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1. Introduction 
The moment you complete your first acquisition is one you’ll never forget. You’ve worked 
through due diligence, negotiated the terms, arranged the finance, and finally signed on the 
dotted line. The deal is done. Champagne corks pop. Photos are taken. 

But then reality hits. 

On Monday morning, you’re no longer the buyer — you’re the owner. Staff are looking to 
you for leadership. Customers expect continuity. The seller wants reassurance. The bank 
wants updates. The first 90 days after completion are critical. They determine whether the 
deal becomes the foundation for growth — or a slow-motion disaster. 

Jonathan Jay often says, “You make your money when you buy the business, but you keep it 
by what you do afterwards.” 

This report is about that crucial “afterwards.” It’s your roadmap for the first 90 days: what to 
do, what to avoid, and how to turn your newly acquired business into a stable, thriving, cash-
generating asset. 

 

2. Why the First 90 Days Matter 
Post-completion, every business goes through a fragile transition. The seller’s presence fades, 
the staff are uncertain, and the new owner is still learning the ropes. Most businesses can 
survive almost any challenge — except instability in leadership. 

The first 90 days set the tone for everything that follows. You’re establishing: 

• Trust — with staff, customers, suppliers, and lenders. 
• Control — over cashflow, systems, and operations. 
• Direction — where the business is heading under your ownership. 

Think of this period as your stabilisation window. What you do now will determine whether 
people see you as a capable leader or a nervous newcomer. 



A strong start builds credibility, confidence, and momentum. A weak start breeds uncertainty 
— which quickly shows up in missed sales, low morale, and lost customers. 

 

3. The Four Phases of Post-Completion 
While every business is different, most new owners go through four predictable phases in the 
first 90 days. Recognising them helps you plan your actions with intention. 

Phase 1: Orientation (Days 1–10) 

You’re finding your feet. Spend this time observing rather than changing. 

• Meet staff individually and as a group. 
• Thank them for their work — acknowledge their experience. 
• Ask questions and listen. 
• Clarify who does what, how decisions are made, and where the potential risks are. 

You’re establishing presence and building rapport. Avoid making big operational changes — 
you don’t know enough yet. 

Phase 2: Consolidation (Days 11–30) 

You now have a feel for the culture, people, and key metrics. Start consolidating: 

• Confirm financial controls and reporting routines. 
• Build relationships with customers and suppliers. 
• Create a clear communication plan with the seller (if they’re staying on temporarily). 
• Assess where immediate improvements could have the biggest impact. 

This phase is about gaining control — financially and operationally. 

Phase 3: Optimisation (Days 31–60) 

Now it’s time to improve efficiency and performance: 

• Tighten cash management. 
• Streamline admin or duplicated roles. 
• Review pricing, margins, and costs. 
• Align staff with your goals and KPIs. 

Quick wins here boost morale and profitability. 

Phase 4: Growth Readiness (Days 61–90) 

With the business stable and cashflow understood, shift focus to strategic growth: 

• Identify cross-selling or upselling opportunities. 



• Review potential bolt-on acquisitions. 
• Start shaping the leadership team for the long term. 
• Set measurable targets for the next quarter. 

By the end of 90 days, the business should feel calmer, clearer, and ready for its next stage of 
development. 

 

4. Building Trust with Staff and Sellers 

1. The Staff Perspective 

When ownership changes, employees often assume the worst. They worry about 
redundancies, pay cuts, or cultural shifts. Your job is to replace uncertainty with stability. 

The first team meeting is critical. Keep it simple, warm, and reassuring: 

“I	bought	this	business	because	it’s	successful.	My	goal	isn’t	to	change	everything	—	it’s	to	support	
you	so	we	can	grow	together.”	

Small gestures matter — walking the shop floor, joining coffee breaks, learning names. 
Listening earns trust faster than announcements. 

Golden rule: You don’t have to be liked immediately — but you must be respected quickly. 
Respect comes from clarity, fairness, and consistency. 

2. The Seller’s Role 

If the seller stays involved for a handover period, set clear boundaries early. Agree: 

• Their working hours and communication expectations. 
• Which decisions you’ll make alone. 
• A defined end date for their involvement. 

It’s natural for sellers to feel protective or critical. Thank them for their help, but remember: 
you are now in charge. 

If they’ve exited completely, maintain goodwill. A short “thank you” message or update can 
keep the relationship positive — useful if you need advice later. 

 

5. Quick Wins vs Long-Term Integration 
One of the biggest mistakes new owners make is rushing to overhaul everything immediately. 
The truth? Quick wins are vital — but only the right ones. 

 



Quick Wins Should Be Visible and Valuable 

Examples: 

• Renegotiating an expensive supplier contract. 
• Fixing a known customer pain point. 
• Simplifying a clunky internal process. 
• Improving morale through a small but symbolic gesture (e.g., reinstating a cancelled 

staff perk). 

