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PREFACE	
This	book	is	not	designed	to	be	a	bestseller.		In	fact	I	don’t	plan	on	

selling	it	in	any	bookshop	at	all	…	the	few	that	do	still	exist.	I’m	sure	
at	some	point	my	team	will	convince	me	otherwise.	

To	be	100%	honest	and	upfront	 this	book	was	given	a	 life	as	an	
experiment,	 a	project	 for	my	 team.	 	The	experiment	of	 seeing	 if	 all	
the	 years	 of	 articles,	 newsletters,	 blog	 posts,	 and	 emails	 to	 clients	
around	 a	 topic	 could	 be	 curated	 into	 a	 valuable	 resource,	 not	
necessarily	 for	myself,	 as	 the	 author	 but	 to	 be	 of	 value	 to	 you,	 the	
reader.			

Although	I’m	sure	I	will	find	it	of	value	by	being	able	to	hand	this	
book	over	when	asked	about	my	views,	thoughts	and	opinions	on	the	
subject	 of	building	business	 value	 to	 create	 freedom,	wealth,	 and	a	
saleable	business.	

This	book	is	not	designed	to	be	complete	work	on	the	topic,	but	it	
should	 give	 an	 insight	 to	 my	 views,	 thoughts	 and	 opinions	 on	 the	
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subject.	I’m	sure	subsequent	revisions	to	this	book	will	deal	with	any	
missing	elements	to	the	topic.	

My	 quip	 and	 throw	 away	 line	 to	 my	 team	 when	 asked	 to	
document	a	topic	is	it’s	far	easier	for	me	to	answer	a	single	question	
with	 a	 single	 answer	when	 I	 know	 all	 the	 variables	 of	 a	 particular	
situation.		Books,	by	their	nature,	are	general,	as	they	do	not	know	all	
the	readers	variables	to	provide	the	single	answer.	
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About	The	Author	–	Geoff	Currie	

“As	 a	 leader,	 you’re	 only	 as	 good	 as	 the	 leaders	 you	 grow	around	
you.	 	I	am	blessed	to	have	the	opportunity	to	be	able	to	now	focus	on	
this	mission	of	empowering	others.	“			-	Geoff	Currie	

	

Geoff	Currie	is	an	Australian	coach,	mentor,	and	trusted	advisor	at	
Business	Growth	Leaders	where	he	has	been	working	with	business	
owners	 and	 entrepreneurs	 from	 a	wide	 range	 of	 industries	 for	 the	
past	decade.		

Geoff	brings	a	unique	blend	of	hard	earned,	 real	world,	business	
success,	combined	with	the	 latest	 in	business	strategies	and	human	
development	training.	Highly	respected	by	his	peers,	Geoff	has	won	
coveted	 industry	awards	 for	his	own	unique	blend	of	 coaching	and	
mentoring.	

With	 over	 3	 decades	 of	 entrepreneurship,	 coaching,	 and	 most	
importantly,	 real-life,	 self-made	 business	 experience,	 Geoff	 shares	
his	keen	insight	to	the	current	marketplace…what	makes	it	tick,	and	
how	to	play	successfully	in	it.	He	has	started,	 	ran,	 	grown,	 	 	bought	
and	 sold	 his	 own	 business	 investments	 during	 his	 30-year	
entrepreneurial	career.	

Geoff	 started	 out	 in	 business	 as	 a	 teenager;	 fixing	 salvaged	
televisions	and	selling	 them	to	his	neighbours	and	 friends.	Even	30	
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years	 ago	 he	 showed	 the	 signs	 of	 a	 true	 entrepreneur,	 grabbing	
opportunity	where	others	couldn’t	see	it	and	using	innate	“problem	
solving	skills”	to	achieve	business	success.	

While	still	a	student	Geoff	continued	to	hone	his	business	mindset,	
starting	 and	 growing	 multiple	 business	 opportunities.	 	 Eventually,	
settling	in	the	I.T.	services	sector	in	starting,	growing	and	eventually	
exiting	through	the	sale	his	company.	

It	 is	 this	blend	of	 full-lifecycle	business	 experience	 that	qualifies	
Geoff	to	talk	on	this	topic	of	pre-sale	business	development	and	exit.	
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Words	of	Praise	for	the	Author	

Business	owners	in	control	

“Geoff	 in	 the	 last	 3	 months	 we	 have	 been	 working	 together	 I	 have	
achieved	some	great	results.		I	was	previously	spending	50+	hours	working	
in	 my	 business,	 now	 I	 am	 only	 spending	 8.	 	 While	 we	 had	 many	 of	 the	
basics	 in	 place	 already	 I	 didn’t	 realise	 what	 could	 happen	 when	 you	 set	
your	team	up	for	success.				I	am	happy	to	report	that	we	have	just	had	one	
of	our	most	profitable	months	ever…less	stress,	more	money	you’ve	got	to	
love	it.”	-	Jim	Mifsud	–	GCW	

	“Geoff	 a	 short	 letter	 to	 thank	 you	 for	 working	 with	 my	 team…The	
effects	 were	 immediately	 realised	 with	 sales	 improving	 from	 that	 day…	
[My	team	have	taken	over	several	tasks]	which	previously	took	a	big	chunk	
out	of	my	weekends.	 	Communication	between	us	is	great	and	we	all	 look	
forward	 to	 the	 future	…	 I	now	realise	my	 responsibility	 for	 the	 team	and	
the	importance	of	leadership.	“	-	Andrew	Pamvouxoglou	–	SCP&CS		

Even	his	peers	respect	him	

“BGL	 has	 one	 of	 the	most	 efficient	 coaching	 systems	 that	 we’ve	 seen.		
Geoff	is	a	coach	of	great	experience,	and	his	knowledge	represents	a	great	
resource…”		-	Heather	Frame	–	Success	Group	

“My	experience	of	Geoff’s	coaching	has	been	inspirational.		I	have	almost	
doubled	 my	 income	 and	 experienced	 a	 greater	 level	 of	 motivation	 and	
energy…”	-	Rachael	Anastasi	–	Free	To	Be	Me	

“Geoff	is	a	first	class	speaker	…	[he]	engages	with	an	audience	on	a	very	
personal	 level	 and	 gives	 freely	 of	 his	 expertise	 and	 his	 experience	 in	 an	
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amusing	and	insightful	way	that	cannot	be	ignored.”		-	Bruce	Frame	–	BSTM	

Profit	&	Cash	Flow	

“Geoff	when	we	started	coaching	we	asked	you	how	to	make	the	phone	
ring	 as	 business	 was	 slow.	 	 I	 didn’t	 think	 you	 could	 do	 it	 …	mate	 was	 I	
wrong.		In	the	last	6	months	we	will	have	gone	from	1	van	to	5	vans	on	the	
road	just	to	keep	up	with	demand.			

…we	keep	on	raising	our	prices	and	they	keep	buying.	 	Mate	BUSINESS	
IS	BOOMING!		Please	don’t	coach	my	competitors.”		-	MT	–	PPC		

“I	 have	 experienced	 so	 much	 learning	 from	 your	 program	 that	 it	 is	
difficult	 to	 concisely	 outline	 it	 all	 as	 it	 is	 still	 unfolding.	…	At	 last	we	 are	
starting	to	see	massive	results	…	4	times	the	sales	of	24	month	ago.	And	it	
is	still	growing!	It	is	one	of	the	MOST	VALUABLE	business	investments	that	
we	have	EVER	made…	Thank	you	[Coach]	for	helping	me	and	my	business	
grow.”	-	Todd	Stevens	–	Showerscreen	Solutions	

Systemisation	at	work	

“So	it	took	me	a	little	longer	for	the	penny	to	drop,	but	when	it	did,	the	
invaluable	 tools	 and	 processes	 that	 [Coach]	 had	 us	 implement	 in	 the	
business	were	invaluable	to	my	team	and	myself	…	it	gave	us	a	clearer	goal	
for	all.		Internally	&	externally	the	results	are	seen	by	all	our	staff	and	more	
importantly	our	clients.		Any	business	at	any	level	can	benefit	greatly	by	a	
business	coach.”		-	Peter	Chapman	–	Begoinia	City	Fencing	
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What	Is	Your	Value	Builder	Score?	

Throughout	this	book	several	of	 the	articles	reference	The	Value	
Builder	 Score1	tool,	 and	 the	 analysis	 of	 its	 data.	 	 In	 my	 company	
Business	Growth	Leaders	we	 find	 this	 tool	 invaluable	 for	 analysing	
and	 planning	 growth	 strategies	 for	 our	 clients.	 	We	 believe	 in	 this	
tool,	which	is	why	we	have	integrated	it	into	our	client	solution,	and	
became	 authorised	 professional	 advisors	 for	 The	 Value	 Builder	
Systemä.	

Essentially	 The	 Value	 Builder	 Score	 is	 a	 self-assessment	 test	
business	 owners	 use	 to	 understand	 how	 to	 drive	 up	 the	 value	 of	
their	company.	

The	 Value	 Builder	 Score	 was	 created	 by	 a	 team	 of	 research	
professionals	led	by	John	Warrillow,	the	bestselling	author	of	Built	to	
Sell:	Creating	a	Business	that	Can	Thrive	Without	You.	

The	Value	Builder	Score	is	a	cloud-based	software	tool	that	allows	
a	business	owner	to	assess	the	hidden	value	and	saleability	of	their	
company.		The	researchers	at	The	Value	Builder	System	analyse	the	
data	 from	 over	 20,000	 companies	 in	 a	 variety	 of	 countries	 to	
understand	 trends	 in	 the	 business	market,	 with	 a	 special	 focus	 on	
the	liquidity	of	privately	held	businesses.	

																																																								

1	The	name	The	Value	Builder	 System	/	The	Value	Builder	 Score	and	 its	 logo,	
along	with	all	design,	 graphics,	 text,	 software	code,	 and	all	presentations	of	 such	
content	are	the	property	of	Built	to	Sell	Inc.	
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Your	 score	 is	 calculated	 through	 an	 analysis	 of	 your	 business	́s	
performance	on	eight	attributes	or	drivers	proven	to	be	important	to	
acquiring	 companies	 when	 evaluating	 a	 business	 as	 a	 potential	
acquisition	target.	

Your	Value	Builder	Score	 is	derived	 from	 the	 sum	of	 these	eight	
scores	 using	 our	 proprietary	 weighting	 model	 designed	 using	 a	
quantitative	 survey	 of	 business	 owners	 and	 the	 professionals	 who	
serve	them.	

These	8	drivers	were	derived	from	the	The	Value	Builder	System	
research.	 This	 tool	 was	 developed	 using	 a	 quantitative	 survey	 of	
business	owners	with	between	AUD	$50,000	and	AUD	$100	million	
in	 annual	 revenue.	 In	 addition,	 a	 quantitative	 survey	 of	 Merger	 &	
Acquisition	 (M&A)	 professionals	 was	 completed.	 Using	 various	
statistical	 techniques	 including	 a	 factor,	 regression	 and	 correlation	
analysis,	we	were	able	to	create	an	algorithm	that	predicts	the	value	
of	a	company.	

According	 to	 the	 research	of	6,955	businesses	who	 took	 the	 test	
and	 scored	 80+	 across	 these	 8	 key	 areas,	 their	 company	 will	 be	
worth	71%	higher	than	the	average	businesses.		

Take	the	online	assessment	at:	
http://businessgrowthleaders.com/ValueBuilderBook	
(more	details	located	in	the	rear	section	of	the	book)	
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How	To	Read	This	Book	

This	book	by	its	origin	and	design	is	not	intended	to	be	read	cover	
to	cover.		This	is	not	a	procedural	‘how	to’	manual	for	building	value	
and	selling	a	business.	 	Even	apart	from	the	observation	that	I	have	
met	 very	 few	 business	 owners	 that	would	 read	 any	 book	 cover	 to	
cover.		

The	best	way	 to	 read	 this	 book	 is	 to	 read	 and	understand	 the	8	
key	drivers	of	building	value	first	apart	from	that	open	to	a	page	that	
looks	interesting	and	just	read	for	a	bit.			

The	key	is	to	then	ask	yourself	-	 ‘How	does	this	apply	to	me	and	
my	business?’		Then	ask	‘What	action	we	need	to	take?’	and	do	it!	 ...	
Self	coaching	at	its	finest.	

At	 the	 end	 of	 the	 day	 a	 book	 like	 this	 is	 useless	 unless	 you	 are	
prepared	to	follow	through	and	take	some	action.	
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Find	Out	Your	Value	Builder	Score	for	FREE	

As	an	owner	of	this	book	you	are	entitled	to	access	to	The	Value	
Builder	 Score	 assessment	 tool,	 customised	 report,	 online	 training	
and	resources.	

If	you	are	curious	about	how	valuable	your	company	is	and	what	
you	would	need	to	tweak	to	sell	it	when	you’re	ready,	then	find	out	
your	 score	 before	 reading	 the	 book.	 	 Then,	 do	 the	 score	 again	 to	
track	your	progress	as	you	work	through	and	implement	the	tips	and	
strategies	from	the	book.	

Then	it’s	time	to	get	your	Value	Builder	Assessment	Report	via	the	
questionnaire	 on	 our	website.	 It	 takes	 about	 thirteen	minutes	 and	
produces	your	score	and	a	23-page	report	tailored	to	your	business.	

You	can	complete	the	questionnaire	here:	
http://www.businessgrowthleaders.com/ValueBuilderBook	
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INTRODUCTION	
For	 many	 business	 owners,	 their	 retirement	 nest	 egg	 IS	 their	

business,	or	at	the	very	least	makes	up	a	significant	chunk	of	it.	

Yet	 so	 many	 business	 owners	 spend	 little	 to	 no	 time	 or	 effort	
developing	 the	 business	 to	 be	 more	 valuable.	 	 As	 a	 result,	 most	
business	 owners	 are	 ill	 prepared	 for	what	 amounts	 to	 one	 of	 their	
biggest	sales	the	actual	business.	

When	preparing	the	business	for	sale	many	business	owners	also	
leave	 their	 run	 too	 late.	 	Any	decent	prospective	buyer	worth	 their	
salt	will	spot	the	‘Dulux’	business	renovation	quickly.		An	accountant	
I	was	working	with	once	on	a	mutual	client	project	quipped	it	takes	4	
years	to	prepare	a	business	for	sale	and	at	least	one	of	those	years	is	
the	 owner	 getting	 their	 head	 and	 heart	 around	 the	 fact	 that	 they	
need	to	prepare	of	the	sale.	

A	 well-run	 business	 that	 is	 a	 valuable	 investment	 for	 your	
eventual	buyer	will	 also	be	a	great	 investment	 for	you.	 	 I	have	 lost	
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count	 of	 the	 number	 of	 projects	 where	 I	 work	 with	 a	 client	 to	
prepare	 their	 business	 for	 sale	 only	 to	 get	 to	 that	 goal	 and	 they	
decided	to	keep	it	for	themselves.	

At	 it’s	 core	 this	 topic	 is	 about	 freedom;	 No	 one	 is	 interested	 in	
buying	 a	 job	 when	 they	 buy	 or	 start	 a	 business,	 and	 a	 well-run,	
valuable	 business	 allows	 the	 owner	 the	 flexibility	 to	 do	 what	 you	
want,	when	you	want	–	all	the	while	making	as	much	money	as	they	
deserve.	

To	 sum	 it	 all	 up,	 a	 business	 that	 is	 good	 enough	 to	 sell	 is	 good	
enough	 to	 keep…So	 one	 of	 the	 first	 and	most	 important	 questions	
you	can	ask	yourself:	Do	you	Want	to	build	a	valuable	business	to	sell	
…	or	like	many	of	my	clients	do	you	really	want	build	a	business	that	
gives	you	freedom?	

Of	 course,	 all	 businesses	 will	 be	 passed	 on	 at	 some	 point…but	
what	 do	 you	want	 to	 do	 in	 your	 immediate	plan	 and	when	do	 you	
want	to	do	it?	

If	 you	 are	 committed	 to	 selling	 your	 business,	 your	 own	
headspace	is	the	biggest	challenge	you	will	face,	because	your	buyer	
will	turn	up	when	they’re	ready	to	buy,	not	when	you’re	ready	to	sell.		
You	will	benefit	from	considering	it	as	a	long	race	to	the	finish	not	a	
sprint,	package	your	business	appropriately.	

As	you	will	learn	in	this	book	there	is	more	to	making	a	valuable	
business	 than	simply	good	profits…	a	 lot	more.	 	Through	 this	book	
you	will	better	understand	what	represents	value	to	yourself	and	to	
a	potential	buyer	and	how	to	maximise	that	value	for	good	sale	price.	
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PART	ONE:	
UNDERSTANDING	

WHAT	DRIVES	
BUSINESS	VALUE?	

You	have	to	learn	the	rules	of	the	game.	And	
then	you	have	to	play	better	than	anyone	else.	

-Albert	Einstein	
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The	8	Key	Drivers	to	Building	a	Valuable,	
Desirable,	and	Saleable	Asset	

	

Building	a	business	is	building	an	asset.	You	are	not	only	growing	
and	building	a	business,	you’re	growing	a	valuable	saleable	business.	
Maybe	 you’re	 not	 thinking	 of	 selling	 your	 company	 right	 now,	 but	
knowing	 your	 company’s	 value	 today,	 and	 knowing	 the	 keys	 to	
growing	it	in	the	coming	years,	you	can	focus	on	building	an	asset.	

These	 8	 key	 drivers	 will	 not	 only	 guide	 you	 to	 building	 your	
company,	this	will	be	your	essential	guide	to	control	your	company’s	
value.	 These	 drivers	will	 give	 you	 the	 knowledge	 you	 need	 as	 you	
answer	the	question:	What’s	my	company’s	worth?	

1.	Financial	Performance	

As	 business	 owners,	 we	may	 only	 think	 of	 one	 thing	 above	 any	
others	about	our	business	–its	revenue,	regardless	if	it’s	the	top	line	
revenue	 or	 the	 business’	 bottom	 line	 profit.	 The	 financial	
performance	 of	 the	 business	 will	 not	 only	 look	 on	 these	 things.	
Under	the	microscope	of	the	buyers,	how	defendable	your	business	
numbers	matters.	So	report	these	numbers	with	credible	back	ups	–	
financial	auditors.	 Investing	in	an	audit	 is	one	way	to	improve	your	
business	score	in	financial	performance.	 	
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2.	Growth	Potential	

Business	 owners	 are	 always	 proud	 of	 what	 they	 have	 done	 in	
their	 business,	 or	what	 they	made	 it	 to	 be	 from	 how	 it	was	 in	 the	
past,	 are	you?	And	 that	 is	 completely	normal.	You	may	have	won	a	
business	excellence	award	or	have	built	a	10-year	old	business.	The	
growth	 potential	 is	 one	 of	 the	 value	 drivers	 and	will	 focus	 on	 one	
thing	–	future	opportunities.	The	question	will	be,	from	what	you’ve	
done	for	the	business,	what	will	this	business	become	in	the	future?	
So	 basically,	 increasing	 the	 growth	 potential	 score	 of	 the	 business	
would	mean	focusing	on	future	potentials	of	 the	business.	 	Can	you	
replicate	 your	 business	 somewhere	 else?	 Can	 you	 reach	 a	 new	
customer	group?	All	questions	like	these	when	answered	with	a	YES	
highlight	that	you	are	not	only	growing	the	business,	but	also	making	
a	valuable	saleable	business	

3.	Switzerland	Structure	

Making	 a	 valuable	 saleable	 company	 would	 mean	 making	 it	
valuable	for	the	buyers	to	consider.	When	these	buyers	come	in,	one	
of	the	things	that	would	drive	your	business’	value	is	the	Switzerland	
structure.	The	name	was	taken	from	the	country	itself	–	Switzerland.	
History	says	it	all,	they	were	known	to	be	independent,	did	not	join	
the	World	Wars,	didn’t	send	troop	to	Iraq,	didn’t	join	the	UN	until	a	
referendum	 was	 made,	 and	 that’s	 all	 there	 is	 to	 becoming	 an	
independent	country.		

