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Guide to achieving a 
high business valuation
5 Mistakes To Avoid

Delivering Possibilities
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Our purpose is to add value to our 
clients’ businesses. One way we 
can help them is by making them 
aware of common, but easily 
avoidable, business mistakes. 
This is our guide to avoiding 
those mistakes.

Our experience has helped us to highlight common
mistakes across five key areas:

1. How to write a business plan you can actually use
2. How to get the most value out of board meetings
3. How to develop yourself to deliver to your full potential
4. How to maximise the multiple your business can be sold for
5. How to make sure your hard work pays off in the sale process
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STEP ONE
How to write 
a business 
plan you can 
actually use.

Too many business plans 
exist as a tool to get the 
business launched rather 
than as a working manual 
to drive success.

Unfortunately, they usually suffer 
one of two fates – shoved in a drawer 
and forgotten about or pored over 
obsessively as the team try and work 
out why the reality isn’t matching the 
plan. It is inevitable that the plan and 
reality won’t match.

A good business plan will tell you 
which parts of the plan aren’t working 
and are in need of attention; allowing 
you to make changes in a structured 
way. This helps the business cope with 
challenges efficiently.
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Following the steps below will result in a plan that 
can be a valuable working guide not an albatross.
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Make the numbers and the activity coherent.

Surprisingly often the two don’t match. In 
isolation the numbers look perfect, and the plan 
also makes complete sense. But when you put the 
two together forensically, there is no relationship 
between them. This comes about because the 
effort of creating the numbers and the plan 
consumes so much energy and time that 
there is none left for creating a truly joined-up 
business plan.

A good business plan should be the result of: 50% 
time and effort creating the plan and 50% time 
and effort working to ensure the link between 
them is watertight. Remember: the plan drives 
the numbers and the numbers drive the plan.

Focus on actions not commentary.

Converting words into action starts by closing the 
gap between what might happen and what will 
happen. Stating what the business will do is very 
different from explaining what the business can do.

Make sure the language you use is clear, concise 
and action-oriented. Ask what specific outcomes 
you expect from each action and how these 
outcomes contribute to the achievement of 
the plan. You will be surprised what a major 
difference this can make to a business culture.

Keep the business plan as short as possible.

The likelihood of a business plan being carried 
out diminishes the longer it gets. A business plan 
is simply – this is what we will do – this is what 
we will deliver. Anything else gets in the way and 
causes confusion. Be ruthlessly terse. Brevity 
will force the issues you must focus on to the 
surface. Working off a succinct plan drives agility 
in the business. Conversations get shorter and 
more action focused. Arriving at ‘Do we all know 
where we are? Do we all know what we’re doing 
and why? Let’s go and make it happen’ quickly 
maximises the amount of energy that goes into 
making the right things happen.

Working off a succinct 
plan drives agility in 
the business. 

Create an achievable dream; not a fantasy.

Creating an idealised version of where the 
business will get to beyond the normal planning 
timeframe is healthy and inspiring. But these 
dreams will remain pure fantasy if you can’t link 
them to the here-and-now, via simple, actionable 
steps that lead inexorably to that end point.

NASA remains the gold standard in how to do 
this – they take a seemingly impossible mission, 
consider the conditions that need to exist to 
make the mission a success, then outline the 
key steps that must be taken to begin bringing 
those conditions about. 

Focusing on the fewest number of steps 
from dream to reality gives sharp focus to 
organisations. And we see over and over again 
how organisations with the sharpest focus make 
the fastest progress.

That sharp focus should be applied to everything 
your business does, and one of the most 
important places to be efficient in how you 
use your time is in board meetings.



STEP TWO
How to get the most 
out of board meetings.
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The nature of board meetings 
changes dramatically once 
a company has outside 
investors. Everyone suddenly 
has a greater interest in 
clarity and there is a need to 
manage different agendas. 
Those companies that 
have grown up using board 
meetings as a discipline and 
a navigation tool find the 
jump to outside investing 
easiest to manage.

These are the factors 
we look for in well-run, 
effective board meetings:

Know your numbers.

Be crystal clear on the key metrics for your area & how 
you use them to manage your business. There are few 
better ways to prove focus & delivery.

Be aligned.

Make sure you and your team are aligned on key business 
issues and opportunities. Meet before the board meeting 
to discuss areas of concern and put plans in place to deal 
with challenges and exploit opportunities.

Always prepare for the three questions you don’t 
want to be asked.

Ensure you have thought properly about what is going 
well and what is not going well. Investors accept that 
not everything is perfect and will be reassured if you can 
demonstrate that you are not only thinking about the 
problem areas but putting things in place to address 
them too.

Always do what you say you will.

