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01  EXECUTIVE BRIEF

1. BOARD BRIEF

S T R A T E G I C  V E R D I C T

High Risk
Resilience Score: 66/100 · Moderate Fragility

Verdict Rationale: The business faces immediate existential risk due to >30% ARR concentration in

two clients and fixed cost rigidity, which compresses the operational survival window to 2–4 months

after a dual revenue shock.

2. EXECUTIVE RECOMMENDATION

The highest impact action is to secure the 12-month MSA with the at-risk client

immediately, as this directly addresses both the revenue concentration and

competitive threat with minimal cost (requires only executive time and a client

meeting).

IMMEDIATE PRIORITY

Secure a 12-month MSA with the largest North

American client within 7 days to prevent a

catastrophic revenue collapse and block the aggressive

Series A-funded competitor's displacement strategy.

CRITICAL EXPOSURE

The most dangerous exposure is the imminent loss of

the largest client, who is being actively targeted by a

well-funded competitor; this event triggers a >30%

ARR loss and compresses the operational window to

2–4 months, after which wind-down is likely.

CONDITIONS FOR REASSESSMENT
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If the anchor client signs a 12-month renewal, revenue concentration risk is materially reduced and

the verdict may shift to 'High Risk'.

If a bridge financing round is secured within 30 days, capital_resilience improves and the survival

window extends.

If a detailed cost structure analysis reveals >30% of burn is discretionary, capital preservation

actions may have greater impact.

If outbound sales conversion rates exceed historical averages, revenue recovery path viability

increases.

3. DECISION-LEVEL SUMMARY

Target Audience: Board

This SaaS is currently rated 'High Risk' — the business faces existential risk from immediate

revenue concentration exposure and fixed cost rigidity, with a 2–4 month operational window

following a dual client loss and competitive attack. Without urgent intervention to secure key

clients and reduce burn, the company will be forced to initiate wind-down procedures within

the next quarter.

Key Structural Risk Flags:

No current sales pipeline metrics to replace lost clients.

Fixed costs cannot be rapidly reduced post-shock.

Aggressive competitor targeting same enterprise segment with lower pricing.

Compliance and localization cost escalation risk in new markets.

Critical Exposure Statement:

The loss of the largest North American client within 14 days, compounded by aggressive competitor

entry, triggers a >30% ARR loss and compresses the survival window to 2–4 months.
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4. STRATEGIC OUTCOME SIMULATOR

BMFI Recovery Path — Resilience Progression by Intervention

CURRENT STATE

High Risk

66
BMFI  

undetermined
CASH RUNWAY

?
VERDICT

SHIFTS

IF  TOP ACTIONS SUCCEED

Viable
87
BMFI

+18 pts  

undetermined → 18m
CASH RUNWAY

+-81 months

Projected values are model estimates based on stated BMFI gain and runway extension per action. Actual outcomes

depend on execution quality and market response. Runway projection capped at 18 months (maximum credible estimate

for 3 tactical actions without guaranteed execution).

BMFI RECOVERY PATH — RESILIENCE PROGRESSION BY INTERVENTION

Stable65+Conditionally Viable40–64 65   66Now74Client ASecured80BridgeFinancing84Reduce

Contractor/DiscretionarySpend87PipelineExpansion

 CURRENT  High Risk →  PLAN OUTCOME  Stable

SCENARIO BMFI (Δ) RUNWAY VERDICT

Current State 66 — 0m High Risk

+ Secure Client A — MSA 74 +8 18m Conditionally Viable

+ Bridge Financing — Investor Outreach 80 +6 18m Viable

+ Reduce Contractor/Discretionary Spend 84 +4 18m Viable

+ Outbound Sales — 50 Mid-Market Targets 87 +3 18m Viable
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5. STRATEGIC DEPENDENCY MAP

★  N1  Anchor Client Revenue Secured

Securing Client A (2% of MRR, $18200/mo) under a 12-month MSA locks in the largest revenue stream and
removes the primary stated objection blocking investor bridge conversations. Monthly deficit falls from $50000 to
~$31800. BMFI Revenue sub-score improves by +8 pts. This is the prerequisite for all subsequent steps —
without N1, N2 and N3 are not accessible.