In	the	business	world,	a	business	owner	should	be	independent	of	
the	 three	 most	 important	 groups:	 customers,	 employees,	 and	
suppliers.	 	 As	 a	 business	 owner,	 you	 cannot	 have	 concentrated	
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groups	from	each	to	rely	on.	 	When	a	buyer	comes	in,	and	sees	that	
your	business	 is	 too	 reliant	on	you,	 it	will	 be	 too	 risky	 for	 them.	 It	
won’t	 give	 them	 the	 assurance	 that	 the	 business	 will	 run	 without	
you.	To	get	a	good	score	on	this	aspect,	you	have	to	make	sure	you	
get	 a	 good	 diversification	 on	 your	 customers,	 employees,	 and	
suppliers.	

4.	The	Valuation	Seesaw	

A	business	has	to	look	at	one	of	the	most	important	things	–	cash	
flow.	 Everyone	 in	 a	 business	 does.	 The	 Valuation	 Teeter	 Totter	 as	
one	of	 the	value	drivers	 looks	at	how	 fast	your	company	generates	
cash.	 It	 looks	 at	 how	 cash	moves	 through	 the	 company.	 Collecting	
receivables,	 extending	 payables	 to	 make	 sure	 you	 allow	 cash	 to	
move.	All	these	will	help	increase	your	score	in	this	attribute.	

5.	The	Hierarchy	of	Recurring	Revenue	

The	hierarchy	of	recurring	revenue	is	one	of	the	value	drivers	of	a	
business.	 This	 is	 when	 a	 yourself	 or	 a	 buyer	 looks	 at	 how	 the	
business	 continues	 when	 the	 owner	 leaves.	 The	 six	 forms	 of	
recurring	revenue	will	be	discussed	in	this	book.	These	are	the	forms	
of	which	the	buyers	look	at	as	they	buy	the	business.	Increasing	your	
business	value	 score	 in	 this	 attribute	 is	 seeing	your	business	 climb	
up	 the	 ladder	 of	 hierarchy.	 The	 higher	 the	 business	 comes	 up	 the	
ladder,	the	higher	the	value	of	the	business.	
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6.	The	Monopoly	of	Control	

Being	 different	 amongst	 all	 the	 existing	 business	may	 be	 one	 of	
the	 greatest	 challenges	 of	 a	 business	 owner.	 Building	 a	 saleable	
company	 would	 need	 this	 value	 attribute	 –	 the	 monopoly	 control.	
This	 is	 you,	 as	 the	 business	 owner,	 controlling	 the	 price	 of	 your	
product.	 You	 are	 able	 to	 control	 simply	 because	 you	 are	 different,	
and	 what	 does	 being	 different	 mean?	 The	 more	 margins	 you	 can	
make,	and	the	more	you	can	invest	in	the	sales	and	marketing	aspect	
of	 the	 business.	 The	 moment	 the	 business	 is	 able	 to	 successfully	
reach	out	too	the	customers	in	whatever	ways,	that’s	when	it	starts	
to	have	meaning.	And	these	will	drive	up	the	monopoly	score.	

7.	Customer	Satisfaction	

Obviously,	everyone	aims	for	customer	satisfaction.	And	so	it	will	
affect	 your	 business	 value	 too.	When	 buyers	 look	 at	 a	 business,	 as	
mentioned,	they	will	look	at	how	the	business	will	run	in	the	future.	
The	 first	 thing	 in	 building	 a	 good	 customer	 satisfaction	 score,	 is	
starting	to	measure	this	attribute.	More	than	asking	your	customers	
via	a	survey	if	they	are	satisfied	or	not,	let	them	rate	it.	Investing	in	
these	 customer	 satisfaction	 materials	 to	 measure	 will	 help	 the	
business	manage	this	attribute.	Identifying	these	areas	will	create	an	
effect	 of	 improving	 the	 business’	 sales	 through	 your	 repeat	
customers.	
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8.		Hub	&	Spoke	

The	hub	and	spoke	attribute	is	your	business’	dependence	in	you	
as	 the	 owner.	 It	 all	 goes	 down	 to,	will	 the	 business	 run	when	 you	
leave.	And	again,	this	may	be	the	first	question	on	a	buyer’s	list.	So,	
as	a	business	owner,	you	have	to	consider,	are	the	processes	that	you	
have	at	hand	all	in	your	head?	Will	everyone	in	the	company	run	to	
you	 to	 learn	 it?	 Or	 is	 it	 written	 and	 accessible	 for	 everyone’s	
learning,	so	when	you	leave,	the	business	runs	smooth?		

So	where	did	these	drivers	come	from?	

These	 8	 drivers	 were	 derived	 from	 The	 Value	 Builder	 System	
research.	 This	 tool	 was	 developed	 using	 a	 quantitative	 survey	 of	
business	owners	with	between	AUS$50,000	and	AUS$100,000,000	in	
annual	 revenue.	 In	 addition,	 a	 quantitative	 survey	 of	 Merger	 &	
Acquisition	 (M&A)	 professionals	 was	 completed.	 Using	 various	
statistical	 techniques	 including	 a	 factor,	 regression	 and	 correlation	
analysis,	we	were	able	to	create	an	algorithm	that	predicts	the	value	
of	a	company.	
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PART	TWO:	
WHY	BUILD	A	

VALUABLE	BUSINESS		
Increasing	the	value	of	your	largest	asset	can	

have	 a	 much	 faster	 impact	 on	 your	 overall	
financial	picture	than	any	other	asset	class.	 	By	
getting	your	business	to	that	point	provides	you	
with	choice	and	freedom.	
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The	Hidden	Goal	of	the	Smartest	
Business	Owners	

What	are	your	business	goals	for	the	year?		

If	you’re	like	most	owners,	you	have	a	profit	goal	you	want	to	hit.	
You	may	 also	 have	 a	 top	 line	 revenue	 number	 that’s	 important	 to	
you.	While	those	goals	are	important,	there	is	another	objective	that	
may	have	an	even	bigger	payoff:	building	a	valuable	business.		

But	what	if	you	don’t	want	to	sell?	That’s	irrelevant.	Here	are	five	
reasons	 why	 building	 a	 valuable	 business	 should	 be	 your	 most	
important	goal,	regardless	of	when	you	plan	to	push	the	eject	button:	

1.	Value	means	freedom	

One	of	the	fundamental	tenants	of	business	value	is	how	well	your	
company	would	perform	if	you	were	unable	to	work	for	a	while.	As	
long	 as	 your	 business	 is	 dependent	 on	 you	 personally,	 there’s	 not	
much	 to	 sell.	 Making	 your	 company	 less	 dependent	 on	 you	 by	
building	 a	 management	 team	 and	 creating	 just-add-water	 systems	
for	 employees	 to	 follow	means	 you	 have	 the	 ability	 to	 spend	 time	
away	 from	 your	 business.	 Think	 of	 the	 world	 of	 possibilities	 that	
would	 open	 up	 if	 you	 could	 choose	 not	 to	 go	 into	 the	 office	
tomorrow….	
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2.	Valuable	businesses	are	more	fun	

Running	a	business	would	be	fun	if	you	were	able	to	spend	your	
days	 on	 strategic	 thinking	 and	 big	 picture	 ideas.	 Instead,	 most	
business	owners	spend	the	majority	of	their	day	on	the	minutia:	the	
government	 forms,	 the	 employee	 performance	 reviews,	 bank	
reconciliations,	 customer	 issues,	 auditing	 expenses.	 The	 boring	
details	 of	 company	ownership	 suck	 the	 enjoyment	out	of	 owning	a	
business—and	it	is	exactly	these	tasks	you	need	to	get	into	someone	
else’s	job	description	if	you’re	ever	going	to	sell.		

3.	Value	is	financial	freedom	

Each	month	you	open	your	brokerage	statement	to	see	how	your	
portfolio	 is	 doing.	Not	 because	 you	want	 to	 sell	 your	 portfolio,	 but	
because	 you	 want	 to	 know	 where	 you	 stand	 on	 the	 journey	 to	
financial	freedom.	Creating	a	valuable	business	also	allows	you	peace	
of	mind,	knowing	that	you’re	building	something	that—just	like	your	
stock	portfolio—has	value	you	could	choose	to	make	liquid	one	day.	

4.	Value	is	a	gift	

Imagine	 that	 your	 first-born	 graduates	 from	university	 and	 as	 a	
gift	you	give	him	your	prised	1971	Holden	Monaro	GTS.	Your	heavily	
indebted	 child	 takes	 it	 on	 the	 road,	 but	 after	 a	 few	 kilometres,	 the	
engine	starts	smoking.	The	mechanic	takes	one	look	under	the	hood	
and	declares	that	the	engine	needs	a	rebuild.		
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You	 thought	 you	were	 giving	 your	 child	 an	 incredible	 asset,	 but	
instead	it’s	an	expensive	liability	he	can’t	afford	to	keep,	and	nor	can	
he	sell	it	without	feeling	guilty.		

You	may	be	planning	to	pass	your	business	on	to	your	kids	or	let	
your	young	managers	buy	 into	your	 company	over	 time.	These	are	
both	admirable	exit	options,	but	 if	your	business	hasn’t	been	tuned	
up	to	run	without	you,	you	may	be	passing	along	a	jalopy.	

5.	Nine	women	can’t	make	a	baby	in	one	month	

There	are	some	things	in	life	that	take	time,	no	matter	how	much	
you	 want	 to	 rush	 them.	 Making	 your	 business	 valuable	 often	
requires	 significant	 changes;	 and	 a	 prospective	 buyer	 is	 going	 to	
want	 to	 see	 how	 your	 business	 has	 performed	 for	 the	 three	 years	
after	 you	 have	made	 the	 changes	 required	 to	 make	 your	 business	
more	valuable.	Therefore,	if	you	want	to	sell	 in	five	years,	you	need	
to	start	making	your	business	valuable	now	so	the	changes	have	time	
to	gestate.		
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The	8	Ways	To	Know	If	You	Have	A	Job	Or	
Own	A	Business	

The	 ultimate	 test	 of	 your	 business	 can	 be	 found	 in	 a	 simple	
question:	would	someone	want	to	buy	your	business?		

Whether	you	want	to	keep	your	business	or	to	sell	next	year	or	a	
decade	from	now,	you	must	be	building	an	asset	someone	would	buy	
–	otherwise,	you	have	a	job,	not	a	business.		

Here	 are	 eight	ways	 to	 ensure	 you	 are	 building	 a	 company,	 not	
just	doing	a	job:	

1. A	 job	 requires	 that	 you	 show	 up	 at	 work	 to	 make	 money,	
whereas	a	business	generates	sales	whether	you	are	there	or	
not.	

2. If	 your	company	 is	 so	 reliant	on	a	 single	 customer	 that	 they	
can	 dictate	 how	 you	 deliver	 your	 product	 or	 service,	 your	
company	is	more	like	a	job	than	a	valuable	business.	

3. A	job	is	a	place	where	your	personal	reputation	impacts	your	
results,	whereas	a	business	is	a	place	where	the	brand	is	more	
important	than	the	personality	of	the	owners(s).	

4. A	 job	 requires	 you	 to	 use	 your	 personal	 experience	 and	
expertise	to	get	a	result,	whereas	a	business	is	a	place	where	
a	process	–	not	a	person	–	consistently	produces	a	desirable	
result.	

5. In	a	job,	you	get	fired	for	taking	too	much	time	off,	whereas	if	
you	own	a	company,	the	more	holidays	you	can	take	without	
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impacting	 your	 businesses	 performance,	 the	 more	 valuable	
your	business	will	be.	

6. In	a	job,	the	harder	you	work,	the	more	money	you	earn.	In	a	
business,	the	smarter	you	work,	the	more	money	you	earn.	

7. In	a	job,	you	solve	the	problems.	If	you	own	a	company,	your	
employees	solve	the	problems.	

8. If	 the	majority	 of	 your	 customers	 know	 your	mobile	 phone	
number,	it’s	likely	you	have	a	job,	not	a	business.	

	



How	Valuable	Is	Your	Business?	

	 25	

	

A	Blood	Pressure	Test	For	Your	Business	

	When	was	the	last	time	you	had	your	blood	pressure	tested?		

Taking	your	blood	pressure	is	one	of	the	first	things	most	doctors	
do	before	treating	you	 for	 just	about	anything.	How	much	pressure	
your	 blood	 is	 under	 as	 it	 courses	 through	 your	 veins	 is	 a	 reliable	
indicator	of	 your	overall	 health;	 and	 it	 can	be	 an	 early	 indicator	of	
everything	from	heart	disease	to	bad	circulation.	

Does	 it	 tell	 the	doctor	everything	 they	need	 to	know	about	your	
health?	 Of	 course	 not,	 but	 one	 powerful	 little	 ratio	 can	 give	 the	
doctor	a	pretty	good	sense	of	your	overall	wellbeing.	

Likewise,	 your	 Value	 Builder	 Assessment	 Score	 can	 be	 a	 handy	
indicator	 of	 your	 businesses	 wellbeing.	 Like	 your	 blood	 pressure	
reading,	 your	 businesses	 Value	 Builder	 Assessment	 Score	 is	 an	
amalgam	of	a	number	of	different	factors	and	can	help	a	professional	
quickly	diagnose	your	company’s	overall	health.		

Predicting	Good	Outcomes	Too	

When	a	doctor	takes	your	blood	pressure,	 they	not	only	rule	out	
possible	 nasty	 ailments;	 they	 can	 also	 use	 the	 pressure	 reading	 to	
forecast	a	healthy	life	ahead.	Similarly,	your		Value	Builder	Score	can	
predict	good	things	for	the	future.	For	example,	based	on	more	than	
10,000	 business	 owners	 who	 have	 completed	 their	 Value	 Builder	
Assessment,	we	know	the	average	multiple	of	pre-tax	profit	they	are	
offered	 for	 their	business	when	 it	 is	 time	 to	sell	 is	3.7.	By	contrast,	
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those	companies	that	have	achieved	a	Value	Builder	Score	of	80+	are	
getting	offers	of	6.6	times	pre-tax	profit.	

In	 other	 words,	 an	 average-performing	 business	 turning	 out	
$500,000	 in	 pre-tax	 profit	 is	 likely	 worth	 around	 $1,850,000	
($500,000	 x	 3.7).	 If	 the	 same	 company	 improved	 its	 Value	 Builder	
Score	to	80+	while	maintaining	its	profitability	of	$500,000,	it	would	
be	worth	closer	to	$3,300,000	($500,000	x	6.6).	

Are	 you	 guaranteed	 to	 fetch	 6.6	 times	 pre-tax	 profit	 if	 you	
improve	 your	 Value	 Builder	 Score	 Score	 to	 80?	 Of	 course	 not.	 But	
just	 like	 blood	 pressure,	 one	 little	 number	 can	 tell	me	 a	whole	 lot	
about	 how	well	 you	 are	 doing;	 and	 I’m	 able	 to	 prescribe	 an	 action	
plan	to	start	maximising	your	company’s	health	–	and	its	value	down	
the	road.		

Heart	 disease	 is	 called	 “The	 Silent	 Killer”	 because	 most	 people	
have	no	 idea	what	 their	blood	pressure	 is.	People	can	walk	around	
for	years	with	dangerously	high	blood	pressure	because	they	haven’t	
bothered	to	get	it	tested.	The	first	step	on	the	road	to	health	is	to	get	
tested.	If	you	have	a	great	score,	you	can	sleep	well	at	night	knowing	
you	have	one	less	thing	to	worry	about.	If	your	score	is	not	where	it	
should	 be,	 then	 at	 least	 knowing	 your	 performance	 can	 get	 you	
started	down	the	road	to	better	health.		
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How	To	Increase	The	Value	Of	Your	
Business	By	71%	

How	much	did	your	home	increase	in	value	last	year?		Depending	
on	where	you	live,	it	may	have	gone	up	by	5	-10%	or	more.	

How	 much	 did	 your	 stock	 portfolio	 increase	 over	 the	 last	 12	
months?	By	way	of	a	benchmark,	The	ASX	200	is	up	by	around	12%	
in	the	last	year	(2014).	Did	your	portfolio	do	as	well?			

Now	consider	what	portion	of	your	wealth	is	tied	to	the	stock	or	
housing	market,	and	compare	that	to	the	equity	you	have	tied	up	in	
your	business.		

If	you’re	like	most	owners,	the	majority	of	your	wealth	is	tied	up	
in	your	business.	Increasing	the	value	of	your	largest	asset	can	have	
a	much	faster	impact	on	your	overall	financial	picture	than	a	bump	in	
the	stock	market	or	the	value	of	your	home.		

Let	us	introduce	you	to	a	statistically	proven	way	to	increase	the	
value	of	your	company	by	as	much	as	71%.		Through	an	analysis	of	
6,955	 businesses,	 we’ve	 discovered	 that	 companies	 that	 achieve	 a	
Value	Builder	Score	of	80+	out	of	a	possible	100	receive	offers	to	buy	
their	business	that	are	71%	higher	than	what	the	average	company	
receives.	

How	long	would	it	take	your	stock	portfolio	or	home	to	go	up	by	
71%?	 Years,	 and	maybe	 even	 decades.	 By	 using	 the	 Value	 Builder	
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Assessment	 	you	will	be	able	to	track	your	overall	score	along	with	
your	performance	on	the	eight	key	drivers	of	Value	over	time.	Like	a	
pilot	working	his	instrument	panel,	you	can	quickly	zero	in	on	which	
of	the	eight	drivers	 is	dragging	down	your	value	the	most	and	then	
take	corrective	action.	

Why	 I	 like	 to	 use	 the	 Value	 Builder	 Assessment	 Score	 as	 a	
benchmark	 is	 that	 the	 overall	 score	 is	 derived	 from	 your	
performance	 on	 the	 eight	 attributes	 that	 drive	 the	 value	 of	 your	
company:	

1. Financial	Performance:	 your	 history	 of	 producing	 revenue	
and	profit	combined	with	the	professionalism	of	your	record	
keeping.	

2. Growth	Potential:	 your	 likelihood	 to	grow	your	business	 in	
the	future	and	at	what	rate.	

3. The	Switzerland	Structure:	how	dependent	your	business	is	
on	any	one	employee,	customer	or	supplier.	

4. The	 Valuation	 See-saw:	 whether	 your	 business	 is	 a	 cash	
suck	or	a	cash	spigot.	

5. The	Hierarchy	 of	Recurring	Revenue:	 the	 proportion	 and	
quality	of	automatic,	annuity-based	turnover	you	collect	each	
month.	

6. The	 Monopoly	 Control:	 how	 well	 differentiated	 your	
business	is	from	competitors	in	your	industry.	

7. Customer	 Satisfaction:	 the	 likelihood	 that	 your	 customers	
will	re-purchase	and	also	refer	you.	

8. Hub	&	Spoke:	how	your	business	would	perform	if	you	were	
unexpectedly	unable	to	work	for	a	period	of	three	months.	
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By	breaking	 the	assessment	of	how	your	business	 is	performing	
into	 these	 8	 keys	 you	 can	 easily	 break	 each	 of	 these	 down	 into	
achievable	projects	with	your	team	with	a	measurable	outcome.	

