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“I was curious and wondered whether I could do it
better and by myself.”

“Each time I heard the word ‘no’, it made me more
and more determined to make it happen.”

“There is no plan B.”

“I wish I had trusted my gut more – no adviser has
been as good as my own instinct.”

“Each time I have let go of stuff, to focus on where
I can add real value, the business has jumped to
the next level.”

“I needed more structured learning and business
advice for myself earlier on.”

“Will they be a good parent?”
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Ambitious business owners are the life blood of our economy. Their ambition and
clarity of purpose create wealth, provide employment and drive innovation – as the
facts on page 5 underline.

All too often business publications focus on large global enterprises without giving
the same thought or consideration to those that are often labelled small and medium
sized enterprises (SMEs). Nor do they recognise the diversity, depth and breadth of
businesses in this sector, and the interdependency between businesses whatever
their size.

Enterprise matters: we want to help recover and acknowledge the value of
entrepreneurship and the importance of its success.

As leaders of small enterprises we welcome this opportunity to celebrate the
achievements of ambitious owner managers.

Our two organisations have the same roots – our journeys have been different but
it is a shared journey to greater understanding of sustainable success.

We hope that this report and the ‘tool-kit’ will not only highlight the importance of
ambitious business owners in our society but – drawing on their experience and
insights – will offer practical guidance at all stages of the journey for those just
beginning as well as those considering the legacy they wish to leave.

Chris Heald Tony Manwaring
Partner and former chair, Chief executive, Tomorrow’s Company
Telos Partners

Foreword

Chris Heald

Tony Manwaring
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The UK’s business ecosystem is vibrant and constantly changing. By the time
of the 25th anniversary of the FTSE 100 index in 2009, only a third of the original
companies were still in the top league. Some of the companies that now make up
the 100 did not even exist when the index was founded. This is the very essence of
creative destruction, the force that drives free market economies.

We cannot know which companies will dominate the business landscape in the next
25 years. Disruptive new technologies and business models are appearing all the
time, turning entrepreneurs into household names. The question is, how do we
ensure that as many businesses as possible get off the ground in the first place?
The aim of this report from Telos Partners and Tomorrow’s Company is to give new
companies the best chance to survive beyond the original bright idea.

The report draws on the example of those who have made a success of their
idea, and gives new business owners the tools they need to turn entrepreneurial
flair into a sustainable prospect. The IoD fully supports these efforts and we are
delighted to be associated with such important work as part of the much valued
and long-standing relationship between the IoD and Tomorrow’s Company.

Simon Walker
Director general, Institute of Directors

Simon Walker
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When I first went to the then Department of Industry in 1979 the definition of a small
firm was one employing fewer than five hundred.

That was long before the internet transformed so much of our daily lives that today
we live in a world where 95.5% of all firms in this country are micro firms employing
less than ten. Of course large firms are important but employment and above all
innovation are the province of the small firm. We are driving through reforms in
government to enable the small firm to trade across the whole public sector to the
benefit of both.

Today there are small firms running global businesses, often from their front room
and indeed over half of new firms in this country start from home. With all this going
on the work of Tomorrow’s Company is even more important and I applaud the work
they are doing and welcome their new report ‘Tomorrow’s Business Owners’.

Rt Hon Lord Young of Graffham DL
Prime minister’s advisor on enterprise

Rt Hon Lord Young
of Graffham DL
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At the start of 2013, there were an estimated 4.9 million UK private sector SMEs:

• employing an estimated 14.4 million people with 99% employing fewer than 250 people

• with an estimated combined annual turnover of £1.6 trillion against a combined turnover for all UK businesses
of £3.3 trillion

• accounting for 99.9% of private sector businesses in the UK, 59.3% of private sector employment and 48.1%
of private sector turnover

• representing virtually all employment (94.5%) in the agriculture, forestry and fishing sector.1

In total, it is estimated that the family business sector made a value added contribution to gross domestic product
(GDP) of £346 billion in 2010. This is 33.6% of private sector GDP, or 23.8% of total economy GDP.2

The majority of jobs in the UK were created by small firms (i.e. less than 50 employees). Out of a total of 2.61 million
jobs created on average each year between 1998 and 2010 existing small firms contributed 34% (approximately
870,000 jobs) while start-ups (of which nine out of 10 employ less than five people at birth) contributed a further 33%.3

Smaller firms have been increasing their share of total employment year on year and in 2010 their share was triple that
in 1998. Single employee firms increased from three per cent of the total employment in 1998 to 10% in 2010, whilst
at the large end the share of 250 plus employee firms fell from 49% to 40% over the same period.4

SMEs are the backbone of the European economy. In 2012 there were 20.7 million firms which:

• accounted for more than 98% of all enterprises, of which the lion’s share (92.2%) are firms with fewer than
10 employees

• accounted for 67% of total employment and 58% of gross value added (GVA)

• provided employment on average for 4.22 people in 2012.5
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This guide provides some insights into how you as a business owner can
create and grow a successful and sustainable business which will thrive
beyond your involvement.

It builds on the substantial practical experience of business owners who have grown
their own business – ‘where did I get it right?’, ‘what would I do differently if I had my
time again?’ – and contains perspectives from a range of businesses at all stages of
growth – reflecting the rich diversity of this community. It identifies the factors that
differentiate those that are successful from those that fail.

Achieving lasting business success is a journey and it is a journey that all managers
face. The journey of successfully growing your own business sometimes feels lonely
and challenging – and involves ambition, determination, commitment, foresight and
courage. And it highlights one very important thing – that taking care of the business
is about taking care of yourself – the two are inseparable.

The steps in the journey to lasting business success are summarised in the diagram
opposite – what we are calling ‘the seven steps to sustainable business success’.