↓

◉  N2  Revenue Concentration Falls Below Critical Threshold

With Client A secured, the next-largest client (Client B, 11300/mo) represents approximately 1% of remaining
MRR — below the threshold that triggered investor concerns about concentration risk. This removes the primary
stated objection to bridge financing. Investor confidence may improve materially; financing probability increases
but is not guaranteed.

Requires: N1

↓

◉  N3  Bridge Financing Window Becomes Credible

With concentration risk signal reduced, seed fund conversations can resume credibly. A $200–300K bridge would
extend cash runway from 7 months to 12+ months — buying time for revenue diversification. This is conditional
on successful N1 execution; without N1, concentration risk remains the primary financing barrier.

Requires: N2

↓

★  N4  Operational Decision Window Extends Beyond 12 Months

Combined effect: Client A retention reduces deficit to ~$31800/mo; bridge financing extends runway to 12+
months. The 2–3 month operational failure horizon is pushed back, eliminating existential pressure on the team
and clients. The business can now execute pipeline expansion without forced urgency.

Requires: N1 + N3

↓
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★  N5  Revenue Base Reaches Minimum Stability Level

Client B renewal and variable cost reduction reduce single-client concentration below 40% and bring monthly
deficit toward operational sustainability. The business transitions from a survival mandate (prevent imminent
collapse) to a recovery mandate (grow and diversify).

Requires: N4

↓

★  N6  Business Returns to Conditional Viability

BMFI projected 87/100. Revenue concentration below 50%. Cash runway exceeds 12 months. The company exits
crisis mode and enters recovery mode. Remaining structural risks (competitive threat, pipeline gaps, CTO
dependency) require systematic attention but no longer threaten near-term survival.

Requires: N4 + N5

Critical bottleneck: N1 (securing Client A) unlocks all subsequent nodes. If N1 fails, N2 and N3 are blocked
regardless of other actions.

Critical path: N1 → N2 → N3 → N4 → N6

6. EXECUTIVE COUNTERFACTUALS

Alternative outcomes had key decisions gone differently.

ID SCENARIO VERDICT TRIGGER RUNWAY
BMFI

IMPACT

CF1 SC1 materializes — both
clients lost, no
intervention

Critical Client A does not renew; Client B
contract expires without renewal

700m 66

CF2 SC1 + bridge financing
fails

Critical Seed fund declines due to
concentration risk; no alternative
capital secured

700m 61
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02  STRUCTURAL RISK ANALYSIS

7. BUSINESS MODEL FRAGILITY INDEX (BMFI)

BMFI SCORE

66
Moderate Fragility

ANALYTICAL CONFIDENCE

Medium
Composite: 68/100

Distinct from BMFI — measures

analysis reliability

SCENARIOS SIMULATED

3
4 structural vulnerabilities

2
Critical

2
High

0
Medium

0
Low

-6 pts

Fragility Penalty

Score includes a −6-point fragility assumption penalty (2 HIGH-fragility assumptions × 3 pts each).

Primary Fragility Driver: Competitive Resilience

Score adjusted for HIGH-fragility assumptions A1, A2, and A3: if false, recurring revenue predictability,

compliance scalability, and cost structure stability all deteriorate rapidly, accelerating runway depletion and

existential risk.

BMFI Sub-Score Breakdown

Revenue Resilience 13/25

High client

concentration

and

secondary

churn risk

Capital Resilience 25/25

strategic

flexibility

loss

from

fixed

cost

rigidity
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Operational Resilience 10/20

Dependence

on

sales/customer

success for

recovery

Competitive Resilience 10/20

Moderate

moat and

price-led

disruption

exposure

Strategic Optionality 8/10

Limited

recovery

paths

post-

dual

shock

SCORE CONSTRUCTION

Base Score 100

Revenue Base Critical weight 4/4

Liquidity Critical weight 4/4

Cost Structure High weight 3/4

Sales Channel High weight 3/4

Severity Ratio 14/16 = 88%

Final Score

= 100 − 88%
12

ⓘ  Fragility Assumption Penalty: −6 pts (2 HIGH-fragility assumptions × 3 pts each) — stored as analytical context; not
applied to the deterministic score.

Sector Benchmark:

Sector benchmark for SaaS B2B / Subscription is 45–58. This business scores below the median due to

>30% client concentration, lack of pipeline, and inability to cut fixed costs rapidly after a revenue

shock. The critical fragility is driven by the combination of high ARR concentration and fixed cost

rigidity, which compresses runway below sector resilience norms.
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8. ANALYTICAL INTEGRITY CHECK

✓ Consistency check passed  — 4 driver labelling inconsistencies auto-corrected prior to analysis.

