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Preface 

How do the most innovative and successful global families respond to a turbulent world, an uncertain 
economy, threats from cyber and terrorist attacks, constantly evolving regulations, geo-political 
risks, tax complexities and the challenges of family dynamics? 

They create (or if existing transform into) a world-class single family office. 

A single family office is an entity for internally and exclusively managing your family resources including 
capital, mitigating risks, addressing vulnerabilities and acting as an intergenerational safeguard for 
the family’s collective values, aspirations, heritage and legacy.

An increasing number of single family offices are being created as virtual single family offices. More 
traditional single family offices are transitioning to become virtual single family offices. Near all single 
family offices incorporate some elements of being a virtual single family office. 

The term virtual single family office is still best expressed as an internal single family office structure, 
with talent (even if singular) that is kept very lean, relying on greater coordinated outsourcing, and 
use of technology, to achieve more with less -- and hopefully with better results. 

The trends among sophisticated single family offices are adaptable/resilient leadership, better access 
to the best resources, enhanced use of technology, and a more rigorous institutional approach to 
their structures, governance and investing.

Several factors are driving this trend of modern virtual single family offices comparative to traditional 
ones. The primarily force is the younger/next generation of wealth creators and inheritors, who are 
tech savvy, more collaborative and generally desire leaner organizations that are more entrepreneurial 
and adaptive to an increasingly digital changing economy. 
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A Virtual Single Family Office DOES NOT Mean 
Less Than Stellar Results 

Yes, a virtual single family office appears like it has to do more with less, however effectiveness, 
efficiency, exceptional processes, and great leadership are powerful force multipliers! 

Identify problems, leverage and manage assets and resources to solve the biggest concern within 
30 days. Identify the problems and, one by one, plan, allocate resources, and manage a process to 
an outcome that achieves the results required.

A leaner staff with more attuned and engaged executive(s) who have an adaptive mindset, flexible 
skills, and superior communication, can accomplish more than a large bureaucratic staff of slow-
moving, siloed professionals. 

Many single family offices are prone to operating in silos, causing stale processes and, ultimately, 
poor performance. By innovating the processes and technology, single family offices can remain 
relevant and successful; creating appropriate benchmarks, implementing technology, and updating 
processes to align with industry best practices.

What Not to Outsource?
You can’t outsource leadership or creativity. Own the ideas and communication, providing service 
to the family. This is what the internal staff of a single family office should focused on. 
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The Case for a Virtual Single Family Office

Outsourcing the implementation and execution of specific goals to organizations with deeper global 
resources and capabilities, can produce a better result on goals.  

The current ‘middle office’ the in-between the ideas and leadership and the service to the family, in 
many single family offices, which can include investment aggregation and reporting, tax mitigation 
implementation, wealth preservation execution, insurance, etc., too often executed with underwhelming 
resources and/or technology and perhaps less then execution expertise, is delivering a less then 
institutional quality and optimal outcome.

Access to best-in-class global resources, technology, and advanced communication tools are 
developing rapidly, which is a key reason why the virtual single family office is on the rise.

You should be asking:

 –  Can we do this internally?

 –  Can we do this excellently? 

 –  Should we?  

The Challenge of Employees
In his book Raising the Floor: How a Universal Basic Income Can Renew Our Economy and Rebuild 
the American Dream, author Andy Stern quotes Lee Kravitz: “The strong bias against hiring full-time 
employees”  starts with the very high “all in” cost, including lawsuits, disability benefits, long-term 
health liabilities, and the multiplier effect (people need people).

Kravitz continues: “If I hire someone, I’ve got to train them, manage them, and fire them. I’ve got 
to worry about them getting sick, their parents getting sick, their kids and dog getting sick. People 
want to know where they stand: to get a performance review at the end of the year and eventually 
a promotion. I have to work out health benefits, severance, and vacation schedules for them. It goes 
on and on and on.”
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The Time is Now

The growth of the virtual single family office is democratizing the single family office, as written about 
by author and family office consultant Russ Alan Prince. Prince states: “greater use of outsourcing and 
technologies allows for the possibility of a virtual single family office for the merely super affluent 
($30 million liquid).”

