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Focus Accelerated Growth
MULTI-STATE MANUFACTURING & DISTRIBUTION COMPANY

BACKGROUND
An Indiana boy chased a girl to Texas where he married her and began working as a sales person 
in the water purification industry. After 9 years, the marriage went south, Houston got too hot, 
and this Indiana boy moved back home. Being highly energetic and capable, he used his selling 
and industry knowledge to form his own company. After 15 years of hard work, the company 
was knocking on the door of $2M in revenue. His solution to a money or cash flow problem was 
to just drop what he was doing, get in the car, and go sell more. The owner was frustrated about 
not being able to grow his business quicker.

CHANGE LACY RECOMMENDED
Dan Lacy sat down with the owner to determine what objectives he had for the business, the 
next year, in 5 years and at his retirement. Based on the owner’s input and three years of historic 
analysis, some macro tangible goals for the business were established and approved by the owner. 
These were then broken down, so key indicators could be managed on a monthly basis. Within the 
next 3 years, a sales manager was hired to energize revenue. Dan, the owner, the controller, and the 
sales manager meet monthly to discuss the state of the business, challenges, and opportunities, to 
review financial performance and to determine direction for the next few months.

The company will easily exceed $10M in revenue by 2020.

Turning Lemons into  
Lemonade
UTILITY CONTRACTOR

BACKGROUND
With just a few hundred thousand dollars of revenue and no capital, Joe jumped off and started his 
own company. He was the head technical person, the head production manager, the bookkeeper, 
the HR director, and the head sales person. It took just a couple of years to reach $1M in revenue 
and a total of 7 years to break $2M, but from the beginning, he struggled consistently with cash flow 
shortages. His company was so debt-heavy that he was unable to obtain traditional bank financing 
and relied heavily on very expensive factoring money to fund his company. What kept the company 
alive was its good reputation, quality work and good relationships with some key customers.

CHANGE LACY RECOMMENDED
Dan Lacy initially did a forensic analysis of the company and found large irregularities. Assets 
were missing and liabilities were overstated and missing. The profit and loss statement was not 
in much better shape. Lacy restructured the balance sheet and profit and loss statement creating 
a management tool the owner could use to determine which departments were making money 
and which were losing money. The company now had a plan that would create profitability, easily 
identify problem areas, and give management a tool to move the business forward.

After a few months on the new plan, Lacy was able to recommend a new $1.5M financing package 
to a local bank which eliminated the factoring company’s refinance of existing equipment loans, 
provided $300k in new working capital, and reduced the monthly debt payments by $238,000 a year.
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