Much	 like	 renovating	 a	 house	 for	 a	 bump	 in	 its	 value	 you	 can	
renovate	your	business	to	build	equity.	
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Prevention	Is	Better	Than	Cure	

To	grow	a	valuable	business	–	one	you	can	sell	–	you	need	to	set	
up	your	company	so	that	it	is	no	longer	reliant	on	you.		

This	 can	 be	 easier	 said	 than	 done,	 especially	 when,	 like	 a	 PR	
consultant	or	plumber,	what	you	are	selling	is	your	expertise.		

To	scale	up	a	knowledge-based	business,	you	 first	have	to	 figure	
out	how	to	 impart	your	knowledge	to	your	employees,	so	that	 they	
can	deliver	the	goods.	However	it	can	be	difficult	to	condense	years	
of	 school	 and	 on-the-job	 learning	 into	 a	 few	 weeks	 of	 employee	
training.	 The	more	 specialised	 your	 knowledge,	 the	 harder	 it	 is	 to	
hand	over	work	to	juniors.	

The	 key	 to	 scaling	 up	 a	 service	 business	 can	 often	 be	 found	 by	
offering	the	service	that	prevents	customers	from	having	to	call	you	
in	the	first	place.	You	have	to	shift	from	selling	the	cure	to	selling	the	
prevention.	

Fixing	what	 is	broken	 is	 typically	a	hard	 task	 to	 teach;	however,	
preventing	things	from	breaking	in	the	first	place	can	be	a	far	easier	
task	to	train	others	to	do.	

For	example,	 it	takes	years	for	a	dentist	to	acquire	the	education	
and	 experience	 to	 successfully	 complete	 a	 root	 canal,	 but	 it’s	
relatively	easy	to	train	a	hygienist	to	perform	a	regularly	scheduled	
cleaning.		
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It’s	 almost	 effortless	 for	 an	 estate	 agency	 manager	 to	 hire	
someone	to	clean	the	gutters	once	a	month,	but	repairing	the	flooded	
basement	caused	by	the	clogged	gutters	can	be	quite	complex.	

For	a	master	car	mechanic,	overhauling	an	engine	that	has	seized	
up	takes	years	of	 training,	but	preventing	 the	problem	by	regularly	
changing	a	customer’s	oil	is	something	a	high	school	student	can	be	
taught	to	do.		

For	an	IT	services	company,	restoring	a	customer’s	network	after	
a	 virus	 has	 invaded	 often	 takes	 the	 know-how	 of	 the	 boss,	 but	
preventing	the	virus	by	installing	and	monitoring	the	latest	software	
patches	is	something	a	junior	can	easily	be	trained	to	do.	

When	you’re	selling	your	expertise,	it	can	be	tough	to	hire	a	team	
to	do	the	work	for	you.	As	ironic	as	it	sounds,	sometimes	the	key	to	
getting	out	of	doing	the	work	is	to	offer	a	preventive	service,	which	
not	 only	 maintains	 your	 business	 income,	 but	 also	 eliminates	 the	
need	for	someone	to	call	you	in	the	first	place.	
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Growth	vs.	Value:	Not	All	Sales	Are	
Created	Equally	

When	 you	 look	 ahead	 in	 your	 business,	 will	 your	 growth	 come	
from	 selling	 more	 to	 your	 existing	 customers	 or	 finding	 new	
customers	for	your	existing	products	and	services?		

The	 answer	 may	 have	 a	 profound	 impact	 on	 the	 value	 of	 your	
business.		

Take	 a	 look	 at	 the	 research	 coming	 from	 a	 recent	 analysis	 of	
owners	 who	 completed	 their	 Value	 Builder	 Assessment	 Score.	 We	
looked	 at	 over	 10,000	 businesses	 and	 found	 that	 the	 average	
company	that	had	received	an	overture	from	an	acquirer	was	offered	
3.7	times	their	pre-tax	profit.	 	When	we	isolated	just	the	businesses	
that	 had	 a	 historical	 growth	 rate	 of	 20	 per	 cent	 or	 greater,	 the	
multiple	 offered	 improved	 to	 4.3	 times	 pre-tax	 profit,	 or	 about	 20	
per	cent	more	than	their	slower	growth	counterparts.		

However,	 the	 real	bump	 in	multiple	 came	when	we	 isolated	 just	
those	companies	that	claim	to	have	a	unique	product	or	service	 for	
which	 they	have	 a	 virtual	monopoly.	 The	niche	 companies	 enjoyed	
average	 offers	 of	 5.4	 times	 pre-tax	 profit,	 or	 roughly	 50	 per	 cent	
more	 than	 the	average	companies,	and	 fully	20	per	cent	more	 than	
the	fastest	growth	companies.	
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Nurture	your	niche	

Chasing	“bad”	 turnover	by	offering	a	wide	array	of	products	and	
services	 is	 common	 among	 growth	 companies.	 The	 easiest	 way	 to	
grow	value	is	to	sell	more	things	to	your	existing	customers,	so	you	
just	 keep	 adding	 adjacent	 product	 and	 service	 lines.	 But	 when	 a	
strategic	 acquirer	 buys	 your	 business,	 they	 are	 buying	 something	
they	cannot	easily	replicate	on	their	own.	

A	 large	 company	 will	 place	 less	 value	 on	 the	 turnover	 derived	
from	 products	 and	 services	 that	 you	 have	 in	 common.	 They	 will	
argue	that	their	economies	of	scale	put	them	in	a	better	position	to	
sell	the	things	that	you	both	offer	today.		

Likewise,	they	will	pay	the	largest	premium	to	get	access	to	a	new	
product	 or	 service	 they	 can	 sell	 to	 their	 customers.	 Big,	 mature	
companies	 have	 customers	 and	 systems,	 but	 they	 sometimes	 lack	
innovation;	 and	many	 choose	 a	 strategy	 of	 acquisition	 as	 a	way	 to	
buy	their	innovation.		

Focusing	on	your	niche	is	one	of	many	areas	where	the	long-term	
value	of	your	business	is	at	odds	with	short-term	profit.	For	example,	
if	 you	wanted	 to	maximise	your	 short-term	profit,	 you	might	avoid	
investing	 in	 new	 technology	 or	 hiring	 a	 head	 of	 sales,	 arguing	 that	
both	investments	would	hinder	short-term	profit.	The	truly	valuable	
company	 finds	 a	 way	 to	 deliver	 profit	 in	 the	 short	 term	 while	
simultaneously	focusing	their	strategy	on	what	drives	up	the	value	of	
the	business.			
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Find	Out	Your	Value	Builder	Score	for	FREE	

As	an	owner	of	this	book	you	are	entitled	to	access	to	The	Value	
Builder	 assessment	 tool,	 customised	 report,	 online	 training	 and	
resources.	

If	you	are	curious	about	how	valuable	your	company	is	and	what	
you	would	need	to	tweak	to	sell	it	when	you’re	ready,	then	find	out	
your	score	before	reading	the	book.		Then	do	the	score	again	to	track	
your	 progress	 as	 you	 work	 through	 and	 implement	 the	 tips	 and	
strategies	from	the	book.	

Then	 it’s	 time	 to	 get	 your	 Value	 Builder	 Score	 via	 the	
questionnaire	 on	 our	website.	 It	 takes	 about	 thirteen	minutes	 and	
produces	your	score	and	a	23	page	report	tailored	to	your	business.	

You	can	complete	the	questionnaire	here:	
http://www.businessgrowthleaders.com/ValueBuilderBookk/	
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PART	THREE:		
UNLOCKING	YOUR	
BUSINESS	VALUE	
The	 journey	of	a	 thousand	miles	begins	with	

one	step.	

-Lao	Tzu	
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10	Things	That	Make	Your	Business	More	
Valuable	Than	That	of	Your	Industry	Peers	

The	value	of	your	company	is	partly	determined	by	your	industry.	
For	example,	cloud-based	software	companies	are	generally	worth	a	
lot	more	than	printing	companies	these	days.		

However,	when	we	 analyse	businesses	 in	 the	 same	 industry,	we	
still	 see	major	 variations	 in	 valuation.	 So	we	 dug	 through	 the	 data	
available	 to	us	 from	our	partners	 at	The	Value	Builder	 System	and	
we	found	10	things	that	will	make	your	company	more	valuable	than	
its	industry	peer	group.		

1.	Recurring	Revenue	

The	 more	 turnover	 you	 have	 from	 automatically	 recurring	
contracts	or	subscriptions,	 the	more	valuable	your	business	will	be	
to	a	buyer.	Even	if	subscriptions	are	not	the	norm	in	your	industry,	if	
you	 can	 find	 some	 form	 of	 recurring	 turnover	 it	 will	 make	 your	
company	much	more	valuable	than	those	of	your	competitors.	

2.	Something	Different	

Buyers	buy	what	they	cannot	easily	replicate	on	their	own,	which	
means	 companies	with	 a	 unique	product	 or	 service	 that	 is	 difficult	
for	a	competitor	to	knock	off	are	more	valuable	than	a	company	that	
sells	the	same	commodity	as	everyone	else	in	their	industry.	
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3.	Growth	

Acquirers	 looking	 to	 fuel	 their	 top	 line	 turnover	growth	 through	
acquisition	 will	 pay	 a	 premium	 for	 your	 business	 if	 it	 is	 growing	
much	faster	than	your	industry	overall.		

4.	Sexiness	

Tired	 old	 companies	 often	 try	 to	 buy	 sex	 appeal	 through	 the	
acquisition	of	a	trendy	young	company	in	their	industry.	 	 If	you	are	
the	 darling	 of	 your	 industry	 trade	media,	 expect	 to	 get	 a	 premium	
acquisition	offer.				

5.	Location	

If	 you	have	a	great	 location	with	natural	physical	 characteristics	
that	are	difficult	to	replicate	(imagine	an	oceanfront	restaurant	on	a	
strip	of	 beach	where	 the	 city	has	 stopped	granting	new	 licences	 to	
operate),	 you’ll	 have	 buyers	 who	 understand	 your	 industry	
interested	in	your	location	as	well	as	your	business.		

6.	Diversity	

Acquirers	pay	a	premium	for	businesses	that	naturally	hedge	the	
loss	of	a	single	customer.	Ensure	no	customer	amounts	to	more	than	
10	 percent	 of	 your	 turnover	 and	 your	 company	 will	 be	 more	
valuable	than	an	industry	peer	with	just	a	few	big	customers.	
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7.	Predictability	

If	you’ve	mastered	a	way	to	win	customers	and	documented	your	
sales	 funnel	with	 a	 predictable	 set	 of	 conversion	 rates,	 your	 secret	
customer-acquiring	formula	will	make	your	business	more	valuable	
to	an	acquirer	than	an	industry	peer	who	doesn’t	have	a	clue	where	
their	next	customer	will	come	from.	

8.	Clean	Books	

Companies	 that	 invest	 in	audited	statements	have	 financials	 that	
are	 generally	 viewed	 by	 acquirers	 as	 more	 trustworthy	 and	
therefore	 worth	 more.	 You	may	 want	 to	 get	 your	 books	 reviewed	
professionally	each	year	even	if	audited	statements	are	not	the	norm	
in	your	industry.	

9.	An	Off-Sider	

Companies	with	a	second-in-command	who	has	agreed	to	stay	on	
post	sale	are	more	valuable	than	businesses	where	all	the	power	and	
knowledge	are	in	the	hands	of	the	owner.	

10.	Happy	Customers	

Being	 able	 to	 objectively	 demonstrate	 that	 your	 customers	 are	
happy	 and	 intend	 to	 re-purchase	 in	 the	 future	 will	 make	 your	
business	more	valuable	 than	an	 industry	peer	 that	does	not	have	a	
means	of	tracking	customer	satisfaction.	

Like	a	rising	tide	that	lifts	all	boats,	your	industry	typically	defines	
a	range	of	multiples	within	which	your	business	is	 likely	to	sell	 for;	
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but	 whether	 you	 fall	 at	 the	 bottom	 or	 the	 top	 of	 the	 range	 comes	
down	 to	 factors	 that	 have	 nothing	 to	 do	 with	 what	 you	 do,	 but	
instead,	how	you	do	it.	
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Do	You	Have	A	Billion	Dollars	Hiding	
Inside	Your	Business?	

Asking	 customers	 to	 pay	 to	 join	 a	 special	 group	 of	 your	 best	
patrons	can	increase	your	revenue,	encourage	customers	to	buy	new	
product	and	services	from	you,	and	provide	a	healthy	boost	to	your	
cash	flow.	Just	ask	Jeff	Bezos,	the	founder	of	U.S.-based	Amazon.com	
and	the	chief	architect	behind	Amazon	Prime.	In	exchange	for	$79	a	
year,	Amazon	Prime	customers	get:	

• Free	two-day	shipping	on	millions	of	items	
• Unlimited	streaming	videos	and	TV	shows	
• 350,000	books	to	borrow	for	free.	

It’s	a	compelling	offer,	which	is	why,	according	to	TIME	Magazine,	
more	than	10	million	people	have	signed	up.	If	you	do	the	math,	that	
makes	Prime	close	to	a	billion-dollar	business	for	Amazon.	And	like	
most	programs,	members	pay	upfront,	giving	Amazon	a	big	injection	
of	positive	cash	flow.	

But	 what	 is	 even	 more	 interesting	 is	 what	 being	 a	 member	 of	
Prime	 does	 to	 the	 buying	 behaviour	 of	 the	 average	 Amazon	
customer.	Prime	customers	pay	their	$79	upfront	and	therefore	are	
eager	to	 ‘get	their	money	back’	by	purchasing	a	bigger	and	broader	
array	 of	 products	 from	 Amazon.	 With	 free	 shipping	 and	 a	 $79	
investment	 to	 recover,	 Prime	 customers	 go	 well	 beyond	 buying	
books	 from	 Amazon	 and	 now	 get	 everything	 from	 tires	 to	
turtlenecks	from	the	e-tailer.	According	to	TIME,	the	average	Prime	
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customer	now	spends	$1,224	per	year	with	Amazon	vs.	the	average	
non-Prime	 customer	who	 spends	 just	 $505.	 In	 other	words,	 Prime	
customers	 spend	 almost	 three	 times	 more	 per	 year	 than	 non-
members.		

Most	 businesses	 have	 some	 sort	 of	 loyalty	 program	 (buy	 nine	
sandwiches	and	the	tenth	is	on	us	or	get	five	hairs	cuts	and	the	sixth	
is	 free).	 The	 difference	 with	 Amazon	 Prime	 is	 they	 are	 charging	
customers	 to	 sign	 up	 for	 their	 special	 club	 and	 the	 fact	 that	
customers	 pay	 to	 join	 changes	 their	 buying	 behaviour	 to	 want	 to	
recover	their	membership	fee.			

Amazon	 did	 not	 invent	 the	 pay-to-join-our-club	 business	model.	
Private	members	clubs	have	been	doing	it	for	years.	To	join	an	elite	
golf	 club,	 you	 pay	 an	 initiation	 fee	 of	 tens	 of	 thousands	 of	 dollars,	
which	 then	 acts	 as	 a	 barrier	 to	 ever	 leaving.	 But	 as	 with	 Amazon	
Prime	 customers,	 becoming	 a	 member	 also	 changes	 a	 member’s	
buying	 behaviour	 regarding	 other	 items.	 When	 compared	 to	
someone	shooting	18	holes	at	a	public	course,	the	average	golf	club	
member	is	much	more	likely	to	buy	balls	from	the	shop,	lessons	from	
the	pro,	and	dinner	from	the	dining	room.	

Now	I	know	as	Australians	we	think	this	is	a	US	style	of	business	
but	 watch	 out	 Amazon	 is	 expanding	 into	 Australia	 with	 a	 local	
warehouse	 and	 team	 and	 it	 will	 be	 interesting	 to	 see	 if	 Amazon	
Prime	plays	out	here.		

Look	 at	 the	 spending	 patterns	 of	 people	who	 pay	 a	 premium	 to	
join	 a	 credit	 card	 company’s	 loyalty	 program.	 Customers	 who	 pay	
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upfront	for	a	premium	card	charge	a	much	broader	and	deeper	set	of	
services	to	their	card	than	people	using	a	freebie	card.		

Getting	 your	 customers	 to	 pay	 to	 join	 your	 elite	 customer	 club	
requires	 that	 you	 design	 a	 compelling	 offer	 as	 Amazon	 Prime	 and	
other	successful	businesses	have	developed.	But	if	you	build	it	right,	
not	only	will	the	club	itself	turn	a	profit;	it	will	also	provide	a	quick	
boost	to	your	cash	flow	and	create	a	legion	of	sticky	customers	who	
buy	more	because	they	paid	to	become	a	member.	
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Will	Your	Business	Be	More	Valuable	This	
Time	Next	Year?		

For	many,	 New	 Years	 is	 a	 time	 of	 rebirth	 and	 resolutions.	 It’s	 a	
time	 to	 reflect	 on	 last	 year’s	 achievements	 and	 to	 set	 goals	 for	 the	
year	ahead.	

Some	people	will	set	personal	goals	like	losing	weight	or	quitting	
a	nasty	habit,	and	most	company	owners	will	set	business	goals	that	
focus	on	hitting	certain	revenue	or	profit	milestones.	But	if	your	goal	
is	to	own	a	more	valuable	business	in	the	coming	year,	you	may	want	
to	make	one	of	the	following	New	Year’s	resolutions:	

• Take	a	two-week	holiday	without	checking	in	with	the	office.	
When	 you	 return,	 you’ll	 see	 how	 well	 your	 company	
performed	and	where	you	need	to	make	a	key	hire	or	create	a	
new	 system.	 	 If	 you	 can’t	 do	 that	 then	 start	 with	 a	 4	 day	
weekend.	

• Write	 down	 at	 least	 one	 process	 per	month.	 You	 know	 you	
need	 to	 document	 your	 systems,	 but	 you	 may	 be	
overwhelmed	 by	 the	 task	 of	 taking	what’s	 inside	 your	 head	
and	putting	it	down	in	writing	for	others	to	follow.	Resolve	to	
document	 one	 system	 a	 month	 and	 by	 the	 end	 of	 the	 year	
you’ll	own	a	more	valuable	company.		For	a	faster	result	have	
each	of	your	team	do	the	same.	

• Offload	at	least	one	customer	relationship.	If	you’re	like	most	
business	 owners,	 you’re	 still	 your	 company’s	 best	
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salesperson,	 but	 this	 can	 be	 a	 liability	 in	 the	 eyes	 of	 an	
acquirer,	which	 is	why	you	 should	wean	your	 customers	off	
relying	 on	 you	 as	 their	 point	 person.	 By	 the	 time	 you	 sell,	
none	 of	 your	 key	 customers	 should	 think	 of	 you	 as	 their	
relationship	manager.	

• Cultivate	a	new	relationship	with	a	new	supplier.	Having	a	“go	
to”	group	of	suppliers	is	great,	but	an	over-reliance	on	one	or	
two	 suppliers	 can	 create	 a	 liability	 for	 your	 business.	 By	
spreading	some	of	your	business	to	other	suppliers,	you	keep	
your	 best	 suppliers	 hungry	 and	 you	 can	make	 a	 case	 to	 an	
acquirer	 that	 you	 have	 other	 sources	 of	 supply	 for	 your	
critical	inputs.	

