
This 54-point checklist is designed to give agency owners a comprehensive overview of what’s included in The Intentional Exit
Framework, to ensure you address critical areas to maximize your agency’s value and prepare both you and your business for a
successful exit or restructure should you decide to continue building. 

Please note, every business is different, so some of these elements may not be as applicable to your specific situation, but
generally speaking, you’ll want to check off all these boxes!

THE INTENTIONAL EXIT CHECKLIST

Check off all the boxes that apply. 

Define personal and professional goals (growth, maintain, or exit): Decide whether your business
goals include scaling, stabilizing, or exiting entirely. Be clear on what success looks like.

I-Intent

Align business operations with long-term aspirations: Review if your current operations support
the vision for your business and personal life.

2.  Alignment:

1.  Vision:

Ensure the business reflects your values and long-term vision: Verify that your client base,
services, and internal culture align with your core principles.

Communicate the mission to all stakeholders: Share a concise and inspiring mission statement
with your team, clients, and partners.

3.  Owner’s Role:
Minimize dependency on the owner through delegation: Assign recurring tasks to team members
to reduce reliance on you.

Develop leadership within the team to ensure continuity: Train team leaders to make decisions
independently and take on more responsibilities.

N - Numbers

Maintain at least 3 years of financial records: Ensure that all financial data is accurate,
including income statements and balance sheets.

Analyze revenue trends for consistency and growth: Review year-over-year growth,
seasonal fluctuations, and areas of decline.

1.  Revenue History:

2.  Profitability:
Maximize profit per deliverable, client, and team member: Assess the profitability
of each client, service, or team contribution and optimize where possible.

Optimize ROI across expenses, systems, and tech stack: Evaluate tools and
processes to eliminate inefficiencies and increase returns.

3.  EBITDA & SDE:
Track and improve these key financial metrics to attract buyers: Calculate EBITDA (Earnings
Before Interest, Taxes, Depreciation, and Amortization) and SDE (Seller’s Discretionary
Earnings) to reflect profitability and operational value.
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5.  Tax Optimization:
Implement strategies to reduce tax burdens and maximize post-tax profits: Work with a
CPA to ensure compliance and take advantage of deductions.

4.  Cash Flow Management:
Ensure stable and predictable cash flow: Implement strategies like automated
invoicing to maintain consistent cash flow.

Address overdue receivables and streamline invoicing: Use reminders and tools to
improve payment timelines.

7.  Projections:
Develop detailed financial and business growth projections: Use historical data, market
trends, and strategic plans to forecast revenue, profit, and growth over 3-5 years.

6.  Valuation Goal:
Set a target valuation and develop a plan to achieve it systematically: Define a valuation
target (e.g., 3x EBITDA) and list actionable steps to increase value.

Set realistic targets based on market and business data: Create measurable goals such as
increasing annual revenue by 20% or improving profit margins.

T - Team
1.  Roles & Responsibilities:

Clearly define roles across the organization: Document specific responsibilities and
expectations for each position.

Ensure each team member has measurable goals: Establish KPIs that align with your
company’s broader objectives.

2.  Sales Support:
Build your team to support new sales, upselling, and client retention: Ensure your sales
strategy includes roles and/or initiatives as needed to maintain a steady pipeline.

3.  Cultural Development:
Build a company culture that attracts and retains top talent: Focus on creating an
environment that values collaboration, transparency, and growth.

4.  Intrapreneurship:
Foster innovation within the team to improve growth and retention: Encourage team
members to bring forward ideas for improving services or processes.

5.  Leadership Team:
Build a strong leadership team to ensure operational continuity: Identify potential
leaders and support their growth into strategic roles.

Delegate strategic responsibilities effectively: Empower team members to lead key
areas of the business.
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Track metrics for all critical business areas: Set up dashboards to measure performance
across sales, marketing, finance, and operations.

6.  Succession Planning:
Prepare for leadership continuity with clear transition plans: Identify and train
successors for key leadership roles.

E - Execution

2.  Tech Stack:
Optimize the use of scalable and efficient technology: Audit your tools to ensure they are
cost-effective and adaptable to future needs.

1.  Processes:
Document systems for client delivery, operations, and workflows: Create Standard
Operating Procedures (SOPs) to streamline and standardize tasks.

3.  Key Performance Indicators (KPIs):

4.  Client Experience (CX):
Prioritize excellent client delivery to foster loyalty and referrals: Build processes
that ensure consistent and exceptional service.

5.  Operational Independence:
Reduce reliance on the owner to ensure scalability and transferability: Train staff to take over
tasks and decisions that rely on the owner.

N - Niche
1.  Audience Niche:

Define a specific, profitable target market: Identify your ideal client profile and focus on
serving them exceptionally well.

2.  Market Positioning:
Differentiate the business with unique expertise or value propositions: Clearly
communicate what makes your agency stand out.

3.  Brand Perception:
Build authority and thought leadership in your niche: Publish articles, host webinars,
or share success stories to position your agency as a leader.

4.  Market Trends:
Stay updated on industry changes and adjust positioning accordingly:
Regularly review competitor activity and market shifts to remain competitive.

5.  Productization:
Identify client problems and create productized services: Develop standardized service
packages to streamline delivery.

Develop repeatable systems for service delivery: Ensure processes can handle
scaling without sacrificing quality.
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T - Traction
1.  Marketing Strategy:

Drive client acquisition through targeted campaigns and clear messaging:
Leverage social media, email, and paid ads to attract ideal clients.