9. VULNERABILITY ANALYSIS

Revenue Base ⚠ Assumption Sensitive CRITICAL  DATA 90/100  LOW RECOV.

STRESS FACTOR: Major client churn and secondary churn cascade

Time: short_term  Scenario: SC1

ARR = $12M; MRR = $1M. Loss of $2.16M ARR (18%) plus $1.5M ARR (12.5%) = $3.66M ARR (30.5% of base).

30.5% > 25% Tier A critical threshold.

Anchor: Sector Tier: A — SaaS, recurring revenue; CRITICAL threshold: impact >= 25% of total MRR or runway < 2

months.

Data confidence: Impact derived from explicit ARR and MRR figures and scenario magnitude.

Recoverability: Client replacement and revenue recovery are not feasible within the 6-week reaction window.

Combined client churn eliminates over 30% of MRR, exceeding the critical impact threshold for SaaS. No

pipeline to replace lost revenue in time.
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Liquidity ⚠ Assumption Sensitive CRITICAL  DATA 80/100  LOW RECOV.

STRESS FACTOR: Runway compression from revenue shock and fixed cost rigidity

Time: short_term  Scenario: SC1

strategic flexibility narrows to 2–4 months post-shock regardless of cash exhaustion horizon. No ability to cut fixed

costs rapidly.

Anchor: Sector Tier: A — SaaS; CRITICAL threshold: runway < 2 months.

Data confidence: strategic flexibility loss is structurally derived from fixed cost ratio and scenario description.

Recoverability: Fixed cost rigidity and rapid revenue loss prevent meaningful extension of runway.

Revenue drop and cost rigidity compress operational survival window below 2 months, meeting critical

threshold.

Cost Structure HIGH  DATA 70/100  MEDIUM RECOV.

STRESS FACTOR: Unexpected compliance and localization cost surge

Time: medium_term  Scenario: S2

30% increase in compliance, legal, and product adaptation costs over 9 months. No precise cost base, but scenario

magnitude exceeds high threshold.

Anchor: Sector Tier: A — SaaS; HIGH threshold: impact = 12–24% of total MRR or runway 2–3 months.

Data confidence: Impact derived from scenario magnitude and sector base rate; cost data partially missing.

Recoverability: Some cost reduction possible, but compliance costs are largely non-discretionary.

Cost escalation of 30% on major expense lines compresses margin and runway, exceeding high impact

threshold.
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Sales Channel ⚠ Assumption Sensitive HIGH  DATA 70/100  LOW RECOV.

STRESS FACTOR: Pipeline absence and inability to replace lost clients rapidly

Time: short_term  Scenario: S1

No current sales pipeline metrics (G1 gap); inability to replace 18% ARR loss within 6 weeks.

Anchor: Sector Tier: A — SaaS; HIGH threshold: impact = 12–24% of total MRR.

Data confidence: Impact based on structural absence of pipeline and scenario magnitude.

Recoverability: Sales channel development and pipeline building require months, not weeks.

Pipeline absence prevents rapid revenue recovery, amplifying the impact of client churn.

Structural Failure Point Matrix

FAILURE POINT SEVERITY RECOVERABILITY
PRIMARY STRESS

FACTOR

Revenue Base Critical Low Major client churn and
secondary churn
cascade

Liquidity Critical Low Runway compression
from revenue shock and
fixed cost rigidity

Cost Structure High Medium Unexpected compliance
and localization cost
surge

Sales Channel High Low Pipeline absence and
inability to replace lost
clients rapidly

10. FAILURE MODE SEQUENCE MAP

Terminal state (without intervention):  Company initiates wind-down after exhausting recovery options; team

disperses and clients notified.
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↓

↓

↓

11. RISK HEATMAP

ID
SCENARIO

TITLE
PROBABILITY

PROBABILITY

RATIONALE
IMPACT

RISK

SCORE
TIME

S1 Loss of Major
Enterprise
Customer in
New Market

Medium 18% ARR concentration

in a single client and

sector base rate of

~20% for such losses in

first year post-

expansion.

High Medium

Probability

/ High

Impact

short_term

S2 Unexpected
Compliance
and
Localization
Cost Surge

Medium Sector base rate for

20–40% cost escalation

is ~25% in first 12–18

months of SaaS

internationalization.

