
 

 
 
 
 
 

“I had been running the business for 30 years and had reached a 
point where I wanted to plan the next and possibly final stage of my 
time as a business owner.  I was referred to Henchards as experts 
in exit planning – an expertise I didn’t know I needed until we sat 
down to talk.”  Alister Gregson, CEO and Founder of Fluid Hygiene  
 
Background 

 Alister established Fluid Hygiene in 1993 and over three decades 
built a substantial commercial cleaning business.  The core focus 
from the start was on quality and service to the hospitality 
sector.  As an example, Fluid employed its cleaning teams unlike 
many competitors who rely on sub-contracting.  

 
 The hospitality sector was hard hit during the covid pandemic, but 

Fluid’s strong business and focused management team were able 
to steer through a very difficult period and return to growth.  In the 
post-covid period it became clear that Alister wanted to step back 
and find a new owner for the business.   

 
How it worked 
Ian and Alister met to work through the key objectives and options 
for the exit plan.  It was important to balance Alister’s desire to 
step-back with a strong commercial future for the business.  
 
A range of options were discussed and tested against Alister’s 
requirements.  For example, was the existing management team 
in a position to make an offer for the business through a 
management buy-out (MBO)?  Would an investor or private equity 
deal meet Alister’s objectives?  
 
The most promising option was a trade sale i.e. selling Fluid to 
another commercial cleaning business or a business in an 
adjacent area wishing to expand or diversify into cleaning services 
for the hospitality sector.  
 
In parallel to the assessment of exit options, Ian’s and Alister’s 
conversations also covered the performance and attractiveness 
(to a potential acquirer) of the business.  The three key areas for 
focus were retention of existing clients, enhancing business 
development and maintaining a strong, service focussed 
operational capability.  All three needed Alister’s attention, along 
with that of his top team, to ensure that when a potential suitor 
was identified Fluid would be in as strong a position as possible – 
not only from a valuation perspective but also to allow Alister to 
step-back from day-to-day involvement.  
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Throughout the first half of 2024 Ian and Alister met regularly to 
assess options and review progress.  These sessions were a 
combination of business review and support to Alister in his 
journey.  

 
Early in these conversations Spotless Commercial Cleaning was 
mentioned as a company that Fluid collaborated with, were 
acquisition minded and had a complementary business model – 
more focussed on office cleaning and more focused in the north of 
the UK.  Spotless quickly became the number one target and 
Alister began by initiating discussions about a potential deal.  
 
Over a relatively short period the principles of a deal were 
agreed.  Whilst negotiations were underway, and in the period 
leading up to the finalisation of the deal, Ian and Alister spoke 
frequently to discuss developments, ensure the focus was on the 
end goal and provide a sounding board.    

 
The result 
In October 2024 the deal was done – Spotless would buy Fluid 
through a combination of cash and shares, with Alister becoming 
a non-executive director.  The new business has combined 
revenues of £34m and over 2,000 staff, furthermore the two 
businesses have similar cultural values and a focus on people 
development.  
 
The deal met all the exit planning objectives set out when Ian and 
Alister first met.  There was an immediate cash payment to Alister, 
a step-back from day-to-day operational responsibility and a 
retained interest in the new business which may come to fruition 
in a future corporate event.  
 
“Approaching the age of 60 after having started and run my 
business for 30 years, my aim was to achieve a smooth exit 
whereby the business would obtain a new lease of life, power 
forward and allow all my key staff to be able to prove themselves 
with a new future/challenges, whilst having that solid continuity.   
 
“Ian Parker came highly recommended and took me through what 
would become one of the most important journeys of my working 
career. We met monthly, sometimes more often, to go through all 
my options. This proved so valuable, and by ways of elimination we 
came to a result that, was not only best for me personally, but also 
for Fluid and also for all those that worked for Fluid, and very 
importantly, for my family.   
 



 

 
 
 
 
 
“Without this guidance and support through this whole process I 
am sure I would still be in a position trying to fathom out what 
direction to go” Alister Gregson  

 
 