If you commit to something, make sure you deliver it. 
Equally, you shouldn’t agree to actions where you are not 
confident that they can be delivered. Investors turn up 
once a month and will very quickly decide who they can 
trust to deliver and who makes excuses.

Make it positive.

Board meetings should be a source of inspiration and 
creativity, not just an updating process. Always think 
about what you want to get out of the meeting and how 
you can get the most out of the people in attendance. 
Board meetings are the place where the future of the 
business is decided, a positive environment offers the 
greatest possibility of success. Success in each of the 
above areas depends on how prepared you are to face up 
to challenges as well as your ability to take responsibility 
for your workload.

A truly responsible person in business has a solid grasp of 
their weaknesses as well as their strengths. Effective self-
development is about striving towards making the most 
useful contribution that you can and having a strategy in 
place for doing so.



STEP THREE
How to develop 
yourself to 
deliver your 
full potential

Naturally successful people embody 
many great qualities including:
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Drive and dynamism 
that is never diminished 
by failure.

Being supremely good with 
people whilst maintaining a 
cool, dispassionate decision-
making capacity.

The power to stick to a plan 
when the going gets tough and 
the instinctive knack of knowing 
when circumstances are 
changing beyond the capability 
of the existing plan to cope.

An ability to focus on 
the big picture whilst 
simultaneously attending 
to critical details.



1 2 UNDERSTAND OTHERS

It’s not enough just to contribute 
your area of expertise. Only by 
understanding how the world 
looks from a variety of different 
viewpoints will you add real 
value to the team effort.

THINK TEAM

What can you contribute, what 
do you need others to bring? 
How can you find and form 
your perfect team?

5 KNOW YOUR ENEMY

Learn from people who vex you. 
Be aware of people who make 
you jealous, nervous, annoyed, 
frustrated, distrustful, bored, 
exhausted or any other negative 
emotion. They have things to 
teach you.

3 4MEET THE STANDARD

Develop your special talents 
and expertise but work on your 
weaknesses too. You don’t have 
to become the complete all-
rounder but you do need to hit 
minimum levels of competence, 
to allow you to contribute fully.

BE OPEN-MINDED

Be confident in what you know 
and have achieved but delight in 
realising there is always more to 
learn. Realise a day when you let 
go of a cherished belief is a day 
when you have grown.

5 POINT PLAN 
FOR ACHIEVING SUCCESS

Very few individuals are lucky enough to have all of these qualities, 
but almost every individual will have some of them. How can you 
use your special talents, compensate for your weaknesses and make 
yourself as successful as you would like  to be?
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When we look at companies that have 
achieved exceptional levels of growth, 
we always see a leadership team 
where each individual has challenged 
themselves to grow as fast as the 
business. And the most challenging 
area of personal growth is the ability 
to work better with people.

Knowing where you fit in to the bigger 
picture, and the roles that other people 
play in delivering success, requires 
a person with strong organisational 
skills and awareness.
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Ultimately, it is a 
cohesive team with 
everyone playing 
a vital part that 
can expect the best 
possible multiple 
when the time 
comes to sell 
your business.
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When a company changes 
hands its value is expressed 
as a multiple of its turnover 
or profit. This leads to the 
belief that all investors 
are interested in are the 
numbers, and most often, 
the bottom-line. In fact, 
the wide variation in 
the multiple proves this 
is nonsense.
Investors are asking themselves some 
very shrewd questions about the value 
they put on those numbers which 
accounts for the spread of multiples 
from less than 5 times profit to greater 
than 25 times. Investors are rightly 
asking themselves ‘how healthy are 
these profits?

STEP FOUR
How to maximising 
your business value

How is the workload shared between you and your category?

‘A rising tide lifts all ships’ means being in a growing 
category will always boost your value. But however well 
your category is doing, if you aren’t growing faster than 
the market, you are falling behind your competitors 
outperforming a good market is the quickest way to get 
the attention of investors.

How is the workload shared between acquisition and 
organic growth?

If you have a strong, transferable business-model, acquisition 
can be a fast-track to growth. But if you aren’t also growing 
the core of the business, smart investors know you are going 
to run out of steam.

How is the workload 
shared between the 
founders and 
the wider team?

Usually the most 
committed members 
of a company are the 
founding partners. 
If you can change 
this and demonstrate  
that staff at all levels are making a full contribution to 
the development of the business, the profit growth looks 
much more sustainable to investors.

How well are systems, resource and process keeping 
up with growth?

Being lean is an attractive business trait, it shows staff 
commitment, enables fast, flexible responses and boosts 
profitability. But running too lean makes you vulnerable. 
Proper investment in the right people and systems is vital 
to smooth, continued growth.

How well-insulated are your profits?