For US taxpayers, the Lender Family vs. IRS case (December 2017) provided one possible framework 
for a tax-beneficial, formally structured single family office, which relied heavily on outsourcing.  
Even though they outsourced investment management and other services, they maintained the tax-
deductible benefits of a single family office instead of being considered simply a group of private 
investors and seeking to deduct personal investment and other related expenses (which the tax 
code extremely limits). 

We won’t revisit the Lender Family vs. IRS, which we’ve covered extensively elsewhere, or even the 
SEC exemption (for US residents) for single family offices of not needing to register with the SEC 
(if meeting applicable criteria). 

The process that goes into creating or restructuring into a virtual single family office is the same as in 
any so-called more traditional single family office. Understand the purpose of the single family office, 
and then organize, distill and execute on the goals of the family. These are best met through the 
single family office (even if executed externally). Create a business plan, legal structure of the single 
family office management company entity, ownership structure of the underlying assets, leadership, 
talent (internal and outsourced), a set of standards (some would say policy and procedures), and a 
governance (how decisions are made) framework. 

The structuring of the virtual single family office, including domicile of the single family office 
management company, its legal structure (C-Corp, LLC etc.) and intertwining agreements with 
various family trusts and other investment entities, for the tax and asset protection benefit of the 
family, is beyond the scope of this summary and again has been covered by us extensively since 
the Lender Family vs. IRS. 

Sourcing the best service providers for the specific needs of the family include, but are not limited 
to, legal, accounting, investment managers, aviation, security, etc., for the family’s specific needs. 
It is essential to include quantifying (measuring) the quality of the advice, services delivered, 
responsiveness, communication, and costs, for any virtual single family office. 
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How to Measure Results? 

Measure against written and well-communicated goals of the family, standards and parameters of 
expectations, and then benchmark against best practices of the highest-performing single family 
offices, stress testing the results with other expert resources. 

Make rational, objective decisions on success of the achievements in an industry where most are 
making subjective decisions.

The leadership in the virtual single family office must also be able to negotiate fees of varying 
execution service providers. When outsourcing, there is less internal control, however sourcing the 
‘best of the best’ is an advantage. Frequently, these professionals are hard to bring in internally to 
a single family office. 

A Look to the Future
What can we do now to prepare the family and singe family office for the 
future and mitigate risks?

What does the future look like? 

What problems will we face? 

This requires compartmentalizing various areas within the family and single family office (taxes, 
investing, governance etc.), brainstorming creative thinking, extrapolating vulnerabilities and 
designing adaptive solutions that then bring back together the various ‘parts’ into one effective 
virtual single family office. 
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Technology Resources to a Virtual Single  
Family Office

A virtual single family office can reach across the world for the right strategic execution and service 
partners, as globalization of resources, and enhanced communication services through technology 
make this easier than ever. 

Technologies and resources are available to significantly assist in coordinating the various advisors, 
employees (including remote) and services for the virtual single family office. Resources are available 
making communication, project management and in making sense of the information, which is crucial 
to make expedient and informed decisions.

Online private family portals like Trusted Family and Summitas are incredibly valuable to a single 
family office. They allow global 24/7 access to uploaded data and controlled viewing by the various 
constituencies; the family, the family office, and outside providers. These services vastly assist all 
the parties in communication, coordination, and reporting. 

Augmenting communication and efficiencies are group texting and messaging services such as Slack, 
Microsoft Teams, Workplace by Facebook, and Chanty. 

Social media platforms such as Facebook, Instagram, LinkedIn, and Snapchat, can be surprisingly 
valuable communication tools in their own right (including private groups on such platforms). In 
today’s society with the prevalence of social media among Millennials and Generation Z’ers, these 
services have their purpose. WhatsApp, especially with globally dispersed people, is another simple, 
free and easy-to-use resource. 

As the workforce and service partners becomes more global (remote) this requires better coordination, 
particularly visual communication, technologies including Zoom, FaceTime, Google Hangouts, 
WhatsApp and Slack make visual communication easier then ever.

