BUSINESS SUCCESSION PLANNING

What happens
after you sell?

Preparing for life following the deal

The deal closed. The paperwork is signed. The funds have landed in Successful exits aren’t
your account. By every measure, it's a success. Congratulations. defined by the terms
But what comes next? of the deal. They’re

This is a question that's rarely discussed in the same detail as the defined by what
transaction itself. For many owners, the months following an exit happens in the year

bring a fundamental shift in identity, authority and daily purpose —

something no spreadsheet can forecast. that follows.
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The reason financial success doesn’t always translate to personal
satisfaction is straightforward: inadequate preparation for life after the
sale. The transaction itself becomes the finish line when it should have
been a carefully planned transition point.

That’s why the most successful exits happen when owners plan as
rigorously for what comes after as they do for closing the deal itself.

Welcome to your new reality

After closing, your relationship to the business — and to yourself —
changes in ways that are structural, predictable and often jarring.
Many former owners find themselves occupying one or several new
roles simultaneously.

1. You may be an employee

Even if you retain a leadership title, strategic direction now belongs
to someone else. Authority flows from contracts and governance
structures, not ownership. Decisions that were once unilateral

may now require approval, consensus or justification. For founders
accustomed to control and autonomy, this shift can feel disorienting.

2. You may be a creditor

If your deal includes a seller note or earnout, your financial outcome
is tied to the company’s future performance, without the authority to
ensure it. This creates tension.

Operational decisions may diverge from how you would have run the
business, and capital allocation priorities may shift. You are now betting
on someone else’s execution.

3. You may be a former owner on the way out

Transition periods vary, but they are often designed to see your

role diminish over time. Relationships with employees change, the
organization adapts to new leadership, and, eventually, the business
moves forward without you.

While all of this is standard operating procedure, it still requires
physical and emotional adjustment. But these changes are structural,
not personal. Understanding them in advance reduces friction and can
help prevent unnecessary regret.
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How to navigate the first 90 days

For almost every owner, the intensity of the initial adjustment period is very
real. Planning can reduce its severity, but does not eliminate it entirely.

Weeks 1-2: Month 1: Months 2-3:
Absorb the change Begin the adjustment Find your rhythm
Resist the urge to immediately Your role in the business This is when regret typically
spend your newfound capital becomes clearer and earnout surfaces (or doesn’t). Owners
or make major life decisions. periods begin to activate. who planned for their post-
Let the magnitude of what's You'll want to stay closely sale life begin living it and
just happened settle in. This connected with your advisory filling in the details. Those
might be good stress, but it’s team because questions who did not often begin to
still stress. often arise that you could struggle at this point with

not anticipate. unexpected feelings of lack of

purpose or seller’s remorse.
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How owners succeed post-transition

The single question that determines your future success is this: Who are you
when you're not running your company? Business owners tie their identity to
work more deeply than most professionals. The company isn’t just what they
do — it's who they are. It dictates their schedule, their relevance, their sense
of purpose.

The owners who don’t experience regret share a common pattern: they
planned for life after the sale with the same discipline they applied to
building the business.

Here are a few specific behaviors of owners who find continued success
and fulfillment post-transition.

They begin at the end

The most effective preparation starts three to five years before exit — not
with valuation models or tax strategy, but by imagining life after the sale.

Successful owners worked backward from their ideal future. They defined the
framework first, then structured the deal to support it. Beginning at the end
means your transaction serves your next chapter, not the other way around.
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They define purpose before the transaction

These owners can articulate what will give their days meaning before
they sign. Some join advisory boards for private equity firms. Others
continue running a combined organization post-acquisition. Many
pursue interests deferred during intense operating years.

The distinction isn't just about staying busy. It's about having identified
what continues to give their life meaning.

They resist dramatic lifestyle changes

The “millionaire next door” pattern holds true with these owners in
that they often live modestly and continue to do so after the sale.

Even owners who built eight- and nine-figure businesses don’t
suddenly start making lavish purchases or feel like they have to
reinvent themselves overnight. They have the ability to remain
comfortable in their own skin and prevent the identity crisis that
can sometimes accompany selling the business.

They follow their advisory team’s guidance

Advisors help former owners and their families create a constructive
space between the transaction and life after. The goal is to make
choices that align with long-term fulfillment rather than short-term
emotional relief.

They work with behavioral finance experts

PNC'’s Hawthorn Institute for Family Success® (IFS) complements
exit planning with expertise in generational wealth dynamics, family
communication and the emotional realities of major transitions. They
help owners address questions financial models can’t answer:

¢ How do you maintain purpose after selling?
e How do family dynamics shift when wealth multiplies?

e How do marriages and partnerships evolve with new routines, roles
and availability?

Many of our clients continue to work with the IFS long after their sale
to help sustain family and financial well-being and preserve deeply
held core values across multiple generations.

Owners who
experience the most
rewarding exits are
those who defined
their post-sale life
first, then structured
the deal to support it.
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The Recipe for a Successful Exit

O Plan your post-sale life first: Answer questions about
purpose and meaning before signing. Build your next chapter
intentionally rather than hoping it materializes.

O Start early: The strongest deals set objectives three to five
years ahead. This creates time for fully vetting opportunities
and staying aligned with personal goals.

O Focus on transparency: Buyers conduct exhaustive due
diligence regardless. Transparent disclosure avoids late-
stage surprises that erode trust and compress valuations.

O Choose reality over optimism: Base timelines on operational
reality, not hope. Define earnouts clearly. Establish proper
governance to avoid litigation risk.

O Keep your team intact: Leadership continuity drives buyer
confidence and protects earnout potential. Use retention
tools to keep critical talent engaged through transition.

Building what comes next

Selling a business doesn’t have to be the finish line. It can be a
transition point — and a life-defining one. Of course, financial
outcomes matter, but you'll probably find they're not the sole
measure of success. The real definition of a successful exit is
simple: It's not what you walked away with, but how well your life
works after you do.

Owners who look back with satisfaction on their sale understand
this. They didn’t prepare just for closing day, but for the days,
months and years that followed.
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Don’t go it alone

Succession planning is complex. The business owners who exit
successfully build a team of advisors who help them see around
corners and avoid costly mistakes.

At PNC, our Private Business Strategists focus solely on helping
business owners optimize personal and business finances. Our
team of specialists can help you assess readiness, structure
your transition and preserve value throughout the process.

And if you're looking for ways to help ensure that your family’s
wealth remains a positive force for generations to come, our
Hawthorn Institute for Family Success® offers additional
guidance and resources to help you flourish personally,
professionally and philanthropically.

To start the conversation, contact
your PNC representative.
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The information contained and the opinions expressed herein are subject to change without notice.
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