High Medium

Probability

/ High

Impact

medium_term

1  Day 1–14

Major North American client ($2.16M ARR) churns; ARR drops to $9.84M

2  Week 3–6

Aggressive competitor launches; churn risk and pricing pressure spike

3  Month 2–3  Point of No Return

Secondary churn: additional $1.5M ARR lost; investor confidence drops

4  Month 4–5

Bridge financing unavailable; forced cost cuts and wind-down initiated
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S3 Aggressive
Entrant Targets
Key Verticals
with Price-Led
Motion

High Competitive disruption

is common in SaaS

growth markets; sector

base rate for share loss

due to price-led

entrants is ~30%.

High High

Probability

/ High

Impact

long_term

S4 User-Defined
Scenario

Medium Regulatory and

localization volatility is

elevated during

international expansion,

but no direct evidence

of imminent shock.

High Medium

Probability

/ High

Impact

medium_term

SC1 Simultaneous
Major Client
Loss and
Aggressive
Competitor
Entry

High Compound interaction

of two high-plausibility

scenarios (S1 and S3)

with sector base rates

supporting both events.

Critical High

Probability

/ Critical

Impact

short_term

12. FAILURE THRESHOLDS

Primary Threshold:

If combined client churn and competitor entry eliminate >30% of ARR and compress runway below 2

months, existential risk is triggered.

Secondary Thresholds:

If additional $1.5M ARR is lost within 3 months post-shock, runway falls below 2 months, triggering forced

wind-down.

If compliance and localization costs escalate by >30% without offsetting revenue, margin compression

triggers capital raise or cost cuts.

RUNWAY UNDER STRESS

700 months (cash / post-shock net deficit:

$35000000 / $50000/mo = 21000 days)

POINT OF NO RETURN

Stage 3: Forced cost cuts

and wind-down initiated.
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13. COMPETITIVE RESILIENCE

MOAT TYPE

differentiation

MOAT DURABILITY

—

PRICING POWER

—

SWITCHING COST

—

Primary Disruption Vector: A B2B SaaS provider in the enterprise workflow automation vertical

could be disrupted if a $10M Series A-funded competitor enters North America and Western Europe

with a price-led strategy, bypassing product differentiation by rapidly replicating core features and

offering free migration, thus eroding the perceived uniqueness before switching costs or deep

integrations take effect.

14. CAPITAL POSITION

CAPITAL

RESILIENCE

STRONG

RUNWAY

Not

stated

MONTHLY

BURN

—

CASH ON

HAND

—

FINANCING

ACCESS

high

Financing Rationale: Recent successful $35M Series B raise, strong ARR growth, and high retention

indicate high likelihood of accessing additional capital if needed.

Liquidity Options (30–90 day)

Not determinable from available inputs.
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15. TEMPORAL RISK PROFILE

Short Term (0–6 months)

Dominant Risk: Revenue shock and churn cascade

Exposure Level: High

S1

SC1

Medium Term (6–24 months)

Dominant Risk: Cost escalation and compliance risk

Exposure Level: Medium

S2

Long Term (24+ months)

Dominant Risk: competitive disruption — Aggressive Entrant Targets Key Verticals with Price-Led

Motion

Exposure Level: Medium

S3

SC1
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03  STRESS SCENARIOS

16. STRESS SCENARIOS

S1  CUSTOMER CONCENTRATION RISK  LIKELIHOOD 55/100

Loss of Major Enterprise Customer in New Market

A newly acquired large enterprise customer in North America representing 18% of ARR churns

unexpectedly within 6 months of expansion.

Risk Type: revenue_shock  Time Segment: short_term  Source: auto_selected

Relevance & Magnitude: B2B SaaS companies expanding internationally often face elevated concentration

risk as initial wins in new markets are large and few; sector base rate for >15% revenue concentration loss is

~20% in first year post-expansion.

CASCADE CHAIN

PRIMARY Churn of a major new enterprise client

SECONDARY Immediate ARR reduction and negative market signal

TERTIARY Reduced cash runway, potential secondary churn among other new clients
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S2  COST ESCALATION  LIKELIHOOD 50/100

Unexpected Compliance and Localization Cost Surge

Regulatory and localization requirements in Western Europe drive a 30% increase in compliance, legal,

and product adaptation costs over 9 months.

