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SWS Guide 1 - Before You Decide



Most owners start with one question: what's it worth? That's the wrong first question. The right one is: what do I want? The answer changes who you should sell to, how the deal gets built, and what you'll walk away with.

01   Why you're selling

Every buyer will ask. Be honest with yourself first.

Retiring. Tired. Health. No one to hand it to. Or somebody made an offer you didn't expect.

The reason shapes the deal. An owner who's worn out tends to make a different deal with different buyers than an owner with no successor who needs a buyer who can actually run the place. An owner who isn't ready to leave but wants help growing might not want a full sale at all — see the last section.

02   What a good outcome looks like

Price is one part, but you need to think about the rest.

What happens to your people? Your customers? Your name on the trucks? The building? Do you want to walk away the day after closing, stay on for a year, or keep a piece of it?

	WHAT IT LOOKS LIKE

The owner of Harbor Plumbing wants his foreman to have a shot at running it. The owner of Coastline Pest wants her GM protected. Both want the name kept. Neither realizes that rules out about half the buyers out there.



Write down what matters. You'll use it to judge every offer.

03   Price is not what you keep

	WHAT IT LOOKS LIKE

Say Harbor Plumbing sells for $2 million. Here's roughly where it goes.

1. Seller note (part of the price the buyer pays you over five years): $300,000
1. Broker fee: $200,000
1. Truck and equipment loans paid off at closing: $150,000
1. Taxes (depends on how the deal is built — ask your accountant): about $350,000

Cash in your account the day after closing: about $1 million. Another $300,000 over the next five years.

That's a good outcome. But it isn't $2 million, and you should know that before the first conversation.



04   Timing

Buyers pay for what they can see, and the faster they can see it, the faster the deal moves.

Clean books, a manager who's already in place, and records that match the tax returns can take a deal from nine months to four. Messy books don't stop a sale, but they slow it down, and every month of delay is a month for something to go wrong.

If you're thinking about selling, start the conversation. A good buyer will tell you what needs cleaning up and help you sequence it.

05   Is it sellable right now?

Five questions. 

1. Does it make money if you're not there?
1. Do the tax returns show the true profitability?
1. Is the license in your name only?
1. Is any one customer more than a fifth of your sales?
1. Would your best employee stay if you left?

Two or more wrong answers doesn't mean don't sell. It means there's work to do, and a good buyer will help you put it in order.

06   Selling part of it

Not every sale is all-or-nothing. Some owners bring in a partner who buys most of the business, helps build it, and buys the rest later.

You get cash now, a share of the growth, and someone alongside you to handle the parts you don't want to. It works when you trust the partner and still want to be involved. It doesn't work when you want out but can't let go.
CHECKLIST

Before you decide

Why I'm selling: 	
	


	Day after closing, I want to:
	☐ Walk away
	☐ Stay a year
	☐ Keep a piece



	What has to be protected:
	☐ Employees
	☐ Customers
	☐ The name
	☐ The building

	
	☐ Other



Price I have in mind: 	

What I'd need to keep after taxes and payoffs: 	


	
	YES
	NO

	Does it make money without me?
	☐
	☐

	Do the tax returns show it?
	☐
	☐

	Is the license only in my name?
	☐
	☐

	Any customer over 20% of sales?
	☐
	☐

	Would my best employee stay?
	☐
	☐

	Do the books match the tax returns?
	☐
	☐

	Is there a manager in place today?
	☐
	☐



	LET'S TALK

If you're thinking about selling, this year or in five, call us or send an email. We'll walk through your business with you and tell you what we see. No cost, no obligation, and everything stays confidential.

(203) 517-4631   ·   info@soundworthservices.com   ·   soundworthservices.com
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