What have you got that your competitors can’t steal? 
Typically this can be an IP or a distinctive brand but it can 
also be distinctive business practices that are embedded 
in your organisation and hard for conventional business to 
understand or replicate. Daring to be different is the critical 
agent for building insulation and boosting value.

We have sold and bought 
businesses and know 
that when it comes to 
maximising value, the 
bottom-line is far from 
being the bottom-line.



You’ve taken the risks, 
you’ve put the effort in, 
you’ve built the business 
and now, sale time, it’s 
your chance to reap a 
tangible reward.

This is our simple guide 
to avoiding common 
mistakes that can prevent 
you realising full value:

STEP FIVE
How to make sure hard work 
pays off in the sales process

Create a competitive sale process.

The best deals for sellers occur when there are multiple 
potential bidders. Negotiating with only one bidder puts 
the selling company at a significant disadvantage. Set 
up a competitive bidding process and avoid demands for 
exclusivity by a bidder. Even the perception that there are 
multiple interested parties can help in the negotiations.

Appreciate that time is the enemy of all deals.

The longer a sale process drags on, the higher the likelihood 
that the deal will not happen or the terms will get worse. It is 
vital to understand the huge amount of effort involved and 
have provision in place to provide this. It is inevitable that 
the acquiring company will have more resource than you, 
so delays work in their favour not yours.

And remember, if the deal doesn’t go through, the time 
the leadership team have spent focusing on the deal is a 
huge distraction; not to mention time and energy lost to 
the business.

Hire great financial and legal advice.

This means specialists with impeccable track records 
Our list of what we expect from our advisors is too long to 
publish here, and we expect them to deliver our list as a 
basic service and deliver value on top of that.

Have complete books, records and contracts.

Due diligence investigations by buyers rarely spot genuine 
business issues, but they are incredibly good at finding 
problems in the seller’s historical documentation process. 
An early review of these issues with your advisors can avoid 
delay or even deal breakers.

Create credible financial projections.

When you sell a company you are selling the promise of 
future profitability. The buyer will expend a great deal of 
time doing diligence on the company’s current financials 
and future projections. Having unsupportable projections 
will destroy the credibility of the management team. Having 
clear arguments supported by robust, multi-faceted evidence 
is critical to maintaining control of the sale process.
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As business owners, 
we have bought 
and sold many 
companies and we 
know what it takes 
to be meticulously 
prepared in order to 
maximise value.
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About this guide
This is one of a series of free guides from ValueMaker 
aimed at helping founders and business owners 
negotiate the complex process of obtaining 
investment or selling their business.

The series looks to break down the key issues, 
processes and strategies that business leaders need 
to navigate to maximise their chances of a successful 
outcome for their company, team and future.

If you have found this title of use, please visit 
www.valuemakeruk.com/resources/ for other  
guides, including:

Guide To Increasing 
Business Value

How To Generate 
Sustainable Growth

Guide To Preparing 
Your Business 
For Sale

Everything You 
Need To Know

Guide To Incentivising 
Your Team And 
WInning Investment

The Five Steps 
To Success
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Guide to preparing 
your business for sale
What you need to know

Delivering Possibilities

Guide to increasing 
business value
How to Generate Sustainable Growth

Delivering Possibilities

Guide to incentivising your 
team and winning investment
The five steps to success

Delivering Possibilities
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Everyone at ValueMaker loves being 
involved in the world of business. We love 
the challenges, the sudden moments of fear 
of failure and the wonderful sense of a hard 
earned success. We get as excited by our 
involvement in other people’s businesses 
as we do in our own, and we are highly 
motivated by contributing to their successes

Experience has taught us that one of the 
main barriers to success is not avoiding 
avoidable mistakes and not engaging early 
enough with good practise.

We know markets and outside factors will 
send enough challenges. We publish this 
guide in the hope that by following it more 
companies will be able to focus more of their 
effort on meeting those outside challenges 
rather than being derailed by the internal 
ones. Avoid the avoidable; and prepare for 
the unforeseeable.

Achieving Ambitions 
Capturing the passion of the leaders in the 
business and harnessing that to commercial 
success through vision, mission and 
strategy. Then driving this into action using 
accountability, responsibility and commercial 
creativity to create business momentum.

Building an Enduring Team
Creating a business with a future by 
developing talent at every level Getting to 
grips with people, teams, development and 
performance management through coaching, 
team building, conflict resolution and 
continuous assessment.

Developing Financial Strength
Building every aspect of the financial system 
you need to capture value. This includes not 
just solid management information systems 
for accurate and timely reporting but also 
robust financial strategies and acumen to 
help understand the performance of the 
business and improve decision making.

If you think ValueMaker can help you to 
grow your business, get in touch today:

T. 0203 286 5305 
E. enquiries@valuemakeruk.com

 value-maker-ltd 
 @ValueMakerUk

www.valuemakeruk.com