The diagram uses the ‘S’ curve concept drawn from the work of the economist and
thinker Charles Handy, who warns that the contradiction of success is that “what got
you where you are won’t keep you where you are”.6

Most endeavours start on an upward cycle when the business is flourishing –
before growth dips and picks up again in an ‘S’ curve as the business enters a new
lifecycle. Failure to change when the business is resilient stunts the ability of the
business to grow over the long term, as the effort required to overcome a downward
cycle accompanied by a drop in energy and resources is immense, and often
unachievable. Often, change only comes when it is too late.

Introduction

The ‘S’ curve

Don’t leave it too late!
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To avoid this, business owners must constantly engage in second-curve
thinking – ‘where are we on the first curve?’ and ‘when do we need to start
the second?’ Foresight and discipline are needed to start making changes even
when it is not yet obvious that change is necessary, and the courage to switch
from one set of assumptions and behaviours to another when the time comes – if
circumstances demand.

Enclosed with this document is a ‘tool-kit’ to help you think through your own
journey as an ambitious business owner.

The journey

T
im

e

Achieve a
successful exit

Hold yourself
to account

Learn to lead

Build resilience
to crisis

Maintain a
driving ambition

Make it happen

Start the journey

The journey is made
up of many ‘S’ curves
along the way and in
navigating the journey
the seven steps
are critical.

The seven steps to sustainable business success
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“I was curious and wondered whether I could do it better and by myself.”

Successful business owners have a curiosity that draws them towards an idea. They
do not necessarily have a clear vision at the outset – more a feeling that they want to
explore a potential opportunity.

They are able to translate their ideas into a clear vision and then seize the opportunity
and have the ambition and drive to turn their vision into reality.

They can ‘see’ themselves running the business.

What drives them is about more than money or size. It is a sense of dissatisfaction
with something that currently exists, a drive to make things better – a passion to do
something that makes a difference.

This is all before the business is a reality.

Questions

• Why did you want to start a business? What do you passionately
believe in?

• What are you looking to improve or do better? What problem are you
trying to solve? And for who?

• If you were able to ‘do what only you can do’, what stories would you like
your customers to tell others about the impact that you have on them?

• What would you like your customers, employees and suppliers to say
about the way you do business?

The seven steps to sustainable business success
Step one: Start the journey
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Paul Roberts, 49, is the owner of Fifthday, a company established in 2002. Based in the north
of England, the company delivers a wide range of project management services.

“When I think back to why I wanted to develop and grow a business, my motivation was all about
creative ambition. I wanted to deliver something that was unique, different, identifiably mine.
Something which had a culture, vision and values – products and services held together by
a strong ethic.

Before I even started my business, I wrote down the values I believed in, and pinned them to the wall
of the spare bedroom from which I was working. Now they’re on the wall of my office. Values matter
to me more than what I deliver; the way in which we deliver is what clients will remember and come
back for and what differentiates us from our competitors.

Of course, the client expects an excellent product, but I always take that as read. Our people are also
required to demonstrate this value, know what it is and deliver on it. For others, revenue growth may
be the prime driver. Serving a client then becomes a means of meeting that driver.

For me, it’s the other way round. With client value as my driver, business growth comes directly from
doing a great job every time. So I am selling myself and our people as much as the service we
provide. I am selling value.”

Ross Halliday, 43, is the owner of Out of the Woods, an independent juice bar and coffee chain
based in Leeds. Established in 2006 the company opened its second outlet in 2010, and hopes
to grow further in the future.

“After the personal frustration of struggling to find a readily available good quality ‘fast food’ option,
the initial idea for Out of the Woods was born and a draft business plan put together which was then
traipsed around every single bank on the high street.

Each bank visited was very positive and agreed to financially back our idea. This really was the first
encouragement that gave a real spur to continue with the idea, as now it was confirmed that it wasn’t
just a ‘pie in the sky’ idea.

To be honest a lot of the early decisions were made using our ‘gut feelings’ in conjunction with facts
and figures, and we still continue to use our instinct as we progress through our growth. If it doesn’t
feel right we will seriously consider if it is the right thing to do!”
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“Each time I heard the word ‘no’, it made me more and more determined to
make it happen.”

The early stages of setting up a business are tough. It requires relentless
determination and energy to overcome the numerous obstacles and challenges
along the way. It is an endurance race, not a sprint!

However, most successful business owners seem to relish in and draw energy from
this process. As they succeed in jumping the first small hurdles this gives them the
energy to jump more and higher ones.

Every time they hear a ‘no’ they go away and think about it and come back with
renewed determination. Challenges and disappointments are taken away, discussed
with others, questioned, analysed and learnt from.

The purpose becomes clearer and stronger, the idea more defined, the belief that it
can happen greater. A business is formed.

Questions

• Have you tested your ideas with a range of people to identify the hurdles
you need to overcome?

• What can you do to remove these obstacles?

• What help and skills do you need to make your vision a reality?

• What is the most appropriate business structure for your purpose and
vision? (see appendix for some options)

• What is your plan to ensure you survive the first 12 months?

The seven steps to sustainable business success
Step two: Make it happen
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Amanda Perry, 35, is the owner of Fancie, a restaurant, bakery and events business in
Sheffield. The company has grown rapidly since it opened in 2008 with just one shop, and is
looking to expand.

“When I began Fancie, it was just me baking cakes from my tiny kitchen at home. It was always very
important to me that people became familiar with a brand rather than ‘Amanda’s cakes’ – Fancie was
always about being scalable and different, giving me the option to step back if ever the opportunity
arose. I was able to leave my full time job within six months and survive – albeit in a very ‘cake to
mouth’ fashion – through the rocky first period until we stabilised and began to grow. I can honestly
tell you that the business would not be what it is today had I not worked tirelessly and sacrificed
so much.

