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DISCLAIMER
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Things my attorneys make me say.
• This presentation is for informational purposes only and does not constitute legal, financial, or tax advice. Business owners

should consult with their own legal, financial, and tax professionals before making any decisions related to business 
transitions or exit strategies.

• Wolcott Rivers, PC dba Wolcott Rivers Gates is not affiliated with Business Owners Strategic Solutions, LLC (“BOSS”).  
BOSS is a separate entity of David M. Bastiaans.  The presenters and their respective company are not affiliated with 
BOSS but partner with BOSS in the dissemination of information to business owners.  

• BOSS does not provide any services.  BOSS is an educational resource for business owners interested in business and 
succession planning. If you are interested in any services, please contact the presenter directly.  

• The BOSS mission is to empower business owners to transform their enterprises into valuable assets. We provide 
innovative business coaching and strategic insights to help you view your business through a new lens, optimize its 
potential for sale, and enhance its overall value. Through valuations and educational content, we are dedicated to guiding 
you towards sustainable growth and a more profitable future, ensuring your business achieves its highest potential both 
today and tomorrow when the owner is ready to transition from their business on their timeline and on their terms.
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Compens ation
& Benefits :
A Business Value Strategy

Robin Clukey, SPHR
Founder & Principal Talent Strategis t
IGNITE BRILLIANCE

Your 
Business Is 
More Than 

Income—It’s 
an Asset. 

Treat It Like 
One.



W H AT W E  AR E  H E R E  TO  D O

This  is  a  bus ines s  convers ation.
Compensation and benefits  are a lever that directly shapes  who stays, who leaves, how fully people invest in what you are 
building, and what your business  is  worth when the time comes to transition it.

We will work through a framework that gives  you a complete picture of what you offer your people —and where your 
biggest opportunities  are

We will go ins ide each element with the depth this  audience needs —market positioning, retention tools, succession 
incentives

We will connect every decis ion back to business  value, transferability, and what happens when you are ready to step 
away

You will leave with a specific action plan for your most critical person
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TH E  P R E M I S E

Your people  are  your va lue. 
The  opportunity is  bigger than mos t owners  expect.

Where  the  convers ation us ually begins :

Compensation and benefits  are a cost to manage

Pay is  set based on what the budget allows

Benefits  are table s takes—offered because it’s  expected

This  is  an HR conversation, not a business  s trategy 
conversation 

What the  res earch s hows :

They are one of the most direct levers  to grow business  
value

They s ignal to your team how much you value their 
contribution

They protect ins titutional knowledge and operational 
continuity

Buyers  evaluate them —they affect your multiple at exit
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Be f o r e  w e  g o  f u r t h e r .

Think about your one  or two mos t c ritica l 
people.

If they left tomorrow—what would break,
slow down, or disappear?
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Write their name or role on your worksheet. We will come back to this  person at the end of 
every section. By the time we finish, you will have a specific action plan for them.



Human capita l is  not jus t having good people. 
It is  the  foundation of bus ines s  va lue.
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It is  the knowledge, relationships, judgment, and capability your business  depends on to operate, grow, and transfer.

It a ffec ts  your valuation multiple

Businesses  where key knowledge, 
relationships , and capability are 
concentrated in one or two people 
carry a valuation discount. 
Distributed, retained human capital 
supports  a higher multiple.

It  has  a  meas urable  replacement 
cos t
SHRM research shows replacing a 
key employee costs  between 50% 
and 200% of their annual salary — a 
direct hit to EBITDA in the year it 
happens, compounded through your 
multiple at sale.

It  is  what a  buyer is  ac tually 
paying for
Revenue tied to one relationship, 
operational knowledge that lives  in 
one person's  head, or a team that 
leaves at closing —buyers  price all of 
this  in. Human capital risk reduces 
what they will pay.

S E C TI O N  1   — H U M AN  C AP I TAL



S E C TI O N  1   — H U M AN  C AP I TAL

Human capita l ris k compres s es  what a  buyer will pay.
The same revenue, the same EBITDA — a different human capital profile produces  a different multiple.

High dependency

1-2 people hold most knowledge,
relationships , and operational 
control

Buyer sees  risk.
Multiple is  compressed.

Moderate  depth

Some documentation, some 
backup,
but key person gaps remain

Buyer negotiates  protections.
Middle-range multiple.

Dis tributed capita l

Knowledge documented, team 
retained,
succession depth vis ible

Buyer sees  s tability.
Higher multiple supported.
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S E C TI O N  2   — TO TAL R E W AR D S  F R AM E W O R K

Six levers . One  integrated s tra tegy.
Adapted from the WorldatWork Total Rewards Framework —the practitioner s tandard used by compensation professionals  and Fortune 
500 companies .