Risk Type: cost_shock  Time Segment: medium_term  Source: auto_selected

Relevance & Magnitude: SaaS companies entering multiple jurisdictions frequently underestimate

compliance and localization costs; sector base rate for 20–40% cost escalation is ~25% in first 12–18 months

of internationalization.

CASCADE CHAIN

PRIMARY Unanticipated regulatory and localization requirements

SECONDARY Increased fixed and variable costs

TERTIARY Margin compression and reduced ability to invest in growth

S3  COMPETITIVE DISRUPTION  LIKELIHOOD 60/100

Aggressive Entrant Targets Key Verticals with Price-Led Motion

A well-funded competitor launches in both North America and Western Europe, offering a similar

product at a 25% lower price, targeting the same enterprise segment.

Risk Type: market_share_loss  Time Segment: long_term  Source: auto_selected

Relevance & Magnitude: Competitive disruption is common in SaaS growth markets; sector base rate for

meaningful share loss due to price-led entrants is ~30% within 12–24 months of expansion.

CASCADE CHAIN

PRIMARY Entry of aggressive, well-funded competitor with lower pricing

SECONDARY Increased churn risk and downward pricing pressure

TERTIARY Potential loss of differentiation and margin erosion
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Combined Stress Scenario — SC1

SC1  COMBINED  LIKELIHOOD 60/100  S3 S1

Simultaneous Major Client Loss and Aggressive Competitor Entry

A well-funded competitor enters North America and Western Europe with a price-led strategy targeting

the same enterprise segment, while a newly acquired major enterprise customer representing 18% of

ARR churns unexpectedly within 6 months of expansion. The combined effect triggers a rapid revenue

shock, accelerates churn risk, and undermines market confidence, compounding the impact on cash

flow and strategic flexibility.

COMPOUNDING MECHANIC

The combined effect is multiplicative because the loss of a major client (S1) immediately reduces

ARR and signals instability, while the aggressive competitor entry (S3) amplifies churn risk and

pricing pressure. This dual shock accelerates cash burn, triggers a secondary churn cascade

among other clients, and erodes pricing power, making cost recovery and client replacement far

more difficult than if each event occurred in isolation. Fixed cost rigidity prevents rapid expense

reduction, and dependency amplification on sales/customer success teams limits recovery

speed.

SHOCK SEQUENCE & REACTION WINDOW

CASCADE CHAIN

PRIMARY Simultaneous major client churn and aggressive competitor entry.

SECONDARY Immediate ARR drop, accelerated churn among remaining clients, and rapid market
confidence erosion.

TERTIARY

LOOKUP WEB |  STRUCTURAL RISK INTELLIGENCE |  CONFIDENTIAL PAGE 18



17. POST-SHOCK FINANCIAL PROJECTION

Figures derived from SC1 compound scenario. All calculations based on inputs provided.

BEFORE SHOCK

ARR $12,000,000

MRR $1,000,000

MONTHLY BURN $700,000

CASH BALANCE $35,000,000

→

AFTER SHOCK (SC1)

ARR $8,340,000

MRR $695,000

MONTHLY DEFICIT $50,000

REVENUE LOST 31%

⚠ Time-to-failure under SC1 conditions

EARLIEST Day 17850

EXPECTED Day 21000

LATEST Day 24150

Under modeled SC1 assumptions. Actual exhaustion date depends on burn rate and revenue recovery speed.

Assumptions: MRR and ARR figures derived from $12M ARR pre-shock and 30.5% modeled revenue loss. — Monthly

burn rate estimated from fixed-variable cost ratio and scenario magnitude. — Cash balance at shock is Series B raise

($35M) as no other figure is provided. — Cash exhaustion days are deterministic; operational failure occurs earlier per

scenario.

18. SURVIVAL OUTLOOK FRAMEWORK

Survival windows computed deterministically by normalizer from BMFI, runway, and dependency signals. These are

structural time horizons, not probability estimates.
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⚠
No intervention

Not determinable

The company absorbs a >30%

ARR loss from dual client churn

and competitive attack, with no

pipeline or cost flexibility to

recover. Operations continue

only until cash runs out, but

team attrition and investor

withdrawal accelerate wind-

down before exhaustion.

Risk: Operational failure is
triggered when the
compressed 2–4 month
window closes and no new
revenue or capital is secured.