Failure was never an option, and even though people thought I was mad leaving a well-paid, stable
job, I never doubted what I was doing for a second. I’m not saying my vision from the beginning was
perfectly clear, but I knew I had a great product and that there would probably never be a better time
to start – quality and passion will always shine through.”

Ricky Kothari, 34, is an entrepreneur and the founder of Innovashion, a company which
specialises in delivering innovative products to market that include drip and tea spoon
free T-sticks. Formed in 2011, the company is looking to expand.

“Hurdles are challenges, part and parcel of the business game – problems can be turned into
opportunities. It’s all about taking action in the direction that will meet the vision and growth strategy
of the business to achieve the goals of ensuring there is cash flow to keep the lights on. If I need to
get hold of the key person in an organisation I want to do business with, I will do it, be relentless.

You need to go beyond your fear, your comfort zone. And you need to get passionately enthused by
what you are doing. If you’re not excited by it, don’t do it. Enthusiasm, determination and motivation
will sell your business. If you believe in your business and the products and services you offer, others
will believe in it too. I arranged 20 meetings with entrepreneurs before I set my business up – to find
out what makes them tick. I read books – especially biographies of entrepreneurs. I always carry a
little pocket notebook around to capture thoughts and ideas. Leaving the security of employment
took three years – it was just a question of timing and a change in mind-shift towards resilience and
self-belief. And a question of identifying and following my own passions with a design principle of
starting a business with relatively little to no investment. I only have one life – it’s about enjoying and
making the most of it by learning and developing for improvement. Success is not the destination
but the journey.”
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“There is no plan B.”

Getting beyond the point of no return requires an ambition that must be maintained
for the business to thrive and survive.
But the day-to-day running of a business can wear passion down – leaving business
owners ‘out of love’ with their business which then becomes stalled, or stuck.
Changing life circumstances can also affect levels of energy and ambition. Financial
commitments such as the need to pay school fees or help children as they leave
home can stall the growth of the business. Ambition can be reawakened as the
business owner starts to think about retirement.
Different life circumstances create what Telos Partners call the ‘entrepreneurial
paradox’ – young entrepreneurs have the drive and energy but lack the network,
experience and funds to make it happen. Older entrepreneurs have the network,
experience and funds but lack the drive or energy to make it happen. Successful
business owners find ways to resolve this paradox.
Keeping up your energy and ambition is important and not something you need
to do alone. You need to find ways to fuel your ambition, not let it wear you down. For
example, surrounding yourself with different people at different life stages can help you.

Questions

• How clear are you on your ambition for the business? How does it align with
your personal ambition?

• What actions are you taking to keep this ambition and energy alive?

• Does the ‘entrepreneurial paradox’ have meaning for you? How might you
resolve it?

• How might your business benefit from bringing in fresh entrepreneurial
energy?

• What wisdom, experience and networks would your business benefit from?

The seven steps to sustainable business success
Step three: Maintain a driving ambition
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Hiten Thakrar, 41, is the owner of Awnhill Ltd, a family business which designs, imports and
exports souvenirs and personalised gifts. Established in 1975, the company is looking to take
the next growth step and develop new business relationships.

“My father’s need to earn money and the necessity to put food on the table drove his ambition and
success. But as growth reached a plateau, we sat in a comfort zone.

Then came the new blood, the next generation hungry for something different – I was brought in.

You’ve got to love what you do, and have a passion for success. Enjoy it and after some time sit back
and say, ‘Where am I? What am I doing? And where do I want to be?’

We all have a hunger for something. Is it status? Money? A car? In my case it’s a hunger to show my
family and most of all my father that I too can make it!”

Steve Elliott, 54, is the joint owner of SFW Limited, an IT consultancy and software house
based in Woking. Established in 1992, the company is seeking to consolidate its growth and
become known as a leader in its field.

“I still get a big kick from making a difference to the organisations I work with. But I have been in the
business for 21 years and sometimes there is a feeling that I need to rejuvenate myself.

I surround myself with people with drive to grow the business – people with enthusiasm and energy
who want to achieve for the business, and make a difference for themselves.”

Charlotte Miller, 54, is the owner of Miller Evans, a firm of solicitors specialising in property law.
Established in 1997, the company is seeking to expand its footprint in the commercial market
in the face of growing competition for residential clients.

“I’m always networking with people to drive the business forward – get ideas – keep it fresh.
Benchmarking is very useful. How does an owner-manager manage their business in a different
sector? I got on an easyJet plane and challenged myself to look at their business model. I took
inspiration from what I’d seen and began to develop peripheral services my clients would need. Like
coffee on the plane. So look at another business – and ask yourself – what can I learn from it?”
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“I wish I had trusted my gut more – no adviser has been as good as my
own instinct.”

Maintaining a driving ambition is difficult, especially in the face of a crisis. For some,
crisis may be too strong a word. For others, it may describe exactly how it felt. But if
a smaller, growing business is to be sustainable, the business owner has to develop
personal resilience and build a resilient business to sustain success over the long term.
Crisis in business is inevitable. All businesses experience the rollercoaster effect.
Stable growth is often followed by a major change or ‘crisis’ – such as making the
transition to a leadership role, hiring staff, cutting red tape or re-organising the
business structure to keep the business growing.
Successful business owners use crises to stimulate growth. For others crises can
wear down and threaten the existence of a growing business. But managing through
a crisis can provide valuable experience to draw on in the future.
Many crises are unforeseeable, of course. But watching for the early warning signs
of future threats, scanning the horizon to head off potential crises and listening to
gut instinct can all help. What is fundamental is the ability to take early action – or
as one business owner put it “confront the brutal facts”. To be successful you have
to recognise them – accept them – then act on them.

Questions

• What are you doing to build your personal and business resilience to
‘crises’? Do you have a ‘calm place in a storm’?

• What have you learnt from your own or other people’s ‘crises’?