• Create	 a	 recurring	 revenue	 stream.	 Valuable	 companies	 can	
look	 into	 the	 future	and	see	where	 their	 revenue	 is	going	 to	
come	from.	Recurring	revenue	models	can	vary	from	charging	
customers	 a	 small	 amount	 for	 a	 special	 level	 of	 service	 to	
offering	a	warranty	or	service	contract.	

• Find	your	lease	(and	any	other	key	contracts).	When	it	comes	
time	to	sell	your	company,	a	buyer	will	want	to	see	your	lease	
and	 understand	 your	 obligations	 to	 your	 landlord.	 Having	
your	lease	handy	can	save	time	and	avoid	any	nasty	surprises	
at	the	eleventh	hour	in	the	process	of	selling	your	company.	

• Check	your	contracts	and	make	sure	 they	would	survive	 the	
change	 of	 ownership	 of	 your	 company.	 If	 not,	 talk	 to	 your	
lawyer	about	adding	a	line	to	your	agreements	that	states	the	
obligations	of	the	contract	“surviving”	in	the	event	of	a	change	
of	ownership	of	your	company.	

• Start	 tracking	 your	 Net	 Promoter	 Score	 (NPS).	 The	 NPS	
methodology	 is	 the	 best	 predictor	 that	 your	 customers	 will	
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re-purchase	 from	 you	 and/or	 refer	 you,	 which	 are	 two	 key	
indicators	of	a	healthy	and	successful	company.	It’s	also	why	
many	 strategic	 acquirers	 and	 private	 equity	 companies	 use	
NPS	 as	 a	 way	 to	 measure	 the	 health	 of	 their	 acquisition	
targets	during	due	diligence.		

• Get	your	Value	Builder	Score.	All	goals	start	with	a	benchmark	
of	 where	 you’re	 at	 today,	 and	 by	 understanding	 your	
company’s	 Value	Builde	 Score,	 you	 can	 pinpoint	 how	you’re	
doing	 now	 and	 which	 areas	 of	 your	 business	 are	 dragging	
down	your	company’s	value.		

A	 lot	 of	business	owners	will	 set	New	Year’s	 resolutions	 around	
their	revenue	or	profits	for	the	year	ahead,	but	those	goals	are	blunt	
instruments.	Instead	of	just	building	a	bigger	company,	also	consider	
making	this	the	year	you	build	a	more	valuable	one.	
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The	6	Little	Things	That	Make	A	Big	
Difference	To	The	Value	Of	Your	Company	

There	 are	 so	many	 parallels	 successful	 sports	 people	 have	with	
business	owners.	I	thought	it	would	be	interesting	to	reflect	back	on	
some	 of	 the	 big	 events	 of	 the	 2010	 Winter	 Olympic	 Games	 in	
Vancouver,	Canada	and	draw	some	comparisons.		

In	the	Men’s	Downhill	race	at	Whistler,	 for	example,	the	winning	
time	 of	 1:54:31	 was	 posted	 by	 Didier	 Défago	 of	 Switzerland.	 The	
time	among	medallists	was	the	closest	in	Olympic	history,	and	while	
Mario	Scheiber	of	Austria	posted	a	time	of	1:54:52	–	just	two	tenths	
of	 a	 second	 slower	 than	Défago	 –	 he	 finished	 out	 of	 the	medals	 in	
fourth	place.		

In	 ski	 racing,	 one	 fifth	 of	 a	 second	 can	 be	 lost	 in	 the	 tiniest	 of	
miscalculations.	 	 And	 when	 it	 comes	 to	 selling	 your	 business,	
markets	can	be	equally	cruel.,	there	is	no	prize	for	second	place.	Get	
everything	 right,	 and	 you	 can	 successfully	 sell	 your	 business	 for	 a	
premium.	Misjudge	a	couple	of	minor	details	and	a	buyer	can	walk,	
leaving	you	with	nothing.	

Here	 is	 a	 list	of	 six	 little	details	 to	get	 right	before	you	put	your	
business	on	the	market:	

1. Find	your	 lease.	 If	 you	 rent	 space,	 you	may	 be	 required	 to	
notify	your	landlord	if	you	intend	to	sell	your	company.	Read	
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through	the	fine	print	and	ensure	you’re	not	scrambling	at	the	
last	minute	to	seek	permission	from	your	landlord	to	sell.	

2. Professionalise	 your	 books.	 Consider	 having	 audited	
financial	 statements	 prepared	 to	 give	 a	 buyer	 confidence	 in	
your	bookkeeping.	

3. Stop	 using	 your	 company	 as	 an	 ATM.	 	 	 Many	 business	
owners	run	trips	and	other	perks	through	their	business,	but	
if	you’re	planning	to	sell,	 these	treats	will	artificially	depress	
your	earnings,	which	will	 reduce	 the	value	of	your	company	
in	 the	 eyes	 of	 a	 buyer	 by	much	more	 than	 the	 value	 of	 the	
perks.	

4. Protect	your	gross	margin.	Oftentimes,	when	 leading	up	to	
being	 listed	for	sale,	companies	grow	by	chasing	 low-margin	
business.	 You	 tell	 yourself	 you	 need	 top-line	 growth,	 but	
when	an	acquirer	sees	your	growth	has	come	at	the	expense	
of	your	gross	margin,	she	will	question	your	pricing	authority	
and	 assume	 your	 journey	 to	 the	 bottom	 of	 the	
commoditisation	heap	has	begun.	

5. Check	your	contracts.	If	you’re	lucky	enough	to	have	formal	
contracts	 with	 your	 customers,	 make	 sure	 your	 customer	
contracts	 include	 a	 “survivor	 clause”	 stipulating	 that	 the	
obligations	of	the	contract	“survive”	the	change	of	ownership	
of	your	company.	That	way,	your	customers	can’t	use	the	sale	
of	your	company	to	wiggle	out	of	their	commitments	to	your	
business.	Have	a	 lawyer	paper	 the	 language	 to	ensure	 it	has	
teeth	in	your	jurisdiction.	

6. Get	your	Value	Builder	Score.	 Take	 13	minutes	 to	 answer	
the	 Value	 Builder	 questionnaire	 now.	 You’ll	 see	 how	 you	
performed	on	the	eight	key	drivers	of	business	value	and	you	
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can	 identify	 any	 gaps	 you	 need	 to	 fill	 before	 taking	 your	
business	to	market.		

Like	competing	 in	 the	Olympics,	 selling	a	business	can	be	an	all-
or-nothing	 affair.	 Get	 it	 right	 and	 you	 will	 walk	 away	 a	 winner.	
Fumble	your	preparation,	and	you	could	end	up	out	of	the	medals.	

	



How	Valuable	Is	Your	Business?	

	 49	

	

Do	You	Know	Your	CUF:CAC	Ratio?	

The	most	powerful	metrics	in	any	business	are	ratios	that	express	
your	performance	on	metric	A	as	it	relates	to	metric	B.	For	example,	
knowing	what	your	 sales	were	last	year	 is	 interesting;	but	knowing	
what	 your	 sales	 per	 employee	 was	 will	 give	 you	 a	 sense	 of	 how	
efficient	your	business	is	at	leveraging	your	investment	in	people.		

If	you’re	a	retailer,	knowing	what	your	sales	were	last	year	is	far	
less	useful	 than	knowing	what	your	sales	per	square	metre	were,	as	
this	 measures	 your	 effectiveness	 at	 leveraging	 your	 investment	 in	
retail	space.	

One	of	the	most	important	ratios	to	keep	an	eye	on	is	your	ratio	of	
CUF:CAC.	 CUF	 stands	 for	 Cash	 Up	 Front,	 and	 it	 is	 the	 amount	 of	
money	you	get	from	a	customer	when	they	decide	to	buy.	CAC	stands	
for	 Customer	 Acquisition	 Cost,	 and	 it	 is	 the	 amount	 of	money	 you	
need	to	invest	in	sales	and	marketing	to	win	a	new	customer.		

Improving	your	CUF:CAC	ratio	can	ensure	that	you	have	the	cash	
to	 grow	 your	 business	 without	 having	 to	 rely	 heavily	 on	 outside	
sources	of	capital.		

HubSpot	

To	understand	the	CUF:CAC	ratio,	let’s	first	look	at	HubSpot.com.	
HubSpot	 is	 a	 software	 business	 that	 provides	 a	 platform	 for	
businesses	 to	 manage	 all	 of	 their	 marketing.	 HubSpot	 allows	
businesses	 to	 build	 a	 website,	 set	 up	 a	 blog,	 manage	 their	 social	
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media	accounts,	create	email	marketing	campaigns,	and	analyse	it	all	
through	a	single	dashboard.	It’s	an	all-in-one	marketing	platform	for	
businesses,	 and	HubSpot’s	 typical	 customer	 is	 a	 small	 to	mid-sized	
company	 that	 needs	 to	 present	 a	 professional	 online	 image	 but	
doesn’t	have	the	necessary	internal	resources	or	the	budget	to	hire	a	
team	of	designers.	

According	to	an	article2	in	Forbes,	HubSpot	invested	an	average	of	
$7,470	(all	dollar	figures	converted	from	USD	to	AUSD)	to	win	a	new	
customer	in	Q2	2012.	Their	average	customer	paid	$635	per	month	
for	 access	 to	 the	 software,	 so	 if	HubSpot	 had	 charged	 its	 customer	
just	 the	monthly	 subscription	 fee,	 their	 CUF:CAC	 ratio	 would	 have	
been	an	abysmal	.084:1.		

But	obviously	HubSpot	is	in	the	subscription	business,	so	they	get	
$635	per	month,	and	their	average	customer	stays	with	HubSpot	for	
more	than	three	years,	so	they	clearly	recover	the	cost	of	acquisition	
over	 the	 lifetime	 of	 the	 customer.	 However,	 if	 they	 hadn’t	 had	 a	
strategy	to	improve	their	initial	CUF:CAC,	they	would	have	required	
a	boatload	of	money	from	outside	investors.		

	

To	improve	their	CUF:CAC,	HubSpot	sells	an	“Inbound	Marketing	
Success	 Training”	 package	 and	 charges	 new	 customers	 $2,200	 to	
recover	some	of	the	costs	of	getting	them	set	up.	By	charging	$2,200	

																																																								

2 	http://www.forbes.com/sites/jjcolao/2012/09/13/a-dangerous-seduction-revisited-in-defense-
of-the-lifetime-value-ltv-formula/	
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upfront	 for	 the	 training	 package,	 their	 CUF:CAC	 ratio	 goes	 up	 to	 a	
much	more	respectable	.37:1.		

Forrester	Research	

To	understand	a	company	with	an	excellent	CUF:CAC	ratio,	take	a	
look	 at	 Cambridge,	 Massachusetts-based	 Forrester	 Research.	
Forrester’s	 primary	 business	 is	 selling	 syndicated	market	 research	
on	a	subscription	basis	to	billion-dollar	companies.	Founded	in	1983,	
today	Forrester	generates	 roughly	$330	million	dollars	 in	 turnover	
from	2,451	customers,	including	38	percent	of	the	Fortune	1000.		

Their	 core	product	 is	 called	 “RoleView,”	and	 for	around	$33,000	
per	 year,	 Chief	 Information	 Officers	 (CIOs)	 and	 Chief	 Marketing	
Officers	(CMOs)	can	get	research	insights	delivered	to	them	based	on	
their	 functional	 role	 within	 their	 company.	 Each	 RoleView	
subscription	 typically	 includes	access	 to	research,	membership	 in	a	
Forrester	 leadership	board	where	peers	discuss	issues	they	have	in	
common,	 phone	 and	 email	 access	 to	 the	 analysts	who	 perform	 the	
research,	 unlimited	 participation	 in	 Forrester	 Webinars,	 and	 the	
right	to	attend	one	live	event.	

Unlike	 HubSpot	 that	 primarily	 charges	 by	 the	 month,	 Forrester	
RoleView	 subscriptions	 are	 mostly	 charged	 annually,	 upfront.	
Subscribers	get	an	entire	year’s	worth	of	their	customer’s	money	in	
advance,	giving	them	a	positive	CUF:CAC	ratio.	George	F.	Colony,	CEO	
and	Chairman	of	Forrester,	revealed	the	benefit	of	charging	upfront	
for	 subscriptions	 in	 his	 letter	 to	 shareholders	 in	 early	 2013.	 He	
concluded:	 “Forrester’s	business	model	yields	healthy	 levels	of	 free	
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cash	flow.	We	typically	carry	between	55	and	110	million	dollars	in	
cash.”		

Your	CUF:CAC	 ratio	 is	 all	 about	 improving	 the	 cash	 flow	 in	your	
business,	which	is	one	of	the	eight	key	drivers	of	business	value.	
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Have	You	Fallen	Into	The	Mile	Wide	
Trap?	

If	 your	 company’s	 turnover	 has	 stalled	 after	 a	 period	 of	 rapid	
growth,	you	may	have	fallen	into	The	Mile	Wide	Trap.	

Consider	 the	case	of	Kim	(not	her	 real	name)	who	runs	a	public	
relations	firm.	Kim	studied	marketing	at	school	and	went	on	to	work	
for	 a	 big	 advertising	 agency	 where	 she	 spent	 ten	 years	 learning	 a	
variety	of	marketing	disciplines,	from	public	relations	to	advertising	
to	direct	marketing	and	social	media.		

Then	Kim	decided	to	leave	her	job	to	start	a	public	relations	firm.	
Given	her	depth	of	 experience	and	 connections,	 she	quickly	 landed	
tractor	 giant	 John	Deere	 as	 a	 client	 and	was	 asked	 to	 handle	 their	
regional	 dealer	 events.	 She	 hired	 some	 helpers	 and	 her	 start-up	
agency	 quickly	 began	 to	 grow.	Kim	did	 a	 great	 job	with	 the	 dealer	
events,	 so	 John	 Deere	 asked	 her	 to	 handle	 their	 annual	 sales	
conference.	Again	she	delivered	with	style	and	creativity.		

Impressed	by	Kim’s	innovative	approach	to	the	event,	John	Deere	
asked	her	 to	handle	 some	of	 the	 creative	 for	 their	next	 advertising	
campaign.	 	Kim	had	started	her	company	to	do	PR,	not	advertising,	
but	John	Deere	was	a	great	client	so	she	agreed	to	help	out	with	the	
ads.		

Then	John	Deere	asked	her	to	take	a	 look	at	their	website.	Kim’s	
new	 employees	 had	 no	 experience	 with	 web	 design,	 but	 Kim	 had	
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done	 some	 website	 jobs	 back	 at	 the	 ad	 agency.	 Not	 wanting	 to	
disappoint	 John	 Deere,	 Kim	 started	 to	 personally	 handle	 projects	
that	her	employees	didn’t	have	the	ability	to	execute.	

Kim	didn’t	worry	about	new	business	development	 for	own	firm	
because	the	more	John	Deere	asked	Kim	to	do,	the	busier	–	and	more	
profitable	–	her	firm	became.		

Then	 one	 day	 Kim	 looked	 at	 her	 monthly	 P&L	 statement	 and	
realised	that,	for	the	first	time,	their	sales	were	flat	on	a	month-over-
month	basis.	The	next	month	it	happened	again	and	then	again.	Kim	
had	run	out	of	hours	in	the	day	to	sell	–	she	had	inadvertently	fallen	
into	The	Mile	Wide	Trap.	

The	Mile	Wide	Trap	

The	Mile	Wide	Trap	ensnares	you	when	you	do	an	excellent	 job	
serving	 a	 small	 number	 of	 great	 customers	 and	 they	 ask	 you	 to	
handle	 more	 of	 their	 work.	 You	 keep	 delivering,	 and	 they	 keep	
broadening	the	list	of	products	and	services	they	want	you	to	supply.		

Your	company	is	wildly	profitable	serving	the	expanding	needs	of	
this	 small	 list	 of	 “great	 customers”	 so	 you	 keep	 falling	 deeper	 and	
deeper	into	the	trap.		

Pretty	soon,	you’re	an	inch	deep	and	a	mile	wide	in	offerings	and	
the	 only	 person	 in	 your	 company	 with	 the	 depth	 of	 industry	
experience	 to	 deliver	 all	 of	 the	 services	 is	 you.	 But	 you’re	 trapped	
because	your	expenses	have	crept	up	as	your	revenue	has	exploded	
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–	 leaving	you	dependent	on	the	sales	you	get	from	a	small	group	of	
demanding	customers.	

With	no	more	hours	in	the	day,	your	company	stalls	and	you	run	
on	a	hamster	wheel	just	trying	to	keep	what	you’ve	got.		

The	Solution:	Sell	less	stuff	to	more	people.	

Instead	of	selling	more	things	to	a	few	customers,	concentrate	on	
selling	a	few	things	to	a	lot	of	customers.		

Nashville-based	 Ethos3	 is	 a	 successful	 design	 firm	 that	 has	
avoided	 The	 Mile	Wide	 Trap.	 Most	 design	 firms	 are	 founded	 by	 a	
designer	 who	 gets	 himself	 in	 trouble	 by	 offering	 a	 broad	 range	 of	
design	 services	 (brochures,	 websites,	 signage,	 advertising)	 to	 a	
handful	of	clients.	But	founder	Scott	Schwertly	knew	that	in	order	to	
scale	 up	 beyond	 himself,	 he	 needed	 his	 employees	 to	 execute	 the	
work,	and	therefore	he	decided	to	focus	on	one	very	small	corner	of	
the	design	business:	PowerPoint	presentations.		

Schwertly’s	 focus	 on	 PowerPoint	 has	 allowed	 him	 to	 train	 his	
employees	 to	 follow	 his	 system	 for	 designing	 presentations.	
Everything	 is	 standardised	 –	 from	 the	 proposal	 to	 project	
management	to	the	final	invoice	–	so	employees	can	follow	a	system	
that	 doesn’t	 require	 Schwertly.	 Ethos3	 has	 scaled	 up	 nicely	 and	
counts	Australia’s	 Ipermedia,	 Ideaseed	and	Queensland	Rail	 among	
its	300+	customers.	

Another	 example:	 Flikli.com	 is	 a	 video	 production	 studio,	 but	
instead	 of	 making	 videos	 of	 all	 kinds,	 they’ve	 decided	 to	 focus	
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exclusively	on	two-minute	animated	“explainer”	videos	that	explain	
a	company’s	value	proposition	simply	and	effectively.	Their	focus	on	
creating	 one	 specific	 type	 of	 product	 allows	 them	 to	 standardise	
their	 pricing	 and	 give	 employees	 a	 step-by-step	 guide	 to	 making	
great	explainer	videos.	Flikli	has	scaled	up	to	22	employees	and	their	
work	has	been	 featured	 in	everything	 from	Wired	Magazine	 to	The	
Washington	Post.	

You	can	 fall	 into	The	Mile	Wide	Trap	 innocently	enough:	you	do	
great	work	 and	 a	 customer	wants	more	 of	 you.	 But	 it’s	 a	 trap	 that	
will	eventually	choke	off	your	growth.	The	way	out	is	to	follow	Flikli	
and	Ethos3	and	focus	on	selling	less	stuff	to	more	people.		
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The	Curator:	How	To	Thrive	As	A	
Middleman	

Being	a	middleman	(or	woman)	has	become	risky	business.			

When	was	 the	 last	 time	 you	 used	 a	 travel	 agent?	 Agencies	 have	
largely	 become	 irrelevant	 given	 the	 rise	 of	 online	 travel	 booking	
companies.	