⚙
Operational stabilisation

Not determinable

Immediate actions are taken to

secure the largest at-risk client

and cut variable costs, slowing

the cash bleed and buying time

for further intervention. The

business stabilizes temporarily,

but remains vulnerable to

further shocks until structural

changes are made.

Secure 12-month MSA with

largest at-risk client within 7

days.

Reduce contractor and

discretionary spend by 30%

within 14 days.

Initiate investor briefings for

potential bridge financing.

↗
Revenue recovery

9–18 months

A targeted outbound sales

campaign is launched to

replace lost MRR, focusing on

mid-market clients in the same

vertical as the departed anchor

client. Recovery is slow due to

long sales cycles and

competitive pricing pressure.

Launch outbound sequence

to 50 mid-market targets

within 30 days.

Offer limited-time pricing

incentives to accelerate

conversions.

Deploy customer success

resources to prevent further

churn.

SO4

Strategic transformation

The company pivots to a lower-cost operating model and explores strategic partnerships or M&A to regain

stability, leveraging remaining IP and team assets. This path requires board alignment and external negotiations.
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19. BUSINESS MODEL OVERVIEW

The company is a B2B SaaS scale-up with 85 employees and $12M ARR, recently funded with $35M

Series B, preparing for international expansion across North America and Western Europe. It operates

a subscription-based model with high retention and improving profitability.

VALUE CREATION MECHANISM

Delivers differentiated SaaS solutions to enterprise and mid-market B2B clients, generating recurring

revenue through annual or multi-year subscription contracts.

PRIMARY COST STRUCTURE

Predominantly fixed costs (salaries, R&D, infrastructure), with variable costs scaling with customer support,

cloud hosting, and sales commissions.

FIXED / VARIABLE RATIO

High fixed (est. 70–80%) vs. variable (20–30%) due to engineering, product, and G&A overheads.

REVENUE TRIGGERS

New customer acquisition

Contract renewals

Expansion/upsell within existing accounts

Key Dependencies

TYPE DESCRIPTION SUBSTITUTABILITY

Cloud Infrastructure Reliance on third-party cloud providers for product delivery
and uptime

Medium

Product Differentiation Sustained product innovation and feature lead over
competitors

Low

Sales & Customer
Success Talent

Ability to recruit and retain high-performing sales and CS
teams, especially during rapid international expansion

Medium
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Regulatory
Compliance

Adherence to evolving data privacy and SaaS regulations in
multiple jurisdictions

Low
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04  RECOVERY & ACTION PLAN

20. EMERGENCY ACTION PROTOCOL

Actions ranked by impact and urgency. Execute in order — EA1 first.

1 EA1  CRITICAL  within 7 days Low cost

Secure 12-month MSA with largest North American client within 7 days

Addresses: Revenue Base    S1 SC1 S3

2 EA2  HIGH  within 14 days Low cost

Reduce contractor and discretionary spend by 30% within 14 days

Addresses: Cost Structure    S2 SC1

3 EA3  HIGH  within 10 days Zero cost

Brief investors and initiate bridge financing conversations within 10 days

Addresses: Liquidity    SC1

4 EA4  HIGH  within 14 days Low cost

Deploy customer success team to reinforce value and prevent secondary churn

within 14 days

Addresses: Sales Channel    S1 S3
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5 EA5  MEDIUM  within 30 days Medium cost

Launch outbound sales sequence to 50 mid-market targets within 30 days

Addresses: Revenue Base    S3

21. RECOVERY PROGRAMS

Selected paths based on structural fit with this business profile. Survival probabilities are conditional on successful

execution.

Path RP1  Revenue Defense Program — Lock 80%+ MRR on annual contracts

MEDIUM DIFFICULTY

Concentration risk is acute; securing the largest at-risk client immediately prevents a catastrophic revenue

collapse and blocks competitive displacement.

RUNWAY IMPACT

High (3–6 months)

KEY ACTIONS

Negotiate and sign a 12-month MSA with the largest North American client within 7 days.

Deploy executive sponsor to reinforce value and address competitive offers.

Offer tailored incentives (discount or feature roadmap) to secure renewal.

Primary execution risk: Client declines renewal due to competitor's lower pricing.

Data dependency: Current client renewal intent and decision timeline.
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Path RP2  Capital Preservation Program — Extend runway from 2–4 to 6+ months

LOW DIFFICULTY

Post-shock burn exceeds post-shock MRR; immediate cost reduction is required to prevent cash exhaustion

before recovery actions take effect.