• Do you have sufficient capital within your business?

• What would you do if you lost your biggest customer, most important
employee or best supplier? How would you survive if you had no sales
for six months?

• What is the likely cause of your next crisis? What stepping stones can
you create to eliminate some of the risks or accelerate your progress?

The seven steps to sustainable business success
Step four: Build resilience to crisis
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Stephen Sacks, 48, is the owner of Muubaa, a fashion brand that sells leather clothes.
Established in 1981, the company is looking to expand.

“I used to have crises every day. Crisis in the creative fashion industry is very, very frequent – because
the industry is always re-inventing itself. I used to get hit by things which depressed me. But I got
through it. If you’ve dealt with a crisis before, you can deal with it again. If it’s unknown and large, you
can break it down.

My next challenge is inflation – my plan is to re-position my product so it becomes more premium, to
move upwards and outwards to markets less sensitive to price, such as Russia and China. My solution
is to be clever on demand issues.”

Avril Hitman, 59, is the founder and artistic director of Magpie Dance, a registered charity that
unlocks individual potential and ability, and is at the forefront of dance for learning disabled
people, through participation, performance and training programmes. Established in 1986, the
charity is looking to diversify its funding stream and service-offer.

“Several years ago we suffered a crisis which almost resulted in the loss of services. I saw the signs
coming, but the organisation was a lot smaller then, without the support that we have now. It was a
wake-up call. We’re now taking positive steps to be proactive rather than reactive – so a crisis does
not develop far enough to risk the loss of services. My own resilience improved when I realised I
wasn’t skilled in all the areas I needed to be – so I surrounded myself with people who were. I also
realised the importance of my own development. I now have a coach and have undertaken a course at
Kent University on Business Improvement and Growth, all of which have been invaluable in my role.”

Gareth Mitchell, 35, is the owner of tree2mydoor.com, a company established in 2003 which
sells and delivers tree, occasion and conservation gifts online. Based in Manchester, the
company is looking to expand.

“We had a full order book in the run up to Christmas – during the snow – but could have lost this
business because of cancellations. We had to do some quick thinking – act immediately to avoid a
disaster. So we created a gift receipt email for customers to print off or email to the recipient of the
gift. I monitor the weather forecast every day now – call customers when there’s a drought and tell
them to water their trees – watch out for snow. I’m always learning from crisis. If you’re in a crisis act
quickly, and build knowledge to build resilience – knowledge and information at an early stage so you
know what the signposts are when you need them later on.”
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“Each time I have let go of stuff, to focus on where I can add real value, the
business has jumped to the next level.”

Successful business owners make a critical shift – a shift from entrepreneur to leader.
It is not just the job title that has to change but also the behaviour. The transition to
being a leader is critical to move the business forward.

It goes without saying that the energy needed to start up a business is not the same
as that needed to lead a growing business. One requires a ‘just do it’ mentality, whilst
the other requires a different approach that many business owners often struggle to
deal with – “If I am not doing ‘stuff’, then what is my role?”

Being a leader calls for objectivity and a realisation, sometimes painful, that it is
about decoupling one’s own purpose and values as an owner from what the
business needs to grow in its own right. Leadership requires long-term thinking
and patience. It requires a mind-set of ‘stewardship’ to safeguard the long-term
health of the business. It is a transition that has real challenge and requires a certain
leap of faith.

Questions

• What do you do that no-one else does, or at least not in the way that
you do it?

• What role does your business require you to play (now and when you
exit)? What is your job description? What do you need to do differently
to perform this role?

• Who do you need in your team? What skills, capabilities or people do
you need in order to give your business the greatest possible chances
of success in the long term? What will attract them to the business?
What are you willing to give up in return for their contribution?

• Who are your potential successors? What are you doing to develop them
further? How will you manage the transition?

The seven steps to sustainable business success
Step five: Learn to lead

Tomorrow’s Company defines
stewardship as:

‘the active and responsible
management of entrusted
resources now and in the
longer term, so as to hand
them on in better condition’

A set of Stewardship Principles
has been developed to help
companies embed stewardship
and these can be found at:

http://tomorrowscompany.com/
governance-stewardship
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Shaun Bailey, 42, is the owner-founder of MyGeneration, a social enterprise established in 2007
to support young people in London. The charity has changed its organisational structure to
maintain its core activities. Shaun also provides advice to several government departments
and writes regularly for the media on social issues.

“MyGeneration trickled out of the trap into an explosion of activity but there was no strategy, no
oversight. We could have controlled costs more efficiently and I wasn’t precious enough with my time
– I’d be the chief bottle-washer and then go and sit in £100K meetings. My time should have been
spent elsewhere – sitting in front of 200 investors, not 200 kids. Someone else should have been
cleaning the windows.

We failed to reap the benefit of activity that would sustain the business in the future. Wasted
opportunities to generate income and impact – deliver effectively. We were a bright light bulb instead
of a focussed laser. Trying to do everything ran me down. I started getting feedback I wasn’t hitting my
natural heights. I was fire-fighting – doing too much.

Cover your weaknesses. And get someone you trust. Find people who are cleverer than you.
The promised land of team-building is a team you can learn from. Build a team which will challenge
you – and expect to be challenged.”

Martin Daniell, 44, is the owner of Siegrist-Orel. Based in Kent the company was established
in 1934 and manufactures high performance cable markers and sleeving for the aerospace
industry. The company is looking to expand.

“When I stepped into the business it was suffering low growth – seven years of falling sales.
We were in a similar place to Woolworths – everyone knew what we offered but walked past the
shop-front. I was conscious of the need for leadership from the beginning – otherwise the business
would have failed.

To grow the business I focussed on our unique selling point – the quality of our products – and
invested in a management structure that was accountable – managers who made decisions –
took responsibility.

