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When Your
Business Outgrows
Your Advisor
 

A Financial Guide for Business Owners Ready for What's Next
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The advisor you started
with may not be built for
where you're going.

 Building a successful business creates financial complexity that most advisory
relationships were never designed to handle. The problem is that the gaps don’t
announce themselves all at once. 

They show up quietly: tax planning that hasn’t kept pace with revenue, a portfolio
that ignores how much of your net worth is still tied to the business, an estate plan
that hasn’t been touched in years, an exit plan that exists mostly in your head. By
the time the cost becomes obvious, it has often been compounding for a long
time.

This guide is for business owners who have crossed a threshold — in net worth, in
complexity, or both — and are starting to ask a fair question: is my current
advisory team still equipped for what comes next? 

What follows is a practical look at where the gaps tend to appear, what
they can cost, and what a more complete planning process should look
like. At BlueSky, we’ve spent over 25 years working with families and
business owners at exactly this stage. 

I N T R O D U C T I O N
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The advisor you started
with may not be built for
where you're going.

 
Building a successful business creates financial complexity that many advisory
relationships were not designed to manage. The gaps often become visible over
time: tax planning that has not kept pace with revenue, a portfolio that does not
account for how much of the owner's net worth remains tied to the business, an
estate plan that has not been revisited in years, or an exit plan that exists largely in
the owner's mind. By the time these issues become apparent, their financial
impact may have been compounding for years.

This guide is for business owners who have crossed a threshold in net worth,
complexity, or both and have begun to ask a reasonable question: Is my current
advisory team still equipped for what comes next?

What follows is a practical look at where the gaps tend to appear, what
they can cost, and what a more complete planning process should look
like. At BlueSky, we’ve spent over 25 years working with families and
business owners at exactly this stage. 
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Signs you've outgrown
your current advisor.
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Your tax strategy was built for your business as it was, not 
as it is. 
Tax strategies age. The entity structure, compensation approach, and
retirement vehicles that made sense a few years ago may no longer fit
today. If your advisory team hasn’t revisited your tax architecture as
revenue, headcount, ownership, and cash flow have changed, there are
likely meaningful opportunities being missed. Reactive tax planning has a
ceiling. Most growing business owners hit it before they realize it.

Your advisors communicate, but no one is modeling the full
picture.
Having an investment advisor, a CPA, and an attorney who occasionally
talk to each other is not the same as having a team that evaluates the
interaction between your exit timeline, entity structure, investment
portfolio, estate plan, and personal goals. Coordination is not a courtesy.
At this level, it is where most of the value either gets captured or quietly
lost.

You probably already know whether some of these gaps exist. The better
question is how long they’ve been sitting there.
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Your exit plan exists in
concept, but not in structure. 
Most owners have a general idea of
when and how they’d like to exit. Far
fewer have done the work to know
whether that exit will actually
produce the outcome they expect.
Valuation, deal structure, buy-sell
agreements, tax exposure, clean
financials, personal liquidity, family
goals — these are not details to
finalize when an offer arrives. They
are the plan.

Your estate plan reflects
who you were, not where
you are. 
Tax law changes. Business value
changes. Family circumstances
change. A plan that was well-built
five years ago may no longer
accomplish what you intend. At a
certain level of net worth, estate
planning isn’t a document in a
drawer. It’s an active strategy that
has to be maintained.

Your business has crossed a
threshold that your
compensation strategy
hasn't. 
As revenue and profitability grow,
the retirement and compensation
planning opportunities available to
business owners change
significantly. A 401(k), a cash
balance pension plan, deferred
compensation, entity-level
planning — what fits depends on
the facts. The point is simple: if no
one has revisited how you’re
paying yourself and what you’re
saving outside the business, the
gap deserves a hard look.

You're the one bringing up
new ideas. 
A strong advisor should be
bringing you thoughtful ideas
before you have to ask. If the only
new planning ideas are coming
from you, the relationship may
have reached the limits of what it
was built to deliver.
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The business owner's
financial blind spots.

P A R T  T W O

The further a business grows, the more the owner’s financial life stops looking like
a standard planning case. Here are the areas where the disconnect most often
becomes expensive.

B L I N D  S P O T  # 1  

Concentration risk.

 

For most business owners, the majority of their net worth sits inside the business at
the time of exit. That’s a tremendous amount of exposure tied to one company, one
market, one management team, and one eventual transaction.

Diversification doesn’t have to mean selling the business. It means building real
personal wealth alongside the business — through globally diversified portfolios,
real estate, cash reserves, and other income-producing assets — so your family’s
future isn’t dependent on a single outcome.

