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EXECUTIVE SUMMARY

The consulting firm is experiencing strong revenue growth but faces declining profitability,
high client concentration, and operational bottlenecks due to founder dependency. The
recommended direction is to prioritize Option 1 — Operational Model Redesign — with near-
term activation if profit margins fall below 10% for two consecutive quarters. This approach
directly addresses the core structural constraint of margin erosion and operational
complexity, aligning with the firm's moderate risk tolerance and strategic priority of
profitability. While client base diversification (Option 2) offers higher growth potential, its
higher risk and uncertainty make it less suitable as the immediate path. The decision
window for maximum value is approximately 3-6 months, after which ongoing margin
decline may limit available resources for operational improvements. Portfolio analysis
suggests that combining operational redesign with either client diversification or founder
delegation could further enhance resilience and scalability, provided sufficient team
capacity is available. Diligence is required before activation, particularly regarding team

readiness and the availability of resources for process change.

STRATEGIC SIGNAL

SIGNAL

Scale vs Profitability Dilemma

The firm's growth has increased operational complexity and customization, eroding profitability
and exposing it to concentration risk. Scaling further without addressing these issues risks
undermining both financial resilience and strategic flexibility. The analysis below explores how
to balance growth ambitions with the need for a more robust, profitable, and less founder-

dependent operating model.
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SECONDARY TENSIONS

Founder Dependency vs Execution Speed REINFORCING

A-2, R-3, Option 3: Founder bottleneck slows scaling and resilience.

Customization vs Standardization Tradeoff COMPETING

A-3, R-2, Option 1: Customization drives margin loss; standardization risks client pushback.
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PRIORITY SIGNAL

M Margin discipline before scaling High Confidence Near-Term
risk

Option 1 is prioritized as it is the only Compatible option that directly addresses declining
profitability (Risk R-2) and aligns with the Moderate risk tolerance and national context
scope. While Option 2 offers higher growth potential, its Stretch risk alignment and higher
uncertainty make it less suitable as the primary path under current conditions. This
approach is consistent with the strategic priority of profitability and mitigates the structural

risk of margin erosion.

ACTIVATION THRESHOLD
Activate if profit margin falls below 10% for two consecutive quarters.
COST OF INACTION

Continued margin erosion will compound operational complexity and increase exposure to
client concentration risk (R-2, R-1). Over time, this may necessitate deeper restructuring to

restore profitability.

-$4.2k/month ¢, haseline impact -$50k over 12 months = -$4.2k/month

DECISION WINDOW

Maximum value retained for approximately 3-6 months — beyond which ongoing margin

decline (Risk R-2) reduces available resources for operational improvements.

HOW TO WIN

By standardizing delivery and improving margin discipline (key_tradeoff.gains), the firm can
achieve profitability gains that most [industry reference] competitors lack due to persistent

customization and complexity.
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All criteria are met: input quality is sufficient, the selected option is Compatible, and the activation threshold is

measurable.

STRATEGIC RECOMMENDATION HIERARCHY

EED onerational Mode! Redesign

Directly addresses margin decline and complexity with moderate risk, aligning with profitability

priority.

@ Client Base Diversification FALLBACK / SEQUENCED

Preserves growth upside if diversification becomes viable within 3-6 months; higher risk and

uncertainty.

REVISIT IF Remains viable for 3-6 months; revisit if operational gains free up capacity or if margin

improvement alone proves insufficient.

w Founder Role Transition FALLBACK / SEQUENCED

Preserves resilience and execution speed as a secondary path; activates if founder bottleneck

persists.

REVISIT IF Remains viable for 6-12 months; revisit if founder time remains a bottleneck or operational

change stalls.

CRITICAL WATCHPOINTS

FAILURE WARNING

Process adoption resistance
Team resistance or client dissatisfaction delays adoption of process changes.

Delays or undermines margin recovery (Option 1, Risk R-2).
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UNCERTAINTY DRIVER

Client pipeline diversity
Ability to diversify client base determines exposure to concentration risk and revenue volatility.

Affects viability of Option 2 and risk of R-1.