Underrated by most single family offices is a really easy-to-use and good cloud based CRM. GreenRope 
is an excellent service, as is SalesForce, Zoho, Hubspot and Notion.so.

Quickbooks Online, Data Faction and, for sophisticated family enterprises with a variety of entities, 
Sage Intacct are invaluable resources for bookkeeping and accounting purposes.

Various banking, brokerage, investment accounts, alternative investment holdings etc., are also 
harrowing for many single family offices to most effectively and efficiently internally aggregate and 
report on in a clear and concise manner and with risk management and tax efficiencies in mind. 

Aggregation and reporting services on assets can help make sense of the clutter and provide 
better metrics on portfolio holdings for making better risk management and tax decisions, on the 
underlying portfolio holdings. Some of these also offer general ledger accounting services. Addepar, 
Black Diamond (part of SS&C), CITCO, SEI Archway, Solovis, SRL Global, SS&C, ETON Solutions, 
FundCount and Sanama, to name a few, are valued services. For art collectors Collectify is a valuable 
aggregation and reporting service.
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There are even outsourced services such as Mirador that do a great job of using aggregation and 
reporting technologies. They are experts at maximizing the output that you desire so you don’t 
need to dedicate someone internal to being the expert on such aggregation and reporting services. 

If you are actively investing in funds, then services such as Burgiss, Novus, E-Front and Alta Return 
(particularly on PE), AltX (now part of Addepar and more specific to hedge fund transparency) can 
be useful technologies to better understand, through market intelligence, benchmarking and data, 
the underlying holdings and performance benchmarks and many other data points, of the funds 
you are investing in.

Clearwater Analytics provides excellent research and data on publicly traded securities. A Bloomberg 
Terminal can also be a valuable investment resource for virtual single family offices. 

There are investment technology and service platforms that some virtual single family offices can 
utilize for access (and possibly lower minimums) to direct deals. These include CAIS, i-capital and 
for real estate Cadre.

Google Docs is a free essential resource that allows multiple users to edit a document at the same 
time, while seeing each other’s changes instantaneously. Users can produce text documents, slide 
presentations, spreadsheets, drawings, and surveys. Of course, it syncs well with other Google 
resources such as Google Calendar and Gmail. 

Cloud-based storage and shared document collaboration, including Google Drive (again works 
exceptionally well with other Google resources), Dropbox and Box, all work well.

Perhaps most critical in a virtual single family office, is managing remote disparate resources that 
are assigned various goals, tasks, and requests. This is the domain of project management (keeping 
track of who is assigned certain goals and their progress on these goals) and is integral to any virtual 
single family office. Trello, Asana and Basecamp are all effective project management services.

For offsite meetings in other geographic locations, or simply a replacement for traditional office 
space: WeWork, PeerSpace and SpaceBase offer flexible space for office/meetings and PeerSpace 
supports events and workshops.

Millennials and Generation Z’ers, as rising family members being served by single family offices, will 
inevitably demand superior communication and transparency that these resources as a collective 
can better deliver. 

If the single family office does not deliver to this rising constituency, it won’t be sustainable. It 
either will dissolve or be completely revamped in terms of the talent to deliver better deliver on 
how this clientele wants to be communicated to, with the services, transparency and expectations, 
they demand. 

We’re not at the stage yet where AI and VR are truly impactful for a single family office, however, 
in time, these will alter how single family offices operate and invest. 



© 2020 by Angelo Robles. All rights reserved.

9

The People 

A leaner virtual single family office is still expected to bring institutional high quality standards in 
all its services.

Effective single family offices of all types must have excellent standards, best-practices, people, and 
management principles, as they need leaders and employees at peak engagement and functionality. 

True leadership hires strategically (I recommend online services such as Indigo for making better hiring 
decisions on prospective candidates) and places the employees in position to excel, empowering 
the them through coaching and mentoring, as well as articulating certain principles and laying out 
a process for making decisions. 

