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The Owner’s Guide to Transferable Value

Build a Business that Thrives Without You—And Sells for More

A Framework for Multi-Site Service SMB Owners

The Million Dollar Question Every
SMB Business Owner Must Answer

If you had to step away from your business tomorrow, would
it thrive without you?

Most business owners can't honestly answer "yes" to that
question. And that problem can cost millions.

Here's the harsh reality:

80% of business owners depend on their company for retirement,
but only 20% meet their goals at exit. The difference?
Transferable businesses—those who succeed build businesses
that can run without them.

The Uncomfortable Truth...
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Why Transferable Value Matters

It’s not about you—it’s about what comes next

Your business likely reflects years of sacrifice, risk, and relentless effort. it’s more than a
company — it’s your retirement plan, your family’s financial security, and your life’s work.

Transferable Value . - . . S .
You didn’t build it to own a high-pressure job. You built it to create wealth, open up options,

What the business is and eventually gain the freedom to step back — whether that’s through a profitable sale,
worth when you no passive income, or a gradual transition.

longer work in it.
But how much value you capture when you exit — the transferable value — depends on

what the business is worth without you in it. That means what someone else will pay, or
the income it can generate, when you no longer work in your business.

And the reality is sobering: Up to 70% of businesses fail to sell when owners try to exit.
The primary reason? Low transferable value.

To unlock the financial rewards you’ve earned, your business must have the ability to
sustain consistent profits and growth potential—when you leave.

The Real Cost of Owner-Dependent Businesses

What happens when you can't (or won't) let go

When a business depends too heavily on the owner for decisions, relationships, or execution, it may thrive in the
short term — but it pays a price in the long term.

As the company matures, this dependence becomes a constraint — limiting both the financial value of the
business and the personal freedom of the owner. At some point, every owner becomes the bottleneck. The
business can’t grow — or let go of you — until you do.

And while reduced freedom or cash flow might be manageable now, it becomes a much bigger issue when you
want (or need) to exit. Buyers see risk. Uncertainty rises. Options shrink. And the outcomes you’ve worked for
may no longer be within reach.

Financial Impact: Personal Impact:
e Reduced marketability — fewer qualified buyers e Trapped working in the business, not on it
e Discounted valuation and lower offer pricing e You become the bottleneck to the team and growth
e Increased earn-outs and/or deferred payments e Emergency, illness or vacation = business disruption
e Reduced income after exit e Delayed exit to support business or satisfy earn-out

The Bottom Line: An owner-dependent business isn't an asset—it's an expensive

_',1'5@ job you can't quit.
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HGP The 5 Pillars of Building Transferable Value
The Good News

While many small and mid-sized business owners fall short of their expectations at exit,
there’s good news: transferable value can be built.

With the right focus, you can turn your company into a valuable, independent asset—one

Build a Strong that delivers the retirement, freedom, and financial security you envisioned when you
Foundation started.

The 5 Pillars offers a Whether your goal is to sell someday, step back into a phased retirement, or generate
framework to grow passive income, the process starts the same way: Build a business that can thrive

your business—and

sustain the value

when step back The following five pillars offer a
proven framework to help you
increase business value, reduce
owner dependence, and prepare
for a successful transition.

without you.

Vision & Strategy

People & Leadership

Scalable Systems & Processes
Financial Reporting and Controls
Client & Revenue Model

oo B

As you review them, take stock of where your company is now—and where to focus next.

Pillar 1: Vision & Strategy

Moving from Doer to Strategic Leader Focused on the Future

A clear vision is your company’s North Star. It sets direction, inspires your team, and drives
confident decision-making at every level. It defines where you’re going and what you aim

Clarity drives to achieve.

momentum Your strategy tells your team how they will win. It clarifies how and where your business
A clear vision and creates value, serves your ideal customers, and sustains a competitive advantage.
focused strategy

align your team and Without this clarity, teams drift. Opportunities are missed. Time and energy are wasted on
drive smarter, short-term firefighting and non-priority initiatives that don’t contribute to long-term value.
faster decisions

Ask yourself:

Do | have a 3-to-5-year growth strategy?
Can my team explain our strategy, priorities and annual goals?
Do | spend more time planning—or more time fighting fires?
Red Flag: If you answered “no” to any, your business is reactive, not strategic.