REOPEN TRIGGER

Profitability data update

Detailed profitability data or updated client pipeline diversity materially changes risk or opportunity

profile.

Could shift priority option or risk assessment.

DECISION PATH

Pursue Option 1 — operational redesign

Option 1 — Operational Model Redesign

ACTIVATION  Activate if profit margin falls below 10% for two consecutive quarters.

IF THIS FAILS | 1o3m resistance or client dissatisfaction delays adoption.

Fall back to Option 2 — diversification

Option 2 — Client Base Diversification

IF THIS THRESHOLD IS REACHED '\ oy enterprise client added in the past 6 months and

concentration remains above 60%.

Activate Option 2 — client diversification

Option 2 — Client Base Diversification
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R o NN Folnden spends more than 70% of time on operational/commercial

decisions for 3 months.

Activate Option 3 — founder delegation

Option 3 — Founder Role Transition

CONFIDENCE DECAY Aligned with confidence decay driver: pipeline health and margin figures

CROSS-OPTION COMPARISON

TIME VS
OPTION IMPACT REVERSIBILITY PREREQ. REGRET
SENSITIVITY BASELINE
SRk & +$250k Medium High Medium 3/5 Bull-heavy Reverses
. n TE margin
Operational profitability
decline
Model improvement
Redesign Annual profitability

improvement

OPTION 2 +$400k High Medium High 4/5 Bear- Potentially
Client Base Annual heavy offsets
Diversification revenue baseline
decline,
impact
P higher
Annual revenue
upside
impact
opTION 3 0.5 FTE Low Very High Medium 2/5 Symmetric  Improves
Founder Role Founder resilience,
iti . limited
Transition time
direct
reallocated )
margin
Founder time .
impact
reallocated
Continued -$50k Annual — — = — — —
margin profitability

erosion and Annual profitability
concentration

risk
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Option 2 offers the highest revenue upside but carries higher risk exposure and lower reversibility compared to

the prioritized Option 1, which directly addresses margin decline.

OBJECTIVE BRIDGE

Directionally Aligned =, \ \UAL PROFITABILITY IMPROVEMENT

PRIORITY OPTION
STARTING STATE TARGET STATE
CONTRIBUTION

+$250k
COMBINED PORTFOLIO CONTRIBUTION +$250k (Option 1) plus +$400k (Option 2) if pursued as a
combined path

OBJECTIVE_DETAIL does not state a current baseline or explicit target for annual profitability, so the

absolute gap cannot be computed — only the expected directional contribution is available.

Medium Confidence

STRATEGIC OPPORTUNITIES

0-1 Overlooked Advantage Growth Near-Term

Leverage anchor client relationships

WHY OVERLOOKED

Client concentration seen only as risk, not as a referral or case-study asset.

High R-1

EXPECTED LEVERAGE Linked risks:

Medium Confidence
ANNUAL REVENUE IMPACT +$200Kk 12 months " i

If anchor clients generate 1-2 referrals at average engagement size.
ACTIVATION: Formalize referral/case-study program with anchor clients.

RISK OF INACTION: Missed opportunity to diversify pipeline and reduce concentration risk.
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0-2 Hidden Efficiency Flexible
Standardize core service offerings

WHY OVERLOOKED

Customization assumed necessary for all clients; standardization not prioritized.

EXPECTED LEVERAGE  Me9IU™ i ied risks: | R2

Medi fi
ANNUAL PROFITABILITY IMPROVEMENT +$100K 12 months edium Confidence

5% margin gain on $2.6M revenue from reduced delivery cost.
ACTIVATION: Identify repeatable elements and package as core offerings.

RISK OF INACTION: Continued margin erosion and delivery complexity.

MARKET POSITION REVIEW

Differentiation Strength Medium Customized delivery differentiates but is costly.
Competitive Crowding High [industry reference] Consulting/services market is crowded.
Positioning Uniqueness Medium Enterprise focus is common; client mix not unique.

Offer Defensibility Medium Customization is defensible but not easily scalable.
Visibility Constraint High Heavy reliance on three clients for visibility and pipeline.