I add value to the business by setting out and providing a vision for the future, and making sure the
resources are in place to deliver that vision.”
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The business owners that are able to take significant leaps forward seem to have a
canny knack of ‘managing the present’ in a way that allows them to work effectively
and provide clarity on ‘creating the future’ and ‘nurturing identity’.

Leadership functions

©Telos Partners Limited. Developed by Dr. Pete Dudley.

Many business owners struggle to move from being an entrepreneur to being a
leader. Unable or unaware of the need to focus on their role as stewards responsible
for building a resilient business over the long term, many remain stuck in fire-fighting
mode. Gradually, their focus on vision, strategy and business development fades into
the background and growth reaches a plateau.

“Some of the most valuable
time I spend in my business
is staring at a blank wall. It
is then that my thoughts
and ideas crystallise.”

“The reason I set up the
business – autonomy
and control – is the very
reason I find it difficult to
let go of stuff.”

“Focus, focus, focus – ask
the right questions of those
who want to help you.”

Leadership and stewardship

Where we’re going
Strategy and business
development, renewal
and succession

What we do
Allocation and management
of resources, optimising
performance

Who we are
Purpose, values, behaviour,
policy, standards and
brand etc.

Leadership
resides here

Managing
the present

Creating
the future

Nurturing
identity
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As a steward steering the business to long-term success, the ambitious business
owner will seek the best team to deliver for the business – the best administrators,
mentors, managers, directors, managing directors etc.

Leadership needs to be distributed amongst the business.

Each step in the journey requires a behaviour change:

• Am I willing to fire myself from my role and step out of the way so that someone
else can do it better?

• Do I have the confidence to ask for help?

• Am I the bottle neck standing in the way of growth?

Business owners aspiring to lead their business will:

• delegate responsibility and allow staff to learn from mistakes

• build a team that is clear about roles, purpose, values and vision

• invest in systems which allow them to monitor the performance of the business
without becoming involved.

Often described as “working on the business, not in the business”, many business
owners realise too late that they missed an opportunity to stimulate growth in the
business because of a focus on ‘managing the present’.

The transition from entrepreneur to leader can be challenging and emotional –
involving a fear of losing control and leap of faith to pass the baton on to someone
else. It was described by one business owner as “shock and awe” – the shock of
‘letting go’ and the awe of unleashing new growth.

“Build a team with everyone
on the bus doing the right
roles without pandering
to individual wants
and needs – a clear
focus on the ambition
and the vision.”

“Entrepreneurs must be
confident to lead the
business and not so
confident that they can’t
ask for help and stand in
the way of success.”

“Find a way to articulate
your vision and values
and get your team to
develop and create a
strong brand together.”
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“I needed more structured learning and business advice for myself earlier on.”

Running a business is lonely and tiring. And for business owners the challenge of
being the founder, leader, manager, owner and steward at one and the same time
is particularly daunting.

Although the CEO of a large company is held accountable by a board and investors,
the business owner often is the board and sole shareholder, wielding total autonomy
and control. So the need for business owners to hold themselves accountable and
to be kept honest for their actions is particularly important.

Depending on the structure and size of the business, successful business owners
find a mix of formal and informal processes to do this. They may use formal
structures, such as having a board and governance structures and processes, or
informal processes, such as coaching, spending time with peers and experienced
mentors who challenge their thinking, offer guidance and allow them to ‘work on
the business’.

Either way, the business and personal benefits of involving professional scrutiny or
a sounding board can be both rewarding and worthwhile.

Questions

• What needs to be in place for you to be held accountable?

• How is your ownership/governance structure supporting or inhibiting
your growth?

• What challenge and support do you need to keep true to your purpose and
values? Who is challenging you to drive the business forward? Who keeps
you honest for your actions?

• How will the next leader(s) of your business be held to account and
kept honest?

The seven steps to sustainable business success
Step six: Hold yourself to account
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Elaine Lawrence, 54, is the owner of 47 Publishing, an internet development company
established in 2008. The company is seeking to enhance its technical expertise.

“It’s just me. I’m the only one that knows what’s going on. And that concerns me. Something may be
going wrong but in my head, everything is alright. I had a business mentor but that didn’t work out. I
also joined a group, but it wasn’t challenging enough for me. When you’re running a business you’re
like a hamster turning a wheel – you think you’re doing all the right things. Then you hear about what
others are doing in the wider world and realise you’re not achieving – which impacts on your own
wheel-turning exercise. I needed more help because my profit and motivation has suffered. Work with
a mentor who does what you do, someone offering the same service. If you run a hairdresser’s, find
someone who runs a successful hairdressing salon.”

Vivian Woodell founded the business in 1998 as a way for non-profit organisations to bulk-buy
their telecommunications. In 1999 it became ‘The Phone Co-op’, an independent consumer
co-operative providing both residential and business services.

“When I set up The Phone Co-op, I wanted to align two things that are often in opposition –
the interests of the owner and the interests of the customer. I wanted the management of the
business to be held accountable by its customers – the members.

I was also driven to demonstrate that the consumer co-operative model could be applied
in the context of a utility in a technically complex industry. One which had previously been
state-owned, had gone through privatisation and was suffering from a poor reputation in
relation to sales practices and service. I wanted to challenge the perception that the consumer
co-operative model was an out-dated movement that had lost relevance.

Our consumer co-operative governance structure means that the members elect the board to which I
report, and so ultimately hold me to account as CEO. The vision and strategy need to be co-created
by the board and management. The dialogue needs to be transparent and open – addressing key
strategic issues as well as operational ones. The information available upon which to base decisions
needs to be robust, reliable and consistent. Get it right and the business benefits are plain to see.

