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INTRODUCTION

The Decision That Could Cost — or Save —
You Thousands

Every year, thousands of property owners face the same pivotal question: should I sell this

property as-is, or should I invest time and money into renovations first? It sounds

straightforward. In reality, it is one of the most consequential decisions a seller can make —

and getting it wrong can cost tens of thousands of dollars, months of unnecessary stress, or

both.

This guide was written for property owners who want to approach that decision with clarity,

confidence, and hard data rather than gut feeling or the pressure of well-meaning advice from

friends, family, or an agent with their own interests in mind.

Who This Book Is For

You do not need to be a seasoned investor to get value from this guide. Whether you are:

• A homeowner preparing to list a property that needs work

• A landlord ready to exit a rental after years of tenants

• An heir managing an inherited property in unknown condition

• An investor deciding whether to flip, wholesale, or list

• A seller facing a relocation deadline with limited runway

...this book will give you a framework for making the right call for your specific situation, not a

one-size-fits-all prescription.

What This Book Will Help You Do

• Objectively assess your property's current condition and market position

• Understand the true costs, timelines, and trade-offs of each option

• Run your own side-by-side financial comparison with real numbers

• Recognise how market conditions should influence your choice

• Navigate negotiations whether you sell as-is or post-renovation

• Handle special scenarios like inherited properties and landlord exits
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• Make a final decision grounded in logic, not emotion

By the time you reach the final chapter, the fog of uncertainty that surrounds this decision will

have lifted. You will know your number, understand your timeline, and have a clear path

forward.

A Note From the Author

A quick note: this guide does not sell you on any single outcome. The 'right' answer truly
depends on your property, your market, your timeline, and your financial position. Our job is to
help you find your answer — not ours.
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CHAPTER ONE

Understanding Your Starting Point: A
Property Reality Check

Before you can decide which path to take, you need to know exactly where you are standing.

Many sellers make the mistake of jumping straight to calculating projected sale prices or

renovation budgets without first establishing an honest, unfiltered baseline of what they

actually own. This chapter gives you the tools to do that accurately.

Assessing Current Condition Objectively

The first rule of a property assessment is to remove yourself from the equation emotionally.

The home where you raised your children, the rental property you meticulously maintained,

the commercial space your business outgrew — all of them need to be evaluated as if you are

a stranger walking through for the first time.

The Five-Category Property Audit

Walk your property and assess each of the following categories with a score of 1 (poor), 2

(fair), or 3 (good):

Category What to Evaluate Score (1–3)

Structural Integrity Foundation, roof, framing, load-bearing walls ___

Mechanical Systems HVAC, plumbing, electrical, water heater ___

Interior Condition Floors, walls, ceilings, doors, windows ___

Exterior & Curb Appeal Siding, paint, landscaping, driveway, gutters ___

Code Compliance Permits pulled, additions documented, safety items ___

A total score of 12–15 suggests a property that is competitive as-listed. A score of 8–11

indicates that selective updates would likely generate a return. A score below 8 points to a

property where as-is may be the financially sensible path, depending on the cost of

remediation versus the price premium it would generate.

The Hidden Cost Traps Sellers Miss
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One of the most dangerous assumptions sellers make is that renovation costs will be limited

to what they can see. In reality, the most expensive problems in a property are often hidden

behind walls, beneath floors, and inside systems you cannot inspect with a casual

walkthrough.

Common Hidden Cost Categories:

• Deferred maintenance on mechanical systems: An HVAC unit that 'still works' but is

18 years old will be flagged in every buyer's inspection. Budget for replacement or a

credit.

• Moisture and mould: A musty basement or slightly discoloured ceiling tile can indicate

thousands of dollars in remediation once opened up.

• Outdated electrical panels: Fuse boxes, aluminium wiring, and panels without ground

fault protection are red flags in nearly every inspection report.

• Plumbing surprises: Galvanised pipes corrode from the inside and often need

complete replacement, which can run $8,000–$15,000+ depending on property size.

• Foundation movement: Minor cracking that seems cosmetic can signal active settling

that requires engineering reports and structural repair.

• Permit history gaps: Additions or alterations completed without permits can require

demolition or after-the-fact permitting that delays your closing.

