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It is incredible the diversity of thought based on each person’s life and career experience.

This is why we feel the Grey Matters concept will present outstanding value to businesses that have a 
mindset of being willing to seek our collective wisdom to enhance and accelerate their own way forward 
to their business goals.

Our base concept of bringing over 100 years of experience into the board rooms should be a highly 
valued support for them. Our first intake of clients have clearly benefited and the aim now is to spread 
the gospel!

We hope that sharing some of this “gold” with you will challenge your thinking around your own business 
and your approach to it.

So  here is a range of thoughts and lessons learned from our learned Advisors.

Enjoy the wisdom below….

Andy Rooke, Founder, Grey Matters Business Advisory

“We turn your grey areas into 
black and white.”

http://greymattersadvisory.com.au/


463 years of experience and 
reflections from our team of highly 
regarded, senior business folk:

Set a Business Goal and stick with it.

A big job is just many small ones, so tackle each short-term goal in order of priority.

Get the best possible Financial, Management & Accountancy planning advice as early as possible.

Adopt a culture of Continuous Improvement in documented business management systems.

Forego early reward, invest back into the business while it grows, and salary sacrifice whenever possible.

Conduct regular S.W.O.T. analysis (strength, weakness, opportunity & threats).

Always do what you say you will & never promise something that cannot be delivered.

Always be available and answer the phone!

Surround yourself with people who have skills that you do not.

Be a prudent risk taker.

The first step in solving a problem is to recognise that there is one!

Stick to what you know best.  Ideally, spend time as a junior in your field. The years spent accumulating 

experience, both good and bad, are invaluable, when it comes to starting, running and developing 

your own business.

Don’t be too proud to get qualified advice. Sometimes, the advice will not be what one wants to hear.

Even if one achieves success, the business owner must never forget that a business, like any other 

asset class e.g. property, farm, equity portfolio, is a dynamic, as against a static, asset. This means 

things change all the time.  Failure to keep up with developments in and around your industry can 

reverse any gains made quite quickly.

Education.  Following point 3, it is vital to keep educating yourself and the key members of your staff, 

to ensure that the business continues to head in the right direction.  

The adage: “ You have to spend money to make money.”  This applies to all the above. 

Get the right people. This can be the hardest thing to achieve but is essential if the business owner 

wants to expand and therefore will have to delegate important tasks.  

When talking with a customer, never criticise your competition. It is hard enough to get time with them 

either face to face or over the phone so do not waste the moment. Focus on why your products, services, 

solutions or support will best meet their needs and expectations.

When conducting staff meetings or training on complex or technical matters, try to use a visual aid like 

a white board to summarise points as you make them. Everyone has different rates of comprehension so 

make it easy for them to join the dots as the retention levels are far better. 

Never criticise staff in front of others. Do it privately one on one in a constructive way that encourages 

them to change behaviour. 
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Own it 

Listen and learn 

Communicate with clarity

http://greymattersadvisory.com.au/


It is old news but stands the test of time. Timing is crucial. Be aware of the timing of your business. Is 

there a cycle and if so where is your business on it? What is changing in the wider environment and how 

does this change fit your business? There is always change. How does your business fit with the time of 

that change?

One way or the other you are in the people business. People in your company, people buying your 

product, people using/receiving your service. Keep a strong focus on the people aspect of your business.

Be deliberate. Assess, consult, plan, act, review, learn. Own the process and the outcome. It is your 

business. Do not leave it to chance, random responses or emotional knee jerk. Own it. Be deliberate.

Keep highly accurate financial records as Tax Returns with the corresponding Financial Statements for 

each completed FY (up to 5 years is ideal) along with a reliable internal or even external bookkeeping 

system in place. Preferably Xero but others may be more appropriate for certain businesses. Also, current 

FY BAS Reports with internal P&L available as needed for the unfinished FY to date.

Taking Cash Funds from the Sales and not declaring them will substantially diminish the value of the 

business as the Gross Profit percentage will be affected and possibly not in line with the ATO Benchmarks 

for that type of business which a Buyer’s Accountant should check. A Seller should never advise the Buyer 

that there is additional cash that has not been declared as it could put the Seller in a risky position.

Accurate stock taking should be conducted on a regular basis and any ‘old or slow moving’ stock 

should be sold off well in advance of the business being offered for sale. The sale of this old type stock 

might be at lower than cost price therefore it should be properly dealt with in advance of putting the 

business for sale BUT after getting advice from the Seller’s accountant as it can affect the Gross Profit 

Margin compared to previous years. There are adjustments that the accountant can make in the financial 

statements to cover this. 

High stock levels for specific businesses such as wholesale distribution is a big problem in any sale as it 

can greatly affect the Return on Investment (ROI) on the Buyers investment.  

If the business employs staff, be sure that the Seller is clear regarding their position being Full Time, Part 

Time, Casual, Contractor. etc. There are strict rules in regards to how many hours per week and different 

shifts the employee works that can determine their eligibility for holiday pay, sick pay and long service 

leave which all has to be disclosed prior to the settlement of the sale of the business and adjustments 

made as needed in the final funds paid. Casual workers that are working the same hours each day of the 

week for many years may be entitled to LSL, etc.