These early wins show you’re proactive, not impulsive. 

Avoid “New Broom Syndrome” 

Coming in with sweeping changes can alienate your team. Instead, involve them: 

“If	you	could	fix	one	thing	in	this	business,	what	would	it	be?”	

You’ll gain insight, build goodwill, and identify real improvements faster than any 
spreadsheet could. 

Long-Term Integration 

Once stability is established, plan for integration — both cultural and operational. 

• Align accounting systems with your portfolio. 
• Introduce consistent branding and reporting. 
• Set joint targets for teams across different sites (if part of a group). 

Integration should feel evolutionary, not revolutionary. 

 

6. Managing Cash, Systems, and Culture 

Cash First, Always 

Post-acquisition, liquidity is everything. 

• Confirm daily or weekly cash reporting. 
• Review customer credit terms and outstanding invoices. 
• Negotiate supplier payment schedules if necessary. 

Remember: “Turnover is vanity, profit is sanity, cash is reality.” Many great deals have 
failed because the new owner didn’t manage cash tightly in those first weeks. 

Systems and Controls 

Don’t assume inherited systems are reliable. 



• Check who has access to bank accounts, software, and payroll. 
• Audit passwords, backups, and subscriptions. 
• Verify financial data against the completion balance sheet. 

Implement simple management dashboards for sales, margins, and cashflow — even a basic 
spreadsheet works if it’s updated daily. 

Culture and Morale 

Culture is the invisible engine of a business. You can’t measure it easily, but you can feel it. 

• Celebrate small wins publicly. 
• Acknowledge contributions. 
• Avoid criticising the “old way” — frame improvements positively: “Let’s make a 

good thing even better.” 

An engaged, respected team will forgive early mistakes and support your vision. A fearful 
team will resist everything you try to do. 

 

7. Common Pitfalls and How to Avoid Them 

Pitfall 1: Trying to Impress Everyone 

You don’t need to have every answer. Saying “I don’t know yet” is fine. Credibility comes 
from calm leadership, not overconfidence. 

Pitfall 2: Ignoring the Seller’s Influence 

If the seller still has staff loyalty, you’ll lose credibility if you appear to sideline them 
unfairly. Respect their legacy while demonstrating your competence. 

Pitfall 3: Focusing on Growth Before Stability 

Ambitious new owners often rush into expansion plans before fully understanding the core 
business. Nail down cashflow and operations first — then grow. 

Pitfall 4: Changing Too Much Too Fast 

Even positive changes can trigger resistance if people feel blindsided. Communicate early 
and often. 

Pitfall 5: Losing Momentum 

After completion, there’s often a “post-deal slump.” Energy dips, focus wavers. Keep your 
calendar busy with purposeful actions. 



Jonathan’s advice: “Momentum is the antidote to uncertainty. If people see you taking 
consistent, confident action, they’ll follow your lead.” 

 

8. Jonathan Jay’s Golden Rules for the First 90 Days 
1. Communicate early and often. Silence breeds anxiety. 
2. Don’t change the logo, website, or uniforms — yet. Focus on substance before 

style. 
3. Protect cash like a hawk. Know your daily position. 
4. Keep the seller onside. Even post-exit, goodwill matters. 
5. Be visible. Walk the floor, join meetings, listen more than you talk. 
6. Find and empower the “informal leaders.” Every business has staff others listen to 

— win them over. 
7. Ask questions before making decisions. The people who’ve been there longest 

know the pitfalls. 
8. Look for small wins with big impact. They build trust and credibility. 
9. Don’t take things personally. Resistance is natural; patience earns buy-in. 
10. Plan your next move early. By Day 90, you should already be thinking about 

optimisation or the next acquisition. 

 

9. Summary & Action Plan 
The first 90 days after buying a business are less about grand strategy and more about human 
leadership. You’re balancing confidence with humility, vision with patience, and change with 
continuity. 

When done well, these three months can transform uncertainty into loyalty, chaos into order, 
and a new purchase into a lasting success story. 

Your 90-Day Action Plan 

Days 1–10: Orientation 

• Meet everyone. 
• Listen and learn. 
• Reassure and observe. 

Days 11–30: Consolidation 

• Secure cashflow and reporting. 
• Build relationships with key clients and suppliers. 
• Identify 3–5 achievable quick wins. 

 



Days 31–60: Optimisation 

• Streamline processes. 
• Align teams around new goals. 
• Deliver early results. 

Days 61–90: Growth Readiness 

• Integrate systems. 
• Strengthen leadership. 
• Define your strategy for the next quarter. 

The key is not perfection — it’s progress. Every confident decision, every clear 
communication, and every fulfilled promise compounds your authority as the new owner. 

As Jonathan says: 

“When	you	walk	in	on	Day	One,	you	might	feel	like	an	imposter.	By	Day	Ninety,	you	should	feel	like	
the	leader.”	
 