Key Insight

Pro tip: Before committing to any renovation path, spend $400–$600 on a pre-listing inspection
from a licensed home inspector. This single investment will tell you what a buyer's inspector
will find — so you can make informed decisions rather than reactive ones.

Tools for a Realistic Baseline

Your property audit is most effective when paired with market data. The following resources

will help you establish a realistic starting price in both as-is and renovated condition:

• Comparative Market Analysis (CMA): Request one from a licensed real estate agent.

A skilled agent can provide a side-by-side CMA showing as-is value versus estimated

post-renovation value.

• Automated Valuation Models (AVMs): Zillow's Zestimate, Redfin Estimate, and similar

tools are rough proxies only. Use them directionally, not definitively.
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• Licensed appraiser: For properties with significant complexity — unusual condition,

unique location, or high value — a $500–$750 pre-listing appraisal can be worth every

penny.

• Contractor bids: Get at minimum three bids on any major work before committing. Do

not use square-foot estimates from renovation websites as your planning number.

With a clear, honest baseline established, you are now equipped to evaluate both paths with

the rigour the decision deserves. Let us look at the first option: selling as-is.
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CHAPTER TWO

The As-Is Sale — Speed, Simplicity, and
Real Trade-Offs

Selling a property as-is has developed an undeserved reputation as a desperate move — a

last resort for sellers who cannot afford to fix things or have simply given up. The truth is far

more nuanced. In many situations, an as-is sale is not only acceptable, it is the smartest

financial and strategic move available.

What 'As-Is' Actually Means Legally

Selling a property as-is does not mean you can conceal known defects. In virtually every

state, sellers are required by law to disclose material defects they are aware of. Selling as-is

simply means you are communicating to buyers that you will not be making repairs and that

the price reflects the property's current condition.

As-is listings typically include language such as:

"Property is being sold in its current condition. Seller will make no repairs, provide no

credits, and will not negotiate on inspection findings."

Buyers who submit offers on as-is listings understand the terms. They may still conduct

inspections — and should be expected to — but they enter the process knowing the seller has

drawn a firm line on repairs. This clarity actually accelerates negotiations rather than

prolonging them.

Who Buys As-Is and Why

Understanding who is in the buyer pool for an as-is listing helps you market your property

effectively and set realistic expectations.

Cash Investors / Wholesalers

These buyers purchase at a discount, often without financing contingencies, and move

quickly. They are typically comfortable with significant property issues and frequently close in

7–21 days. The trade-off is price — they will offer below market to account for their own

renovation costs and profit margin.

Fix-and-Flip Buyers
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Experienced rehabbers who want to renovate and resell. They will run their own numbers

carefully and offer accordingly. These buyers can often be brought along with slightly more

detail about needed repairs, as they have contractor networks to assess scope quickly.

Buy-and-Hold Investors

Landlords looking to add rental income. They may be willing to pay a touch more than

wholesale buyers if the property has strong rental potential, but will still price in deferred

maintenance heavily.

Owner-Occupants (with limitations)

Some homebuyers will consider as-is properties if the issues are largely cosmetic. First-time

buyers using government-backed financing (FHA, VA, USDA) face the most constraints, as

these loan programs often require the property to meet minimum property standards before

funding.

iBuyers

Algorithmically-driven buying programmes from companies like Opendoor offer as-is purchase

options with convenience pricing. Their offers are consistent and fast but rarely optimise for

the seller's net proceeds.

The True Net Proceeds of an As-Is Sale

Many sellers reject as-is offers based on the headline number without accounting for what

they would spend to get a higher number through renovation. Here is a simplified model using

a $200,000 as-is offer versus a potential $240,000 post-renovation sale:

As-Is Sale Fix-Up & List

Gross Sale Price $200,000 $240,000

Agent Commissions (5.5%) ($11,000) ($13,200)

Closing Costs (1.5%) ($3,000) ($3,600)

Renovation Costs $0 ($28,000)

Carrying Costs During Reno (3 mo.) $0 ($3,600)

Net Proceeds to Seller $186,000 $191,600

Time to Close 14–30 days 120–180+ days
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In this scenario, the difference in net proceeds between the two options is only $5,600 — for

six additional months of effort, uncertainty, and the risk that renovations run over budget.

When you factor in the time value of money and the opportunity cost of your capital being tied

up, the as-is sale frequently wins.

