Unlock Maximum Value:
Operational Secrets to Selling Your Business

This paper is not about fluffy unspecific checklists,
but real-world pitfalls that can trip up 70% of sales.
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Introduction

Selling a business? Your mind races: finance,
operations, customers, records, IP,
compliance — a tangled web. All are
important, many critical. But how do you
tackle the sale without allowing the tangle to
overwhelm?

The first thing to do is to simplify, clarify your
thinking. We have distilled things into three pillars
that frame every detail.

e Valuation - What's a fair price for the entity
and goodwill? Is it based on past results and
future promise? How can we identify and
monetise potential?

e Due Diligence - how can you produce hard
proof that your claims hold water? e.g. prove
the IP is real, is the growth real and locked in,
how solid are the next steps.

¢ Deal Risks How to minimise negotiation
pitfalls for both sides?

This roadmap empowers the seller.

In this paper we'll skip the financial aspects and
leave that to specialists. Instead, we will zoom in
on operations, the hidden powerhouse entangled
in all three.

Operations are not only entangled in all three
aspects of sale (valuation, due diligence, and deal
risks), but is a consideration which will likely
require of the seller detailed evaluation,
preparation, and possibly corrective or
optimisation actions. They will require
action, gaps need to be closed.
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Why operations matter so much

Jack Ma, co-founder of Alibaba Group, nailed it
when he said “If you simply focus on profit you will
fail in the medium and long term. Profit is simply a
score card; it is the result of doing everything else
well”.

Operations is that “everything else”.

These operational parts of the business play a key
role in the sale:

e They drive profitability by curbing cost and
resource waste in their own right. They directly
boost price.

e Build (or break) trust through compliance,
customer satisfaction, and risk avoidance.

e Fuel synergy across functions and processes
e.g., sales ramps without spiking production
costs thanks to smart governance.

e Prove potential via documented processes,
adding IP value and easing buyer scrutiny from
a challenge to points of pride.

We are not implying that chaos reigns in your
business or even most. Most successful
businesses have a pretty decent grip on all that.
But sales demand proof: transparent,
verifiable operations that scream "low risk,
high upside."

Operational Performance: profit, cycle times,
reputation & client goodwill
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Valuation: Turning Operations into money

Operations aren't just cogs—they're valuation
rocket fuel. Buyers pay premiums for both proven
performance and untapped potential. The seller's
job is to prove it's all true.

Evidence builds up the valuation base and also
creates a richer picture than the financials do on
their own. Evidence illustrates both historical wins,
frames current plans, and signals scalable growth.

Potential: it's not just hype

Sceptics quip, "Potential plus £4.50 gets you a cup
of coffee." We think this is wrong. Potential packs
real punch in two ways:

1. Realise It Pre-Sale: Spot opportunities,
implement changes, and measure gains
(e.g., 20% efficiency boost via process
tweaks). This lifts your baseline valuation
with hard evidence although it might cost
time and maybe a little investment.

2. Map It Clearly: Deliver handover-ready
plans — detailed investment plans,
business cases, and change roadmaps
(process, people, maybe technology), and
execution blueprints. Ground them in
crisp, current-state and future-state
processes and organisations and forecasts.

We've seen deals soar by bundling these as IP.
Buyers love it: Your transparency lets them tweak
strategies faster, with less guesswork, and helps
them hit the ground running.

The Result?

They bid higher, confident in post-sale wins.
Takeaway

Document your operational "as-is" today. It's your

bridge to "to-be" value—verifiable, bankable, and
buyer-ready.
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Due Diligence

This then segues neatly into due diligence.

During due diligence buyers dig deep—it's
intrusive, but inevitable. The key is don't wait: lead
with preparation. Operational preparation isn't
optional—it's your edge.

Key Preparation Principles

e Process & Policy Documents: Consolidate
(or create) SOPs, ISO certifications etc.
Regulation centred policies and
procedures are especially important as is
evidence that these have been deployed to
the workforce. They're no good if no one
knows about them. Also consider technical
specifications, and proprietary workflows.

This demystifies decisions and proves the
strength of this IP. Mix of existing and
new? No problem—start with a gap audit.

¢ Legal & Compliance Proof: In regulated
sectors, arm buyers with:

e Compliance-generating regulations
and your history.

e Fixes for open issues and prepares
for future mandates.

e Incident trackers, policy-process
links, role training evidence,
metrics dashboards.

e Adaptation playbook for regulatory
shifts.

e Other Essentials: Gather contracts, leases,
patents, permits. Spotlight operational
partnerships (e.g., outsourcing, supply
chains)—detail SLAs, integrations, and
internal management routines. Go beyond
contracts: Explain how you orchestrate
them for seamless outcomes.

This arsenal slashes due diligence drag, signals a
well organised enterprise, and spotlights your
team's mastery. Buyers think: "This one's plug-
and-play."
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Preparation is never wasted other compliance related exposures. Again,
' being clear about how the business is set
You can always pray a buyer isn't very thorough up (in processes, procedures, policy, and
but instead of that, it is a great idea to embrace team training) to support legal, regulatory,
due diligence and get out in front of it, be and environmental obligations can be an
proactive. important mitigator.
Even if this deal fizzles, you've got a blueprint: o Employee issues, any pending litigation or
Docs, designs, and agility boosts for the next liabilities should all be the subject of clearly
buyer—or your own growth. One investment, articulated pre-prepared positions on them.
endless ROI.
o One really important consideration is the
Deal Risk strategy for maintaining positive employee
- relationships (and outcomes) during the
From the seller's point of view there are a number prie pro QR the transaction.
of different perspectives on risk that need to be
thought about.
e If a buyer comes to feel that seller Novo: your operational ally
transparency is a problem, there is a risk of
loss of confidence in the vendor and how the Our cost-effective tools—powered by our unique
sale is being pursued. digital twin technology —rapidly generate high-
fidelity process maps, business cases, and
Verifiable documentation can be really handover assets. Cut documentation time by
important in creating the necessary confidence 80%, de-risk sales, and unlock value fast.
and projecting that the business is well
understood and organised. The key strategy Questions?
for that is maximising support of the buyer’s ... Don’t Fall at the first hurdle ...
due diligence and having all the facts at your If you have any v
fingertips. questions or would (‘“
like to discuss how
e There are a number of other risks that you we might be able to
need to get out in front of, at least in terms of help, then please
having a strategy to deal with them if or when contact us at
they arise. These might include: info@novo-t.com
o Over-reliance on revenue from a very small We use our unique
number of customers. What is the plan for digital twin
broadening the customer base and what technology to very
investment if any is required and where? rapidly and cost
effectively produce very high-quality operational
o Market and Industry-wide risks. We would documentation in support of a sale and for other
avoid speculating out loud or in public, but transformation tasks.
preparation might still be important if the
seller speculates for you. How your
processes and team can respond IF there
are market changes or shocks can be really Author: Ralph Baer,
important. Novo-transformation
o Beopen about outstanding compliance
issues or regulator findings. This will also
include any environmental liabilities and
environmental risks, product liabilities, and
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