RUNWAY IMPACT

High (3–6 months)

KEY ACTIONS

Reduce contractor and discretionary spend by 30% within 14 days.

Freeze all non-essential hiring and tool subscriptions.

Reprioritize product roadmap to defer non-critical R&D.

Primary execution risk: Fixed costs cannot be reduced quickly enough to materially extend runway.

Data dependency: Detailed breakdown of fixed vs. variable costs.

Path RP3  Revenue Diversification Program — Reduce concentration from 30% to 15% in 180 days

HIGH DIFFICULTY

Replacing lost MRR and reducing future concentration risk is essential for long-term resilience.

RUNWAY IMPACT

Transformational (6+ months)

KEY ACTIONS

Launch outbound sales to 50 mid-market targets in the same vertical within 30 days.

Deploy customer success team to upsell existing accounts.

Implement referral incentives for current clients.

Primary execution risk: Sales cycle length and competitive pricing delay revenue replacement.

Data dependency: Current sales pipeline metrics and conversion rates.
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22. PRIORITISED MITIGATION ROADMAP

M1  → Revenue Base

Secure 12-month MSA with largest North American client within 7 days

Immediate client retention is the only way to prevent a >30% ARR collapse and block the aggressive

competitor's displacement strategy.

Effort: Medium  Speed: Fast  Impact Reduction: Very High  Horizon: 7 days

Addresses: S1 SC1 S3

M2  → Cost Structure

Reduce contractor and discretionary spend by 30% within 14 days

Burn reduction is required to extend runway and create time for revenue recovery or capital access.

Effort: Low  Speed: Fast  Impact Reduction: High  Horizon: 14 days

Addresses: S2 SC1

M3  → Liquidity

Initiate bridge financing conversations with investors within 10 days

Securing additional capital is necessary if operational actions are insufficient or delayed.

Effort: Medium  Speed: Medium  Impact Reduction: High  Horizon: 30 days

Addresses: SC1
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M4  → Sales Channel

Deploy customer success team to reinforce value and prevent secondary churn

within 14 days

Proactive engagement reduces risk of further client departures and stabilizes remaining revenue.

Effort: Low  Speed: Fast  Impact Reduction: Medium  Horizon: 14 days

Addresses: S1 S3

M5  → Revenue Base

Launch outbound sales sequence to 50 mid-market targets within 30 days

Pipeline development is essential for long-term revenue diversification, though impact is delayed.

Effort: High  Speed: Slow  Impact Reduction: Medium  Horizon: 90 days

Addresses: S3

✓ Temporal coherence verified — all mitigation actions are executable within the exposure window of

their linked scenarios.

Execution Sequencing

⚡ IMMEDIATE (0–30 DAYS) �� MEDIUM TERM (1–3 MONTHS) �� STRUCTURAL (3–6+ MONTHS)

M1

M2

M3

M4

M5

23. STRATEGIC LEVERAGE TABLE

ACTION DIFFICULTY
STRATEGIC

IMPACT

BMFI

GAIN
VERDICT SHIFT
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Secure Client A — MSA MEDIUM High
est. +8

pts
Partial

Reduce Contractor/Discretionary Spend LOW Moderate
est. +4

pts
Partial

Bridge Financing — Investor Outreach MEDIUM High
est. +6

pts
Partial

Customer Success — Prevent Secondary

Churn
LOW Moderate

est. +3

pts

No — remains

Critical

Outbound Sales — 50 Mid-Market

Targets
HIGH Moderate

est. +3

pts

No — remains

Critical

24. STRATEGIC INTERVENTION MATRIX

Quick Wins

High urgency · High leverage

M1: Secure 12-month MSA with largest

North American client within 7 days

M2: Reduce contractor and discretionary

spend by 30% within 14 days

Strategic Bets

Lower urgency · High leverage

M3: Initiate bridge financing

conversations with investors within 10

days

M5: Launch outbound sales sequence to

50 mid-market targets within 30 days

Defensive Moves

High urgency · Lower leverage

M4: Deploy customer success team to

reinforce value and prevent secondary

churn within 14 days

Low Priority

Lower urgency · Lower leverage

No actions in this quadrant
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05  ANALYTICAL APPENDIX

25. KEY ASSUMPTIONS

A1  MEDIUM  HIGH FRAGILITY  analytical_assumption

Customer retention rate will remain above 95% during and after international expansion.