Note

Important: These numbers are illustrative. Your property's specific numbers may tell a very
different story. Chapter 4 walks you through building your own comparison with real figures
from your market and your property.

When As-Is Is Clearly the Right Call

• The property requires structural, mechanical, or environmental remediation that will

consume most of the price premium a renovation would generate

• You are operating under a hard timeline — estate settlement, divorce, relocation,

financial pressure

• The local market is strong enough that investor buyers are competing aggressively and

offering near-market values

• The property is a rental and tenant management during renovation is impractical

• You lack the capital, credit, or appetite to fund a renovation prior to closing

• The neighbourhood's ceiling price limits what renovation will return



Guide to Selling As-Is vs. Fixing Up Robby Cox | Cox Property Group

Page 13

CHAPTER THREE

The Fix-and-List Strategy — Maximising
Your Sale Price

When the numbers support it, a well-executed renovation can meaningfully increase your sale

price, expand your buyer pool, reduce days on market, and generate a competitive bidding

environment. The operative phrase is 'when the numbers support it.' This chapter helps you

determine whether renovation is worth pursuing — and if so, exactly which investments to

make.

Which Renovations Actually Move the Needle

The real estate renovation industry is full of myths. Many sellers spend significant money on

improvements that add no measurable value at closing while neglecting relatively inexpensive

changes that dramatically improve buyer perception.

The single most important concept to internalise: buyers pay for condition and presentation,

not for taste. Renovations should neutralise defects and elevate presentation — not express

your personal style.

The Renovation ROI Hierarchy

Listed in approximate order of return on investment for residential properties:

Renovation Type Avg. Cost Avg. Return ROI

Fresh interior paint $1,500–$4,500 High impact 200%+

Landscaping / curb appeal refresh $1,500–$5,000 High impact 150–200%

Deep cleaning + declutter $500–$2,000 High impact 300%+

Carpet replacement / floor refinish $3,000–$8,000 Strong 100–150%

Kitchen cabinet repaint + hardware $1,500–$4,000 Strong 100–150%

Bathroom re-grout, fixtures, vanity $2,000–$6,000 Solid 80–120%

Roof replacement (if needed) $8,000–$20,000 Condition 50–80%

HVAC replacement (if needed) $5,000–$12,000 Condition 50–70%
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Full kitchen remodel $25,000–$60,000 Variable 50–80%

Primary bath full remodel $15,000–$35,000 Variable 50–75%

Addition / new room $40,000–$100,000+ Variable 50–70%

The takeaway from this hierarchy is clear: the highest-return renovations are also the least

expensive. Paint, cleaning, landscaping, and targeted cosmetic updates are almost always

worth doing. Full kitchen and bathroom remodels are rarely worth their cost at resale unless

the property is in an area with a significantly higher ceiling price.

Managing Contractors, Budgets, and Timelines

Even a well-planned renovation can derail a sale if it is poorly managed. Here are the

principles that protect sellers from the most common pitfalls:

Always Get Three Competitive Bids

No exceptions. The spread between the lowest and highest bid on the same scope of work is

often 30–50%. Do not assume the middle bid is the right one — understand what each

contractor is including and excluding before evaluating price.

Require Signed, Scoped Contracts

Every contractor you engage should provide a written contract specifying scope, materials,

timeline, payment schedule, and what constitutes completion. Never pay more than 10–20%

upfront. Do not make final payment until punch-list items are complete.

Build a 15% Contingency Into Every Budget

Renovation cost overruns are the rule, not the exception. Every seller who commits to a

renovation budget should add 15% on top of their contractor bids as a contingency line. If you

do not use it, it is a pleasant surprise. If you need it, it will save you.

Timeline Realism

Every week of renovation is a week of carrying costs — mortgage or taxes, insurance, utilities,

and opportunity cost. When estimating your fix-up timeline, take whatever the contractor tells

you and add 30%. Delays due to permit inspections, material availability, and subcontractor

scheduling are standard. Plan accordingly.

Timing Reality Check
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The fastest renovations are the ones that require the fewest moving parts. Cosmetic refreshes
— paint, cleaning, landscaping, carpet, fixtures — can often be completed in 2–4 weeks.
Structural and mechanical work can take 2–6 months. Know what you are committing to before
you start.

