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Exit-Ready 
Is Just Good Business.
Even if you’re never planning to sell.

Rich Poole | Generations



W H E R E  I T  S T A R T S  F O R  M E

One of my first memories - standing next to my Dad.

A gear store. Ropes. Hooks. The wharves.

The smell. Hard work. Real.

Fourth-generation stevedoring business. Sold.

Built GrownUps. Sold to a large Multi-national.

Co-Pilot & Generations Advisory - 23 years. ~170 companies.

Twenty-five years since I left. Fifty since that first memory.



T H E  C O N V E R S A T I O N  Y O U  W I S H  Y O U ' D  H A D

What conversation haven’t you had yet?

Family. Business. Silence. Exhausted. Not putting my hand up for more help.

“Well - I was a muppet.”



E V E R Y  O W N E R  E X I T S  S O M E H O W

Types of Exit.
Only one of the three is the one you actually choose.

Planned
On your terms.

Forced
Life or the books decide.

Circumstantial
No plan. You drift.



T H E  E X I T  Y O U  P L A N  F O R

Planned.
On your terms. Years in the making.

Trade sale / M&A Buyout Succession Listing

Believable earnings. Bank-financeable. A calm handover.



T H E  E X I T  Y O U  D O N ’ T  C H O O S E

Forced.
Life or the books decide. No choice, worst price.

Death Disability Divorce Disagreements Distress

Away for 30 days - would your business survive?



T H E  E X I T  T H A T  J U S T  H A P P E N S

Circumstantial.
No plan. You drift.

1 Owner is the business.

2 Messy books.

3 Key-person risk.

4 Assumed succession.

5 Waiting until forced.



T H E  Q U E S T I O N  W O R T H  A S K I N G

Is it a good time to be thinking about selling- 
or at least getting ready, if it happens?

Let's not guess. Let's look at the numbers.



T H E  M A R K E T  I S  R E A D Y

The demand is here. Are you ready to meet it?
Whether you're planning to sell or not — understanding what the market values tells you exactly what to work on.

35:1

buyers for every listing.

Highest in 5 years.

136
median days to sell.

Down 22% in 5 years.

61%

of sellers are 50+.

Nearly a quarter are 60+.

514
business sales, past 12 months.

A record high, +21%.

27%

pre-tax yield, for a very good business.

Vs 3–5% elsewhere.

3–6×

NZ hire EBITDA multiples.

Distressed 2× · up to 6× for a strong business.

Buyers buy the future - not just the past.

Source: ABC Business Sales, Mar-26 · WSJ, May-26 · NZ market data

“New Zealand is officially in a sellers’ market.”
- Chris Small, Managing Director, ABC Business Sales



F O U R  T A I L W I N D S

The tide is turning.

+36.6%

business confidence, June 2026.

Up from +10% in May.

2.8–3.4%

NZ GDP growth forecast.

Vs 1.6% for Australia.

26,300
Kiwis returning home, +14%.

Highest in 3 years.

2027
Australia's CGT discount ends.

A closing window - not for NZ.

So, the market is ready. Now, what do you need to think about?



I T  A L L  S T A R T S  H E R E

Yourself.
What do you want from life? 

What motivates you and gives you energy?

Physical

Mental & Emotional — it starts with sleep

Spiritual (Purpose)

Relational

Recreational

Occupational

Financial



N O W ,  T H E  B U S I N E S S

10 Big Rocks to Consider.
Score out of 10 each. Get it out of your head, onto paper.

1 You & Risk 2 Vision & Plan 3 Governance 4 Financials 5 Operations

6 People & Culture 7 Systems 8 Technology & AI 9 Customers 10 Marketing

G O I N G  D E E P E R  O N  F O U R

Owner-Dependency

Would it run without you? Most 

sale prices get discounted here.

Systems & Processes

If it lives in your head, it's not a 

system yet.

Customers & 
Relationships

Tied to you, or to the business? 

The value follows the relationship.

Governance

Decision structure, not day-to-day. 

Who's accountable to whom?



T H E  R E A D I N E S S  R E A L I T Y  C H E C K

Where are we at?

G O V E R NAN C E

69%

of top family businesses have a 
formal board.

E X I T  R E A D I NE SS

47%

have no exit plan.

E X I T  R E A D I NE SS

56%

don’t know their valuation.

E X I T  R E A D I NE SS

61%

of shareholders are 50-plus.

S H A R E HO L D ER  &  F A M I L Y

38%

report poor communication.

S H A R E HO L D ER  &  F A M I L Y

82%

of intended successors don’t 
want the business.

O W N E R  D E P E N DE NC Y

5%

believe it runs without them.

O W N E R  D E P E N DE NC Y

10–50%

price discount from key-person 
risk.

None of this only matters if you're selling. Every single one of these metrics makes your 
business run better today, not just makes it easier to sell tomorrow.



M Y  R E C O M M E N D A T I O N

Your Plan Starts Here.
Ten moves to think about. 

1 Score yourself honestly - start, stop, pause. 6 Attract competitive tension - early.

2 Take yourself out of one thing. 7 Never sell a majority and expect to keep control.

3 Know who you'd sell to - and answer their 'what if'. 8 De-risk everything before you sell.

4 Have the conversation. Don't wait 25 years. 9 Take the emotion out - trust your gut.

5 Revenue is only revenue when it's in the bank. 10 Pick one big rock. Start there.

Bonus: always carry mints into a meeting.



It’s a sign of strength to ask for help. 

Not a weakness.



T H E  S T E P  M O S T  P E O P L E  S K I P

Always Write It Down.

What. How. Who. By When.

The important never feels urgent. This is the work you never reach - unless you write it down.



A  Q U E S T I O N  T O  T A K E  H O M E

What if we doubled the size of our business - 
and also got out of the way?
Everything that makes a business ready to double is exactly what makes it exit-ready.



B E F O R E  W E  F I N I S H

You don't have to be planning to sell 

to think like an owner who could.



D O N ’ T  B E  L I K E  M E

Consider stopping kicking the can down the road .

Starting today is not going to be a bad result.

Clarity creates calm. Action creates control. 
Exit-readiness creates freedom .

If you want a hard life, do the easy things. 
But if you want an easy life, do the hard things .



Rich Poole
Independent Facilitator & Advisor

Family & Private Enterprise | Ownership & Board Decisions

rich@generations.kiwi

021 742 597

generations.kiwi

B E F O R E  Y O U  L E A V E

Take the diagnostic.
And/or please get in touch for a 
30-minute no obligation call.

Seven minutes. An honest read. On the plane, or in the Uber 

home.

generations.kiwi/exit-readiness-diagnostic
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