The firm is moderately differentiated through customization but faces high competition and visibility

constraints due to client concentration.
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STRATEGIC LEVERAGE POINTS

* PRIORITY ALIGNED
-1 Activate referral program with anchor clients High impact, Medium difficulty

AL L plecan Relationship Activation

Medi Confid
ANNUAL REVENUE IMPACT +$150K 12 months edium tonfidence

Portion of O-1's impact; 1 referral at average engagement size.

-2 Standardize 2-3 core service packages Medium impact, Medium difficulty

STRUCTURAL | @y TGy ediuvm  Medium b cass Unlock

Medium Confidence
ANNUAL PROFITABILITY IMPROVEMENT +$80K 12 months

Portion of O-2's impact; 3% margin gain.

L.-3 Delegate commercial decisions to senior team Medium impact, Low difficulty

STRUCTURAL Medium Low Capability Unlock

Medium Confidence
FOUNDER TIME REALLOCATED 0.3 FTE 6-12 months u !

Portion of Option 3's expected impact.
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SITUATION SUMMARY

RISK ANALYSIS

The consulting firm faces the challenge of scaling sustainably over the
next 24 months while improving profitability, reducing founder
dependency, and building a more resilient operating model. Despite
strong revenue growth (now ~$2.6M/year, 18 consultants), profitability
is declining due to increasing customization and operational
complexity. Heavy reliance on three enterprise clients (60%+ of
revenue) creates concentration risk and limits flexibility. The founder's
involvement in most major decisions is a bottleneck, slowing
execution. The core decision is to identify the true structural
constraint—whether in positioning, structure, execution, or business

model—before committing to significant investments.

The fundamental tension is between scaling revenue and maintaining
profitability and resilience, given increasing operational complexity

and client concentration.

strategic

MITIGATION

IMPACT LIKELIHOOD COMPATIBILITY

NOTE




R- Client concentration High
exposes the firm to
revenue volatility if a
major client is lost.
- R-2

R-1 -> R-2: Loss of a major
client would worsen

profitability decline.

R- Declining profitability High
due to increasing
customization and
operational complexity.
- R-3 « R-1
R-2 -> R-3: Lower margins
reduce resources for
operational improvements. R-

1 -> R-2: Client loss

accelerates margin decline.

R- Founder dependency Medium
creates execution
bottlenecks and limits
scalability.
«R-2

R-2 -> R-3: Declining
profitability increases

founder's operational load.

R- Operational complexity Medium
increases risk of delivery
inconsistency and client

dissatisfaction.
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Tension -

Tension -

Compatible -

Compatible -
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STRATEGIC OPTIONS

@ Operational Model Redesign Compatible

Redesign delivery and internal processes to standardize offerings, reduce customization, and

improve margin discipline.

IMPACT RISK TIME REVERS. UNCERT.
High Medium Medium High Medium
LOW EXPECTED HIGH
ANNUAL PROFITABILITY
MPROVEMENT +$100k +$250k +$400k
12 months If only partial process Assumes 10% margin Full adoption and
adoption; based on current recovery on $2.6M improved client mix; based
Medium Confidence revenue and margin revenue. on margin uplift.
trends.
GAINS SACRIFICES
Improved profitability and operational Potential short-term disruption and slower
resilience bespoke delivery

PREREQUISITE - COMPLEXITY 3/5

At least 2 FTEs available for process redesign and implementation
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@ Client Base Diversification Stretch

Invest in targeted business development to acquire new enterprise clients and reduce revenue

concentration.

IMPACT RISK TIME REVERS. UNCERT.
High High High Medium High
LOW EXPECTED HIGH
ANNUAL REVENUE
IMPACT +$0 +$400k +$800k
12-18 months . . . . . .
No new clients acquired; One new enterprise client Two new enterprise clients
i . only defensive effect. at average engagement secured.
Medium Confidence
Size.