When Renovation Clearly Makes Sense

• The property's as-is price is significantly below market due to cosmetic condition rather

than structural issues

• The local market is competitive and buyers expect move-in ready condition

• Renovation costs are modest relative to the price premium they will generate

• You have the time, capital, and project management bandwidth to execute without

disrupting your life

• The neighbourhood's ceiling price provides adequate room above renovation costs for a

strong return
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CHAPTER FOUR

The Numbers Side by Side — Running Your
Comparison

This is the chapter that separates informed sellers from those who rely on hope and intuition.

Building a real financial comparison — with your actual numbers — is the only way to make a

decision you will not second-guess after closing.

Building Your As-Is Net Sheet

The as-is net sheet is the simpler of the two calculations. You need the following inputs:

• As-Is Sale Price Estimate: Get this from a CMA, licensed appraiser, or real investor

offers. Do not guess.

• Agent Commission: Typically 5–6% of the gross sale price if you are using both a

listing and buyer's agent.

• Seller-Paid Closing Costs: Usually 1–2% in most markets. Includes transfer taxes, title

insurance, recording fees, and any seller concessions.

• Outstanding Liens or Judgments: Any mortgages, tax liens, HOA arrears, or

mechanic's liens that must be satisfied at closing.

• Prorations: Property taxes, HOA dues, and any prepaid items that will be prorated to

the date of closing.

As-Is Net = Sale Price − Commission − Closing Costs − Outstanding Liens −

Prorations

Building Your Fix-Up Net Sheet

The fix-up net sheet requires additional inputs that introduce both uncertainty and opportunity.

Be conservative in your estimates:

• Post-Renovation Sale Price Estimate: Based on comparable renovated sales in the

area, adjusted for your specific upgrades.

• Renovation Costs: Sum of all contractor bids, materials, permits, and your 15%

contingency.
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• Carrying Costs During Renovation: Monthly mortgage (or tax) + utilities + insurance ×

estimated months of renovation.

• Staging and Photography: Professional photography ($300–$600) and staging

($1,000–$3,000+) increase both speed and final price on renovated listings.

• Agent Commission on Higher Price: Note that a higher sale price also means higher

commission.

• Additional Closing Costs: Calculated at the higher sale price.

Fix-Up Net = Post-Reno Price − Commission − Closing Costs − Renovation Costs −

Carrying Costs − Staging/Marketing

Time Value of Money in Real Estate Decisions

One of the most overlooked factors in this comparison is the time value of money. A dollar in

your hand today is worth more than a dollar four months from now — especially when you

factor in carrying costs, alternative investment opportunities, and personal financial pressure.

Consider this: if your fix-up net is $8,000 higher than your as-is net, but the renovation takes

four months, you need to ask yourself what that $8,000 is actually worth. If your carrying costs

over those four months total $4,800, your real advantage from renovating shrinks to $3,200. If

you could redeploy your renovation capital into another investment during that period, the

advantage may disappear entirely.

The Breakeven Renovation Premium

A useful concept is the breakeven renovation premium — the minimum additional net

proceeds you need to receive above your as-is offer to justify the renovation. At a minimum,

this number must cover:

• All renovation and contingency costs

• All carrying costs during the renovation period

• Any additional closing costs on the higher sale price

• A reasonable return on your renovation capital (target 15–20% annualised)

If the difference between your fix-up net and your as-is net does not exceed this breakeven

premium, the renovation does not justify itself financially. Period.

Action Step
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Run these numbers in a spreadsheet before you touch a single wall. The 30 minutes it takes to
model the comparison accurately is the highest-ROI activity available to you as a seller. The
Bonus Section at the end of this book includes a simple template you can use immediately.
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CHAPTER FIVE

Market Conditions — When They Dictate
the Decision For You

Your individual financial analysis does not exist in a vacuum. The real estate market

surrounding your property — at the national, regional, and hyper-local level — is one of the

most powerful forces shaping your outcome. Understanding how to read market conditions

and align your strategy with them is a skill that separates strong sellers from sellers who leave

money on the table.