⚠ If False: If retention drops below 95%, recurring revenue predictability decreases, increasing

exposure to revenue shocks and potentially reducing runway by accelerating net churn.

A2  MEDIUM  HIGH FRAGILITY  analytical_assumption

The company can scale operational processes and compliance frameworks to meet multi-region

regulatory requirements without significant delays or cost overruns.

⚠ If False: If compliance scaling fails or is delayed, the company may face regulatory penalties,

delayed market entry, or forced product changes, impacting revenue growth and increasing

operational risk.

A3  LOW  MEDIUM FRAGILITY  analytical_assumption

The current cost structure (fixed vs. variable) will not materially shift as the company expands

internationally and increases headcount.

⚠ If False: If fixed costs rise disproportionately (e.g., due to duplicated functions or compliance

overhead), operating leverage may deteriorate, compressing margins and reducing flexibility to absorb

shocks.

26. INFORMATION GAPS

ID MISSING ELEMENT CRITICALITY
DEFAULT

APPLIED
IMPACT ON ANALYSIS
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G1 Current sales pipeline
metrics: lead velocity,
conversion rates, and deal
stage breakdown.

HIGH None
applied

Prevents accurate estimation of how
quickly lost clients can be replaced and
directly limits precision of revenue
recovery speed in all stress scenarios.

G2 Detailed breakdown of fixed
vs. variable costs and
identification of discretionary
vs. contractual expenses.

MEDIUM None
applied

Constrains precision of runway
extension modeling via cost cuts.
Without knowing which costs can be
rapidly reduced, burn reduction
estimates carry higher uncertainty.

27. DATA GAPS LIMITING PRECISION

The following information, if provided, would materially sharpen the mitigation recommendations.

FLAG
LINKED

ACTION
MISSING DATA POINT WHY IT MATTERS PRECISION IMPACT

F1 M1 Current renewal intent

and decision timeline

for the largest North

American client.

Determines whether
immediate retention is
feasible and how much
runway can be secured.

DIRECTLY AFFECTS THE

LIKELIHOOD AND TIMING

OF THE HIGHEST-

LEVERAGE INTERVENTION.

F2 M2 Detailed breakdown of

fixed vs. variable costs

and identification of

discretionary expenses.

Enables precise
targeting of burn
reduction actions to
maximize runway
extension.

IMPROVES ACCURACY OF

CAPITAL PRESERVATION

PROGRAM AND COST-

CUTTING IMPACT.

F3 M5 Historical win rate and

sales cycle length for

outbound sequences to

mid-market enterprise

clients.

Calibrates the expected
timeline and probability
of revenue
replacement via new
client acquisition.

AFFECTS THE VIABILITY

AND PRIORITIZATION OF

THE REVENUE

DIVERSIFICATION

PROGRAM.
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28. ANALYTICAL CONFIDENCE

OVERALL

CONFIDENCE

Medium
68/100 composite

DATA

COMPLETENESS

High

VARIABLES

PROVIDED

8 / 8

VARIABLES

DEFAULTED

0

Analytical confidence computed at 68/100 (Medium). Derivation: base score from vulnerability

impact_confidence_score averages; adjusted for information gaps (1 high-criticality), high-fragility

assumptions (2), and numeric data density in user context ( data points). Cross-validation status: not

passed (0 pts).

29. DECISION SIGNAL

PRIORITY LEVEL

Moderate
Resilience Score 66/100

ANALYTICAL CONFIDENCE

Medium
68/100 composite

POINT OF NO RETURN

Stage 3: Forced cost cuts and
wind-down initiated.

RECOMMENDED ACTION

EA1

Secure 12-month MSA with largest North American client

within 7 days

Critical  Within 7 days  low cost

NEXT 72 HOURS

Secure 12-month MSA with largest
North American client within 7 days

1

Reduce contractor and discretionary
spend by 30% within 14 days

2

Brief investors and initiate bridge
financing conversations within 10 days

3
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CRITICAL EXPOSURE STATEMENT

The loss of the largest North American client within 14 days, compounded by aggressive competitor entry, triggers a

>30% ARR loss and compresses the survival window to 2–4 months.

PREPARED BY

Lookup Web Intelligence

Strategic Risk & Resilience Analysis

Structural Business Model Stress Engine ·  Version 4.0 ·  Generated: 21 July 2026
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