Quick Win: Write down your top 3 growth priorities—then share them with your team.

Success Indicator: Everyone knows the plan—and how they contribute to it.
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BGP Pillar 2: People & Leadership

From Hero to Coach

You can’t scale yourself. A business that runs without you needs leaders who lead —
whether you’re in the room or not.

Transferable businesses don’t just rely on a strong owner; they rely on a strong team. This
is the kind of leadership that fuels sustainable growth today — while maximizing business
value for when you're ready (or forced) to step away.

Strong teams build

strong businesses Ask yourself:

Empower leaders to Do we have clearly defined roles, decision rights, and accountability?
drive growth today Are there succession plans for key positions?

that will continue Do my leaders take initiative and own the outcomes?

when you leave

ﬁ a Red Flag: Everything important still goes through you.
Quick Win: Identify one task to fully delegate this month—and

@ § step back from it.

dlb Success Indicator: Your team makes decisions confidently,
without having to wait on you.

Pillar 3: Scalable Systems & Processes

Beyond Tribal Knowledge to Scalable Operations

If your business lives in your head (or in the head of one employee), it’s not scalable. And
it’s not highly sellable.

Transferable businesses run on documented, repeatable processes that support
consistent execution, reduce dependency on individuals, and make it easy to train, grow,
and transition.

If not documented,
it’s not scalable

Repeatable work
flows reduce chaos, Ask yourself:
boost efficiency and
make your business
transferable

Do we have clear, repeatable workflows across sales, service, and admin?
Are our tools and systems helping us — or making things harder?
Do we track metrics that actually drive performance?

Red Flag: Everything runs on “tribal knowledge” — little is
documented.

Quick Win: Document one key process this week—Ilike client
on-boarding.

Success Indicator: A new team member can follow the process
and deliver results.
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Numbers—not
stories—build trust

Clean and timely
financials create
confidence, uncover
opportunities and
increase your
business’s value

Owner reliant
revenue reduces
long-term value

Self-sustaining sales
models build long-
term value and exit
readiness

SMB Guide to Building Transferrable Value

Pillar 4: Financial Reporting & Controls

Building businesses that run on facts—not just instinct

Reliable, timely financial reporting allows you to move beyond gut-based decisions and
drive growth through clear, data-backed actions. It also builds trust — with your team
today, and with buyers in the future.

Clean financials and solid controls give you the confidence to empower your team to scale
operations for greater profits and growth—and give buyers confidence that the profits and
growth will continue after you step back.

Ask yourself:

Do we have accurate, timely monthly reporting?

Are we using forecasts and scenarios to guide decisions?

Do | understand margin, cash flow and performance drivers? By product & client?
Red Flag: You can’t explain this month’s results—or what to expect next.
Quick Win: Start tracking performance by service lines and customer.

Success Indicator: You know your numbers — and what drives them.

Pillar 5: Client & Revenue Model

From Personal Relationships to Sustainable Growth

If your revenue depends on one major client, on you to keep selling, or unscalable
requirements to retain clients, it’s vulnerable.

Transferable business models have predictable, diversified revenue streams that don’t
rely on the owner. They serve clearly defined market segments, price for profit, and deliver
value in ways that scale.

Ask yourself:

Can we win and keep clients without my personal involvement?

Is our revenue recurring, contractual, or high retention based?

Do our pricing and service models support sustainable margins at scale?
Red Flag: You’re still the only rainmaker.
Quick Win: Identify your top 3 clients by margin—not just revenue.

Success Indicator: Revenue continues even when you’re away.

How Does Your Business Stack Up?
Seeing a few red flags? Don’t worry, you’re not alone. Most SMB owners have them.

The good news? Each of them is fixable. But waiting comes at a cost—creating greater risk
in an emergency and potentially leaving significant value on the table when you do exit.
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Emergency exits
cost the most

Delaying transferable
value risks abrupt
exits dictating the
value of your life’s
work

Set a course for
independence

Accelerate growth
today and be prepared
for tomorrow’s exit,
whenever it comes

Why Successful Owners Don’t Wait

Given how transferable value drives exit outcomes, it’s surprising how many owners delay
building it—until an exit becomes urgent or forced. When it’s more difficult and less
impactful.

What holds you back?

e Discomfort with giving up control?
e The daily grind of firefighting?
e Fear of losing key leaders you’ve invested in?