The business owner should keep an up to date schedule of current assets (as per Depreciation Schedules, 

etc.) and should dispose of assets that are no longer used in the business which will make the sale of the 

business much easier.

Owners / Directors that must be on the Agency Agreement to sell the business and must be included in 

the Sale Contract. One of the owners may be away for a long period of time or even interstate and the 
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For sale preparation (if you’re ever considering selling), follow these simple rules...

Deliberate focus 

It can take years to become famous but overnight to get a reputation. Always tell the truth (You do not 

need a diary then).

Teams accomplish far more than individuals. Encourage and reward their success even if it is just a small gesture.
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If you do not constantly measure, you are unable to manage. (Everything including HR health)

SWOT’s are only as good as the effort & honesty put in as well as the frequency that they are referenced/

updated. But as important is: “Do not sweat the “what ifs” they can cloud your need for a fast decision or 

judgement call. Sometimes a wrong decision is better than no decision at all. 

Without QA, you are lost! Quality in everything. (Systems, processes, procedures, work instructions etc) 

These are the business true value.

Run your business from day 1 like you are selling it on day 2. Keep all records (DB’s) up to date and truthful. 

Treat your customers like family (keep them close, keep them informed) Treat your suppliers even better! 

(They can & often, will make or break your businesses viability) Now raise that up another level and treat 

your staff like you, yourself wish to be treated. 

Take everyone along for the ride on a weekly or monthly basis and you will eventually be surrounded by all 

walks of life wanting to see you succeed and doing what they can for their part of that success. Bankers, 

legal counsel, accounting/taxation/grants support, landlords/agents etc; are also suppliers and should be 

treated with the same levels of support, appreciation and by being kept completely up to date with all 

wins, losses & strategies. 

Easy to say: “Cashflow is king” but in practice, this has to be broken down (There are many functions 

within a business) and these should be properly defined depending on the type of business prior to trying 

to install better cash control. A manufacturer has a longer cycle than a pure reseller for example. Importer/

reseller, deeply involved in R & D/software development etc.  all have varying cash cycles and should be 

defined prior to being managed. 

Develop a broad business plan that incorporates all the above in one shape or another. The more 

detailed, the better. Reference that plan (Business document) quarterly and add/update as you go. You 

will find that after a few years (often the time most businesses let lapse before revisiting theirs) you will 

have created a business bible that has everything in it from systems, procedures, strategies, forecasts, 

marketing plans, supplier DB’s, customer DB’s, an IP registers, an asset register and the list goes on. Total 

control over your business, summarised, all in one place and something that you can almost recite without 

referring to it!

Today’s success does not Guarantee tomorrows profit.

Building your business is a long game. Keep a constant eye on your direction and be prepared to change 

direction if you come across Roadblocks.
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An Advisory Board will 
elevate your thinking. 

other owner says that they have the sole authority to sell the business which they do not.  A simple ASIC 

check of the business ownership (Entity and Directors) should be done by the broker and the solicitors to 

ensure that all interested parties have full knowledge that the business is being sold.  

Bring in others

It’s a long game 

http://greymattersadvisory.com.au/


Customer, customer, customer.

Sitting above a vision, mission, purpose and strategic priorities is an overarching organisation type 

which impacts everything downstream. Many failures, or where there is ongoing conflict or friction in an 

organisation, is often because views or behaviour by different business units, small contingents or even 

powerful individuals, deviate from what is the generally unwritten organisation type, and subsequently 

the values and belief system which results from it.

Identify whether you are a sales organisation, a product organisation or a custodial organisation.

A sales organisation tends to believe that sales are the most important for the business and drives 

towards hitting sales numbers as the defining feature of everything it does. It doesn’t mean that it can’t 

also be focussed on the customer, but when defining strategy, initiatives and activities, attaining a number 

will take precedence. 

Product organisations often build amazing products, or technology, driven by the product team. Product 

organisations often experience conflict and friction when products which miss the mark from a customer 

perspective, are hand balled to other parts of the business. There is no point building something (even a 

service) if you can’t sell it, support it, market it etc. 

Custodial organisations always put the well-being of their customer at the heart of everything they 

do, which obviously includes growth and expansion, but dictates the ‘how’, with the responsibility for 

the well-being of the customer as the defining feature for all its activities, decisions etc. e.g. defining a 

customer journey and selling subscriptions at the right time to the right person, increasing price to be 

able to deliver added value or service, developing product for the needs of the customer. Not everyone is 

your customer.

Does being a custodial organisation mean that the organisation doesn’t focus on sales and product? Does 

it mean that it is not a commercial, profitable, high growth entity, which has to add to the top line and 

create shareholder value? Absolutely not! It just means it builds and sells its products, generates growth 

and creates value by considering the long term well-being of its customers, and never at the expense of 

it. Being custodial means that the organisation is actually always driven by the market and has to respond 

accordingly, which permeates down throughout the organisation as ‘culture’, rather than rules, enabling 

everyone to be able to make confident decisions and innovate in everything they do.
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Customer, customer, customer

Be aware of what your opponents are doing but Focus on what you do and stay to true to your values

Keep your identity as that forms part of your Goodwill. Who you are and what you are is important to 

your customers.