Compens ation

What you pay —base, bonus, 
incentives

Benefits

Health, retirement, leave

Well-Being

Physical, mental, financial 
health

Work-Life  Flexibility

How, when, and where work 
gets  done

Caree r Growth & Dev.

Growth, development, 
advancement

Recognition

How you make people feel 
valued

Attraction   |   Re tention   |   Trans ferable  Bus ines s  Value
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Compens ation is  not jus t what you pay. 
It is  what you s igna l.

Market Pos itioning

• Benchmark your pay against 
what others  pay for s imilar work 
in your market

• Owners  who set pay by gut feel 
or budget alone create 
preventable turnover risk

• You do not need to pay the most 
—you need to be competitive 
enough to keep the people who 
matter

• Affordable data sources  exis t —
BLS, industry surveys, 
compensation databases

Pay Ranges

• A minimum, midpoint, and 
maximum for each role

• Ranges give you s tructure, 
flexibility, and a defensible 
answer for a buyer

• Documented pay ranges s ignal 
operational maturity

• A business  with pay s tructure is  
easier to manage, scale, and 
transfer

Variable  Pay

• Base pay keeps people. 
Incentive pay aligns people with 
outcomes.

• Bonuses and profit sharing tied 
to the results  you care about: 
revenue, margin, retention

• Incentive plans are underused 
in small business  —and 
undervalued as  a retention tool

• A team aligned to the same 
outcomes you care about is  a 
selling point to buyers

Discuss ion: Do you have  a  formal incentive  plan? What is  it tied to?
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Benefits  a re  how you protect and s upport your people.
You do not have to offer everything. You need to offer what your people value most — and what your competitors  do not always 
deliver well.

Health Ins urance

One of the most s ignificant drivers  of employment decis ions. 
Options include group plans, Health Reimbursement 
Arrangements  (HRAs), Individual Coverage HRAs (ICHRAs), 
and association health plans. Defined-contribution designs let 
you set a fixed budget while giving employees choice.

Re tirement Plans

SEP-IRA, SIMPLE IRA, and 401(k) plans differ in contribution 
limits  and adminis trative requirements . An employer match 
s ignals  long-term investment and creates  a financial reason to 
s tay. A business  with a retirement plan in place s ignals  
maturity to buyers .

Non-Traditional Benefits

Flexible scheduling, professional development, paid parental 
leave. Often low-cost and high-impact when targeted to what 
your workforce actually values . These are frequently where 
small businesses  can differentiate from larger competitors.

Cos t and Affordability

Use defined contribution designs that cap your spend, tiered 
options that give employees choice within a budget, and 
prioritize the two or three benefits  your workforce values  most 
over spreading a limited budget too thin.

Poll: Health ins urance   |  Re tirement plan  |  Flexible  s cheduling  |  Profe s s iona l deve lopment — which does  your bus ines s  currently offe r?
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Where  s mall bus ines s es  can outcompete  larger employers .
These four elements  cost less  to deliver and matter more than most owners  realize.

Well-Being

Support the whole person —physical, mental, and financial 
health. A culture where workload is  sustainable and the owner 
models  healthy work habits . A business  where people are 
burning out is  a risk s ignal to buyers .

Work-Life  Flexibility

Small businesses  can offer flexibility that large employers  
cannot —faster decis ions, fewer layers , more trust. Also a 
succession consideration: if your business  can only operate with 
everyone on-site on a fixed schedule, that limits  transferability.

Caree r Growth & Deve lopment

Growth, development, and advancement opportunities  answer 
the question every ambitious person quietly asks: 'Is  there a 
future for me here?' Stretch assignments , mentorship, 
certifications, and cross-training are practical, affordable tools .

Recognition

Consistent, genuine acknowledgment that someone's  
contribution matters . Formal programs and a direct, specific, 
timely thank-you from the owner both count. Employees who 
feel recognized are more loyal —especially during a transition 
when uncertainty is  highest.

Think about your key person: which of these four matters  most to them right now?
Compensation & Benefits : A Business  Value Strategy
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S E C T I O N  3

Protecting Key People
Through Trans ition

Connecting total rewards to business  transition risk and exit value

Compensation & Benefits : A Business  Value Strategy B.O.S.S. | IGNITE BRILLIANCE



Every trans ition creates  uncerta inty for your people.
Uncertainty makes your best people vulnerable to outs ide offers  — at exactly the moment you can least afford to lose them.