Working this way might not be seen as natural for a person with an entrepreneurial streak, but, if you
want to challenge yourself to take your business to the next level, it is an essential part of the process.”
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Dr Roger Barker, director of corporate governance & professional standards,
Institute of Directors
Some might argue that boards don’t matter for SMEs. It is the energy,
determination and business acumen of the entrepreneur which is decisive. 
Certainly, if an SME has a Steve Jobs, a Bill Gates, a Richard Branson or a Warren
Buffet at the helm, it is probably a good idea to let them get on with it! But as soon
as the direct involvement of the founder diminishes – or the firm outgrows his or
her managerial interest – then the sustainability of the enterprise becomes a
matter of increasing concern. 
Unfortunately, genuine business acumen is a relatively rare commodity. It is not
necessarily passed on to others by means of genetics or an MBA. Sooner or
later, all businesses will end up being run by relatively ‘normal’ business people.
It is at this point that an effective board of directors becomes highly relevant to
the continued success of an SME. The board of an SME will necessarily fulfil a
different role to the board of a large quoted company. In an SME context, the idea
that the board exists to hold management to account on behalf of shareholders
or other stakeholders is largely academic – the director, the manager and the
shareholder are likely to be all the same person!
However, as in a larger company, an SME board will benefit from gradually
bringing outsiders into the decision making process, either as non-executive
directors or as members of an advisory board. These directors should offer much
more than nominal independence and provide business expertise and experience
that really make a difference to company performance. They may also catalyse the
development of new perspectives on the company’s strategic future, and bring
greater rigour and objectivity to decision making. 
An SME governed by a professional board is a signal to the world that the
company is being run properly and for the long-term. 
It can also be lonely at the top. The wise counsel of a seasoned board can
help to relieve some of the burden of leadership that may weigh heavily on
the successful entrepreneur.

SMEs and the board of directors

A recent study by Sascha
Becker and Hans Hvide at
Warwick Business School
found that small companies
lost an average of 60%
of their revenues and
17% of their jobs in the
four years following the
death of the founder. 
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Adam Campbell, partner, Telos Partners
Dr Simon Raby, head of SME partnerships, Kent Business School

‘The BIG Journey’ – an executive development programme – was designed as
a result of a partnership between the Centre for Employment, Competitiveness
and Growth (ECG) and Telos Partners Ltd. It translates detailed research on SME
growth and performance into programmatic and in-company interventions which
have had a significant impact on the participating businesses. Participants have
reported an average increase in sales turnover of 18.8% and employment of
13.6% and has contributed £2.8 million of new revenue and 115 new jobs to the
Kent business economy.

“I secured a £1 million contract by putting into practice what I had learnt at
the first module” David Rushton, founder, Town & Country Cleaners

The programme has challenged the established mindsets of business owners and
enabled them to become strategic leaders, better understand how their business
adds value, and develop stronger and deeper relationships with their employees,
their customers and their value chain.

“I have adopted a more participative style of leadership which has led to
greater team engagement, greater levels of delegation and a more positive
business culture” Paul Bailes, founder, Cohesion Design

Business owners further highlighted that the programme had them to take time
out of their business, created the space to reflect and develop and that they
no longer felt alone. Many have become ambassadors for the programme,
recommending it to their own networks of ambitious owners.

“Nowhere else can you get access to such an amount of learning”
Linda Doherty, finance director, Secure Engineering

See also; The Ten characteristics of Successful SMEs which highlights many of
the challenges and opportunities that typical business owners face, and
complements and supplements the insights described within this report.7

A public-private partnership leads to
business improvement and growth
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“Will they be a good parent?”

The final theme in this guide is about an ambition held by many business owners –
achieving a successful exit from the business.

Exit can mean different things at different times – but ultimately it is about passing
the business on for the next level of its development. There are many options –
passing it on to someone else in the company, to a family member or selling to a new
owner. It is a choice – about when and how to exit and successful business owners
create as much choice as they can.

Recognising that the business would be better under new leadership or ownership
can be a difficult moment. It can involve a sense of achievement and relief, mixed
with a sense of loss or remorse or concern about its future.

Of course, not all exits are the same. The exits that go well have some consistent
themes. In particular, planning for exit and the transition, and being clear about the
business owner’s role in the transition and afterwards. For example, spending time
co-creating the new future for the business and engaging people in both businesses
during and after the acquisition. Exit may be the end of the relationship between the
business and the owner – but a successful exit is not the end for the business, its
people or the owner as an individual. It is important to find support as you go through
and beyond the process of exit.

Questions

• What are your possible routes for exit? How does the ownership structure of
your business enable or inhibit these routes? (see appendix)

• What are your criteria for an ideal ‘buyer’? What type of ownership/
leadership does your business require when you have gone?

• How will you manage the transition of leadership/ownership to ensure the
heritage of the business?

• What would you do if you left your business?

The seven steps to sustainable business success
Step seven: Achieve a successful exit
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Jan Buckingham was the international director for Values at The Body Shop from 2005 to 2011.
“When Anita Roddick set up The Body Shop she had one aim in mind – that it would be a force for
good based on strong values which would never be compromised.
Anita was criticised for ‘selling out her values’ when The Body Shop was sold to L’Oréal. However,
strong personal assurances were given that L’Oréal would protect Body Shop values – use the power
of the brand to advance ethical causes. Integrity was high. The Body Shop transferred into safe hands
and a preferable alternative to ownership by distant, disinterested shareholders.
Anita’s values lived on in a number of ways. They were enshrined in key principles which lay at the
heart of the organisation. We also wrote them into job descriptions to attract new staff who shared the
same vision – the same hearts and minds. There was a commitment to ‘no change’ in the first year
which allowed the two companies to learn about each other and create a new future together.
I would also say – communicate with employees – use newsletters, tell them what’s going on. The
transition can be a difficult time for them. And get it legally in writing – values as a condition of sale.
Finally, negotiate with people at the top. You have to be able to look them in the eye, and believe what
they’re saying.”