You do not know everything, use your professional advisors BEFORE you start not after.
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2. Challenge.

As a leader, surround yourself by people who challenge you. As soon as you believe your own bullshit and 

surround yourself with people who just agree with you, you’re dead in the water.
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Struggle and failure are far better teachers than success.

An oldie but a goodie, and very relevant in COVID-19 land. Leaders who have struggled and failed in the 

past are actually far better equipped to lead through these times and apply past learning, than those who 

are doing it for the first time. 

Train yourself to love and crave change.

Not change for the sake of change but the relentless pursuit of making things better and never rest on 

your laurels, or you become a target for disruption.

Leadership is sometimes allowing others to do a job you know you can do better. This builds the 

confidence and capability of members in your team and allows you to stand on their shoulders.

5 x 80% is better than 1 x 100%. The intent here is to avoid getting bogged down looking for the perfect solution.

No more than 5 strategies at once with a vision of no more than 3 years, anything further and the world 

will have moved on by the time you get there and keep them simple.

Build your teams to compliment your shortcomings, be smarter than you, challenge you and then trust 

them to do their role. This allows for better, flatter, leaner organisations with the ability to execute quickly.

Work from your desired end point back to where you are, not from where you are to the end point. This 

allows solutions to be built and avoid road blocks.

Define the behaviours and values (with as many people as possible) that will make the business a great 

place to work and a success - hire and fire based on these

Respect and give time to everyone in the business. Talk to them like you were having coffee with a 

friend - this ultimately creates one of the key fundamentals for success - a team that wants to do well for 

themselves and the leader

Define and ensure absolute clarity regarding your brand(s) position - remind everyone regularly why your 

products/brands and business is unique and indispensable - especially customers

Treat your suppliers just as well as you do your customers. They will go above and beyond when the need arises.

Resilience trumps most things - look for it and foster it. When things get tough, a resilient team always triumphs.
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Don’t pull levers without understanding the machine intimately.

I think this is pretty self explanatory but often in an attempt to move quickly, we yank on levers before 

understanding how things work, often leading to unintentional consequences. Often this is the case for 

new starters. Business’ expect to see change within a short period of time, when the best thing a new 

leader can be doing is watching and learning prior to making any changes.

Giving you and your business 
a renewed clarity of purpose, 
structure, measures of success.
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Determine your goals first

People and values will win
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Build your business around your customers needs and never lose sight of them, they move fast.  Give 

them what they crave and be famous for it.

Everything important is a great story. Be a great story teller.

Have the wisdom to teach well those you manage,  and then not interfere with them doing it.

Know your numbers. Simple but mandatory.

Nothing is ever missing, it just changes form. When areas of your business are weak, others are strong. 

Always know your weaknesses and strengths, they move.

Define a clear Vision with the team to get ownership and buy in. Make it 2-3 years in the future, 

measurable and aspirational. Combine this with the team developing and aligning Values and visible 

behaviours that the organisation can expect from everyone.

Set clear expectations around performance in roles: output, deliverables, behaviours. Hold regular 

feedback session with team members to check in with performance versus expectations. Problems are not 

like good wine….they don’t get better with age. Have the tough conversation with people who are falling 

short of expectations in any area of the business.

Know your key business drivers that lead to business profitability. Develop capture and reporting systems 

to make the gathering of the information easy and the communicating of it as close as possible to the 

delivery to keep everyone focussed.

Its all about harnessing the energy of people. Give autonomy and let people play in the sandpit.

Always consider the business needs to be sold to really extract the value for the owners and make 

decisions that will enhance this at every stage.

It is about the money…cashflow to be precise. Make sure everyone knows their role in maintaining and 

maximising the cashflow implications of every decision.
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Gain employee engagement by creating a game worth playing. Numbers tell a story, systems run the 

business, people run the systems.

People have a deep need to be creative and to belong. Understand this and use it as a competitive 

advantage. E.g. use people’s need to be creative to create problem solvers.

A well run stand up meeting every morning will address all aspects of the SCARF model in some way and 

drive change through out the organisation. Getting the meeting right is a real art form, and much easier to 

get wrong then right.

Have a plan. Plans are worthless, planning is invaluable. People will argue their work is too reactive to 

have a plan. Even soldiers will plan a mission down to every last detail, you would not get a more reactive 

environment then a battle field.

Senior Management - 90% strategic Work, 10% Tactical work, Middle Management - 40% strategic work, 

60% tactical work, Shop Floor - 10% strategic work, 90% tactical work.
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Working at the right level

Storytelling is invaluable

Be clear with your expectations

Not the end of the wisdom…just the beginning of the next stage.
Let us know how we can help you.
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