Compensation structures  may be unclear —people wonder if their pay is  safe

Benefits  may be in question —especially if the buyer has  a different approach

Career growth and development paths  disappear —the path forward is  no longer vis ible

Recognition fades  —the owner is  focused elsewhere and people feel it

M&A research from Deloitte and Willis  Towers  Watson consis tently finds that companies  which actively engage key employees 
within 30 days of announcing a transaction are s ignificantly more likely to retain them through closing.
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The  tools  ava ilable  to protect your mos t critica l people.
Stay Bonuses  & Retention Agreements

A contractual commitment to pay a key employee a defined bonus 
if they remain through a specified date or event —sale close, 
leadership handoff. Portion paid at s igning, portion at the trigger. 
Can be funded now or tied to transaction proceeds. These are 
business  protection tools , not golden parachutes .

Deferred Compensa tion

Nonqualified plans that promise a key employee a future payment 
in exchange for continued service. Targeted to your most critical 
people —unlike qualified plans. Creates  a financial reason to s tay 
that grows over time. Also allows a key person to manage income 
timing and tax s trategy. Requires  professional s tructuring.

SERPs  — Supplementa l Executive  Retirement Plans

Employer-funded supplemental retirement benefit for a select 
leader whose retirement income falls  short because qualified plan 
limits  leave high earners  meaningfully underprepared. Retains  a 
high-value leader long-term and bridges succession gaps. Solves 
a real financial problem for the individual —which is  what makes 
it a powerful retention instrument.

Phantom Equity

Provides the economic benefit of ownership without diluting your 
ownership s take. Pays out based on business  value growth at a 
triggering event like a sale. Ties  a key person's financial outcome 
directly to yours  —one of the most powerful alignment tools  for a 
business  approaching transition.

Build your total rewards foundation firs t. 
Add deferred comp, a SERP, or phantom equity when you need a s tronger retention hook or are bridging a succession gap.
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S E C TI O N  3   — B U S I N E S S  VALU E  I M P AC T

Mos t dea ls  fa il becaus e  of people  problems , not 
financia l ones .
McKinsey research finds  the majority of M&A transactions  that fail to deliver expected value do so because of people and 
culture issues. Your total rewards  decis ions  are part of what a buyer evaluates.

A bus ines s  that commands  confidence

Documented compensation s tructure and pay ranges

Competitive, intentional benefits  package

Retention agreements  for key people

Career growth paths  vis ible for successors

A team that isn’t dependent on the owner to function

A bus ines s  that ra is es  concern

Pay set by gut feel, no documentation

Benefits  offered without intentional design

No retention s tructure —key people could leave at closing

Owner-dependent: knowledge leaves with the owner

No succession depth or development pipeline vis ible
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C o m e  b a c k  t o  y o u r  k e y  p e r s o n .

Think about what you have  heard in the  las t 30 minutes .

Which of the s ix total rewards  elements  are you managing intentionally for this  person right now?

Which element is  most likely to drive their decis ion to stay — or leave?

If they received an outs ide offer tomorrow, what would make them choose to stay?

If not, what is  the one thing you will put in place first?

Write your answers on your worksheet before we move to Section 4.
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S E C T I O N  4

The  Owner’s  Action Frame

Where to start and how to build one layer at a time
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S E C TI O N  4   — W H E R E  TO  S TAR T

You don’t need to overhaul everything.
You need to know where  you s tand.

1

Know Your Bas e line

Walk through all s ix total rewards 
elements . Which are you managing 
intentionally? Which are happening 
by default?

Default is  not a s trategy.

2

Identify Your Highes t Ris k

Think back to the person you 
identified earlier. Which total rewards 
elements  are most likely to drive their 
decis ion to s tay or leave?

That is  where your energy goes firs t.

3

Build One  Layer a t a  Time

Start with one thing. Add s tructure 
over time.

The businesses  most ready to 
transition are the ones that s tarted 
building intentional total rewards 
practices  while they s till had time.
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S E C TI O N  4   — O W N E R  S E LF - AS S E S S ME N T

A s ta rting point for every e lement.
Compensa tion Do I know my market position? Do I have pay ranges? Is  my incentive plan tied to the right 

outcomes?

Benefits Do I know what my people value most? Am I covering the basics  competitively and affordably?

Well-Being Are my people sustainably supported, or are some running on empty?

Work-Life  Flexibility Am I using flexibility as  a competitive advantage, or leaving it on the table?

Career Growth & Dev. Do my key people see a future here? Am I investing in the people I want to keep?