GAINS SACRIFICES
Reduced concentration risk and increased Higher short-term costs and increased
growth potential exposure to sales cycle risk

PREREQUISITE - COMPLEXITY 4/5

Budget for business development and at least 1 FTE dedicated to acquisition

Dominance fragility: If diversification fails or takes longer than 12 months, Option 1 becomes superior.
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@ Founder Role Transition Compatible

Systematically delegate commercial and operational decision-making to senior team members

to reduce founder dependency.

IMPACT RISK TIME REVERS. UNCERT.
Medium Low Medium Very High Medium
LOW EXPECTED HIGH
FOUNDER TIME
REALLOCATED 0.2 FTE 0.5 FTE 1.0 FTE
6-12 months . . . . .
Partial delegation; founder Delegation of most Full transition to senior
retains key decisions. commercial and team.

Medium Confidence . .
operational decisions.

GAINS SACRIFICES
Reduced bottlenecks and improved Potential short-term dip in decision quality or
organizational resilience speed

PREREQUISITE - COMPLEXITY 2/5

At least two senior team members with capacity and readiness for expanded roles

Lookup Web © 2026 — Autonomous Strategic Analysis Agent Page 15



LOOKUP WEB — STRATEGIC INTELLIGENCE

BASELINE — IF NOTHING CHANGES

Continued margin erosion and concentration risk
LOW EXPECTED HIGH
ANNUAL PROFITABILITY
-$100k -$50k o
12 months
If one major client reduces Ongoing margin decline If no further deterioration,
Medium Confidence
spend or leaves. from current trends. but no improvement.

PRIMARY DETERIORATION DRIVER REVERSIBILITY
R-2: Declining profitability from operational If margin erosion continues for 12+ months,
complexity and customization. recovery requires deeper restructuring.

CONSIDERED & NOT CARRIED FORWARD

- ive Cost Cutti

Would address short-term profitability but risks damaging delivery quality and client relationships

(Option 1 and R-4).

RECONSIDER IF Profitability crisis or sudden revenue loss
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DECISION TRIGGERS

OPTION 1

® ACTIVATION CONDITION Profit margin falls below 10% for two consecutive quarters.

/ SUCCESS INDICATOR Process changes implemented and margin improves within 6 months.

A FAILURE WARNING Team resistance or client dissatisfaction delays adoption.

OPTION 2

® ACTIVATION CONDITION No new enterprise client added in the past 6 months and concentration

remains above 60%.

/ SUCCESS INDICATOR At least one new enterprise client secured within 12 months.

A FAILURE WARNING Business development spend exceeds budget with no pipeline progress.

OPTION 3

® ACTIVATION CONDITION Founder spends more than 70% of time on operational/commercial

decisions for 3 months.

/ SUCCESS INDICATOR Senior team independently handles key decisions within 6 months.

/A FAILURE WARNING Founder re-engages in daily operations due to execution gaps.
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ASYMMETRIC REGRET MATRIX

OPTION 1 BULL-HEAVY

BEAR CASE REGRET

Low regret, as margin improvement protects against downside even if client diversification fails.

BULL CASE REGRET

Missed upside if rapid client diversification succeeds and growth is not prioritized.

A Moderate risk tolerance favors Option 1, as it limits downside in the national, single-industry context but may

forgo some growth upside.

OPTION 2 BEAR-HEAVY

BEAR CASE REGRET

High regret if diversification fails, as concentration risk and margin erosion persist or worsen.

BULL CASE REGRET

Captures maximum upside if new clients are secured and growth accelerates.

Option 2 exposes the firm to higher downside risk, which is less aligned with a Moderate risk tolerance.

OPTION 3 SYMMETRIC

BEAR CASE REGRET

Moderate regret, as founder delegation alone does not address profitability or concentration risks.

BULL CASE REGRET

Limited missed upside, as resilience improves but growth and margin gains are secondary.

Option 3 offers balanced but limited regret, suitable only if resilience is the overriding concern in a Moderate

risk context.
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DECISION SEQUENCING

DECIDE NOW

Deferral risks compounding margin erosion and operational complexity, reducing available

resources for future improvements (see Risk R-2).