Seller's Market vs. Buyer's Market Dynamics

Indicator Seller's Market Buyer's Market

Inventory Low (< 3 months supply) High (> 6 months supply)

Days on Market Short (< 30 days) Long (60+ days)

List-to-Sale Ratio > 98–100% < 95%

Offer Environment Multiple offers common Single offers, negotiated

As-Is Viability Strong — buyers compete regardless Weaker — condition matters more

Renovation Premium Often compressed by competition Higher — condition differentiates

In a hot seller's market, the penalty for as-is condition is dramatically reduced. Buyers

competing for limited inventory will overlook cosmetic defects and sometimes even structural

concerns to secure a property. In a balanced or buyer's market, condition becomes a primary

differentiator and as-is listings face a much steeper discount or an extended listing period.

Local Absorption Rates and Days on Market

Absorption rate measures how quickly homes are selling in a given market. It is calculated by

dividing the number of active listings by the average number of sales per month. A six-month

absorption rate is generally considered a balanced market.

When researching your market, ask your agent for the absorption rate and average days on

market (DOM) specifically for:
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• Your property type (single-family, condo, commercial, land)

• Your specific price range

• Your neighbourhood or zip code

• Both as-is and move-in ready condition listings, if segmentable

A low DOM in your market (under 20 days) suggests buyers are acting quickly and

competition is high — conditions that favour as-is sales. A high DOM (over 60 days) signals

that buyers are selective, and condition becomes a more meaningful factor in their

decision-making.

Reading the Room in Your Specific Zip Code

National and even regional statistics can be misleading when applied to a specific street or

neighbourhood. Real estate markets are intensely local. A market that is broadly described as

a seller's market may have micro-markets within it — a specific subdivision, a flood zone, a

school district boundary — where buyer demand is significantly different.

To read your hyper-local market accurately:

• Review the last 90 days of closed sales within a half-mile radius and your price range

• Note the original list price versus final sale price on as-is versus renovated comparables

• Identify whether investor buyers or owner-occupants are dominating your area — this

shapes your pricing strategy

• Ask your agent which types of properties are sitting longest and why

Market Timing Warning

Market conditions are not static. A property that should have been renovated and listed in a
strong seller's market may be better suited for an as-is sale six months later if conditions shift.
Do not make your decision based on last year's market — use current data.
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CHAPTER SIX

The Emotional Side of the Decision —
Separating Feelings from Finance

Every real estate decision involves human beings, and human beings bring emotions to

financial transactions whether they intend to or not. The most analytically sound

decision-making framework in the world can be undermined in a single moment of sentiment.

This chapter addresses the emotional factors that cloud judgement — and gives you practical

tools to see through them.

When Attachment Inflates Your Expectations

The family home where you raised your children. The rental property you bought with your

first investment capital. The commercial space where your first business was born. These

properties carry memory and meaning that the market does not compensate you for.

Attachment-driven pricing shows up in sellers who:

• Price above comparable sales because 'the market doesn't reflect what this home is

really worth'

• Reject as-is offers on emotional grounds rather than financial ones

• Over-invest in renovations to restore the property to a personal ideal, not a

market-appropriate standard

• Hold properties longer than financially justified because they cannot emotionally

complete the transaction

The antidote to attachment-driven pricing is a disciplined return to the numbers. What does

the market say the property is worth? What is the verified, documented price that comparable

properties have sold for? That number is not negotiable with your feelings — and buyers will

not pay for your memories.

The Psychology of Renovation Regret

On the other side of the emotional spectrum is what we call renovation regret — the tendency

for sellers to begin a renovation project, spend significantly more than planned, and then feel

compelled to price the property high enough to 'get their money back.' The market does not

care what you spent. It will pay what comparable properties have sold for, adjusted for
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condition. Not a dollar more.

Renovation regret leads sellers to:

• Over-price post-renovation listings, resulting in extended days on market

• Reject reasonable offers that do not 'cover' the renovation investment

• Spend additional marketing money chasing a price the market will not support

• Eventually reduce price after weeks on market — often ending up below where they

would have landed with a quicker, as-is sale

Making a Business Decision, Not a Personal One

The most effective mindset shift available to sellers is this: treat the sale of your property as a

business transaction, not a personal evaluation. The buyer is not judging you. The market is

not commenting on your choices. The offer you receive is simply the market communicating

the value it places on the asset — in its current condition, at this moment in time.