Recognition Do my people know their contribution matters? Is  recognition consis tent, specific, and genuine?

Trans ition Readines s Would a buyer see a s table, well-rewarded team? Could I produce their due diligence requests  
confidently?
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S E C TI O N  4   — M AKI N G  I T VI S I B LE

A s trong tota l rewards  package  only protects  you if your 
people  unders tand it.
If your people do not know the full value of what you offer across  all s ix elements, they are making employment decis ions  based 
on an incomplete picture.

What is  a  Tota l Rewards  Sta tement?

A one-page document that shows a s ingle employee the full value of everything they receive —base pay, incentives, 
health and retirement benefits , the employer’s  share of those costs, flexibility, and any other investment the business  
makes in them. Most employees  s ignificantly underestimate their total compensation when they only see their paycheck.

Why it matte rs  for re tention and trans ition

• Employees who understand the full value of their package are less  likely to leave for a modest pay increase elsewhere
• A total rewards s tatement is  a low-cost, high-return communication investment —often one of the most impactful things 

an owner can do this  quarter
• During a transition, it gives  employees a concrete picture of what they have and why s taying serves  their interests
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Ta k e  t h i s  f u r t h e r .

You are  leaving today with a  specific  plan
for your mos t critica l pe rson.

Schedule four dates on your calendar

30, 60, 90, and 180 days out. Label each one: Total Rewards Review. 

The plan you built today deserves a place on your calendar.
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“You can dream, create, design, and build the most 

wonderful place in the world, but it requires people to 

make the dream a reality.”

—Walt Disney

robin@ignite -brilliance.com   |   ignite -brilliance.com   |   Robin Clukey on LinkedIn



BUSINESS 
ENHANCEMENT 

SEMINAR SERIES, 
AND TOPICS OF  

INTEREST

Seminar Topics and Recommendations:

In addition to the succession planning series, there will be
other seminars throughout the year on various topics of
interest such as business assessments and enhancements,
employee benefits, financial planning, tax planning, and
business coaching.

If there are particularly topics of interest you would like to
share, please email your suggestions and recommendations
to info@theoneboss.com.
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SUBSCRIBE AND JOIN THE COMMUNITY
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VISION
To be the leading catalyst for business transformation, fostering a thriving community where owners harness their
enterprise's full potential. Through valuations, targeted coaching, and strategic succession planning, we aim to elevate
business value and empower growth. By creating a dynamic membership community enriched with interactive
discussions, exclusive events, and cutting-edge educational resources, we envision a future where every business owner
is equipped to drive lasting success and achieve their highest aspirations.

SUBSCRIBE
Please subscribe to receive informational content emails, blogs, announcements for seminars and presentations. To
subscribe go to www.theoneboss.com and select the subscribe now button … Subscription Signup — BOSS -- Business
Owners Strategic Solutions (theoneboss.com). If you want access to resources, please consider joining as a member …
Membership Signup

JOIN THE COMMUNITY
Business owners have a lot to share and benefit from other business owners. Join the community board to ask
questions, offer insights and recommendations. To join the community board go to www.theoneboss.com and select
Community Board … Community Board (theoneboss.com)
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CONTACT US!!
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CONTACT US
Website: www.theoneboss.com
Email: info@theoneboss.com
Phone: 757-600-7309

FOLLOW US
LinkedIn: https://www.linkedin.com/in/david-bastiaans-624694263
Facebook: https://www.facebook.com/profile.php?id=100090264010224
YouTube: https://www.youtube.com/channel/UC24_skQ7zZFjmcRaPff0lLg
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CONTACT OUR PARTNERS!!
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CONTACT OUR PARTNERS

Gary Baum – Acuity Valuation - gwbaum@acuityval.com – 757-304-0798
Charles Decourt – TransWorld Business Advisors - cdaucourt@tworld.com – 757-231-6557
Michael Fowler – Raymond James - Mike.Fowler@raymondjames.com – 757-807-2841 
Bernd Haase – The Alternative Board – bernd@tabhamptonroads.com – 757-606-9966
Clint Minarik – Dollar Bank - CMinarik346@dollarbank.com – 757-646-507
Barb Smith, CPA – Cherry Bekaert - bsmith@cbh.com – 757-621-0322

Information about our partners can be found on the website here … 
www.theoneboss.com/boss-partners/
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Help Us Grow — Your Feedback Matters!
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Your insights help us improve—and your reviews help others find us.

How You Can Help:
Leave a review on Google……

Thank You for Supporting Our Mission to Empower Business Owners!
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