· B L I N D  S P O T S

B L I N D  S P O T  # 2  

The Tax Burden You're Carrying Unnecessarily
Waiting until December to hunt for deductions is not a tax strategy. It’s the absence
of one. Deductions matter — but in a well-built tax plan, they’re the last line of
defense, not the first move.

Meaningful tax planning happens earlier: how income is deferred, where it’s
directed, what type of income it becomes, where capital is deployed, and which
deductions remain available after the bigger structural decisions have been made.
At BlueSky, we organize this work through our Five D’s of Tax Planning™: Defer,
Divert, Displace, Deploy, and Deduct. More on that in Part Three.

https://blueskywa.com/insights/your-cpa-leads-with-deductions/


B L I N D  S P O T  # 3  

Retirement Planning Looks Different For Business
Owners
High-income business owners often have access to retirement plan designs
that go well beyond a basic 401(k). In the right circumstances, a 401(k)
combined with a profit-sharing or cash balance pension plan can allow
substantially higher annual contributions than a 401(k) alone. Whether that’s
appropriate depends on age, income, employee demographics, cash flow, and
plan design.

The mistake isn’t picking the wrong plan. The mistake is never asking the
question after the business has changed.

B L I N D  S P O T  # 4  

The Unplanned Exit
Most business sales are reactive. A health event, a partner dispute, burnout, a
family issue, an unsolicited offer — something forces a decision before the
owner is truly ready. The owners who tend to achieve stronger outcomes treated
the eventual exit as a planning horizon, not something to deal with when the
time comes.

That means maintaining a realistic valuation, keeping agreements current,
understanding how deal structure affects tax exposure, and building personal
finances that can stand on their own regardless of what the business ultimately
brings. The difference between an asset sale and an equity sale can materially
change the after-tax result. That’s not a detail to learn for the first time at the
closing table.
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What a complete
strategy looks like.
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Understanding the gaps is step one. The next step is knowing what a more
complete planning process should look like.

Competent Advisors, Incomplete Picture

Many business owners are surrounded by capable professionals — an
investment advisor, a CPA, an attorney, maybe an insurance contact. Each may
be doing a good job in a narrow lane. But no one owns the whole picture.

The tax decision affects the investment account. The business structure affects
the exit. The estate plan affects both. A strategy that doesn’t account for those
relationships isn’t really a strategy. It’s a filing system. That’s the problem BlueSky
was built to solve.

B L I N D  S P O T  # 5  

The Estate and Legacy You Haven't Designed
Without a deliberate plan, wealth transfers according to default rules: tax law,
state law, beneficiary forms, family dynamics, and chance. A well-built estate
plan does more than reduce tax exposure. It protects assets during your lifetime,
defines how wealth moves to the next generation, and helps keep family
decisions from becoming family conflict.
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The Five D's of Tax Planning™
 in Practice
At BlueSky, we treat tax planning as a year-round discipline, and the sequence
matters as much as the individual strategies. Here’s how the framework works
in plain English:

Defer
Use qualified retirement plans and other
appropriate structures to push income
from high-tax years into future years
when that fits the overall plan. For
business owners with volatile income,
deferral built in advance lets you control
when the tax clock starts — not just
accept when the IRS says it does.

 

Displace
Replace heavily taxed income with
income that may receive more favorable
treatment — certain real estate,
municipal bonds, and other tax-aware
strategies. The point is to change the
character of your income, not just 
reduce it.

Divert
Direct income or ownership benefits to
the right people or entities when the law,
the economics, and the family facts
support it. For closely-held business
owners with employed family members
or multiple entities, this is one of the
most consistently underused levers in
the tax code.

Deploy
Put capital to work in tax-efficient
vehicles so growth isn’t unnecessarily
eroded year after year. When a liquidity
event is on the horizon, deploying
capital before it happens can change
the outcome significantly.

 

Deduct
Capture the deductions that remain available after the larger decisions have been
made. Deductions are valuable. They just aren’t the whole plan. If your tax planning
starts here, it’s started too late

P A R T  T H R E E  C O M P L E T E  S T R A T E G Y

None of these strategies should be used in isolation. The right answer depends on the
business, the owner, the family, the cash flow, and the long-term objective.
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Building Wealth Beyond
the Business
Financial independence, in the practical
sense, is the point at which your family can
live the life you want whether or not the
business keeps producing income. For most
owners, that requires building real assets
outside the company: diversified
investments, income-producing real estate,
cash reserves, and other holdings that don’t
depend on your daily involvement.