How	 about	 a	 record/CD	 store?	 iTunes	 and	 online	 music	
subscription	services	have	gotten	rid	of	the	middleman	between	you	
and	your	music.	

Think	back	 to	 the	 last	 time	you	 rented	 a	movie	 –	did	 you	get	 in	
your	car	to	visit	the	local	movie	rental	store?		

Travel	agents,	record/CD	stores	and	movie	rental	businesses	have	
all	 fallen	victim	to	 the	curse	of	 the	middleman.	 	When	all	you	do	 is	
move	 other	 people’s	 product,	 the	 only	 value	 you	 have	 is	 your	
location.	 	 But	 in	 a	 world	 where	 content	 can	 be	 streamed	 and	
containers	 can	 be	 shipped	 overnight,	 being	 the	 local	 guy	 or	 gal	 is	
becoming	 irrelevant.	 Even	 if	 you	 have	 a	 protected	 geographic	
territory,	 near	 perfect	 pricing	 information	 available	 to	 your	
customers	 through	 the	 Internet	 will	 eventually	 grind	 down	 your	
margins.		
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Dragging	down	your	value	

Not	 only	 do	 you	 risk	 losing	 sales	 and	 margin	 to	 online	
competitors;	 being	 a	 middleman	 drags	 down	 the	 value	 of	 your	
company.			

We	have	access	to	a	tool	that	measures	your	business	along	eight	
dimensions	that	drive	the	value	of	your	business.	One	factor	is	called	
The	Switzerland	Structure,	which	measures	your	reliance	on	any	one	
customer,	employee	or	supplier.		

If	 you’re	 reliant	 on	 a	 single	 supplier	 to	 provide	 the	 goods	 you	
resell,	 you	 could	 be	 in	 trouble.	 Having	one	or	two	 suppliers	means	
you	 could	 be	 at	 risk	 of	 an	 industry	 change	 (like	 the	 one	 that	 hit	
record	stores	a	few	years	ago)	or	at	risk	of	your	supplier	choosing	to	
build	his	own	sales	force	and	start	competing	directly	with	you.	

Henry	Schein:	a	valuable	middleman	

If	 you’re	 a	 middleman,	 the	 solution	 is	 to	 rethink	 the	 value	 you	
provide	your	customers.	Instead	of	assuming	it	is	your	location	that	
counts,	 consider	 yourself	 a	 curator	 of	 great	 products	 for	 your	
customers.	Your	job	is	no	longer	to	be	the	local	guy	or	gal	but	to	be	
the	person	who	sifts	through	all	the	noise,	tests	and	evaluates	what’s	
available,	and	supplies	just	the	very	best	for	customers	who	value	–	
and	are	willing	to	pay	for	–	your	services	as	a	curator.	

Take,	for	example,	the	case	of	Henry	Schein,	Inc.,	a	FORTUNE	500	
company	and	a	member	of	the	NASDAQ	100	Index.	Henry	Schein	 is	
the	world's	 largest	provider	of	health	care	products	and	services	to	
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medical,	dental,	and	veterinary	office-based	practitioners	–	including	
in	 Australia.	 The	 company	 is	 one	 of	 Fortune	 Magazine's	 "World’s	
Most	 Admired	 Companies”	 and	 all	 it	 does	 is	 hawk	 other	 people’s	
stuff.		

The	difference	is	that	they	see	their	job	as	sifting	through	all	of	the	
suppliers	who	want	to	provide	products	to	dentists	(or	doctors,	vets,	
etc.)	 and	 picking	 only	 the	 very	 best	 to	 recommend	 to	 their	 clients.	
They	are	the	uber	gatekeepers.	

Dentists	would	prefer	 to	 spend	 their	 time	billing	patients	 rather	
than	 meeting	 with	 suppliers,	 so	 they	 value	 the	 role	 Henry	 Schein	
plays	in	helping	them	minimise	the	number	of	sales	people	they	need	
to	see.		

Dentists’	loyalty	to	Henry	Schein	means	that	if	a	supplier	wants	to	
sell	to	dentists,	they	need	to	go	through	Henry	Schein.	The	balance	of	
power	has	been	turned	on	its	head	because	customers	would	prefer	
to	buy	from	Henry	Schein	rather	than	directly	from	the	end	supplier.	
And	 that’s	 the	 acid	 test	 of	 any	middleman:	 given	 the	 choice,	would	
your	customers	rather	buy	from	you	or	go	direct?	
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Avoiding	The	Superstar	Sales	Rep	Trap	

For	 your	 business	 to	 be	 valuable	 –	 and	 saleable	 one	 day	 –	 you	
need	some	way	to	generate	sales	after	you’re	gone.	 	Many	business	
owners	 hire	 a	 superstar	 salesperson	 to	 replace	 themselves	 as	
rainmakers	but	that’s	a	trap.		

	By	 replacing	 yourself	 with	 a	 single	 salesperson,	 you’re	 simply	
trading	 a	 dependency	 on	 you	 to	 	 	 dependence	 on	 a	 sales	 rep,	 and	
your	 business	 will	 be	 no	 more	 valuable	 as	 a	 result.	 When	 we	
analysed	 the	 users	 of	 The	 Value	 Builder	 Score,	 we	 found	 that	
businesses	who	could	easily	replace	their	top	salesperson	are	more	
than	twice	as	 likely	to	get	an	offer	 to	buy	their	business	than	those	
companies	who	are	overly	reliant	on	a	single	salesperson.		

To	be	as	valuable	as	possible,	your	company	needs	a	sales	team	–	
not	 just	 a	 single	 salesperson.	But	how	do	you	build	 an	 entire	 sales	
team?	Wouldn’t	 it	 be	more	 prudent	 to	 hire	 a	 sales	 rep	 first?	 	 The	
answer	 is	no.	Hiring	a	single	sales	rep	will	only	keep	your	business	
reliant	 on	 one	 person.	 You	 need	 a	 team	 and	 the	 faster	 the	 better.	
Here	are	three	tips	for	building	a	sales	team	on	a	shoestring:	

	1.	Charge	up	front	

Sales	 reps	 are	 expensive	 to	 find	 and	 train,	 so	 in	 order	 to	 avoid	
running	 out	 of	 cash	 before	 they	 are	 fully	 ramped	 up,	 consider	
switching	your	customer	billing	cycle	to	charging	some	or	all	of	your	
bill	 up	 front.	 If	 you	 stagger	 your	 billing,	 you	 can	 simply	 ask	 for	 a	
larger	portion	of	your	payment	up	front.	If	half	your	customers	agree	



How	Valuable	Is	Your	Business?	

	 61	

	

to	the	larger	deposit,	you’ll	have	more	cash	to	build	your	sales	team	
and	more	time	for	them	to	train	up.		

	You	 might	 also	 consider	 switching	 to	 a	 subscription	 or	 service	
contract	model	as	most	people	are	used	to	paying	for	subscriptions	
up	 front.	 Try	 for	 an	 annual	 contract	 with	 an	 incentive	 for	 full	
payment	in	advance.	For	example,	 if	you	charged	$1,000	per	month	
for	a	maintenance	contract	but	offered	clients	a	$10,000/year	option	
provided	they	paid	up	front,	you	would	have	ten	thousand	dollars	in	
the	bank	for	each	contract	sold.	If	a	fully	ramped	up	sales	rep	is	able	
to	 sell	 ten	 service	 contracts	 a	 month,	 would	 it	 be	 reasonable	 to	
assume	a	new	rep	could	sell	three	per	month?	If	so,	a	new	rep	should	
be	 able	 to	 quickly	 get	 to	 the	 point	 where	 they	 are	 covering	 their	
monthly	cost	to	you.		

2.	Carve	territory	into	small	chunks	

Sales	territory	is	an	asset	of	your	company	and,	like	giving	candy	
to	 a	 baby,	 it	 is	 easy	 to	 offer	 and	 hard	 to	 take	 back.	 Carve	 up	 your	
market	 into	 sales	 territories	 that	 provide	 enough	 opportunity	 for	
each	 rep	 to	make	money.	 	 It’s	 okay	 to	 leave	 a	 territory	unfilled	 for	
years,	so	avoid	the	temptation	to	give	the	territory	to	another	rep,	as	
it	will	become	impossible	to	take	back	when	you’re	ready	to	fill	the	
position.	

3.	Hire	a	second	rep	as	quickly	as	possible	

If	 at	 all	 possible,	 start	 by	 hiring	 two	 sales	 people,	 not	 just	 one.	
Sales	 people	 thrive	 on	 competition,	 and	 in	 order	 to	 be	 a	 valuable	
company,	you	need	 to	be	able	 to	demonstrate	 to	a	buyer	 that	your	
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sales	 are	 driven	 by	 a	 sales	 team	 and	 not	 just	 a	 high	 performing	
salesperson.	If	you’re	charging	up	front	or	on	a	subscription	model,	
you	should	be	able	to	quickly	get	to	the	point	where	each	sales	rep	is	
at	least	covering	their	costs	to	you.	

	Replacing	 yourself,	 as	 your	 company’s	 rainmaker	 is	 the	 right	
strategy;	but	avoid	trading	a	dependency	on	you	to	dependence	on	a	
superstar	 sales	 rep.	 Instead,	 hire	 a	 sales	 team	 and	 watch	 your	
company	–	and	its	value	–	grow	exponentially.	
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Hierarchy	Of	Recurring	Revenue:		
How	To	Make	Your	Company	Irresistible	To	

Potential	Buyers	

One	 of	 the	 biggest	 factors	 in	 determining	 the	 value	 of	 your	
company	is	the	extent	to	which	an	acquirer	can	see	where	your	sales	
will	come	from	in	the	future.	If	you’re	in	a	business	that	starts	from	
scratch	each	month,	the	value	of	your	company	will	be	lower	than	if	
you	can	demonstrate	the	source	or	sources	of	your	future	revenue.		A	
recurring	revenue	stream	acts	like	a	powerful	pair	of	binoculars	for	
you	–	and	your	potential	acquirer	–	to	see	months	or	years	into	the	
future;	 creating	 an	 annuity	 stream	 is	 the	 best	 way	 to	 increase	 the	
desirability	and	value	of	your	company.			

The	surer	your	future	revenue	is,	the	higher	the	value	the	market	
will	 place	 on	 your	 business.	 Here	 is	 the	 hierarchy	 of	 recurring	
revenue	 presented	 from	 least	 to	 most	 valuable	 in	 the	 eyes	 of	 an	
acquirer.	

6.	Consumables	(e.g.	shampoo,	toothpaste)	

These	are	disposable	items	that	customers	purchase	regularly,	but	
they	have	no	particular	motivation	to	repurchase	from	one	seller	or	
to	be	brand	loyal.	
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5.	Sunk-money	consumables	(e.g.	razor	blades)		

This	 is	 where	 the	 customer	 first	 makes	 an	 investment	 in	 a	
platform.	 For	 example,	 once	 you	 buy	 a	 razor	 you	 have	 a	 vested	
interest	in	buying	compatible	blades.	

4.	Renewable	subscriptions	(e.g.	magazines)	

Typically,	 subscriptions	 are	 paid	 for	 in	 advance,	 creating	 a	
positive	cash-flow	cycle.	

3.	Sunk-money	renewable	subscriptions	(e.g.	the	Bloomberg	Terminal)	

Traders	 and	 money	 managers	 swear	 by	 their	 Bloomberg	
Terminal;	and	they	have	to	first	buy	or	lease	the	terminal	in	order	to	
subscribe	to	Bloomberg’s	financial	information.	

2.	Automatic-renewal	subscriptions	(e.g.	document	storage)	

When	 you	 store	 documents	 with	 Iron	 Mountain,	 you	 are	
automatically	 charged	a	 fee	each	month	as	 long	as	you	 continue	 to	
use	the	service.		

1.	Contracts	(e.g.	mobile	phones)	

As	 much	 as	 we	 may	 despise	 being	 tied	 to	 them,	
telecommunications	 companies	 have	mastered	 the	 art	 of	 recurring	
revenue.	Many	give	customers	free	phones	if	they	lock	into	a	two	or	
three-year	contract.	
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When	you	put	your	business	up	for	sale,	you’re	selling	the	future,	
not	just	the	present.	So	if	you	don’t	have	a	recurring	revenue	stream,	
consider	how	best	to	create	one,	given	your	type	of	business.	It	will	
increase	 the	 predictability	 of	 your	 revenue,	 the	 value	 of	 your	
business,	and	 the	 interest	of	potential	acquirers	as	 they	 look	 to	 the	
future.	
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Does	Your	Business	Have	Curb	Appeal?	

Let’s	 say	 you’re	 in	 the	market	 for	buying	 a	house	 and	you	go	 to	
view	 one	 that	 looks	 appealing	 in	 the	 ad.	 	 How	 does	 it	 look	 on	 the	
inside?	 The	 outside?	 How	 does	 it	 feel?	 What	 about	 the	 location?	
What	is	your	general	impression?	

Like	 your	 house,	 your	 business	 projects	 an	 image	 to	 potential	
buyers.	When	they	come	to	see	your	business	for	the	first	time,	your	
‘curb	appeal’	can	attract	a	buyer	to	your	business—or	cause	them	to	
walk	away	from	it.	

Do	you	need	to	improve	your	curb	appeal?		

Here's	a	three-step	plan:		

1.	Fix	Your	Leaky	Taps	

Perhaps,	 like	 many	 other	 business	 owners,	 you	 started	 your	
business	from	scratch	with	one	or	two	employees	and	now	you	have	
20	 people	 working	 for	 you.	 But	 do	 you	 have	 the	 appropriate	 HR	
infrastructure	in	place	for	that	size	of	a	company?		Perhaps	you	even	
take	pride	in	your	informal	management	style,	but	it	can	prove	to	be	
a	liability	when	it	comes	time	to	sell.	

Make	sure	your	human	resources	policies	are	at	least	as	stringent	
as	 those	 of	 the	 company	 you	 hope	 will	 buy	 your	 business.	 Some	
basics	to	have	in	place:	
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• A	 written	 policy	 making	 it	 clear	 you	 forbid	 any	 form	 of	
harassment	or	discrimination;	

• A	written	letter	of	employment	for	each	staff	member;	
• A	written	letter	description	of	your	bonus	system;	
• Written	policies	for	employee	expenses,	travel,	and	benefits	

2.	Assemble	Your	Binder	

When	 you	 go	 to	 buy	 a	 house,	 it	 will	 give	 you	 confidence	 if	 the	
owner	 has	 the	 instruction	manuals	 for	 the	 appliances,	 information	
on	where	they	were	purchased,	and	who	to	call	if	one	of	them	breaks	
down.	

Similarly,	 when	 a	 potential	 buyer	 looks	 at	 your	 company,	 he	
wants	 to	 see	 that	 you	 have	 all	 your	 ducks	 in	 a	 row.	 	 Documenting	
your	office	procedures,	core	processes,	and	other	intellectual	capital	
can	 help	 you	 attract	 more	 bidders	 and	 a	 higher	 price	 for	 your	
company,	 while	 also	 lowering	 the	 chance	 of	 the	 deal	 falling	 apart	
during	diligence.		

If	 you	 want	 to	 attract	 a	 buyer	 one	 day,	 your	 business	 needs	 a	
binder	with	instructions	for	basic	functions,	such	as:		

• Opening	up	in	the	morning	and	closing	down	at	night;	
• Forms	and	step-by-step	instructions	for	routine	tasks;	
• Templates	for	key	documents;		
• Emergency	numbers	for	service	providers;	
• Billing	procedures	for	customers.	
• How	 your	 company	 is	 positioned	 in	 the	 market	 and	 your	

marketing	tools.	
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3.	Document	Your	Intangibles	

Intangibles	 for	 house	 buying	might	 include:	 Is	 the	 house	 near	 a	
good	 school	 or	day	 care?	What	 kind	of	neighbourhood	 is	 it?	 	What	
kind	of	commute	are	you	looking	at	to	get	to	work?	

Your	business	also	has	intangible,	often	intellectual,	assets	that	a	
potential	buyer	needs	to	be	made	aware	of,	such	as:	

• Proprietary	research	you’ve	conducted;	
• A	formula	for	acquiring	new	customers;	
• Criteria	you	use	to	evaluate	a	potential	new	location;	
• Your	unique	approach	to	satisfying	a	customer.	

As	with	selling	a	house,	your	company's	curb	appeal	can	go	a	long	
way	toward	closing	a	deal.		
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The	C-word	And	7	Others	To	Avoid	At	
Work	

Despite	 the	 mining	 industry	 getting	 all	 of	 the	 headlines,	 the	
majority	 of	 businesses	 in	 Australia	 today	 started	 out	 as	 service	
companies.		

If	 you	 want	 to	 own	 a	 web	 design	 firm,	 you	 don’t	 need	 a	 lot	 of	
money,	just	a	technical	knack.	Enterprising	professionals	who	know	
how	to	get	the	media’s	attention	can	start	their	own	public	relations	
firms	without	much	more	than	a	mobile	phone.	No	capital	required.		

But	if	you	want	to	build	a	valuable	company	–	one	you	can	sell	–	
you’ll	 want	 to	 stop	 presenting	 yourself	 as	 a	 service	 firm.	
Consultancies	are	not	usually	valuable	businesses,	because	acquirers	
generally	view	them	as	a	collection	of	people	who	peddle	their	time	
on	 a	mouse	wheel.	 The	 typical	way	 to	 sell	 a	 consultancy	 is	 for	 the	
consultants	themselves	to	trade	their	equity	for	a	job,	in	the	form	of	
an	earn-out	that	may	or	may	not	have	an	upside.			

Consider	 re-positioning	 your	 company	 out	 of	 the	 ‘consultancy’	
box.	 	 Depending	 on	 your	 business,	 you	 may	 need	 to	 change	 your	
business	model	and	‘productise’	your	service.	One	of	the	first	things	
to	do	is	to	stop	using	consulting	company	terminology	and	replace	it	
with	the	terminology	of	a	valuable	business:	
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Consultancy	

Defining	 your	 company	 as	 a	 ‘consultancy’	 will	 announce	 to	 the	
market	 you	 are	 a	 collection	 of	 people	 who	 have	 banded	 together	
around	an	area	of	 expertise.	Consultancies	 rarely	get	acquired,	 and	
when	 they	 do,	 it	 is	 usually	with	 an	 earn-out.	 Replace	 ‘consultancy’	
with	‘business’	or	‘company’.	

Engagement	

An	engagement	is	something	that	happens	before	two	people	get	
married;	 therefore,	using	 the	word	 in	a	business	context	 reinforces	
the	 people-dependent	 nature	 of	 your	 company.	 Replace	 the	 word	
‘engagement’	 with	 ‘contract’	 or	 agreement,	 and	 you’ll	 sound	 a	 lot	
more	like	a	business	with	some	lasting	value.	

Deck	

A	deck	is	a	place	to	have	a	glass	of	wine	on.	It’s	not	a	word	to	use	
to	describe	a	PowerPoint	presentation	unless	you	want	to	look	like	a	
‘consultancy’.		

Consultant	

Instead	 of	 describing	 yourself	 using	 the	 vague	 term	 ‘consultant’,	
describe	what	you	consult	on.	If	you	are	a	search	engine	optimisation	
consultant,	 who	 has	 developed	 a	 methodology	 for	 improving	 a	
website’s	natural	search	performance,	say	you	‘run	an	SEO	company’	
or	‘help	companies	improve	their	ranking	on	search	engines,	such	as	
Google’.	
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Deliverables	

Consultants	 promise	 ‘deliverables’.	 The	 rest	 of	 the	 world	
guarantees	the	features	and	benefits	of	their	product	or	service.	