Linda Zhang, CEO, Ariya Digital and former Bridgewater executive states: “Empower employees 
to make good decisions, but have checks and balances in place to ensure the family/SFO leaders 
understand what decisions are being made and more importantly, why they are being made. If you 
can help the employees become more systematic in their thinking and decision making, then you 
are much more able to figure out how they are doing. That then keeps you from micromanaging 
and instead you manage in a more thoughtful way. Governance is about having the right checks and 
balances in place, at the right levels, not having too many checks and balances.” 

I’ve written and discussed in podcasts (and my upcoming fiction book on a high-functioning single 
family office) on the importance of teaching practical management principles, which significantly 
enhance effectiveness and efficiency including the Ivy Lee Method, the Eisenhower Box and 80/20 
principles.

This does not mean the end of the single family office. It many ways, we are still early on! It’s evolving 
into the future single family office. The single family office leaders and their employees are still the 
most valuable resources. 

The Future of Work Manifesto: Self-Management and Emotional Self-Mastery Are the Most Powerful Skills 
for Business Success in the Next Decade; by Doug Kirkpatrick, Organizational Change Consultant with 
NuFocus Strategic Group and Milton Pedraza, CEO, Luxury Institute 

I highly recommend this amazing book be read in its entirety. Go to: https://www.globenewswire.
com/news-release/2018/06/14/1524551/0/en/The-Future-of-Work-Manifesto-Self-Management-
and-Emotional-Self-Mastery-Are-The-Most-Powerful-Skills-for-Business-Success-in-the-Next-
Decade.html
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I pull several highlights below: 

“Leadership now requires the humanistic expertise to design purposeful and meaningful work 
for human beings that inspires them to join an organization. It requires designing and building an 
organizational context; the connective tissue, or scaffolding required to create a highly adaptive, 
open system that enables human beings to grow, and express their creativity. This mastery of new 
skills will generate massive value through collaborative human relationships across internal and 
external networks. The future of work requires the symbiotic new skills of self-management and 
emotional self-mastery from every worker.” 

“The advent of blockchain and token economics, which are projected to be key elements of the rapidly 
emerging structure of Web 3.0, will accelerate what is already a transformation in organizational 
management. New self-managed networks will enable individuals to join communities of work, 
to get paid in tokens, agree on commitments, be rated by peers and clients on their contributions 
and reputation, and own equity in the network. All this will be done without the bureaucracy and 
inefficiency of management structures.”

“Collaborative relationships will be the connective tissue of this new way of working. Self-management 
and emotional self-mastery will be the most vital skills in the next decade. The enlightened humans 
who choose to join them will need to master the new why, what and how of business in order to 
thrive in this new world of work.”

Credit to: Doug Kirkpatrick, Organizational Change Consultant with NuFocus Strategic Group and 
Milton Pedraza, CEO, Luxury Institute. 

In parting in this section on “People” I leave you with the musings of Dominic Cummings. He’s Chief 
Special Advisor to UK Prime Minister Boris Johnson. He has a fantastic must read blog:

Dominic Cummings’s blog: www.dominiccummings.com 

Below is an excerpt from one of Dominic’s recent blogs.  
JANUARY 2, 2020 BY DOMINICCUMMINGS 
‘Two hands are a lot’ — we’re hiring data scientists, project managers, policy experts, assorted 
weirdos…

He’s a European government official and in this excerpt he discusses hiring the right people even 
at the ‘risk’ of making himself less important:
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“We want to improve performance and make me much less important — and within a year largely 
redundant. At the moment I have to make decisions well outside what Charlie Munger calls my ‘circle 
of competence’ and we do not have the sort of expertise supporting the PM and ministers that is 
needed. This must change fast so we can properly serve the public.” 

Among the positions he’s looking to hire is super-talented weirdos. Yes you read that right. The job 
description is below: 

Super-talented weirdos

People in SW1 talk a lot about ‘diversity’ but they rarely mean ‘true cognitive diversity’. They are 
usually babbling about ‘gender identity diversity blah blah’. What SW1 needs is not more drivel about 
‘identity’ and ‘diversity’ from Oxbridge humanities graduates but more genuine cognitive diversity.