For most business owners, this is the risk
management work they know they should
be doing — and keep putting off because
the business always feels more urgent.

Planning Your Exit Before
You're Ready to Leave

A thoughtful exit usually starts three to five
years before a transaction. That window is
when you can influence valuation, clean up
financials, evaluate ownership structure,
address tax exposure, strengthen
management, and build personal financial
independence so you can negotiate from
strength rather than necessity.

Waiting until the offer arrives may still work.
It just gives you fewer options.

P A R T  T H R E E  C O M P L E T E  S T R A T E G Y



 

A Story You Might Recognize
When Jim and Cathy came to us more than 15 years ago, Jim was running a
profitable IT business with 30 employees. On paper, things looked successful. In
real life, they were carrying the problems many successful owners carry: high
income, high taxes, long hours, and most of their net worth tied up in a single
illiquid business.

Jim was working 50 to 60 hours a week. Cathy was managing a busy household
with three school-aged children. They knew the business was thriving. They also
knew their personal financial life wasn’t getting the attention it deserved.

They didn’t need someone to tell them they had a problem. They needed someone
to help build a plan.
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We also addressed the planning issues business owners tend to delay: buy-sell
planning, disability and death contingencies, estate transfer strategy, and asset
protection. None of it was glamorous. It was just necessary.

The result wasn’t a transaction. It was years of preparation. When Jim eventually
sold the business to a Fortune 500 company, the family wasn’t starting from
scratch. They had already built the foundation for the life they wanted after 
the sale. 

O U T C O M E

Their outcome wasn’t an accident. It was the product of planning done
before it was urgent.

The Strategy Changed

We started where we always start: with the family’s real goals, not just the
portfolio. Once we understood what Jim and Cathy wanted their life to look like —
not just their balance sheet — we built a coordinated plan around the full picture.

Working through the Five D’s framework, the strategy came together in layers. We
evaluated retirement plan design, compensation, entity structure, tax exposure,
personal investment diversification, real estate, estate planning, and business
continuity. The objective wasn’t to chase a single tax idea. The objective was to
reduce unnecessary risk and give the family more control over their outcome.
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Where Do You Actually Stand?
 

The checklist below is a simple way to test whether your current planning process is keeping up
with the complexity of your business and your family life.

Work through each item honestly. The gaps you identify are exactly where the right advisor
should already be helping you think.

My advisor proactively brings planning
opportunities to my attention.

My compensation structure has been
revisited as revenue and profitability have
grown.

I have a written financial plan that
connects my business and personal goals.

My estate plan has been reviewed since
the last major change in my wealth, family,
or the law.

I have a documented exit or succession
plan for both planned and unplanned
transitions.

I have a retirement savings strategy that
isn't dependent on selling my business.

I have a current buy-sell agreement.

My advisor and tax advisor coordinate
regularly — not just at filing time.

My team has modeled potential after-tax
outcomes under different exit structures.

I know my effective tax rate and how it has
changed over the last three years.

I'm confident my advisor understands the
financial complexity of owning a business.

I hold meaningful assets outside the business.

6 – 9

10 – 12

5 or fewer

Your foundation looks strong. The priority is keeping the plan current as
the business evolves.

There are meaningful gaps worth addressing before they
become expensive.

A comprehensive second opinion is probably overdue.

F i n a n c i a l  H e a l t h  C h e c k l i s t



What's next doesn't
have to be uncertain.

 

If your planning has become too important to leave to loose coordination, we
offer a complimentary second opinion for business owners and families whose
complexity is a fit for our work. Bring your current plan. We’ll tell you plainly what
we see, what looks solid, and where there may be gaps worth addressing.

Most business owners spend years building something worth protecting, then
spend far too little time making sure the financial strategy around it is equal to
what they’ve built. The gap between a good outcome and a great one usually
comes down to whether the people advising you understood the whole picture.

BlueSky Wealth Advisors is a fee-only, NAPFA-registered firm. With a client-to-staff
ratio of 25:1, we integrate financial planning, investment strategy, estate planning
coordination, and tax-aware guidance into a single planning process built around
your life — not just your portfolio.

Y E A R S  W O R K I N G
W I T H  B U S I N E S S
O W N E R S

L O W  C L I E N T - T O -
S T A F F  R A T I O

N A P F A - R E G I S T E R E D
F I D U C I A R Y

25+ 20:1 Fee-Only

Request a Second Opinion→

WHAT COMES NEXT

https://blueskywa.com/contact-us/
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