi-family modular development with clear community impact metrics.

2. Clearinghouse CDFI (Austin Office)
Why: Has financed manufactured housing communities in TX — directly adjacent to modular.

Website: clearinghousecdfi.com

Pitch angle: Your modular model as the next evolution of manufactured/affordable housing.

3. LISC Dallas
Why: Partner in Dallas Housing Opportunity Fund. Connected to modular construction initiatives via
buildingcommunityWORKSHOP.



Website: lisc.org/dallas

Pitch angle: Dallas market expansion, rental housing production, modular efficiency story.

4. Texas Homes CDFI
Why: Emerging CDFI focused on mixed-income communities. Open to innovative construction methods.

Website: texashomescdfi.com

5. Texas Community Capital
Why: Focuses on projects under 20 units — perfect for modular pilots.

Website: tccapital.org

■ YOUR INTRO PARAGRAPH (Copy. Paste. Send.)
"Hi [Name], I'm Russ — a modular housing developer operating in Arkansas and Texas. We build
high-quality, community-impact housing faster and at lower cost than traditional construction through
modular manufacturing. I'd love to connect about potential CDFI financing partnerships on our upcoming
projects. We have an active pipeline and are looking for mission-aligned capital partners. Would you have
20 minutes to connect this week?"

■ QUICK WIN — SEND TO THESE 3 FIRST THIS WEEK:
■ Communities Unlimited (AR) — Audra Butler

■ Texas Mezzanine Fund — tmfund.com/affordable-housing

■ Clearinghouse CDFI — clearinghousecdfi.com/about/offices/austin-office



TIME AUDIT — TRACY & ZAC
Week of: ___________ | Generated by Atlas | July 2025

Instructions: Log every task you do today. Be honest — no judgment, no changes yet. Just capture reality. We are diagnosing,
not grading.

THE $10 / $100 / $1,000 FRAMEWORK
Category Examples Target

$10/hr Data entry, scheduling, filing, chasing invoices, basic emails Delegate ASAP

$100/hr Calls, management, reviews, vendor follow-up, coordination Minimize

$1,000/hr Strategy, deals, key relationships, decisions that move the company Protect & Maximize

TRACY'S TIME LOG
Name: Tracy Date: ___________ Role: ___________________________

Time Task / Description Mins $10/$100/$1k Notes

8:00am

8:30am

9:00am

9:30am

10:00am

10:30am

11:00am

11:30am

12:00pm (Lunch)LUNCH BREAK

1:00pm

1:30pm

2:00pm

2:30pm

3:00pm

3:30pm

4:00pm

4:30pm

5:00pm

Tracy's Day Summary

Total $10/hr tasks: _______ hrs

Total $100/hr tasks: _______ hrs



Total $1,000/hr tasks: _______ hrs

Biggest time sink today: _________________________________

Tasks I wish I could stop doing: _________________________________

ZAC'S TIME LOG
Name: Zac Date: ___________ Role: ___________________________

Time Task / Description Mins $10/$100/$1k Notes

8:00am

8:30am

9:00am

9:30am

10:00am

10:30am

11:00am

11:30am

12:00pm (Lunch)LUNCH BREAK

1:00pm

1:30pm

2:00pm

2:30pm

3:00pm

3:30pm

4:00pm

4:30pm

5:00pm

Zac's Day Summary

Total $10/hr tasks: _______ hrs

Total $100/hr tasks: _______ hrs

Total $1,000/hr tasks: _______ hrs

Biggest time sink today: _________________________________

Tasks I wish I could stop doing: _________________________________

WHAT HAPPENS WITH THIS DATA
1. Atlas calculates what % of each person's day is $10/hr work

2. Identifies the top tasks to delegate immediately



3. Builds the Ops Coordinator job description around those exact tasks

4. Shows Russ the ROI of one hire in dollars per week



Licensing Strategy Overlay — Manufacturing IP Platform

To maximize enterprise value, Resortments should structure its manufacturing output and 
operating know-how as a licensable intellectual property platform that supports government 
alignment, commercial scale, and private control optionality.

Strategic Licensing Objective

Create a repeatable licensing framework that enables third-party developers and manufacturers to 
deploy the Resortments system under controlled standards, while preserving ownership of core IP, 
quality controls, and brand integrity.

Three-Path Licensing Architecture

Path 1 — Government-Aligned Licensing (U.S. Public Sector Ready)
Resortments can package its process, documentation, quality controls, and compliance protocols 
into a government-compatible licensing format designed for auditability, standardization, and 
dependable delivery. This path supports partnerships where procurement rigor, reporting 
discipline, and operational transparency are mandatory.

Path 2 — Open Commercial Licensing (Scale + Capital Efficiency)
Resortments can license qualified developers/manufacturers through structured agreements that 
include territory, use-case, quality, and performance controls. This creates recurring, high-margin 
licensing and services revenue while accelerating market penetration without fully duplicating 
internal fixed-cost footprint in every region.

Path 3 — Private HoldCo Licensing (Control + Optionality)
Resortments can retain all core intellectual property in a private holding structure and issue 
selective licenses by geography, product class, or partner profile. This preserves strategic control 
while enabling monetization and flexibility to remain private, partially open, or transition toward 
larger institutional/public-market capital strategies later.

Revenue Model Design

Licensing economics should be built as a multi-layer model:
• Upfront license/onboarding fees
• Recurring royalty or platform fees
• Implementation and advisory services
• Quality assurance/compliance program fees
• Optional performance incentives tied to delivery and occupancy metrics

Governance and Risk Controls

Every license structure should enforce:



• Clear scope of use and field-of-use restrictions
• Strict confidentiality and IP protection covenants
• Quality assurance, training, and audit rights
• Trademark/brand usage standards
• Defined breach/termination and cure provisions
• Non-transfer and non-sublicense protections without explicit consent

Capital Markets Positioning

A licensing-centric model strengthens investability by creating:
• More predictable recurring revenue streams
• Higher-margin IP-derived earnings potential
• Reduced dependence on single-market project cycles
• A scalable narrative for institutional lenders, private equity, and potential public-market 

pathways

Strategic Outcome

This licensing overlay transforms Resortments from a project-by-project operator into a platform 
business: one that can serve government-aligned opportunities, drive commercial expansion, and 
preserve private ownership control — while maintaining the option to raise larger pools of capital 
against both operating cash flows and licensable IP value.


