BUSINESS
OPTIMIZATION il
WS

COMPREHENSIVE
BUSINESS DIAGNOSTIC

A management-level examination of business health, operational risk,
profit leakage, growth constraints and corrective priorities.

Prepared for: Northstar Manufacturing Ltd.
Industry: Light Manufacturing

Assessment scope: Full 12-Area Diagnostic
Report status: Sample / Demonstration

DIAGNOSIS BEFORE DECISION

This report is designed to explain not merely what the scores are, but what the evidence indicates, why
each issue matters, what may be causing it, what management can do about it, and what should be
addressed first.



1. Executive Diagnostic Summary

Northstar Manufacturing is a fundamentally viable business with several strong operating disciplines, but its current growth is
being constrained by weaknesses in sales conversion, management information, technology integration and cash-cycle control.
The diagnostic does not indicate a single catastrophic problem. Instead, it identifies a cluster of interconnected issues that
collectively reduce margin, slow decision-making and make growth harder than it should be.

Overall Business Health Score

MODERATE / NEEDS ATTENTION
68 The business is stable, but material improvement opportunities exist. Four areas require
priority management attention and two warrant structured remediation within 90 days.

The most important conclusion is cross-functional: lead generation is not the primary commercial constraint. Marketing is
producing adequate opportunity, but inconsistent sales follow-up, limited CRM discipline, weak quoting analytics and slow
internal information flows are reducing conversion. At the same time, inventory and receivables are tying up cash that could
otherwise fund growth. Correcting these issues should precede a major increase in marketing spend.

Top Management Priorities

Sales conversion Qualified demand is being lost after inquiry Standardize pipeline stages, follow-up
discipline and quotation. cadence and quote-loss tracking.
2 Cash conversion cycle Receivables and inventory are absorbing 13-week cash forecast; AR aging actions;
working capital. SKU/inventory segmentation.
3 Management information Leaders lack timely operating visibility. Create a weekly KPI scorecard with

accountable owners.

4 Technology integration Manual re-entry creates delay and error. Map ERP/CRM/accounting handoffs and
automate high-friction workflows.
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2. Twelve-Area Business Health Scorecard

Leadership & Strategy
Financial Management
Sales

Marketing

Operations

People & Organization
Customer Experience
Technology & Systems
Data & Al Readiness
Risk & Compliance
Supply Chain & Purchasing

Growth & Business Value

How to read the score

61

52

78

76

69

73

55

48

72

66

70

Stable
Priority

High Priority
Strong
Strong
Moderate
Stable

High Priority
High Priority
Stable
Moderate

Moderate

Clear direction; execution cadence inconsistent.

Margin visibility and cash forecasting need improvement.
Follow-up, CRM discipline and quote conversion are weak.
Lead flow is adequate; attribution can improve.

Core delivery is reliable; scheduling can be tightened.
Role clarity is reasonable; management depth is limited.
Retention is good; feedback loop is informal.
Disconnected systems and manual re-entry create friction.
Data exists but is fragmented and poorly governed.

Basic controls exist; documentation should be formalized.
Supplier concentration and reorder logic need attention.

Growth potential is credible but owner dependence remains.

A score is a diagnostic indicator, not a verdict. It summarizes the consistency, maturity and apparent effectiveness of practices

evidenced in the assessment. Scores below 60 indicate material weaknesses requiring structured corrective action; 60-69

indicates inconsistent or partially developed practices; 70-79 indicates generally sound performance with identifiable
improvement opportunities; 80+ indicates a comparatively mature area that should be protected and refined.
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3. Detailed Diagnostic Findings
Leadership & Strategy - 74/100

Management has articulated growth goals and employees generally understand the direction of the company. The weakness is
not the absence of strategy but the conversion of strategy into measurable quarterly commitments.

Evidence / indicators

¢ Annual goals exist, but only a portion are translated into department KPlIs.
* Management meetings focus heavily on immediate operating issues.
 Several strategic initiatives have no single accountable owner.

Corrective options

« Introduce a quarterly execution framework with 3-5 enterprise priorities.
¢ Assign one accountable executive to every strategic initiative.
* Use a weekly scorecard separating strategic KPIs from operational exceptions.

Business impact Moderate Recommended horizon 90-180 days

Financial Management - 61/100

Financial reporting is adequate for compliance and historical review, but insufficiently forward-looking for active management.
Cash, margin and product/customer profitability require better visibility.

Evidence / indicators

» Monthly statements are reviewed after month-end rather than used as a weekly management tool.
* Receivables aging shows a meaningful concentration beyond standard terms.
» Gross margin is reviewed in aggregate, masking variation by product and customer.

Corrective options

« Implement a rolling 13-week cash-flow forecast updated weekly.
« Establish AR collection triggers at defined aging points.
« Build contribution-margin reporting by product family and major customer.

Business impact Moderate-High Recommended horizon 0-90 days
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4. Detailed Diagnostic Findings
Sales - 52/100

Sales is the most immediate commercial constraint. Inquiry volume appears sufficient, but opportunity handling is inconsistent.
The company cannot reliably explain why quotations are won or lost.

Evidence / indicators

* No mandatory next-action date is recorded for every open opportunity.
¢ Quote follow-up depends materially on individual salesperson habits.
« Loss reasons are not captured consistently enough for analysis.