Practical Steps to Depersonalise the Decision:

• Remove personal items and photographs before any showings or appraisals

• Ask your agent for comparables before you share your opinion of value

• Have someone you trust — ideally financially literate — review your net sheet

independently

• Set a 'walk away' price before listing, based purely on financial need, and commit to it

• If you cannot be objective, hire a professional to make the decision analytically and

simply execute it

Words to Watch

One of the most expensive phrases in real estate is: 'I know what this property is worth.' If that
statement is not backed by current comparable sales data, it is an opinion — and opinions do
not close deals.
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CHAPTER SEVEN

Negotiation Strategies for Both Paths

Whether you sell as-is or fix up, you will negotiate. The nature of those negotiations differs

significantly between the two paths, and understanding the dynamics of each gives you a

meaningful advantage at the table.

As-Is Negotiation Tactics That Work

Selling as-is does not mean surrendering your negotiating position. In fact, with the right

approach, an as-is seller can be one of the strongest negotiators in the transaction.

Price the Property Strategically, Not Emotionally

As-is properties should be priced to reflect their condition relative to comps — but not so

aggressively discounted that you signal desperation. A price that is 5–8% below a comparable

renovated property is typically the right range to attract motivated buyers while still leaving

room to negotiate.

Disclose Proactively

Counterintuitively, one of the most powerful as-is negotiation tools is aggressive disclosure.

Providing buyers with a pre-listing inspection report, a disclosure statement, and known repair

estimates upfront eliminates the post-inspection renegotiation that derails so many as-is

sales. When buyers know what they are getting, they cannot use the inspection as leverage.

Set Hard Limits in Writing

Your as-is listing terms should be explicitly reflected in your purchase agreement. Specify

clearly that the property is being sold in its current condition, that the seller will not make

repairs, provide credits, or renegotiate based on inspection findings. Buyers who accept these

terms have pre-qualified themselves for the deal.

Competing As-Is Offers

Even on as-is properties, you can generate competition. Market the property broadly, set an

offer deadline, and create urgency. Investor buyers in particular move quickly when they see

an opportunity — and competition among them will push your price up even within the

constraints of an as-is sale.
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Leveraging Renovations as Negotiating Tools

Post-renovation sellers enjoy a different but equally powerful set of negotiating advantages. A

move-in ready property in a clean, professional presentation commands emotional premium

— buyers fall in love with homes they can see themselves in, and emotion is a powerful price

driver.

To maximise your negotiating position on a renovated listing:

• Document every renovation with receipts, permits, and photos — buyers and appraisers

respond to proof of investment

• Obtain a post-renovation appraisal to anchor your list price with an independent value

opinion

• Stage the property professionally — studies consistently show staged homes sell faster

and at higher prices

• Create a 'feature sheet' that lists all recent improvements with approximate costs,

presented at showings

• Offer a one-year home warranty to address any lingering buyer concern about newly

renovated systems

Inspection Responses and Repair Credits

Even on a renovated listing, buyers will typically conduct inspections — and inspectors will

always find something. How you respond to inspection findings is one of the highest-leverage

moments in any real estate transaction.

The three options available to you when inspection items are raised:

• Repair before closing: Appropriate for safety items or issues that would become a

lender requirement. Use licensed contractors and provide documentation.

• Provide a credit at closing: Often preferable to repair, as it keeps the timeline intact

and gives the buyer flexibility. Be prepared to negotiate the credit amount — buyer repair

estimates are consistently higher than actual costs.

• Hold firm: For items that are disclosed, already priced-in, or cosmetic. Know your

acceptable floor before negotiations begin and commit to it.

Negotiation Principle
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The strongest negotiators in real estate are not the most aggressive — they are the most
prepared. Know your numbers, know your limits, and know the market before you engage in
any negotiation. Preparation is your most powerful leverage.
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CHAPTER EIGHT

Special Situations — Inherited Properties,
Distressed Assets, and Landlord Exits

Not every property sale starts from a position of choice. Some sellers are dealing with

inherited properties they have never occupied, distressed assets with time-sensitive

pressures, or rental properties complicated by tenants and long-deferred maintenance. These

situations require tailored strategies that go beyond the standard as-is versus renovation

framework.

Inherited Property: As-Is Almost Always Wins

Inherited properties present a unique combination of factors that almost universally favour an

as-is sale:

• Stepped-up cost basis: In most cases, inherited property receives a stepped-up cost

basis to fair market value at the date of death, which dramatically reduces or eliminates

capital gains tax on the sale. This means the lower price point of an as-is sale often

carries minimal tax consequences relative to a renovated sale.