PRESERVE OPTIONALITY

w Deferral window: 3-6 months

Preserves growth and diversification upside if operational gains free up capacity or if margin

improvement alone proves insufficient.

@ Deferral window: 6-12 months

Preserves resilience and execution speed if founder bottleneck persists or operational change stalls.

REOPEN TRIGGERS

o Detailed profitability data or updated client pipeline diversity materially changes risk or

opportunity profile.

DECISION TIMELINE

MONTH 1

e Option 1 activation
¢ Initiate process redesign if margin falls below 10%

e Activate referral program with anchor clients

WATCH FOR

e Team resistance or client dissatisfaction delays adoption
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MONTH 2-3
e Monitor process adoption and margin improvement

e Assess team capacity for business development

WATCH FOR

e Business development spend exceeds budget with no pipeline progress

MONTH 4-6

e Evaluate readiness for client diversification or founder delegation

e Review operational gains and resource availability

RESOURCE LEDGER

RESOURCE AVAILABLE OPTION 1 OPTION 2
Team / headcount [STATED] 18 consultants 2 FTEs for 1 FTE for
capacity process business
redesign development
Founder/leadership [INFERRED] Limited, as Founder Founder
attention founder is current oversight involvement in
bottleneck for process key client
change pitches
Budget for change Not stated Process Business
initiatives redesign development
costs spend

CONTESTED RESOURCES

Team / headcount capacity m w

Both require team time for change and growth

Founder/leadership attention m w

Founder involved in both process and client acquisition
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freed up

Minimal

direct cost
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PORTFOLIO RECOMMENDATION

Option 1 — Operational Model Redesign + Option 2 — Client Base Diversification

Operational improvements free up capacity for business development, enabling margin gains

and diversification.
Capacity note: Team / headcount capacity is a contested resource for both options.

Resource requirement: Requires sufficient team capacity to support both process redesign and business

development simultaneously.

Activation trigger: If profit margin falls below 10% for two consecutive quarters, initiate operational redesign

and, if resources allow, begin targeted business development.

Option 3 — Founder Role Transition . Option 1 — Operational Model Redesign

Delegation enables process redesign by freeing founder bandwidth for operational change.

Sequence: Option 3 should be activated first, as delegating to the senior team frees founder capacity for

process redesign (Option 1).

Resource requirement: Requires at least two senior team members with capacity and readiness for

expanded roles, plus 2 FTEs for process redesign.

Activation trigger: If founder spends more than 70% of time on operational/commercial decisions for 3

months, begin delegation to senior team, then proceed to process redesign.

Combining operational redesign with either client diversification or founder delegation creates a more resilient

and scalable model than pursuing margin improvement alone.
DECISION READINESS

0 / 2 Limited diligencerequired

At least 2 FTEs available for process redesign and implementation

UNMET
PREREQUISITE
Obtain: Actual margin or profitability figures (e.g., EBITDA, net margin) not provided
TO
e in the input

INFORMATION GAP
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2 open items remain, covering both operational prerequisites and critical financial data.

PRE-MORTEM

Assuming Operational Model Redesign was activated and, by the end of the mid-term (1-3 years), has not

achieved a +$250k annual profitability improvement, the most likely explanations are:

Team adoption falters

If the team resists standardized processes or clients push back on reduced customization, process

changes may not be fully implemented, limiting margin recovery (A-3, R-2).

EARLY SIGNAL Early team resistance or negative client feedback

Insufficient execution capacity

If the required 2 FTEs for process redesign are not available or are diverted to other initiatives,

operational changes may stall or be incomplete (A-2, R-3).

EARLY SIGNAL Resource contention or missed process milestones

UNCERTAINTIES & LIMITATIONS

UNRESOLVED QUESTIONS CRITICAL ASSUMPTIONS
e Actual margin/profitability figures and their e [INFERRED] The current client concentration
trend. is not easily reduced without a deliberate

« Pipeline health and diversity beyond anchor shift in acquisition or offer strategy.

clients. If client concentration can be reduced organically,

Option 2's risk is overstated.
e Team readiness for process change and

) [INFERRED] The founder's operational
delegation.

bottleneck is a limiting factor for both
growth and resilience.

