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This Deal Structuring Handbook provides 25 detailed examples of successful partnership and

acquisition structures. Each case study demonstrates how to apply the principles from Play #9

to create win-win arrangements that address transfer of value issues while protecting your

interests. These examples span various industries, business sizes, and partnership types.

Study them to understand how successful dealmakers structure arrangements that generate

both immediate income and long-term equity appreciation.
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Example 1: Marketing Agency Turnaround

Situation:

Owner-dependent agency, $2.2M revenue, 85% of new business from owner relationships

Deal Structure:

30% equity + $5K/month retainer

Key Terms:

Equity vests as customer concentration drops from 45% (top 3) to <25%

Outcome:

18 months later: sold for 2.3x original asking price

Key Lessons:

• Milestone-based vesting aligned interests

• Monthly retainer covered immediate needs

• Exit bonus created additional upside

• Transfer of value issues became value creation opportunities

Example 2: Manufacturing Business with Customer Concentration

Situation:

Precision engineering shop, £3M EBITDA, 99% from one automotive client

Deal Structure:

Consulting for equity - 25% equity for diversification services

Key Terms:

No upfront payment, equity vests as new customers acquired

Outcome:

Passed on deal, referred to manufacturing specialist

Key Lessons:

• Extreme concentration risk prevented traditional acquisition

• Identified need for industry-specific expertise

• Recognized limits of personal capabilities

• Value of network and referral relationships

Page 3 of 16

Deal Structuring Handbook



Example 3: Healthcare Administration Efficiency

Situation:

Medical practices needing operational improvements

Deal Structure:

Roll-up strategy: 15-20% equity per practice + upfront fees

Key Terms:

Drag rights for collective exit, performance bonuses for margin improvement

Outcome:

7 practices combined, preparing for PE exit at 4-5x multiple

Key Lessons:

• Roll-up creates economies of scale

• Drag rights enable collective exit

• Solving same problem across multiple businesses

• Higher multiples for aggregated entities

Example 4: SaaS Transition Partnership

Situation:

Technology services company, revenue declining from $3.8M to $2.9M

Deal Structure:

30% equity + modest retainer for cloud transition leadership

Key Terms:

Performance metrics tied to revenue recovery, 12-18 month timeline

Outcome:

14 months: business model shifted, revenue stabilized, sold to strategic buyer

Key Lessons:

• Declining profits created opportunity

• Expertise in transition management was valuable

• Clear milestones and timeline

• Strategic buyers pay premium for cleaned-up businesses
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Example 5: Retail Business Margin Improvement

Situation:

$2.7M revenue, 4% EBITDA margin (vs 11% industry average)

Deal Structure:

25% equity + monthly fee for operational optimization

Key Terms:

Focus on inventory, supplier terms, pricing, loss prevention

Outcome:

12 months: margins improved from 4% to 11%, tripled profitability

Key Lessons:

• Thin margins prevented traditional financing

• Operational expertise created immediate value

• Margin improvement more impactful than revenue growth

• Increased business value dramatically

Example 6: Plumbing Company Succession

Situation:

Profitable business, owner late 60s, no family successor

Deal Structure:

5-year transition: equity increases as involvement decreases

Key Terms:

Performance-based equity escalation, knowledge transfer milestones

Outcome:

Gradual ownership transfer, preserved owner's legacy

Key Lessons:

• Time-based transition reduced risk for both parties

• Owner got to retire gradually while maintaining income

• Partner learned business thoroughly before full ownership

• No upfront capital required
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Example 7: Food Manufacturing Connection Deal

Situation:

UK food manufacturer unable to access national retail chains

Deal Structure:

Chairman role with performance-based equity escalation

Key Terms:

Base equity increased significantly for landing national soup contract

Outcome:

Terry landed contract (25% equity), business sold to competitor who lost account

Key Lessons:

• Network and connections can be worth significant equity

• Performance-based escalation protected business owner

• Single relationship transformed business overnight

• Exit opportunities can appear unexpectedly

Example 8: Agency Merger facilitation

Situation:

Two complementary Australian agencies (advertising + PR)

Deal Structure:

Paper merger: 25% each to original owners, 25% to facilitator, 25% for capital

Key Terms:

$500K raised to acquire third firm, created integrated offering

Outcome:

Year later: bought out at premium, significant return with minimal time investment

Key Lessons:

• Identifying synergies others miss creates value

• No capital investment required from facilitator

• Combined entity worth more than sum of parts

• Strategic thinking monetized effectively
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Example 9: Landscaping Business Financial Cleanup

Situation:

$2.1M revenue, tax returns showed break-even, owner claimed $1M EBITDA

Deal Structure:

20% equity + modest retainer for 18-month financial cleanup

Key Terms:

Focus: separate personal/business expenses, create clean documentation

Outcome:

Sold at much higher valuation with clean financials supporting claimed profitability

Key Lessons:

• Inconsistent financials prevented traditional acquisition

• Clean documentation enables higher valuations

• Personal expenses through business common issue

• Time investment paid off at exit

Example 10: Digital Agency Owner Buyout Option

Situation:

Agency owner approaching retirement, strong team in place

Deal Structure:

25% equity upfront + option to buy remaining 75% at 3.5x EBITDA

Key Terms:

Option triggers when revenue >$3M and EBITDA margins >20%

Outcome:

Performance targets aligned growth goals, created clear path to ownership

Key Lessons:

• Buyout option provides path to full ownership

• Performance triggers benefit both parties

• Formula-based pricing reduces future negotiation

• Securing financing commitment in advance critical
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Example 11: E-commerce Business Customer Acquisition

Situation:

$1.8M revenue, no systematic customer acquisition, relied on referrals

Deal Structure:

Revenue share on new customer revenue + small equity stake

Key Terms:

20% of revenue from partner-generated customers for 2 years, then 10% for years 3-5

Outcome:

Created predictable customer acquisition system, business became more valuable

Key Lessons:

• Revenue share directly aligned with contribution

• Easier to track than profit share

• Time-based reduction incentivized quick results

• System transferability increased business value

Example 12: Commercial Landscape Expansion

Situation:

Established business wanting regional expansion through acquisition

Deal Structure:

Monthly fee + 5% parent company equity + 3% per acquisition facilitated

Key Terms:

Led acquisition strategy, cap at 25% total equity

Outcome:

18 months: 2 acquisitions completed, revenue up 73%, equity stake worth $1.6M

Key Lessons:

• Acquisition expertise valuable to growth-oriented owners

• Performance-based equity escalation

• Multiple income streams (fee + equity + per-deal bonus)

• Capped total equity protected owner while incentivizing partner
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Example 13: Consulting Firm Exit Preparation

Situation:

Specialized consulting firm, owner wanted retirement within 2 years

Deal Structure:

15% equity + success fee for making business saleable

Key Terms:

Focus on succession planning, documented processes, reduced owner dependency

Outcome:

Transition plan created, business positioned for successful sale or handoff

Key Lessons:

• Exit preparation creates significant value

• Success fee aligned with owner's goal

• Modest equity for advisory role appropriate

• No daily operational involvement required

Example 14: Software Startup CFO Arrangement

Situation:

Promising startup, $500K revenue, limited cash for executive salary

Deal Structure:

15% Founder Shares instead of salary for CFO services

Key Terms:

15 hours weekly, full voting rights, pro-rata participation in funding rounds

Outcome:

Significant equity appreciation as company grew

Key Lessons:

• Sweat equity appropriate for high-growth potential

• Voting rights provided meaningful participation

• Only viable when partner has other income

• Founder shares treated differently than later equity
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Example 15: Professional Services Seller Financing Alternative

Situation:

$2M revenue service business, transfer of value issues prevented financing

Deal Structure:

Partnership as bridge to eventual acquisition

Key Terms:

20% equity, help fix issues, then option to buy or facilitate third-party sale

Outcome:

Issues resolved, multiple exit paths created

Key Lessons:

• Partnership as stepping stone to acquisition

• Intimate knowledge gained during partnership

• Multiple exit scenarios provide flexibility

• Win-win structure maintained throughout

Example 16: Home Services Business Systems Implementation

Situation:

$1.5M revenue, owner working 60+ hours/week, no documented systems

Deal Structure:

10% equity + $4K/month for systemization project

Key Terms:

12-month engagement, document all processes, hire/train team

Outcome:

Owner's hours reduced to 15/week, business value increased significantly

Key Lessons:

• Owner burnout common in home services

• Systems documentation enables scaling

• Time freedom often more valuable than money to owners

• Modest equity for defined project work
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Example 17: Medical Device Distribution Expansion

Situation:

Established distributor wanting to enter new geographic markets

Deal Structure:

Revenue share on new territories + equity escalation

Key Terms:

15% of revenue from new regions, equity increases with each territory launched

Outcome:

Expanded into 3 new states, significant revenue growth

Key Lessons:

• Geographic-based revenue attribution clear and measurable

• Progressive equity rewards sustained success

• Expansion expertise valuable without industry expertise

• Multiple territories provided portfolio effect

Example 18: Restaurant Chain Financial Controls

Situation:

3-location restaurant group, profitable but chaotic financials

Deal Structure:

Fractional CFO with profit share + small equity

Key Terms:

10% of profit improvement over baseline, 5% equity

Outcome:

Implemented controls, improved margins, enabled fourth location

Key Lessons:

• Profit share on improvement fair to both parties

• Baseline establishment critical

• Financial controls enabled growth

• Fractional executive model works for smaller businesses
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Example 19: B2B SaaS Sales System Development