John Maxted, 57, is an entrepreneur who founded Digby Morgan, a leading international HR
recruitment company acquired by Randstad in 2011. John resigned as CEO of Digby Morgan
following the sale of the business and is now actively involved with politics, working with
private companies as an adviser and as a trustee and chair of fundraising for the homeless
charity Broadway.
“Be really comfortable about the people you are selling your business to – make sure there is a cultural
fit and the values align. Seek assurances. Culture and trust are very important.
I had created an environment where people felt secure, valued – believed they had an opportunity to
succeed. Within the first 10 minutes of meeting the buyer I felt comfortable.
There was an instant recognition – like buying a house. They were very open and transparent – gave
me access to other owner-managers in the group who were very positive about the culture. They were
clear about what they were looking for – prepared to nurture the company. We were not compelled
to do anything. They were happy to retain the same management team, culture, brand – take the
business to the next level without interference. It was a very successful model – the change in
ownership wasn’t perceptible.
When you set a business up from scratch it becomes very personal and a big part of your life.
I wanted to leave a heritage, not a history. I wanted the company to have a future. To leave a heritage
you need a future as well as a past. If the buyer doesn’t share your vision for the future you leave a
history and not a heritage.” 
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Richard Reed, 40, is the co-founder, co-CEO and brand director of Innocent, a highly
successful natural foods and drinks company. Although Coca-Cola holds a 58% share in the
company the co-founders retain full control. The company is looking to develop its range of
products and reach to markets abroad.

“Our relationship with Innocent is motivated by the mission of the business: we’re led by the desire
to get natural, healthy foods to people. If we were selling crisps and doughnuts, we wouldn’t have the
motivation to put the same hours in. The desire to be ethical and give 10% of profits to charity comes
from the same spiritual place of wanting to leave things better than we find them.

All the best companies have a mission to follow and values to guide behaviour. When you’re leading
a company you have to make thousands of decisions – so you need a compass. Our purpose and
values act as the trigonometry points of the business.

We made the values of the company and our brand synonymous – the two are inseparable. Our brand
links to the culture of the company and vice versa. So any compromise of our values is a compromise
of the most valuable asset of the company, the brand.

Coca-Cola 100% get this. In fact, they’re even more reverential and deferential to the culture of the
brand than we are. They know how important the values are to the long-term health of a company.

Founders, shareholders, leaders and employees come and go. The values shouldn’t. If you take them
away, things will start to go wrong. As a leader, make sure your behaviours are values-based. And
make sure the people in the company share the values too. Don’t recruit anyone who doesn’t.

If you’re selling your business, ask yourself if the buyer instinctively believes in your values,
and whether they fit theirs. If the values are aligned, all will be well. If not, long-term the deal
will not work.

And think about staying on as a chairman, founder-mentor, to provide a moral compass, influence.
But above all, don’t sell to someone who doesn’t love it, get it, support it.”
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Binoy Somaia, 43, is the second generation involved in Twiga Fiberglass, a leading
manufacturer of glass wool insulation in India. Established in 1975, the business is
looking to expand.

“Our next challenge is increasing awareness of our products and their benefits. Travel keeps my
ambition alive; it shows me there is so much potential in India.

We’re always trying to plan ahead. Our partnerships strengthen the business against crisis.
Technology relationships help keep our products up-to-date, customers and supplier relationships
help us through ups and downs. When the financial crisis hit in 2008 we became conservative very
quickly so we were financially strong – we have an enduring approach to business.

The fire-fighting never goes away but you realise that to grow you have to let go – empower other
people. There is leakage in the system in India – but good control systems and reports keep you in
tune with the pulse of the business. Doing everything takes up bandwidth and clouds your love of
the business.

We have a board and I’m always getting ideas from friends in business. It’s important to press
pause – get out of the day-to-day – de-compress – open your mind up. This puts the wheels in
motion again.

As the owner-manager of a smaller growing business we face the same challenges as everybody
else – limited resources whether they be people, time or capital.

The golden egg in India is the size of the market – one billion plus people. Doing business in India can
be difficult – we overcome through perseverance.”
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In considering the different options for setting up or exiting your business – it is worth
thinking about all the possible ownership models that exist before consulting your
accountant or lawyer to work out what is right for your business.

Appendix – Ownership models

Family ownership In this model, the ownership and control resides with the founder, spouse,
or other family members. While there may be owners from outside the
family, there is always one family member involved in the management or
governance of the business.

DescriptionModel

Institute for Family Business
http://www.ifb.org.uk/

Family Firm Institute Inc.
http://www.ffi.org/default.asp?id=255

Trust A trust is an arrangement in which the trustees act in the interest of named
beneficiaries. This is a mechanism that can be used to bind the owners of
a business to achieve a particular purpose.

Tomorrow’s Business Forms
www.tomorrowsbusinessforms.com

Employee ownership Companies where employees own a significant stake in the company they
work for – sometimes termed ‘co-owned’ businesses. Employee
ownership can take one of three forms:

• direct employee ownership – using one or more tax advantaged
share plans, employees become registered individual shareholders
of a majority of the shares in their company

• indirect employee ownership – shares are held collectively on
behalf of employees, normally through an employee trust

• combined direct and indirect ownership – a combination of
individual and collective share ownership.

The Employee Ownership Association
http://www.employeeownership.co.uk/
about-us/

Useful sources of information
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Social enterprise A social enterprise is a business created to fulfil a social or environmental
purpose, in an innovative way. Any surplus profit is re-invested to achieve
that purpose in the business or the community itself, instead of being
driven by the need to maximise profit for shareholders and owners.

This model has strong social aims and its governance and accountability
are usually designed to reflect this.