If founder is not a true bottleneck, Option 3's

impact is limited.
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SCOPE LIMITATIONS

No detailed margin or cost structure data provided, limiting precision of Option 1 and R-2 impact

estimates.

CONTEXT PROBING FLAGS

The following information gaps are limiting the confidence or precision of this analysis.

MISSING ANALYTICAL
LINKED ELEMENT PRECISION
INFORMATION IMPACT
CPF- key factors.identified_unknowns Actual margin or Without precise High
rofitability figures (e.g., X -
1 s ik (eg profitability data,

EBITDA, net margin) not
provided in theinput the expected

impact and urgency
of Option 1 cannot

be fully validated.

SUGGESTED QUESTION

What are the current and historical profitability figures (e.g., EBITDA, net margin) for the firm?



KEY FACTORS & ASSUMPTIONS

CONFIRMED FACTS

L]

[STATED] The firm
generates ~$2.6M in
annual revenue.
[STATED] The team
consists of 18 consultants.
[STATED] Revenue has
grown consistently over
the past three years.
[STATED] Profitability has
steadily declined.
[STATED] Delivery is
increasingly customized.
[STATED] Operational
complexity is growing.
[STATED] Over 60% of
revenue comes from three
enterprise clients.
[STATED] The founder is
involved in nearly every
major decision.

[STATED] The leadership
team is preparing for the
next growth phase.
[STATED] The main
objective is sustainable
scaling with improved
profitability, reduced
founder dependency, and

a more resilient model.

WORKING ASSUMPTIONS

A-l |INFERRED] The

current client
concentration is not easily
reduced without a
deliberate shift in
acquisition or offer

strategy. — Client

concentration is high and not
described as actively changing.

A-2 [\NFERRED] The

founder's operational
bottleneck is a limiting
factor for both growth and

resilience. — Founder is

involved in nearly every major

decision.

A-3 [INFERRED]

Customization in delivery
is driving up operational
costs and reducing
margins. — Profitability is
declining as delivery becomes

more customized.
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IDENTIFIED UNKNOWNS

L]

U1 [UNKNOWN] The

specific margin or
profitability figures (e.g.,
EBITDA, net margin) and
their trend over time.

- Would clarify the urgency and
scale of the profitability
challenge for Option 1 and

Option 2.

U2 [UNKNOWN] The

pipeline health and
diversity beyond the three
main clients.

- Would affect the risk
assessment for client
concentration and the viability of

diversification strategies.
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VARIABLE CONFLICTS

v No variable conflicts detected.

BIAS SCAN

v No cognitive biases detected.

BLIND SPOTS

e No explicit mention of pipeline diversification efforts.

e No quantified margin or cost structure data.

UNCERTAINTY DRIVERS

Ability to diversify client base

Determines exposure to concentration risk and revenue volatility; most affects Option 2

Most affects: 2

Effectiveness of operational model changes

Affects margin recovery and scalability; most affects Option 1

Most affects: 1

Founder transition speed

Impacts execution pace and resilience; most affects Option 3

Most affects: 3

SCENARIO SENSITIVITY

Pivot driver: Ability to diversify client base
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BEAR CASE

No new significant clientsacquired in 12 months;
concentration remains above 60%

Most defensible: 1
Least defensible: 2
Option 1 improves margins and resilience even if
client mix does not change; Option 2 exposes the

firm to higher volatility if diversification fails (R-1,

R-2).

CROSS-SENSITIVITY

BULL CASE

Two or more new enterprise clients acquired,
reducing concentration below 40% within 12 months

Most defensible: 2
Least defensible: 3
Option 2 leverages new client wins for growth;

Option 3's impact is limited if diversification

succeeds.

Driver 1: Ability to diversify client base Driver 2: Effectiveness of operational model changes

FAVORABLE UNFAVORABLE
Growth and margin gains reinforce each other Growth offsets margin pressure
Margin gains protect against concentration risk Operational focus contains downside

STAKEHOLDER MAP

Founder / primary decision-maker

ENABLER

Must approve and support any major change (all options).