Situation:

Technical founders, great product, weak sales process

Deal Structure:

Sweat equity: 12% for building entire sales function

Key Terms:

Document playbook, hire team, create systems - 24 month vesting

Outcome:

Sales grew 300%, company raised Series A at higher valuation

Key Lessons:

• Building entire function justified significant equity

• Vesting schedule protected company and motivated partner

• Creating transferable system key deliverable

• Equity value appreciation exceeded cash compensation would have

Example 20: Manufacturing Efficiency Consulting

Situation:

Mid-size manufacturer, low margins, inefficient operations

Deal Structure:

Hybrid: $7.5K/month + 15% equity vesting on margin targets

Key Terms:

Equity vests as EBITDA margin increases from 8% to 15%

Outcome:

18 months: targets achieved, equity fully vested, business sold

Key Lessons:

• Margin improvement creates substantial value

• Measurable milestones for vesting

• Retainer enabled focus without financial pressure

• Exit timing worked favorably for all parties
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Example 21: Franchise Multi-Unit Acquisition

Situation:

Successful franchisee wanting to acquire additional units

Deal Structure:

Partnership to fund and operate expansion locations

Key Terms:

50/50 on new units, partner brings acquisition expertise and partial funding

Outcome:

Acquired 3 additional units in 2 years, portfolio value increased

Key Lessons:

• Partnership enabled expansion neither could do alone

• Franchise model provided proven systems

• Multi-unit strategy created economies of scale

• Clear division of responsibilities and ownership

Example 22: Technology Integration Services

Situation:

IT services firm, legacy technology, declining relevance

Deal Structure:

CTO equity partnership for technology modernization

Key Terms:

20% equity for leading cloud migration and modern stack implementation

Outcome:

Positioned business for acquisition by larger MSP

Key Lessons:

• Technology expertise filled critical gap

• Modernization made business competitive again

• Strategic acquirers value updated technology

• Equity for transformational change appropriate
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Example 23: Professional Services Roll-Up

Situation:

Fragmented industry, opportunity to consolidate small firms

Deal Structure:

Management company with minority stakes in multiple firms

Key Terms:

15-25% equity per firm for adding value (systems, back office, marketing)

Outcome:

Portfolio of 6 firms, collective revenues >$10M, preparing for private equity exit

Key Lessons:

• Roll-up strategy creates enterprise value

• Shared services reduce costs across portfolio

• Minority stakes in multiple businesses diversifies risk

• Collective exit often achieves higher multiples

Example 24: E-commerce Brand Optimization

Situation:

Profitable Amazon FBA business, founder wanted time freedom

Deal Structure:

Operator partnership: manage business for 30% equity

Key Terms:

Full operational control, owner becomes passive, profit split 70/30

Outcome:

Owner achieved time freedom, business profitability increased under professional management

Key Lessons:

• Time freedom primary motivator for some owners

• Operational expertise valuable even without capital

• Profit split must justify operational burden

• Clear operational control boundaries essential
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Example 25: Exit Bonus + Revenue Share Hybrid

Situation:

Service business, good cash flow, owner exploring options

Deal Structure:

No equity, revenue share + exit bonus

Key Terms:

10% of revenues above baseline + 5% of sale price if sold within 5 years

Outcome:

Simpler structure, avoided equity complications, partner well-compensated

Key Lessons:

• Equity not always necessary for alignment

• Revenue share simpler administratively

• Exit bonus maintains long-term incentive

• Less complexity can mean faster execution
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Deal Structuring Principles

From these 25 examples, several critical principles emerge:

1. Solve for Your Win First Every successful deal started with the partner ensuring the structure met
their needs—whether immediate cash flow, long-term equity, or a balanced hybrid.

2. Transfer of Value Issues = Opportunities The businesses most traditional buyers rejected became
the best partnership opportunities. Customer concentration, owner dependency, and inconsistent
financials created the need for partnership rather than traditional acquisition.

3. Alignment Through Structure The best deals aligned compensation with value creation through
milestone-based vesting, revenue shares on attributable results, and performance-based equity
escalation.

4. Multiple Income Streams Successful partners often combined immediate compensation
(retainer/fee), performance-based bonuses, equity appreciation, and exit bonuses to create diversified
returns.

5. Equity Isn't Always Necessary Some of the most successful arrangements used revenue shares,
profit shares, and exit bonuses without the complexity of formal equity ownership.

6. Legal Protection Essential Every successful deal had proper documentation drafted by qualified
attorneys, protecting both parties and preventing future disputes.

7. Clear Exit Paths Whether through business sale, partner buyout, or performance-based acquisition
options, successful deals included defined exit mechanisms from the start.

Apply these principles to your own deal structuring, adapting the specific terms to your situation while
maintaining these core concepts.
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