DescriptionModel

Social Enterprise UK
http://www.socialenterprise.org.uk

Gov UK
https://www.gov.uk/set-up-a-social-
enterprise

Consumer and producer
cooperatives and
other mutuals

A co-operative is an autonomous association of persons united voluntarily
to meet their common economic, social, and cultural needs and aspirations
through a jointly-owned and democratically-controlled enterprise.

The aim of a co-operative is not to maximise profits, but to be of use to
its members and defend their interests.

It is a model where the business operates for the benefit of, is owned by
and governed by its users or customers.

Mutuo
http://www.mutuo.co.uk/

Co-operatives UK
http://www.uk.coop/about/
co-operativesuk

Community Interest
Company (CIC)

CICs are a type of company and can be either limited by shares (CLSs)
or limited by guarantee (CLGs). The principal feature of a CIC is that it
contains a lock on its assets.

Dividends can be distributed to shareholders, but are strictly limited. A CIC
is obliged to pursue the community interest and must report on how it does
this to the CIC Regulator.

Tomorrow’s Business Forms
www.tomorrowsbusinessforms.com

Useful sources of information
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Not all businesses follow the same path – there are different
choices to be made.

Enclosed with this document is a ‘tool-kit’ which pulls
together the various questions shown at the end of each
of the steps to help you think through present challenges
and what future you wish to create.

Further useful reference materials can be found on:

www.tomorrowsbusinessowners.com

Telos Partners and Tomorrow’s Company want to help build
a community of ambitious business owners to encourage
on-going dialogue, learning and support.
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This guide has been several years in the making and we are grateful to all who ‘made
it happen’.

We wish to express our deep thanks, firstly, to the hundreds of ambitious business
owners who have participated in the workshops and programmes at the Kent
Business School, Cardiff Business School and Cranfield School of Management, and
who have been clients of Telos Partners over the years. It is their achievements and
stories that have been the inspiration for many of the initial observations and insights
that formed the basis of the original article on which this guide is based.

To the business owners and founders whose valuable insights breathe life into this
guide we are hugely indebted. Despite leading busy lives they gave generously of
their experience, knowledge and time.

To Lord Young, our warm thanks for his support and contribution to the report as well
as acting as keynote speaker at the launch. To Simon Walker and Roger Barker from
the Institute of Directors our gratitude for their contributions to the report as well as
hosting and promoting this event.

Our gratitude and thanks to Adam Campbell, the principal author of this publication
whose work formed the foundation for this guide and whose experience, drive and
determination made it a reality.

At Tomorrow’s Company we are hugely indebted to Jaishree Dholakia for her insight
and deep immersion in this subject, which gave her a strong empathy with those who
contributed to the guide, along with her hard work and fierce resolve in managing the
project. To Pat Cleverly for her support and skill as an editor and to Philip Sadler for
his constant challenge to consider the reader. Also to Grahame Broadbelt, Jemima
Cousins, Constantine Papademetriou, Anahide Pilibossian, Jamie Palmer, Alex
Maitland and Edward Ward for their support, and Sunil Gupta and Preeta Singh from
Tomorrow’s Company India for their valuable suggestions, contributions and insights.
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Telos Partners is a professional consultancy established in 2000 with a core purpose
to create sustainable success in business based on authentic relationships. We work
with ambitious individuals across a wide range of sectors and international borders.
Our clients work in a variety of businesses including global corporations, not-for-profit
organisations and privately owned businesses.

As part of our aspiration to be the firm at the leading edge of sustainable
transformation we look to continue our work with ambitious business owners and
founders to create bigger, better, more sustainable businesses.

Telos Partners has contributed to and supported a number of business programmes
for ambitious business owners. These include Cardiff Business School, the Cranfield
School of Management and through an alliance with Your Business Your Future,
Cass Business School. A close partnership with a leading research centre at the
University of Kent – the Centre for Employment, Competitiveness and Growth – has
culminated in the recent launch of the Business Improvement and Growth (BIG)
journey for ambitious owner-managers. The programme aims to bring together
the findings of detailed research on the performance and growth of over 500
owner-managed businesses and years of hands on experience of working with
hundreds of owner managed businesses into a practical support programme.

www.telospartners.com

Blog: www.ambitiousbusinessowner.com

Follow Adam Campbell at: www.twitter.com/adampscampbell

About Telos Partners



We are a London based global think tank delivering value for business leaders and
owners by addressing the systemic questions of the business world through the
overarching themes of: leadership and talent; sustainability and models of business
success and governance and stewardship.
We believe business can be, and must be, a force for good; and we believe the
challenges the world faces are best served through harnessing business’ innovation,
creativity and resources.
Our solutions are by business for business, built on deep relationships with business
leaders, government, opinion formers and the media.
Tomorrow’s Company distils emerging issues, convenes the discussions, enlists
business leaders and owners, and harnesses businesses’ resources to shape the
strategies that will deliver current and future success. We use our lens of proven
methodology, intelligence and experience to drive practical solutions, with original
insight. Working with business leaders we turn today’s businesses into their
future selves.
Our work informs company law, creates international frameworks and shapes
today’s business landscape in the UK and globally:

• we defined the inclusive duties of directors for The UK’s Companies Act 2006

• our work on capital markets informed the creation of the UN PRI

• our thought leadership on ownership and asset classes is at the heart of the
UK Stewardship Code

• on reporting, our work is at the heart of Europe’s move towards narrative
reporting

• King III in South Africa acknowledges our influence

• our guide for pension fund trustees contributed to the latest Law Commission
review on fiduciary duty and the role of asset owners in the financial system.

We inspired the way in which a generation of business leaders shaped their
companies. Tomorrow’s Company defined the ‘Triple Context’, the dynamic
relationship between the global economy, society and the environment that is
now used by many businesses as their definition for success.

About Tomorrow’s Company
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