Willingness to delegate and support process change required.

Senior team / managers

ENABLER

Execution of process redesign and delegation (Options 1, 3).

Capacity and readiness for expanded roles needed.
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Anchor enterpriseclients AFFECTED (NEUTRAL)

Potential source of referrals and case studies (Option 2, O-1).

OPTION INTERACTION LAYER

RESOURCE

OPTIONS EXCLUSIVE SEQUENTIAL COMPLEMENTARY
CONFLICT

Options1/2 — — Yes Yes
Both require team focus; process gains Team Operational
can support growth. capacity for improvements free up
change capacity for business
initiatives development.
Options1/3 — Yes — Yes
Founder transition supports 3 Delegation enables
operational change. process redesign by
freeing founder
bandwidth.
Options2/3 _ — Yes Yes
Both draw on senior team for Senior team Delegation increases
commercial execution. commercial business development
capacity bandwidth.

SECOND-ORDER EFFECTS

e Standardizing delivery may reduce perceived client value, leading to potential pushback or

renegotiation of contracts.

e Rapid client acquisition could strain delivery capacity, requiring further hiring or process changes.
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OPTION 3

e Delegation may reveal skill gaps in the senior team, necessitating additional training or hiring.

CONFIDENCE DECAY CURVE

Decision Point High
Mid-point Medium
Horizon Medium

Primary decay driver: Resolution of unknowns about pipeline health and margin figures

Mitigation: Obtain detailed profitability data and update on client pipeline diversity within 6 months

COHERENCE AUDIT

Overall Status: Pass
CHECK RESULT
Scenario / Regret Alignment Pass
Sequencing / Interaction Alignment Pass
Dominance / Summary Alignment Pass
Opportunity / Option Distinction Pass
Leverage / Priority Alignment Pass
Positioning Tension / Sequencing Alignment Pass
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ASSUMPTION STRESS TEST

ASSUMPTION

Al [INFERRED] The

current client concentration
is not easily reduced without
a deliberate shift in

acquisition or offer strategy.

A2 [INFERRED] The
founder's operational
bottleneck is a limiting factor
for both growth and

resilience.

IF FALSE

If client concentration can be
reduced organically, the risk
associated with Option 2 is
overstated and
diversification may be less

urgent.

If the founder is not a true
bottleneck, the impact of
Option 3 is limited and
operational redesign remains

the primary constraint.

CALIBRATION FINGERPRINT

DETECTED PROFILE

DECISION MODE

SECTOR FRAMEWORK

CONFLICTS TRIGGERED

FATIGUE SIGNAL

DOMINANT OPTIONS

FRAGILE DOMINANT OPTIONS

INTERACTION FLAGS

POSITIONING TENSION FLAGS

OPPORTUNITIES

LEVERAGE POINTS

PRIORITY-ALIGNED LEVERS

SME

situation

Consulting / Services

None

No

None

None
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RESULTING
RESOLVED BY
PRIORITY

— No ranking
change — Option
1 remains priority

under both states

— No ranking
change — Option
1 remains priority

under both states
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COHERENCE STATUS Pass

REGRET ASYMMETRY MAP

Option 1: Bull-heavy Option 2: Bear-heavy Option 3: Symmetric

GOVERNANCE & SCOPE

ANALYSIS SCOPE

This analysis covers strategic option framing, risk and opportunity synthesis, and directional impact
quantification for executive decision support. It does not include quantitative financial modeling,
legal or regulatory diligence, clinical or technical validation, or primary market research. All

impact_quantification figures are directional estimates for strategic framing, not financial projections.

DATA LIMITATIONS

Bias and decision fatigue detection in this analysis is based on explicit linguistic markers present in
the user's input. Latent cognitive biases not verbalized in the situation description are outside

detection scope and may exist independently of any flags raised or not raised here.

NOT A SUBSTITUTE FOR
e legal counsel

¢ financial due diligence
e domain expert review
e regulatory advice

¢ market research
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