Associate,	engagement	manager,	partner	

If	 you	 refer	 to	 your	 employees	 with	 the	 tell-tale	 labels	 of	 a	
consultancy,	 consider	 replacing	 ‘associate’,	 ‘engagement	 manager’	
and	 ‘partner’	 with	 titles	 like	 ‘manager’,”	 ‘director’	 and	 ‘vice-
president’,	and	you’ll	reduce	the	chance	of	your	customers	expecting	
a	bill	calculated	at	10-minute	increments.	

Clients	

The	 word	 ‘client’	 implies	 a	 sense	 of	 hierarchy	 in	 which	 service	
providers	 serve	 at	 the	 pleasure	 of	 their	 client.	 Companies	 with	
‘clients’	are	usually	prepared	to	do	just	about	anything	to	serve	their	
clients’	needs,	which	 sounds	great	 to	 clients,	but	 also	 telegraphs	 to	
outsiders	 that	you	customise	your	work	 to	a	point	where	you	have	
no	 leverage	 or	 scalability	 in	 your	 business	 model.	 Would	 your	
‘clients’	really	care	if	you	started	referring	to	them	as	‘customers’?	

	

It’s	easy	to	get	stuck	in	a	low-growth	consulting	company.	‘Clients’	
expect	 to	 deal	 with	 a	 ‘partner’	 on	 their	 ‘engagements’,	 so	 the	
business	stalls	when	the	partners	run	out	of	time	to	sell.		

If	 a	 company	 ever	 decides	 it	 wants	 to	 buy	 your	 consultancy,	
acquirers	will	know	they	have	to	tie	up	the	partners	on	an	earn-out,	
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to	 transfer	 any	 of	 the	 value.	 When	 it	 comes	 to	 the	 value	 of	 your	
business,	optics	matter	and	the	first	step	 in	avoiding	the	consulting	
company	valuation	discount	is	to	stop	using	the	lingo.	
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Four	Ways	To	Protect	Your	Turf	

Warren	Buffett	famously	invests	in	businesses	that	have	what	he	
calls	 a	 protective	 ‘moat’	 around	 them	 –	 one	 that	 inoculates	 them	
from	competition	and	allows	them	to	control	their	pricing.	

Big	companies	lock	out	their	competitors	by	out-slugging	them	in	
capital	infrastructure	investments,	but	smaller	businesses	have	to	be	
smarter	 about	 how	 they	 defend	 their	 turf.	 Here	 are	 four	 ways	 to	
deepen	and	widen	the	protective	moat	around	your	business:	

	Get	certified	

Is	 there	 a	 certification	 program	 that	 you	 could	 take	 to	
differentiate	your	business?	For	example,	a	Canadian	company	 that	
disposes	 of	 radioactive	 waste	 decided	 to	 get	 licensed	 by	 the	
Canadian	Nuclear	Safety	Commission.		It	was	a	lot	of	paperwork	and	
training,	but	the	certification	process	acts	as	a	barrier	against	other	
people	jumping	into	the	market	and	competing.		

Is	 there	 a	 certification	 you	 could	 get	 that	 would	 make	 it	 more	
difficult	for	others	to	compete	with	you?	

Create	an	army	of	defenders	

Ecstatic	 customers	 act	 as	 defenders	 against	 other	 competitors	
entering	 your	 market,	 a	 factor	 that	 has	 enabled	 companies	 like	
Trader	Joe’s	in	the	US	to	defend	their	market	share	in	the	bourgeois	
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bohemian	 (bobo)	 market,	 despite	 a	 crowded	 market	 of	 stores	
hawking	groceries		

Get	your	customers	to	integrate	

Is	 there	 a	 way	 you	 can	 get	 your	 customers	 to	 integrate	 your	
product	or	service	into	their	operations?		

The	basic	switching	costs	of	Customer	Relationship	Management	
(CRM)	 software	 are	 virtually	 nil.	 	 Everyone	 from	 37signals	 to	
Salesforce.com	will	give	you	a	free	trial	to	test	their	wares.		

The	 real	 expenses	 associated	 with	 changing	 CRM	 software	 only	
come	when	a	business	starts	to	customise	the	software	and	integrate	
it	 into	 the	 way	 they	 work.	 Once	 a	 sales	 manager	 has	 trained	 his	
salespeople	in	creating	a	weekly	sales	funnel	in	a	CRM	platform,	try	
to	convince	him	to	switch	software.		

Can	you	offer	your	customers	training	in	how	to	use	what	you	sell	
to	make	your	company	stickier?	

Become	a	verb	

Think	back	to	the	last	time	you	looked	for	a	recipe.	You	probably	
‘googled’	it.	 	Part	of	Google’s	competitive	shield	is	that	the	company	
name	 has	 become	 a	 verb.	 Now	 every	 time	 someone	 refers	 to	
searching	for	something	online,	it	reinforces	the	competitive	position	
of	a	single	company.		

Is	 there	 a	 way	 you	 could	 control	 the	 vocabulary	 people	 use	 to	
refer	to	your	category	or	specialty?	
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Widening	 your	 protective	 moat	 triggers	 a	 virtuous	 cycle:	
differentiation	 leads	 to	 having	 control	 over	 your	 pricing,	 which	
allows	 for	 healthier	 margins,	 which	 in	 turn	 lead	 to	 greater	
profitability	and	the	cash	to	further	differentiate	your	offering.		
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Six	Ways	To	Profit	From	Your	Next	
Holiday	

Summer	is	here,	and	this	may	be	the	perfect	time	to	increase	the	
value	of	your	company.	

The	 most	 valuable	 businesses	 are	 the	 ones	 that	 can	 survive	
without	their	owner.	A	buyer	will	pay	a	premium	for	a	company	that	
runs	 on	 autopilot	 and	 levy	 a	 steep	 discount	 for	 a	 business	 that	 is	
dependent	on	its	owner.		

This	 holiday	 period,	 consider	 taking	 an	 extended	 vacation	 from	
your	 business	 to	 see	 how	 things	 will	 run	 when	 you’re	 not	 in	 the	
building.	 	 It’s	 likely	 that	 some	 things	will	 go	wrong,	 but	 use	 those	
errors	 as	 the	 raw	material	 for	making	 your	business	 operate	more	
independently	of	you	–	and	therefore	more	valuable.			

Here	is	a	six-step	plan	for	profiting	from	your	summer	escape:	

Step	1:	Schedule	your	holiday	plus	one	day	

Whatever	day	you	plan	to	start	working	again	after	your	holiday,	
tell	your	staff	you’ll	be	back	one	day	later.	That	way,	you’ll	have	a	full	
day	of	uninterrupted	 time	 to	dedicate	 to	understanding	what	went	
wrong	in	your	absence.	
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Step	2:	Bucket	the	mistakes	

When	you	return,	make	a	summary	of	the	things	that	went	wrong	
and	categorise	them	into	one	of	three	buckets:	

• Mistakes:	errors	where	there	is	a	right	and	wrong	answer;	
• Bottlenecks:	projects	that	had	difficulties	because	you	weren’t	

there	to	provide	your	feedback;	
• Stalled	projects:	initiatives	that	went	nowhere	while	you	were	

gone	because	you’re	the	person	leading	them.	

Step	3:	Correct	the	mistakes	

The	 first	 and	 easiest	 place	 to	 start	 is	 to	 simply	 correct	 the	
mistakes	 that	 were	 made.	 Usually	 mistakes	 are	 due	 to	 a	 lack	 of	
training	 rather	 than	 outright	 negligence.	 The	 right	 answer	may	 be	
crystal	clear	in	your	head	but	not	immediately	obvious	to	your	staff.	
Write	 up	 some	 instructions	 for	 next	 time	 the	 employees	 face	 the	
same	 situation.	 Make	 sure	 your	 instructions	 are	 clear,	 and	 share	
them	with	 your	 team	 so	 everyone	 has	 them	 (a	 file	 sharing	 service	
like	 Google	 Drive	 or	 DropBox	 can	 be	 a	 helpful	 repository	 for	 your	
instructions).	

Step	4:	Unblock	your	bottlenecks	

If	you’re	being	asked	for	your	personal	 input	on	projects,	 there’s	
probably	 going	 to	 be	 a	 bottleneck	 if	 you’re	 not	 around.	Make	 sure	
your	team	are	clear	on	the	projects	where	you	need	to	have	a	say	and	
the	 projects	where	 you	 don’t.	 Some	 employees	may	wrongly	 think	
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that	you	need	to	approve	all	decisions.	Make	it	clear	when	you	want	
them	to	act	alone	and	when	you	still	need	to	have	a	say.	

Step	5:		Re-assign	stalled	projects	

The	hardest	part	of	making	your	business	less	dependent	on	you	
is	dealing	with	projects	 that	get	 stalled	when	you’re	away.	Start	by	
asking	 yourself	 if	 you’re	 the	 right	person	 to	 lead	 the	project	 in	 the	
first	place.	As	the	owner	of	your	business,	projects	often	fall	in	your	
lap	 by	 default,	 rather	 than	 because	 you’re	 the	 best	 person	 to	 lead	
them.	Categorise	your	 stalled	projects	 into	 two	groups:	 a)	 strategic	
projects	 you	 need	 to	 lead;	 and	 b)	 non-strategic	 projects	 you	 are	
leading	by	default.	Hang	on	to	the	strategic	projects,	but	delegate	the	
non-strategic	projects	to	someone	on	your	team	who	is	better	suited	
to	drive	them	forward.		

Step	6:	Give	every	employee	a	blank	cheque	

At	 Ritz	 Carlton	 Hotels,	 they	 give	 every	 employee	 discretion	 to	
spend	–	without	approval	from	their	general	manager	–	up	to	$2,000	
on	a	guest.		The	$2,000	figure	is	a	large	enough	number	to	make	the	
message	 clear:	 front	 line	 employees	 should	 act	 first,	 make	 the	
customer	 happy,	 and	 ask	 questions	 later.	 Many	 employees	 know	
how	to	make	a	customer	happy	but	lack	the	confidence	to	act.	Giving	
employees	some	spending	authority	will	speed	up	the	resolution	of	
customer	issues	and	empower	your	team	to	do	the	right	thing	when	
you’re	not	there.		
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So	go	ahead	and	 take	your	vacation	–	 if	 you	 follow	 the	 six	 steps	
here,	 you	may	end	up	with	 a	 relaxing	holiday	and	a	more	valuable	
company.	
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Justification	for	Your	Next	Holiday	

Taking	 time	 off	 from	 your	 business	 is	 a	 repeating	 theme	 in	 this	
book,	and	here	is	why	it’s	an	important	point	for	you	to	understand.		
A	 recent	 survey	 by	 The	 Value	 Builder	 Score	 found	 companies	 that	
would	 perform	 well	 without	 their	 owner	 for	 a	 period	 of	 three	
months	 are	 50	 percent	 more	 likely	 to	 get	 an	 offer	 to	 be	 acquired	
when	compared	to	more	owner-dependent	businesses.		

There	is	no	better	justification	for	taking	a	blissful,	uninterrupted	
holiday	 than	 to	 see	 how	 your	 company	 performs	 in	 your	 absence.	
The	better	your	company	runs	on	autopilot,	the	more	valuable	it	will	
be	when	you’re	ready	to	sell.		

To	gauge	your	company’s	ability	to	handle	your	absence,	start	by	
taking	a	vacation.	Leave	your	computer	at	home	and	switch	off	your	
mobile.	 Upon	 your	 return,	 you’ll	 probably	 discover	 that	 your	
employees	 got	 resourceful	 and	 found	 answers	 to	 a	 lot	 of	 the	
questions	they	would	have	asked	you	if	you	had	been	just	down	the	
hall.	That’s	a	good	thing	and	a	sign	you	should	start	planning	an	even	
longer	vacation.	

You’ll	 also	 likely	 come	 back	 to	 an	 inbox	 full	 of	 issues	 that	 need	
your	 personal	 attention.	 Instead	 of	 busily	 finding	 answers	 to	 each	
problem	in	a	frenzied	attempt	to	clean	up	your	inbox,	slow	down	and	
look	at	each	issue	through	the	lens	of	a	possible	problem	with	your	
people,	systems	or	authorisations.		
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People	

Start	with	your	people	and	answer	the	following	questions:	

• Why	did	this	problem	end	up	on	my	desk?	
• Who	else	is	qualified	to	answer	this	question	and	why	was	

that	person	not	consulted?	
• If	 nobody	 else	 is	 qualified,	who	 can	be	 trained	 to	 answer	

this	question	in	the	future?	

Systems		

Next,	 look	at	your	systems	and	procedures.	Could	the	 issue	have	
been	dealt	with	 if	 you	had	a	 system	or	 a	 set	 of	 rules	 in	place?	The	
best	 systems	 are	 hardwired	 and	 do	 not	 require	 human	
interpretation;	 but	 if	 you’re	 not	 able	 to	 lock	 down	 a	 technical	 fix,	
then	at	least	give	employees	a	set	of	rules	to	follow	in	the	future.	

Authorisations	

You	may	be	a	bottleneck	in	your	own	company	if	you’re	trying	to	
control	spending	too	much.	Employees	may	know	what	to	do	but	do	
not	have	any	means	of	paying	for	the	fix	they	know	you	would	want.	

For	example,	you	could	put	a	customer	service	rule	 in	place	that	
gives	your	front	line	staff	the	authority	to	make	a	customer	happy	in	
any	way	they	see	fit	provided	it	could	be	done	for	under	$100.		

You	might	allow	an	employee	 to	 spend	a	 specific	amount	with	a	
specific	 supplier	 each	month	 without	 coming	 to	 you	 first.	 	 Or	 you	
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might	give	an	employee	an	annual	budget,	an	amount	they	can	spend	
without	seeking	your	approval.		

Given	 the	 fires	 that	 may	 need	 to	 be	 extinguished	 after	 the	 fact,	
taking	a	holiday	may	seem	more	of	a	hassle	than	it’s	worth.	But	if	you	
transform	the	aftermath	of	a	vacation	into	systems	and	training	that	
allow	employees	to	act	on	their	own,	you’ll	find	the	vacation	is	worth	
what	you	paid	for	it	many	times	over:	your	company	will	increase	in	
value	as	it	becomes	less	dependent	on	you	personally.		
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Is	Your	Business	You-Proof?	

Whether	you’re	planning	to	sell	your	company	sometime	soon	or	
sometime	in	the	future;	now	is	the	time	to	ensure	that	your	business	
isn’t	 all	 about	 you.	 From	 the	 latest	 Value	 Builder	 System	 research	
involving	thousands	companies	from	around	the	globe,	here	are	two	
key	 factors	 that	are	 linked	 to	 the	probability	of	 getting	an	offer	 for	
your	business	when	it’s	time	to	sell.			

1.	Hit-by-a-bus	

You’re	almost	 twice	as	 likely	 to	get	an	offer	 if	your	business	
can	survive	the	“hit-by-a-bus”	test.	

If	 you	were	 out	 of	 action	 for	 three	months	 and	 unable	 to	work,	
would	 your	 business	 keep	 running	 smoothly?	 The	more	 your	 staff	
and	customers	need	you,	the	less	valuable	your	company	will	be	to	a	
potential	acquirer.		

One	good	way	to	start	making	your	business	more	independent	is	
to	 begin	 spending	 less	 time	 at	 the	 office.	 	 Start	 by	 not	 working	
evenings	or	weekends,	and	don’t	 reply	 if	employees	call.	Once	 they	
get	 the	 picture,	 the	 best	 ones	 will	 start	 making	 more	 decisions	
independently.	 The	 shift	will	 also	 expose	 your	weakest	 employees,	
the	ones	that	need	training	or	that	need	to	find	another	job.		

As	 for	you,	 it	might	 come	as	a	 shock	 to	 find	out	how	much	your	
business	 has	 become	 such	 an	 essential	 part	 of	 you;	 but	 if	 you’re	
going	 to	 sell	 your	 business	 one	 day,	 you	 need	 to	 look	 at	 it	 as	 an	
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inanimate	economic	engine,	not	as	something	that	defines	who	you	
are.	

2.	Management	Team	

Companies	 with	 a	 management	 team	 (as	 opposed	 to	 a	 sole	
manager)	are	getting	offers	at	almost	twice	the	rate.	

If	you	don’t	have	a	management	team,	hiring	a	2iC	is	a	good	first	
move.	A	 second-in-command	 can	help	 you	balance	 the	 demands	 of	
running	your	company	and	advance	your	targeted	exit	time.			

Here’s	 a	 four-step	 plan	 for	 hiring	 a	 2iC,	 thanks	 to	 advice	 from	
Silicon-Valley-based	Bob	Sutton,	author	of	Good	Boss,	Bad	Boss.			

1. Identify	 someone	 internally.	 "The	 research	 is	 clear,"	 says	
Sutton.	 "Unless	 things	 are	 totally	 screwed	 up,	 internal	
candidates	 have	 a	 strong	 tendency	 to	 outperform	 external	
leaders."		

2. 	Give	 your	 2iC	 prospect(s)	 a	 special	 project,	 one	 that	 allows	
them	 to	 demonstrate	 their	 leadership	 skills	 to	 you	 and	 the	
rest	of	your	team.	If	your	candidate	or	one	of	your	candidates	
excels,	 it	 will	 be	 clear	 to	 your	 team	 why	 he	 or	 she	 was	
selected.		

3. Communicate	your	choice.	 If	you	pick	a	2iC	 from	an	 internal	
pool,	explain	your	choice	to	the	rest	of	your	team.	At	the	same	
time,	 wrap	 your	 arms	 around	 those	 you	 passed	 over	 and	
make	it	clear	how	much	you	value	their	contribution.	

4. Shift	from	manager	to	coach.	"The	transition	from	manager	to	
coach	 is	 a	 gradual	 evolution	 where	 the	 goal	 is	 to	 ask	more	
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questions,	 spend	 more	 time	 listening,	 and	 spend	 less	 time	
talking	and	directing,"	says	Sutton.	
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Find	Out	Your	Value	Builder	Score	for	FREE	

As	an	owner	of	this	book	you	are	entitled	to	access	to	The	Value	
Builder	 Score	 assessment	 tool,	 customised	 report,	 online	 training	
and	resources.	

If	you	are	curious	about	how	valuable	your	company	is	and	what	
you	would	need	to	tweak	to	sell	it	when	you’re	ready,	then	find	out	
your	score	before	reading	the	book.		Then	do	the	score	again	to	track	
your	 progress	 as	 you	 work	 through	 and	 implement	 the	 tips	 and	
strategies	from	the	book.	

Then	 it’s	 time	 to	 get	 your	 Value	 Builder	 Score	 via	 the	
questionnaire	 on	 our	website.	 It	 takes	 about	 thirteen	minutes	 and	
produces	your	score	and	a	23	page	report	tailored	to	your	business.	

You	can	complete	the	questionnaire	here:	
http://www.businessgrowthleaders.com/ValueBuilderBook/	
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PART	FOUR:	
THE	ART	OF	THE	SALE	

Ninety	percent	of	selling	is	conviction,	and	10	
per	cent	is	persuasion.	

-	Shiv	Khera	
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Should	You	Sell	Your	Business	Now?	

Have	you	been	thinking	about	selling	your	business	but	just	can’t	
decide	 if	 now	 is	 the	 best	 time?	 	 Do	 you	 find	 yourself	 repeatedly	
analysing	the	economic	situation	and	wishing	you	had	a	crystal	ball?	
There	are	positive	signs	and	there	are	negative	signs….		