We need some true wild cards, artists, people who never went to university and fought their way 
out of an appalling hell hole, weirdos from William Gibson novels like that girl hired by Bigend as a 
brand ‘diviner’ who feels sick at the sight of Tommy Hilfiger or that Chinese-Cuban free runner from 
a crime family hired by the KGB. If you want to figure out what characters around Putin might do, 
or how international criminal gangs might exploit holes in our border security, you don’t want more 
Oxbridge English graduates who chat about Lacan at dinner parties with TV producers and spread 
fake news about fake news.

By definition I don’t really know what I’m looking for but I want people around No10 to be on the 
lookout for such people.

We need to figure out how to use such people better without asking them to conform to the horrors 
of ‘Human Resources’ (which also obviously need a bonfire).
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Conclusion

Leadership and people are the most important assets even in a virtual single family office.

I believe you need to frequently disrupt how you do what you do, you should focus on obsoleting 
yourself.

By definition, you’re out of a job when you obsolete yourself. That’s the risk. But that’s a very 
shortsighted view of obsoleting yourself. What does obsoleting yourself really mean?

Obsoleting yourself means that you’re free to work on higher-level tasks because you’ve effectively 
delegated everything that’s a commodity.  

A single family office CAN’T stay static, the next generation now coming to power has different 
perspectives, ideas, communication patterns, and is digitally native. The single family office will 
evolve, or it’ll dissolve. 

‘People, ideas, machines — in that order.’ 
- Colonel Boyd
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About Angelo Robles

Angelo Robles knows a thing or two about wealthy families. 
He’s been working with them since 2008 when he founded 
Family Office Association, a global membership organization 
for UHNW families and their single family offices. His members 
say that he delivers the finest in content and programming, 
including his own proprietary content on designing, 
accelerating and/or transforming single family offices to thrive 
generationally. Angelo emphasizes embracing innovation in 
the single family office. This includes creating appropriate 
benchmarks, implementing relevant technology, and updating 
processes to align with industry best practices. 

Having worked with multiple generations of families for the 
past 12 years and their trusted advisors, Angelo has gained 
an enormous amount of intellectual capital on how UHNW 
families think and feel — and what motivates them.

Angelo is the founder of the Effective Family Office think 
tank and is creator of the “Family Office Masterclass Program 
Series” for families, their single family offices and their advisors. 
He also personally coaches a select group of global families 
and advisors. 

He is a frequent source to top media outlets like Bloomberg 
News, Wall Street Journal and Institutional Investor, and maintains 
a thought-leadership series via his podcast Angelo Robles’s 
Effective Family Office on iTunes. He has also authored the 
book Effective Family Office: Best Practices and Beyond, 
which is available through Amazon. He is the co-author of 
Maximizing Your Single Family Office: Leveraging the Power of 
Outsourcing and Stress Testing. 
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About Family Office Association 
Family Office Association is a highly selective membership organization dedicated to the 
multigenerational success of families, the thriving and intergenerational understanding of family 
members (Traditional, Boomer, Next Gen, Millennial, Gen Z), and to the single family offices that 
work with pride and distinction in supporting all five capitals (financial, human, intellectual, social 
and spiritual) of the families they serve.

Family Office Association is dedicated to bringing you a uniquely beneficial understanding of family 
and single family office current best practices, anchored by our proprietary research and content. 
We connect members through our personal relationships with the most knowledgeable resources 
about family offices, attuned the very near future and rising generations, that can serve to remarkable 
benefit. We provide peer-to-peer connectivity, connections to all generations of other families and 
to single family offices, and we host exclusive programming and private retreats that are unparalleled 
in the community.

Throughout the year, Family Office Association hosts numerous events across North America 
(including New York City, Los Angeles, Boston, Newport Beach, Miami, Palm Beach, San Francisco 
and Palo Alto), several at members private estates.

We help make successful families and their single family offices more robust, their investment options 
more diverse and antifragile, and their family visions and structures more responsive, sound and 
sustainable for future generations. 

To learn more and apply to join Family Office Association contact:

Angelo Robles
Founder & Chairman 

angelo@familyofficeassociation.com  |  www.familyofficeassociation.com  |  203-570-2898