• Unknown condition history: Heirs frequently do not know what was maintained, what

was modified, or what permits were pulled. Renovating a property with an unknown history

dramatically increases the risk of uncovering expensive surprises.

• Emotional complexity: Managing renovations on a property with emotional family

history adds psychological burden to an already difficult time. Simplicity has real value.

• Estate timeline pressures: Probate courts, estate attorneys, and co-heirs often impose

timelines that favour a quick as-is close over a 3–6 month renovation project.

• No capital investment required: An as-is sale of an inherited property typically requires

no out-of-pocket investment from the heirs — which matters significantly when multiple

parties share the asset.

The one scenario where inherited property renovation may make sense: the property is in

fundamentally sound condition with only cosmetic deficiencies, the heirs have sufficient

capital and alignment to fund renovations, and the after-renovation value significantly exceeds

the as-is value in a market that will support it.

Rental Properties and the Landlord Exit Strategy
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Landlords who decide to sell face a set of complications that owner-occupants do not.

Occupied rental properties present access challenges, tenant cooperation issues, and — in

some markets — significant legal restrictions on tenant displacement.

Key Considerations for Landlord Exits:

• Tenant-occupied vs. vacant: A vacant property gives you maximum flexibility to

renovate, stage, and show. A tenant-occupied property is typically best sold as-is to an

investor buyer who will inherit the tenant relationship.

• Lease terms: Month-to-month tenants can typically be vacated with appropriate notice.

Tenants under long-term leases have legal protections that may bind you to the lease

terms even through a sale. Know your obligations before you list.

• Deferred maintenance disclosure: Rental properties often have years of cost-control

decisions that translated into deferred maintenance. Disclose known issues proactively to

avoid post-inspection surprises.

• Cap rate pricing for investor buyers: When selling to an investor, your price will often

be evaluated through the lens of net operating income and cap rate rather than

comparable residential sales. Understand how your property's financials position it in the

investor market.

• Section 8 and subsidised tenants: Depending on your jurisdiction, selling with a

subsidised tenant in place may require additional steps. Consult a real estate attorney.

When Speed Beats Price: Distressed Scenarios

There are circumstances where the fastest possible sale at any reasonable price is the correct

answer. These include:

• Pre-foreclosure situations where the timeline to auction is fixed and imminent

• Divorce proceedings requiring property liquidation as a condition of settlement

• Financial distress where mortgage arrears, tax liens, or HOA delinquencies are

accumulating

• Health or life situations that make property management untenable

• Partnership disputes where deadlock requires a clean exit

In distressed scenarios, the appropriate benchmark is not 'what is maximum value' but rather

'what is the minimum acceptable outcome given my constraints.' The as-is sale to a cash

buyer becomes the dominant strategy because it removes contingencies, eliminates lender

timelines, and provides certainty of closing. A deal that closes in 14 days at 88% of market
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value may be worth significantly more to a distressed seller than a renovated listing that

promises 100% of market value in 5 months — assuming it closes at all.

Distressed Property Caution

If you are in a distressed situation, work with a licensed real estate professional and a real
estate attorney simultaneously. There may be options available — short sale, deed in lieu, loan
modification — that are better than either selling as-is or attempting a renovation. Get the full
picture before you act.
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CONCLUSION

Making the Decision With Confidence

Every property tells a different story. Every seller carries a different set of constraints, goals,

and timelines. What this guide has aimed to provide is not a single prescriptive answer — but

something more valuable: a framework for finding your answer.

What You Now Know

• How to assess your property's actual condition without the filter of attachment or

assumption

• What an as-is sale truly costs and truly gains you — in real numbers

• Which renovations generate returns and which consume capital without commensurate

reward

• How to model a side-by-side financial comparison that accounts for time, risk, and

opportunity cost

• How market conditions shift the scales between the two options

• How to keep emotion out of what must ultimately be a financial decision

• How to negotiate effectively regardless of which path you choose

• How to handle the special circumstances that complicate a straightforward analysis

The Three Questions to Answer Before You Decide

When you are ready to make your final decision, return to these three questions:

Question 1 What is the actual difference in net proceeds between the two paths — not the gross price, the net after all costs?