If	you’re	still	up	in	the	air	and	can’t	quite	decide	whether	or	not	to	
hit	the	eject	button,	here	are	six	reasons	you	might	want	to	consider	
getting	out	now.	

1.	You’re	less	interested	in	fighting	the	good	fight	

A	 lot	 of	 business	 owners	 took	 the	 Global	 Financial	 Crisis	 in	 the	
teeth.	 If	 you’ve	 got	 your	 business	 stabilised	 and	 the	 prospect	 of	
possibly	having	to	fight	through	another	recession	leaves	you	panic-
stricken,	it	could	be	time	for	you	to	get	out.	

2.	The	worst	is	behind	you	

Let’s	say	you	were	mentally	ready	to	consider	selling	a	few	years	
ago	and	then	2008	hit,	and	in	2009	you	made	cuts	and	adjustments,	
and	now	you’re	seeing	some	profit	and	revenue	growth.	 	With	your	
numbers	 going	 in	 the	 right	 direction,	 now	might	 be	 just	 the	 right	
time	to	make	your	move.	
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3.	The	tax	man	is	coming	

Governments	around	the	world	are	looking	for	money	to	fund	the	
cost	of	an	aging	population.	At	some	point	this	will	mean	increased	
taxes.		

4.	Nobody	is	lucky	forever	

If	 you’re	 lucky	 enough	 to	 be	 in	 a	 business	 that	 actually	 benefits	
from	a	bad	economy,	congratulations...	you’ve	probably	just	had	the	
four	best	years	of	your	business	 life.	But	no	cycle	 lasts	 forever	and	
right	now	might	be	a	great	time	to	take	some	chips	off	the	table.	

5.	The	coming	glut	

As	a	business	owner,	demographics	are	not	on	your	side.	 	As	the	
baby	boomers	start	to	retire	in	droves,	we’re	going	to	have	a	glut	of	
small	businesses	coming	on	the	market.	That’s	great	if	you’re	buying;	
but	 if	you’re	a	seller,	you	may	want	to	avoid	the	flood	and	head	for	
higher	ground	now.	

6.	The	closing	window	

Since	2008,	it’s	been	tougher	for	private	equity	companies	to	raise	
money;	so	many	firms	had	their	last	successful	round	of	fundraising	
a	number	of	years	ago.	Many	of	these	funds	have	a	five-year	window	
in	which	to	invest	or	they	have	to	give	the	money	back	to	the	people	
who	gave	 it	 to	 them.	Some	boutique	private	equity	 firms	will	make	
investments	 in	 companies	 that	 have	 at	 least	 one	million	 dollars	 in	
pre-tax	 profits	 (larger	 private	 equity	 firms	 will	 not	 go	 below	 $3	
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million	 in	EBITDA);	 so	 if	 you’re	 in	 the	 seven-figure	 club,	 you	 could	
get	 a	 bidding	 war	 going	 for	 your	 business	 among	 private	 equity	
buyers	keen	to	invest	their	money	before	they	have	to	give	it	back.	
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Why	Fire	Trucks	Always	Back	In	

Have	 you	 ever	 noticed	 that	 fire	 trucks	 always	 back	 into	 the	 fire	
station?	

Why	don’t	they	just	pull	into	their	parking	spot	snout-forward	like	
the	rest	of	us?		

Backing	in	at	the	end	of	a	shift	saves	them	time	when	they	have	to	
get	 to	a	 fire.	They	back	 in	 to	be	ready;	whether	 the	call	 comes	 in	5	
minutes	 or	 5	 days,	 they	 are	 prepared	 to	 pull	 out	 as	 quickly	 as	
possible.		

Like	the	firemen,	you,	as	a	business	owner,	need	to	be	ready	when	
you	get	the	call	from	someone	who	wants	to	buy	your	business.	And	
these	days,	owners	are	getting	that	call	more	often.		

According	 to	 the	 latest	Value	Builder	System	Tracker	 report,	 the	
proportion	 of	 business	 owners	 who	 received	 an	 offer	 to	 buy	 their	
company	in	the	quarter	ending	March	31,	2014	was	up	considerably	
from	 Q4	 2013.	 Roughly	 12%	 of	 business	 owners	 using	 The	 Value	
Builder	Score	last	quarter	had	recently	received	an	offer	to	buy	their	
business.	 

The	proportion	of	owners	getting	an	offer	is	an	important	statistic	
because	it	measures	one	half	of	the	equation	of	a	business	sale.	For	a	
transaction	 to	 take	place,	 there	must	be	both	a	willing	 seller	 and	a	
willing	buyer.		
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Companies	 are	 becoming	 more	 acquisitive	 because	 they	 have	
access	to	more	cash	than	they	know	what	to	do	with.	Interest	rates	
are	next	to	nothing,	and	after	the	liquidity	crisis	of	2008,	companies	
have	 been	 socking	 away	 profits	 on	 their	 balance	 sheet	 for	 a	 rainy	
day.	

This	 increase	 in	 acquisitiveness	 among	 buyers	 has	 important	
implications	 for	you	as	a	business	owner.	Chief	among	them	is	 that	
you	need	to	have	a	valuable	asset	when	opportunity	strikes.		

Statistically	 speaking,	 the	 two	 most	 common	 reasons	 you	 are	
likely	to	sell	your	business	are:	

1. A	health	scare;	
2. An	unsolicited	offer	to	buy	your	business.	

As	unsolicited	offers	increase,	so	too	does	the	need	for	you	to	be	
ready	if	an	opportunity	comes	your	way.	Unlike	when	the	owner	is	in	
control	of	when	he/she	decides	to	list	a	property,	the	hallmark	of	an	
unsolicited	offer	 is	the	fact	that	the	owner	doesn’t’	know	when	it	 is	
going	happen;	which	means	you	need	to	operate	your	business	as	if	
an	offer	were	always	around	the	corner.	

Companies	 that	 are	 sloppily	 put	 together	 with	 shoddy	
bookkeeping	or	too	much	customer	concentration,	or	that	are	run	by	
a	Hub	&	Spoke	manager,	will	end	up	being	passed	over	for	turnkey	
operations.	
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The	time	is	now	for	you	to	get	your	company	ready	to	showcase	
when	opportunity	comes	knocking.	
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Here’s	5	Ways	To	Attract	The	Attention	
Of	An	Acquirer	

In	 any	 negotiation,	 being	 the	 person	 who	makes	 the	 first	 move	
usually	puts	you	at	a	slight	disadvantage.	The	 first-mover	tips	 their	
hand	 and	 reveals	 just	 how	 much	 he/she	 wants	 the	 asset	 being	
negotiated.	

Likewise,	when	considering	the	sale	of	your	business,	it	is	always	
nice	to	be	courted,	rather	than	being	the	one	doing	the	courting.	The	
good	 news	 is,	 the	 chances	 of	 getting	 an	 unsolicited	 offer	 from	
someone	wanting	to	buy	your	business	are	actually	increasing.		

According	 to	 the	 Q2,	 2014	 The	 Value	 Builder	 System	 Tracker	
analysis	 released	 in	 July	 2014,	 16%	 of	 business	 owners	 have	
received	 an	 offer	 in	 the	 last	 year,	 which	 is	 up	 37%	 over	 Q1.	 Said	
another	 way,	 you’re	 37%	 more	 likely	 to	 get	 an	 offer	 to	 buy	 your	
business	today	than	you	were	at	the	beginning	of	the	year.	

Big	companies	are	buying	 little	ones	 for	a	 lot	of	 reasons	and	 the	
current	 market	 conditions	 are	 accelerating	 their	 appetite:	 interest	
rates	 are	 low	 and	 stock	markets	 are	 high,	which	 provide	 the	 ideal	
platform	 for	acquirers	 to	 realise	a	 return	on	 their	 investment	 from	
buying	a	business	like	yours.		

So	how	do	you	ensure	you	are	on	their	shopping	list?	Here	are	five	
ways	to	get	noticed	by	an	acquirer:	
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1.	Win	an	award	

Getting	 recognised	 as	 the	 “Widget	 Maker	 of	 the	 Year”	 by	 the	
Widget	 Makers	 Association	 is	 a	 great	 way	 to	 get	 the	 attention	 of	
acquirers	in	your	industry.	

2.	Hire	a	PR	person	

Engaging	a	public	 relations	professional	 to	 tell	 your	 story	 to	 the	
media	can	get	you	on	the	radar	of	buyers	in	your	industry.	 	A	lot	of	
media	 relations	 professionals	 focus	 on	 the	 big	 mainstream	
publications,	 and	 while	 these	 are	 important,	 ensure	 that	 your	 PR	
firm	 also	 targets	 trade	 publication	 and	 industry-specific	 websites	
that	are	read	by	acquirers	in	your	industry.	

3.	Host	an	event	

Consider	 hosting	 an	 event	 (e.g.	 conference,	 tradeshow,	 summit)	
for	your	industry	and	invite	representatives	from	potential	acquirers	
to	 attend.	 Being	 invited	 to	 an	 industry	 event	 can	 be	 flattering	 for	
acquirers	 and	 it	 is	 a	 good	 way	 to	 get	 them	 to	 notice	 you	 as	 an	
industry	leader.	

4.	Join	a	board	

If	an	executive	 from	a	company	you	 think	would	make	a	natural	
buyer	for	your	business	is	serving	on	a	board	of	directors,	consider	
joining	the	board.	Serving	on	a	board	together	can	be	a	great	way	for	
an	acquirer	to	notice	you	and	your	company	without	you	having	to	
say	you’re	for	sale.	
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5.	Grab	lunch	

Consider	 inviting	a	 senior	executive	 from	a	potential	 acquirer	 to	
share	a	meal	under	 the	guise	of	discussing	 trends	 in	your	 industry.	
At	the	very	least,	you	may	glean	some	useful	information	about	how	
big	 companies	 are	 seeing	your	 industry	 evolve.	At	best,	 your	 lunch	
mate	may	realise	that	your	company	could	play	a	key	role	in	helping	
them	grow.	

The	 sale	 of	 your	business	 is	 a	 delicate	 dance	where	 it	 is	 usually	
better	 to	 be	 the	 courted,	 rather	 than	 the	 courter.	 Acquirers	 are	 on	
the	hunt	for	new	businesses,	and	having	them	notice	you	will	put	you	
in	a	position	of	strength	when	you	get	to	sit	down	at	the	negotiation	
table.		
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Planning	To	Sell?	How	To	Answer	THE	
Most	Important	Question	

Many	business	owners	believe	the	act	of	selling	their	business	 is	
similar	 to	 passing	 the	 baton	 in	 a	 400	 metre	 relay:	 once	 you’re	
finished	running,	you	get	 to	relax.	 	 In	reality,	buyers	will	 insist	 that	
you	 stay	on	 for	 a	 transition	period	–	 anywhere	 from	six	months	 to	
five	years	–	during	which	time	you	continue	to	work	in	your	business	
to	help	the	buyer	capitalise	on	the	investment	they’re	making.	

THE	Question	

At	 some	 point	 in	 the	 process	 of	 selling	 your	 business,	 a	
prospective	 buyer	will	 ask	 you	 –	 usually	 quite	 casually	 –	 “Why	 do	
you	want	 to	 sell	 your	 business?”	 These	 eight	 seemingly	 innocuous	
words	have	derailed	more	deals	than	any	others.		

Buyers	 ask	THE	question	 to	 evaluate	how	 likely	 and	willing	you	
are	to	stay	on	or	if	you	already	have	one	foot	out	the	door.		

Obviously,	 you	 don’t	want	 to	 lie,	 but	 there	 is	 a	 right	 and	wrong	
way	 to	answer	THE	question.	Answers	 like	 “I	want	 to	slow	down	a	
bit”	or	“I	want	to	travel”	or	“we’ve	got	a	baby	on	the	way	and	I	want	
to	spend	more	time	at	home”	communicate	to	a	potential	buyer	that	
you	plan	on	winding	down	when	they	take	over.	However,	what	they	
want	 to	 hear	 is	 your	 intention	 to	 help	 them	 realise	 the	 potential	
locked	inside	your	business.		
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Here	are	some	suggested	responses	based	on	your	age.		

If	you’re	under	40,	you	clearly	aren’t	ready	to	“retire”	so	you	
need	 to	 communicate	 that	 you	 see	 an	 upside	 in	 merging	 your	
business	with	theirs:	

“In	 order	 for	 us	 to	 get	 to	 the	 next	 level,	 we	 need	 to	 find	 a	
partner	 with	 more	 <insert	 sales	 people,	 distribution,	 geographic	
reach,	capital	or	whatever	the	partner	brings	to	the	table>.”	

If	 you’re	 between	 40-55	 years	 old,	 most	 people	 will	
understand	the	need	to	shore	up	your	personal	balance	sheet:		

“I’ve	 reached	 a	 time	 in	 my	 life	 where	 I	 want	 to	 create	 some	
liquidity	from	the	value	I’ve	created	so	far,	and	at	the	same	time	I	
want	to	find	a	partner	who	can	help	us	get	to	the	next	level.”	

If	you’re	over	55,	 you	 can	 start	 to	 talk	about	 retirement,	but	
you	want	to	make	sure	you	communicate	that	you	still	have	lots	of	
energy	and	passion	for	your	business.		

“I’m	at	a	stage	where	I	need	to	start	thinking	about	retirement.	
It’s	a	long	way	off	yet,	but	I	want	to	be	proactive.”	

Rehearse	 your	 answer	 to	 THE	 question	 so	 it	 becomes	 a	 natural	
response	when	you	are	inevitably	asked	THE	question	by	a	potential	
buyer.	
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5	“Strategic”	Ways	To	Sell	Your	Company	

After	the	announcement	that	Facebook	had	acquired	yet	another	
company,	 this	 time	 messaging	 service	 WhatsApp	 and	 uses	 it	 as	 a	
platform	 to	 discuss	 the	 topic	 of	 strategic	 acquisition.	 Here	 are	 five	
ways	 your	 clients	 can	 position	 their	 company	 to	 be	 bought	 by	 a	
strategic.		

Did	 you	 see	 the	 news	 that	 Facebook	 had	 acquired	 Internet	
messaging	 service	 WhatsApp	 for	 USD19	 billion?	 It	 represents	 the	
largest-ever	acquisition	of	an	Internet	company	in	history.	

WhatsApp	is	a	pearl	for	sure.	The	messaging	service	allows	users	
to	avoid	text-messaging	charges	by	moving	texts	across	the	Internet	
instead	of	the	mobile	phone	carrier	networks.	This	can	save	people	
who	travel,	or	who	 live	 in	emerging	markets,	hundreds	of	dollars	a	
year,	which	 is	why	WhatsApp	 is	 adding	 one	million	 new	users	 per	
day.	

At	 the	 time	 of	 the	 acquisition	 in	 February	 2014,	WhatsApp	 had	
acquired	some	450	million	users.	Their	business	model	is	to	charge	a	
subscription	of	$1	per	year	after	their	first	full	year	of	service.	Even	if	
all	450	million	WhatsApp	users	were	already	paying,	that	is	still	less	
than	 half	 a	 billion	 in	 turnover.	 Why	 would	 Facebook	 acquire	
WhatsApp	 for	 a	 number	 that	 is	 somewhere	 north	 of	 40	 times	
turnover?		

Nobody	knows	for	sure	what	is	in	Mark	Zuckerberg’s	head,	but	we	
can	only	assume	that	at	least	part	of	the	opportunity	Facebook	sees	
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is	 the	 opportunity	 to	 sell	 more	 Facebook	 ads	 because	 of	 the	
information	 they	 glean	 from	 WhatsApp	 users.	 Global	 advertising	
giant	Publicists	estimate	2013	online	advertising	spending	in	the	US	
alone	 to	 be	 around	 USD500	 billion.	 Presumably	 Facebook	 believes	
they	can	get	a	larger	chunk	of	the	global	online	ad	buy	because	they	
know	more	about	its	users	by	owning	WhatsApp.	

And	 therein	 lies	 the	 definition	 of	 a	 strategic	 acquisition.	 Most	
acquisitions	 run	 a	 predictable	 pattern	 of	 industry	 norms,	 but	 a	
strategic	 can	 pay	 a	 significant	 premium	 for	 your	 business	 because	
they	are	looking	at	your	business	for	what	it	is	worth	in	their	hands.	
Rather	than	forecasting	out	your	future	profits	and	estimating	what	
that	 cash	 is	 worth	 in	 today’s	 dollars,	 a	 strategic	 is	 calculating	 the	
economic	benefit	of	grafting	your	business	onto	theirs.	

There	 can	 be	many	 strategic	 reasons	why	 a	 big	 company	might	
want	to	buy	yours.	Here	are	a	few	to	consider:	

1.	To	control	their	supply	chain	

In	 2011,	 Starbucks	 announced	 it	 had	 acquired	 Evolution	 Fresh,	
one	 of	 their	 providers	 of	 juice	 drinks,	 for	 USD30	 million.	 Now	
Starbucks	is	no	longer	beholden	to	one	of	its	suppliers.		

2.	To	give	their	sales	people	something	else	in	their	briefcase	

Also	 in	 2011,	 AOL	 announced	 the	 acquisition	 of	 The	 Huffington	
Post	for	USD315	million,	even	though	HuffPo	had	just	turned	its	first	
modest	 profit	 on	 paper.	 AOL	 wanted	 to	 give	 its	 advertising	 sales	
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people	 more	 inventory	 to	 sell	 and	 HuffPo	 had	 26	 million	 unique	
visitors	a	month.	

3.	To	make	their	cash	cow	product	look	sexier	

Microsoft	bought	Skype	for	USD8.5	billion	even	though	Skype	was	
losing	money.	The	good	folks	 in	Redmond	must	have	assumed	they	
could	sell	more	Windows,	Office	and	Xbox	by	integrating	Skype	into	
everything	they	already	sell.	

4.	To	enter	a	new	geographic	market	

Herman	Miller	paid	USD50	million	to	acquire	China’s	POSH	Office	
Systems	in	order	to	get	a	beachhead	into	the	world’s	fastest	growing	
market	for	office	furniture.	

5.	To	get	a	hold	of	your	employees	

Facebook	 reportedly	 acquired	 Internet	 start-up	 Hot	 Potato	 for	
USD10	million	largely	to	get	hold	of	the	talented	developers	working	
at	the	company.	

Most	acquisitions	are	done	for	rational	reasons	where	an	acquirer	
agrees	to	pay	today	for	the	rights	to	your	future	stream	of	cash.	You	
may,	 however,	 be	 able	 to	 get	 a	 significant	 premium	 for	 your	
company	 if	 you	 can	 figure	 out	 how	 much	 it	 is	 worth	 in	 someone	
else’s	hands.	 	
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Four	Traps	To	Avoid	When	An	Acquirer	
Comes	Calling	

You	 may	 be	 eager	 to	 sell	 your	 business,	 and	 happy	 to	 have	 an	
acquirer	at	your	doorstep,	but	what’s	it	like	when	an	acquirer	starts	
looking	inside	every	corner	of	your	business?	

Most	 professional	 acquirers	 will	 have	 a	 checklist	 of	 questions	 –	
both	 objective	 and	 subjective	 –	 that	 they	 need	 answered	 before	
getting	serious	about	buying	your	company.		