These reasons are understandable. But owners who don’t prioritize building transferable
value early—when they’re busy growing the business—face significant risks:

¢ Higher level of effort later. When you have less time and energy, closing gaps
when you’re ready to leave is far tougher.

e Lost compound growth. Studies show companies with high autonomy can grow up
to 4x faster than peers that limit decision rights.

o Decreased satisfaction. You become trapped in the business—and your
leadership team misses growth opportunities.

e Fewer exit options. An abrupt departure can wipe out significant value if
unprepared.

Bottom line: Focusing on transferable-value early in your journey ensures the retirement,
family security, and legacy value you want—rather than scrambling when it’s too late.

Build Your Path to Freedom

You don’t have to fix everything at once. Use the 5 Pillars framework to assess where you
stand, then build a 12-to-36-month plan based on your situation and risk profile.

1. Assess Where You Are
e FEvaluate strengths, gaps, and risks—and how they impact growth and personal
freedom.
e Identify low hanging fruit for quick wins.
2. Prioritize
e Focus on what limits your flexibility and value right now.
e Use your desired exit timeline and potential emergencies to rank needs.
3. Build a Plan
e Build a 12-to-36-month timeline in alignment with your strategy and annual goals.
e Breakitinto clear projects, milestones, and performance metrics.
4. Execute and Adjust

e Use the planitself as an initiative to increase delegation and build independence.
e Conduct quarterly reviews, refine the approach and celebrate wins as a formal
process.

SMB Guide to Building Transferrable Value
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Want a Quick Win?
Dedicate an hour
this week to draft a
roadmap outline—
identify your top 3
projects and first
milestone

You’ve built a great

business. It’s more
than a job—it’s your
legacy.

Let’s make sure it
lasts.

SMB Guide to Building Transferrable Value

The Outcome:
Accelerated Growth and an Exit-Ready Business

Imagine walking into your company next Monday to find:

vl Yourteam is executing the strategic plan without waiting for your direction.
Managers solve problems using documented processes and clear decision criteria.

Quality and consistency are maintained across all locations—even when you’re
away.

vl Financial reports show exactly which services, locations, and customers drive
profitability and reveal new opportunities.

vl Yourteam captures new clients through systematic sales and marketing processes.
This isn't fantasy. It's exactly what happens when
you systematically build independence.

You’ll sustain growth while you run the company, and
you’ll maximize the value you take with you when it’s Q
time—or you’re forced—to leave. 1 W

How Highland Growth Partners Can Help

We partner with owners like you to build businesses that deliver profitable growth across all
scenarios—whether you want a long vacation, plan to step back, or prepare for a sale.

Here’s what we can do together:

o Strategy & Exit Planning: Clarify your growth and exit goals, then map the path.

e Leadership & Succession: Build and coach a team that runs the day-to-day
without you.

e System & Process Improvement: Implement simple, effective workflows to boost
productivity—and satisfaction.

¢ Financial Clarity & Controls: Provide clean, timely financial reports to know your
numbers and make confident decisions.

¢ Revenue Model Optimization: Create predictable, diversified income streams to
sustain margin and value.

You get a hands-on partner. More than
just advice, you get direct experience to
help implement the five pillars and drive
lasting value.
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Take the First Step Today

Don’t wait until you’re ready to exit—when it’s more painful and expensive. Every
improvement you make now adds value and builds freedom.

Here’s what you can do next:

o Assess the strength of the 5 Pillars in your company to see exactly where you
stand. It’s quick, easy, and will show you where to focus first.

o Schedule a 30-minute consultation with us to talk about your goals, existing gaps,
and how to close them. No pressure, just practical advice.
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Our Solutions

Real Leadership | Real Progress | Real Results

o | On-site executive

j ) Hands-on support to
i | an experienced % Kdentify, evilixte 1@ experience to bridge
: ? i

'\_J.f"'l parspective and clear plan, develop and/for interim capability

Strategic g’,uic!ar'n:e to move the Projack implement high-value Eractional | EADS, slrl_a‘nglhﬂn the
Advisary | DUSINESS for ward Based initiatives Executive | leadership team and
Servicas Consulting Leadership| scale operations

Contact Us:

& Callus at 901-466-6079

[e] Email us atinfo@hgpgrowth.com

@ Visit www.hgpgrowth.com
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