Question 2 Is that difference sufficient to justify the time, risk, capital, and effort required by the renovation path?

Question 3 Given my market, my timeline, and my financial position — which path gives me the best outcome on my terms?

There is no universally correct answer. But when you apply the analysis in this guide honestly

and rigorously, the right answer for your situation will emerge with clarity. Trust the process,

trust the numbers, and act with confidence.
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A Final Word

Selling real property is one of the most significant financial transactions most people

undertake in a lifetime. The decision to sell as-is or fix up deserves the same analytical rigour

you would apply to any major financial commitment — because it is one.

Take the tools in this guide. Run your numbers. Get professional advice. And make the

decision that serves your financial future — not your sense of obligation to a building.

Wishing you a smooth, profitable, and stress-free sale.

— Robby Cox
Cox Property Group | Woodstock, Georgia
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BONUS SECTION

Decision Tools and Checklists

Use the following tools to organise your analysis, guide your process, and arrive at your

decision with confidence.

Tool 1: Property Condition Audit Checklist

■ Roof: Age, visible damage, flashing condition

■ Foundation: Visible cracking, water intrusion, settling

■ HVAC: Age, last service, operational status

■ Plumbing: Type of pipe, water pressure, visible leaks or staining

■ Electrical: Panel type, age, GFCI presence, visible hazards

■ Windows/Doors: Operational, sealed, condition of frames

■ Flooring: Condition of each material type throughout

■ Interior paint: Condition, staining, wallpaper presence

■ Kitchen: Cabinet condition, appliance age, countertop condition

■ Bathrooms: Fixture condition, tile, ventilation

■ Exterior siding: Condition, paint, visible rot or damage

■ Landscaping: Overgrowth, drainage, hardscape condition

■ Permit history: Confirm additions and alterations are documented

Tool 2: As-Is Net Proceeds Worksheet

Line Item Your Number

Estimated As-Is Sale Price $____________

Less: Agent Commission (__ %) ($___________)

Less: Seller Closing Costs (__ %) ($___________)

Less: Outstanding Mortgage Balance ($___________)

Less: Other Liens / Arrears ($___________)
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Less: Prorations (taxes, HOA, etc.) ($___________)

= Estimated As-Is Net Proceeds $____________

Estimated Days to Close ___ days

Tool 3: Fix-Up Net Proceeds Worksheet

Line Item Your Number

Estimated Post-Renovation Sale Price $____________

Less: Agent Commission (__ %) ($___________)

Less: Seller Closing Costs (__ %) ($___________)

Less: Renovation Costs (with 15% contingency) ($___________)

Less: Carrying Costs (__ months × $___ /mo) ($___________)

Less: Staging / Photography / Marketing ($___________)

Less: Outstanding Mortgage Balance ($___________)

Less: Other Liens / Arrears ($___________)

= Estimated Fix-Up Net Proceeds $____________

Estimated Total Time to Close ___ months

Tool 4: Final Decision Framework

Factor Favour As-Is Favour Fix-Up

Net Proceeds Difference < $10,000 > $20,000+

Timeline Available < 60 days > 4 months

Property Condition Major structural / mechanical issues Primarily cosmetic deficiencies

Market Conditions Strong seller's market, low inventory Buyer's market, condition matters

Capital Available Limited or none Adequate renovation funds
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Renovation Risk Tolerance Low High

Rental / Tenant Status Occupied by tenants Vacant or owner-occupied

Inherited / Distressed Yes No

Count the number of factors in each column that apply to your situation. The column with the

most checks is where the data points. Use this as a confirmation of your financial analysis, not

a replacement for it.



Guide to Selling As-Is vs. Fixing Up Robby Cox | Cox Property Group

Page 34

About the Author

Robby Cox is the CEO and Founder of Cox Property Group, a real estate

investment company based in Woodstock, Georgia. With a Georgia real estate

license and years of experience buying, selling, and leasing commercial property,

residential homes, and land throughout the Canton and greater Atlanta area, Robby

brings a practitioner's perspective to every property decision.

Cox Property Group specialises in helping property owners navigate complex real

estate decisions with clarity, data, and a commitment to outcomes that serve the

seller's best interest.

Visit us at www.coxpg.com