Examples	of	objective	questions	include:	

• When	does	your	lease	expire	and	what	are	the	terms?	
• Do	 you	 have	 consistent,	 signed,	 up-to-date	 contracts	 with	

your	customers	and	employees?	
• Are	 your	 ideas,	 products	 and	 processes	 protected	 by	 patent	

or	trademark?	
• What	 kind	 of	 technology	 do	 you	 use,	 and	 are	 your	 software	

licenses	up	to	date?		
• What	are	the	loan	covenants	on	your	credit	agreements?	
• How	 are	 your	 receivables?	 Do	 you	 have	 any	 late	 payers	 or	

deadbeat	customers?	
• Does	your	business	require	a	 license	 to	operate,	and	 if	 so,	 is	

your	paperwork	in	order?	
• Do	you	have	any	litigation	pending?	
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Then	 they'll	 try	 to	 get	 a	subjective	sense	 of	 your	 business,	
including	 figuring	 out	 just	 how	 integral	 you	 are	 personally	 to	 the	
success	of	your	business.	And	that	requires	some	investigative	work	
as	well	as	some	tricks	of	the	trade.	For	example:	

Trick	#1:	Making	last-minute	changes	

By	asking	to	make	a	last-minute	change	to	your	meeting	time,	an	
acquirer	gets	clues	as	to	how	involved	you	are	personally	in	serving	
customers.	 If	 you	 can't	 accommodate	 the	 change	 request,	 the	
acquirer	may	probe	to	find	out	why	and	try	to	determine	what	part	
of	the	business	is	so	dependent	on	you	that	you	have	to	be	there.	

Trick	#2:	Checking	to	see	if	your	business	is	vision	impaired	

An	acquirer	may	ask	you	to	explain	your	vision	for	the	business,	
which	 is	 a	 question	 you	 should	 be	 well	 prepared	 to	 answer.	
However,	 he	 or	 she	may	 ask	 the	 same	question	 of	 your	 employees	
and	key	managers.	If	your	staff	members	offer	inconsistent	answers,	
the	acquirer	may	take	it	as	a	sign	that	the	future	of	the	business	is	in	
your	head.	

Trick	#3:	Asking	your	customers	why	they	do	business	with	you	

A	potential	 acquirer	may	ask	 to	 talk	 to	 some	of	 your	 customers.	
He	or	 she	will	 expect	 you	 to	 select	 your	most	passionate	 and	 loyal	
customers	 and	 will	 therefore	 expect	 to	 hear	 good	 things.	 The	
customers	may	 be	 asked	 a	 question	 like	 ‘Why	 do	 you	 do	 business	
with	 these	 guys?’	 The	 acquirer	 is	 trying	 to	 figure	 out	 where	 your	
customers'	 loyalties	 lie.	 If	your	customers	answer	by	describing	the	
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benefits	of	your	product,	service	or	company	in	general,	that's	good.	
If	 they	 respond	 by	 explaining	 how	much	 they	 like	 you	 personally,	
that's	bad.	

Trick	#4:	Mystery	shopping	

Acquirers	often	conduct	their	first	bit	of	research	before	you	even	
know	they	are	interested	in	buying	your	business.	They	may	pose	as	
a	 customer,	 visit	 your	 website,	 or	 come	 into	 your	 company	 to	
understand	what	it	feels	like	to	be	one	of	your	customers.	

Make	sure	the	experience	your	company	offers	a	stranger	is	tight	
and	consistent,	and	try	to	avoid	being	personally	involved	in	finding	
or	 serving	 brand	 new	 customers.	 If	 a	 potential	 acquirer	 sees	 you	
personally	as	the	key	to	wooing	new	customers,	they'll	be	concerned	
that	business	will	dry	up	when	you	leave.	

You	may	not	be	expecting	an	acquirer	any	time	soon,	but	it’s	never	
too	early	to	ask	yourself	the	questions	an	acquirer	would	be	asking	
you	–	and	your	employees	and	customers	–	if	he	or	she	was	thinking	
of	buying	your	business.	
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8	Questions	You’ll	Be	Asked	When	Selling	
Your	Business	

One	of	the	most	intimidating	aspects	of	selling	your	business	can	
be	 facing	 the	barrage	 of	 questions	during	 the	 various	management	
presentations	you’ll	be	doing	for	potential	acquirers.	Be	prepared	to	
be	grilled	on	all	 facets	of	your	operations.	 	Of	course	every	meeting	
will	be	different,	but	here	are	some	questions	you	can	expect	 to	be	
asked	when	you’re	in	the	hot	seat:	

1.	Why	do	you	want	to	sell	your	business?	

It's	a	slippery	question	because	if	your	business	truly	does	have	a	
bright	 future—and	you	want	 the	buyer	 to	believe	 that's	 the	 case—
the	obvious	question	is:	 	 ‘Why	would	do	want	to	sell	it,	and	why	do	
you	want	to	sell	it	now?’	

2.	What	is	your	cost	per	new	customer	acquired?	

The	potential	acquirer	wants	to	find	out	if	you	have	a	predictable,	
economical	and	scalable	formula	for	finding	new	customers.	

3.	What	is	your	market	penetration	rate?	

The	acquirer,	with	an	eye	to	future	growth,	is	trying	to	understand	
how	big	the	potential	market	is	for	your	product	or	service	and	what	
part	of	the	field	remains	to	be	harvested.		
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4.	Who	are	the	critical	members	of	your	team?	

The	acquirer	wants	to	understand	the	breadth	and	depth	of	your	
team	 and	 determine	 specifically	 which	 members	 need	 to	 be	
motivated	and	retained	post-purchase.	

5.	Who	buys	what	you	sell?	

Strategic	 buyers	 will	 be	 searching	 for	 any	 possible	 synergies	
between	what	you	sell	and	what	they	sell.	The	more	you	know	about	
your	 customer	 demographics,	 the	 better	 the	 buyer	 will	 be	 able	 to	
assess	 the	 strategic	 fit.	 If	 your	 customers	 are	 other	 businesses,	 a	
buyer	will	want	to	know	what	functional	role	(e.g.	training	manager,	
VP	of	sales	and	marketing)	buys	your	product	or	service.	

6.	How	do	you	make	what	you	sell?	

This	 question	 is	 asked	 in	 an	 effort	 to	 size	 up	 the	 uniqueness	 of	
your	 formula	 for	creating	your	product	or	service.	Potential	buyers	
want	 to	 know	 if	 you	 have	 any	 proprietary	 systems	 that	 would	 be	
hard	for	a	competitor	to	replicate.	For	various	reasons,	they	will	also	
want	 to	 understand	 if	 the	 creation	 of	 your	 product	 or	 service	 is	
dependent	on	any	one	person.	

7.	What	makes	your	product	truly	unique?	

A	buyer	is	trying	to	understand	how	big	the	moat	is	around	your	
business	and	what	kind	of	protection	it	offers	from	competitors	who	
may	decide	to	compete	with	you	in	the	future.	What	have	you	done	
to	safeguard	yourself	against	the	competition?	
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8.	Can	you	describe	your	back-office	setup?	

Most	buyers	will	try	to	understand	how	easily	they	can	integrate	
your	 back	 office	 into	 their	 operation.	 They'll	 want	 to	 know	 what	
bookkeeping	and	billing	software	you	use,	how	customers	pay,	and	
how	you	pay	suppliers.	

Of	course	this	is	not	an	exhaustive	list,	but	it’s	a	good	start	when	
you’re	 preparing	 to	 represent	 your	 company	 to	 your	 potential	
buyers.	



Geoff	Currie	

	108	

The	7	Things	To	Do	Before	Signing	A	
Letter	Of	Intent		

You	may	be	years	away	from	selling	your	business,	but	it’s	never	
too	early	to	understand	what	the	process	involves.		

If	 you	 have	ever	 promised	 your	 child	 a	 treat	 in	 return	 for	 good	
behaviour,	you	know	all	about	negotiating	leverage.	When	selling	an	
attractive	business,	you	also	have	leverage—but	only	up	to	the	point	
where	you	sign	a	letter	of	intent	(LOI),	which	almost	always	includes	
a	‘no	shop’	clause	requiring	you	to	terminate	discussions	with	other	
potential	buyers	while	your	newfound	‘fiancé’	does	due	diligence.		

After	 you	 sign	 the	 LOI,	 however,	 the	 balance	 of	 power	 in	 the	
negotiation	swings	heavily	in	favour	of	the	buyer,	who	can	then	take	
their	time	investigating	your	company.		At	the	same	time,	with	each	
passing	day,	you	will	likely	become	more	psychologically	committed	
to	 selling	 your	 business.	 Savvy	 buyers	 know	 this	 and	 can	 drag	 out	
diligence	 for	 months,	 coming	 up	 with	 things	 that	 justify	 lowering	
their	offer	price	or	demanding	better	terms.	

With	 your	 leverage	 diminished	 and	 other	 suitors	 sidelined,	 you	
are	 then	 left	 with	 the	 unattractive	 options	 of	 either	 accepting	 the	
inferior	terms	or	walking	away.	

Here	 are	 seven	 things	 you	 can	 do—before	 you	 even	 put	 your	
business	 up	 for	 sale,	 and	 before	 signing	 an	 LOI—to	 minimise	 the	
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chances	of	your	deal	dragging	on	for	months	and	becoming	watered	
down:	

1.	Make	sure	your	customer	contracts	have	‘successor’	clauses.	

Have	customers	sign	long-term,	standardised	contracts,	including	
a	 clause	 stating	 that	 the	 obligations	 of	 the	 contract	 survive	 any	
change	in	company	ownership.		

2.	Nurture	and	prepare	a	group	of	10	to	15	‘reference-able’	customers.	

Acquirers	will	want	to	ask	your	customers	why	they	do	business	
with	you	and	not	your	competitors.	Before	you	sign	the	LOI,	cultivate	
a	group	of	customers	to	act	as	references.	

3.	Ensure	your	management	team	is	all	on	the	same	page.	

During	 due	 diligence,	 acquirers	 will	 want	 to	 interview	 your	
managers	without	you	in	the	room.	They	want	to	find	out	if	everyone	
in	your	company	is	pulling	in	the	same	direction.		

4.	Consider	getting	audited	financials.	

An	acquirer	will	have	more	confidence	in	your	numbers	and	will	
perceive	 less	 risk	 if	 your	 books	 are	 audited	 by	 a	 recognised	
accounting	firm.	

5.	Disclose	the	risks	up	front.	

Every	 company	 has	 some	 risk	 factors.	 Disclose	 any	 legal	 or	
accounting	hiccups	before	you	sign	the	LOI.		
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6.	Negotiate	down	the	due	diligence	period.	

Most	acquirers	will	ask	for	a	period	of	60	or	90	days	to	complete	
their	 due	 diligence.	 You	may	 be	 able	 to	 negotiate	 this	 down	 to	 45	
days—perhaps	even	30	with	some	financial	buyers.	 	If	nothing	else,	
you'll	alert	the	acquirer	to	the	fact	that	you're	not	willing	to	see	the	
diligence	drag	out	past	the	agreed-to	close	date.	

7.	Make	it	clear	there	are	others	at	the	table.	

Explain	that,	while	you	think	the	acquirer's	offer	 is	the	strongest	
and	you	 intend	 to	honour	 the	 ‘no	 shop’	 agreement,	 there	are	other	
interested	parties	at	the	table.		

If	 you	 take	all	 seven	of	 these	steps,	you	will	protect	 the	value	of	
your	business	as	the	balance	of	power	in	the	negotiations	to	sell	your	
company	swings	from	you	to	the	buyer.	 	



How	Valuable	Is	Your	Business?	

	

APPENDIX	
	

	

	

	 	



Geoff	Currie	

	112	

	

	

Find	Out	Your	Value	Builder	Score	for	FREE	

As	an	owner	of	this	book	you	are	entitled	to	access	to	The	Value	
Builder	 Score	 assessment	 tool,	 customised	 report,	 online	 training	
and	resources.	

If	you	are	curious	about	how	valuable	your	company	is	and	what	
you	would	need	to	tweak	to	sell	it	when	you’re	ready,	then	find	out	
your	score	before	reading	the	book.		Then	do	the	score	again	to	track	
your	 progress	 as	 you	 work	 through	 and	 implement	 the	 tips	 and	
strategies	from	the	book.	

Then	 it’s	 time	 to	 get	 your	 Value	 Builder	 Score	 via	 the	
questionnaire	 on	 our	website.	 It	 takes	 about	 thirteen	minutes	 and	
produces	your	score	and	a	23-page	report	tailored	to	your	business.	

You	can	complete	the	questionnaire	here:	
http://www.businessgrowthleaders.com/ValueBuilderBook/	
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Taking	The	Value	Builder	Score	
Assessment	

*	Are	you	wanting	to	build	a	valuable	business,		*	
but	you’re	not	really	sure	where	to	start?	

*	Do	you	have	an	exit	strategy	in	place	*	
for	when	you	do	want	to	sell?	

*	Is	your	business	setup	to	run	without	you?	*	

Building	a	valuable,	saleable	business	is	not	as	easy	as	preparing	
to	 sell	 a	 house.	 With	 a	 house	 you	 know	 what	 you’re	 selling	 –	 3	
bedrooms,	 2	 bathrooms,	 with	 a	 great	 view,	 in	 a	 popular	 suburb.	
There	are	probably	several	similar	homes	in	the	neighbourhood	that	
you	 can	 look	 at	 for	 comparison	 and	 you	 can	 always	 call	 on	 the	
expertise	 of	 your	 local	 estate	 agent,	 when	 considering	 a	 potential	
sale	price.	

When	evaluating	your	business,	it’s	difficult	to	gauge	exactly	what	
you	 are	 building	 to	 sell.	 You	 may	 ask	 yourself:	 is	 my	 company	
valuable?	 Is	my	 business	 valuable?	…	 The	 Value	 Builder	 Score	 can	
assist	you	in	answering	these	questions.	
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In	 just	 13	 minutes,	 this	 absolute	 free	 and	 confidential	 self-
assessment	 tool	will	 score	 your	 business	 in	 a	 number	 of	 key	 areas	
and	tell	you	just	how	valuable	your	business	is.	

How	does	it	work?	

You	 simply	 complete	 a	 brief	 online	 questionnaire	 to	 receive	 an	
immediate	 Value	 Builder	 Score	 of	 between	 1	 and	 100	 for	 your	
business.	 You	will	 also	 receive	 a	 24-page	 report	 full	 of	 charts	 and	
graphs	 that	 will	 give	 you	 insights	 into	 how	 buyers	 evaluate	 your	
business.	

The	 report	 contains	 more	 detailed	 information	 on	 the	 eight	
attributes	 of	 a	 valuable	 business	 and	 why	 these	 factors	 are	
important.	 	 You	 will	 be	 provided	 with	 appropriate,	 valuable	
information,	including	

• Whether	your	business	is	‘easy’	or	‘hard’	to	sell.	
• How	to	improve	the	value	of	your	current	.	
• The	 questions	 you	 need	 to	 be	 asking	 before	 you	 sell	 your	

business.	

You	 may	 not	 even	 be	 considering	 selling	 your	 business	 at	 this	
point;	however,	completing	the	Value	Builder	Score	can	help	you	to	
plan	 your	 exit	 strategy	 effectively.	 It	 can	 assist	 you	 to	 build/grow	
your	business	in	such	a	way	that,	when	the	time	comes	to	sell,	your	
saleability	is	maximised	to	its	full	potential.	

Take	the	online	assessment	at:	
http://businessgrowthleaders.com/ValueBuilderBook/	



How	Valuable	Is	Your	Business?	

	 115	

	

BGL	-	Why	Work	With	A	Professional	

You	can	take	what	you	learn	from	this	book	and	DIY	alone	in	your	
own	business	or	you	can	choose	to	work	with	the	team	at	Business	
Growth	 Leaders	 (BGL)	 to	 help	 you	 increase	 the	 value	 of	 your	
company		–	the	choice	is	always	yours.	

Whether	 you	 would	 want	 to	 sell	 your	 business	 now	 or	 in	 the	
future,	 certainly	 you	would	want	 to	 take	 the	maximum	 number	 of	
exit	choices	available,	whether,	you	would	want	to	pass	 it	over	to	a	
family	member,	a	trusted	employee,	or	a	business	acquirer.	

The	 concepts,	 tips,	 tactics	 and	 strategies	 discussed	 in	 this	 book	
are	 not	 mere	 intellectual	 exercises;	 they	 have	 real	 impact	 on	 the	
value	of	your	company,	and	the	freedom	this	brings	–	why	risk	it!	

The	team	at	BGL	have	been	helping	clients	build	their	businesses	
and	value	for	over	a	decade.		We	know	not	just	what	to	do,	but	also	
how	to	do	it	to	yield	the	most	effective	results	with	the	minimum	of	
effort.			What	we	see	our	clients	typically	achieve	in	12	months	is	far	
beyond	where	others	get	to.		I’m	not	saying	you	can’t	go	it	alone	but	
it	is	easier	and	quicker	with	help.		

Having	read	the	book,	obtained	your	score	online	your	next	steps	
are	to	contact	us	and	discuss	you	options.	

Typically	after	that	the	next	step	is	for	us	to	work	together	to	do	a	
comprehensive	and	confidential	Value	Builder	Assessment	 for	your	
business.	This	one-on-one	meeting	will	help	you	interpret	your	score	
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and	 develop	 an	 action	 plan	 for	 improving	 it.	 Your	 assessment	will	
include	a	discussion	of	your	overall	results,	along	with	your	score	on	
the	 eight	 key	 drivers	 of	 business	 value	 and	 some	 quick	 wins	 for	
improving	your	grade	on	each	one.	

We	 will	 invest	 the	 necessary	 time	 before	 our	 meeting	 to	 learn	
about	 your	 business	 and	 come	 prepared	 with	 a	 series	 of	 thought-
provoking	questions	and	analyses	to	help	you	interpret	and	improve	
your	Value	Builder	Score.	

You	 can	 then	 choose	 to	 accelerate	 the	 implementation	 in	 your	
business	 by	working	with	 us	 on	 an	 ongoing	 basis	 with	 one	 of	 our	
various	programs.	

	

	
To	discuss	your	options	contact:	
	
Geoff	Currie	-	Business	Growth	Leaders	
Phone:	1800	899	722	(Australia)	
Email:	info@businessgrowthleaders.com.au	
Web:	www.businessgrowthleaders.com	
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Notes	
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Interested	in	more	copies	of	this	book?...	
	

	
Order	online	at:	
http://www.BusinessGrowthLeaders.com/ValueBuilderBook	
Or	email	info@businessgrowthleaders.com.au	 	
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Find	Out	Your	Value	Builder	Score	for	FREE	

As	an	owner	of	this	book	you	are	entitled	to	access	to	The	Value	
Builder	 Score	 assessment	 tool,	 customised	 report,	 online	 training	
and	resources.	

If	you	are	curious	about	how	valuable	your	company	is	and	what	
you	would	need	to	tweak	to	sell	it	when	you’re	ready,	then	find	out	
your	score	before	reading	the	book.		Then	do	the	score	again	to	track	
your	 progress	 as	 you	 work	 through	 and	 implement	 the	 tips	 and	
strategies	from	the	book.	

Then	 it’s	 time	 to	 get	 your	 Value	 Builder	 Assessment	 via	 the	
questionnaire	 on	 our	website.	 It	 takes	 about	 thirteen	minutes	 and	
produces	your	score	and	a	23-page	report	tailored	to	your	business.	

You	can	complete	the	questionnaire	here:	
http://www.businessgrowthleaders.com/ValueBuilderBook/	
	

	