2.  Pipeline Management:
Create a strong, predictable sales pipeline independent of the owner: Use CRM
systems to track and nurture leads.

3.  Sales Processes:
Build repeatable and scalable sales workflows: Document your sales process from
lead generation to close.

I - Income Streams
1.  Revenue Concentration:

Avoid reliance on any single client for more than 20% of revenue: Diversify your client
portfolio to reduce financial risk.

2.  Recurring Revenue:
Establish sustainable, predictable revenue models (e.g., retainers,
subscriptions): Focus on long-term client relationships that provide consistent
cash flow.

4.  Upsell & Cross-Sell Strategies:
Maximize revenue from existing clients: Offer additional or complementary
services to meet more of their needs.

3.  Diversified Revenue:
Expand revenue streams across services, products, or partnerships: Reduce
dependency on a single income source.

5.  Service Innovation:
Continuously refine and develop market-relevant offerings: Update services to
align with client demand and market trends.

O - Owned Assets
1.  Client List:

Maintain a loyal and diversified client base: Focus on retention strategies and
exceptional service delivery.

2.  Team:
Invest in training and developing team members as a valuable asset: Provide
ongoing learning opportunities to enhance skills.
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4.  Systems/Processes:
Build scalable, documented workflows: Ensure all essential business processes
are detailed and repeatable.

3.  Intellectual Property:
Develop proprietary tools, frameworks, or systems: Build unique, value-driven
assets that differentiate your business.

5.  Technology:
Own or license essential tech tools to minimize operational disruptions: Secure
key software and systems to support efficiency.

6.  Revenue Streams:
Diversify income sources to strengthen financial stability: Add additional revenue
lines such as partnerships or licensing.

Develop programs to turn satisfied clients into advocates or referral sources:
Establish loyalty or referral incentives to encourage client advocacy.

N - Network

Gather client testimonials and case studies: Build a library of success stories to
use in marketing and branding efforts.

1.  Clients

2.  Partners
Build strategic relationships to expand opportunities and reach: Identify and
collaborate with complementary businesses or influencers in your industry.

Foster mutually beneficial partnerships: Ensure partnerships align with your
values and contribute to business growth.

3.  Vendors
Maintain strong relationships with reliable contractors and vendors: Regularly
evaluate vendor performance and ensure they meet your business needs.

Negotiate favorable terms and agreements: Secure contracts that benefit your
business and foster long-term reliability.

Leverage community involvement to enhance brand reputation: Participate
in or sponsor community events to build goodwill and visibility.

Establish a presence in professional networks: Join associations or groups that
align with your niche and goals.

4.  Community
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Identify and mitigate legal, financial, and operational risks: Perform a risk audit
to uncover vulnerabilities and address them proactively.

A - Anticipation

Create a contingency plan for common business risks: Develop plans for financial
setbacks, staffing changes, or market fluctuations.

2.  Legal Compliance

1.  Risk Management

Stay current with contracts, trademarks, and regulations: Review legal documents
annually to ensure compliance and protection.

Regularly audit legal and regulatory obligations: Work with legal counsel to
address gaps or updates needed.

Plan for the owner’s transition out of the business: Develop a personal transition
plan, including financial and emotional readiness.

Clarify the owner’s role during the transition: Determine how involved you’ll be in
the business after the exit.

3.  Owner Exit Readiness

4.  Business Exit Readiness
Ensure all documentation and processes are ready for transfer or sale:
Organize financial records, contracts, and operational documentation.

Build a buyer-ready business package: Create a comprehensive overview for
potential buyers, including assets, financials, and operational details.

5.  Disaster Recovery Plan
Prepare for unexpected crises (economic, legal, or operational): Develop a detailed
recovery plan for natural disasters, cyberattacks, or financial challenges.

Secure insurance and backup systems: Invest in business insurance and redundant
systems to minimize downtime and loss.

Build a business that operates effectively without the owner: Establish systems
and leadership structures that ensure smooth operations.

L - Legacy

Ensure long-term viability by training future leaders: Invest in leadership
development for key team members.

1.  Sustainability

2.  Social Impact
Incorporate community or environmental contributions into the business model:
Align your business with social causes or sustainability initiatives.
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Create initiatives that give back: Develop programs that positively impact
your community or industry.

3.  Reputation
Strengthen the brand as a trusted leader in the industry: Focus on thought
leadership, public relations, and quality delivery.

Monitor and manage your online presence: Ensure your digital footprint reflects
your business values and achievements.

Define if and how the owner will stay involved post-exit: Decide whether you’ll
consult, mentor, or step away completely.

Communicate your long-term plans with stakeholders: Share your role and vision
for the future with clients, team members, and partners.

4.  Long-Term Involvement

5.  Impactful Exit
Transition the business in a way that preserves its mission: Work with successors
or buyers who align with your vision and values.

Ensure all stakeholders benefit from the exit: Prioritize a win-win approach for
employees, clients, and partners.

Next Steps:
Schedule a consultation to discuss your valuation and exit strategy.
Leverage professional support to maximize your agency’s worth and achieve your goals.

By following this framework, you’ll build clarity, confidence, and value, setting the
foundation for a successful and impactful exit - whatever that may look like for you! Because
after all, the only definition of success that matters is yours. And we make business
personal.

For more information, visit RIXExit.com or reach out at kiley@rayneix.com for support in
helping you navigate your agency exit.

mailto:kiley@rayneix.com