Corrective options

« Define mandatory CRM stages and exit criteria.
« Automate follow-up tasks after quotations and unanswered proposals.
* Review conversion by salesperson, lead source, product and loss reason monthly.

Business impact High Recommended horizon 0-90 days

Marketing - 78/100

Marketing is functioning better than management perception suggests. The company generates adequate inquiries, but
attribution and closed-loop feedback from sales are incomplete.

Evidence / indicators

* Lead sources are captured inconsistently.
» Marketing cannot reliably connect campaign spend to gross profit.
* Sales feedback on lead quality is informal.

Corrective options

« Standardize source attribution at lead creation.
e Connect marketing source to opportunity and closed revenue.
* Hold a monthly sales-marketing quality review before increasing spend.

Business impact Moderate Recommended horizon 90-180 days
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5. Detailed Diagnostic Findings
Operations - 76/100

Core operations are a relative strength. Delivery performance and quality are generally stable. The principal opportunity is to

reduce schedule disruption and make bottlenecks visible earlier.

Evidence / indicators

 Production scheduling relies partly on manual intervention.
» Expediting occurs when priority changes are not communicated consistently.
« Downtime causes are recorded but not systematically ranked by financial impact.

Corrective options

 Create a constraint-based daily production board.
* Measure schedule adherence and reasons for variance.
* Rank downtime and rework by estimated cost, then attack the top recurring causes.

Business impact Moderate Recommended horizon 90-180 days

People & Organization - 69/100

The organization has experienced people and acceptable day-to-day accountability, but knowledge and decision authority
remain concentrated in a small number of individuals.

Evidence / indicators

* Several approvals escalate to the owner unnecessarily.
» Key processes depend on undocumented employee knowledge.
* Management succession depth is limited in two functions.

Corrective options

« Create a decision-rights matrix defining what managers can approve.
« Document critical recurring processes and cross-train backups.
« Build role scorecards and development plans for potential successors.

Business impact Moderate-High Recommended horizon 0-90 days
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6. Detailed Diagnostic Findings

Customer Experience - 73/100

Customer relationships are generally healthy, with repeat business supporting stability. The company, however, lacks a
structured voice-of-customer system capable of detecting emerging dissatisfaction early.

Evidence / indicators

» Feedback is mostly anecdotal and relationship-driven.
« Complaint causes are resolved individually but not always trended.
» Retention and share-of-wallet are not reviewed systematically.

Corrective options

« Introduce a short post-delivery/customer pulse process.
« Categorize complaints and root causes quarterly.
 Track retention, repeat purchase and expansion opportunities by account.

Business impact Moderate Recommended horizon 90-180 days

Technology & Systems - 55/100

Technology is creating avoidable administrative friction. The issue is not necessarily lack of software; it is weak integration and
duplicated data handling across existing tools.

Evidence / indicators

» Customer and order information is re-entered between systems.
* Some operational reports require spreadsheet manipulation.
» System ownership and data standards are not formally assigned.

Corrective options

* Map the end-to-end data flow from lead to cash.
« Prioritize integrations that remove duplicate entry and reconciliation.
 Assign system/data owners and establish basic master-data standards.

Business impact High Recommended horizon 0-90 days
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7. Detailed Diagnostic Findings

Data & Al Readiness - 48/100

The company has useful operational data but is not yet positioned to use Al reliably at scale. Fragmented data, inconsistent
definitions and limited governance reduce confidence in automated analysis.

Evidence / indicators

* Common KPIs have different definitions across reports.
« Historical data is stored across multiple systems and spreadsheets.
* No formal rules govern Al use, confidential data or validation of Al output.

Corrective options

« Create a governed KPl/data dictionary.
« Consolidate high-value datasets for reporting before advanced Al projects.
« Adopt an Al-use policy covering approved tools, confidential data and human validation.

Business impact High Recommended horizon 0-90 days

Risk & Compliance - 72/100

No immediate critical compliance failure is evident from the sample information, but risk management is more reactive than
systematic. Several controls depend on experienced individuals rather than documented routines.

Evidence / indicators

* Risk reviews are not conducted on a fixed management cadence.
* Business continuity documentation is incomplete.
 Contract and insurance requirements are not summarized in one control register.

Corrective options

« Create an enterprise risk register with owner and review date.
« Document continuity procedures for critical functions and systems.
« Maintain a central obligations register for insurance, contracts and key compliance dates.

Business impact Moderate Recommended horizon 90-180 days
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8. Detailed Diagnostic Findings
Supply Chain & Purchasing - 66/100

Purchasing is operationally competent but exposed to concentration and working-capital inefficiency. Reorder decisions should

better reflect lead time, demand variability and item criticality.

Evidence / indicators

¢ A limited number of suppliers represent a large share of critical spend.
« Safety stock logic is inconsistent across item categories.
 Slow-moving inventory is identified but disposition is irregular.

Corrective options

« Segment suppliers by criticality and develop alternatives for high-risk items.
 Set reorder/safety-stock rules by demand and lead-time profile.
* Run a monthly excess-and-obsolete inventory review with disposition actions.

Business impact Moderate-High Recommended horizon 0-90 days

Growth & Business Value - 70/100

The company has credible growth potential, but scalable growth is limited by owner dependence, inconsistent commercial
systems and insufficient management information. Addressing these foundations should increase both growth capacity and
enterprise value.

Evidence / indicators

» The owner remains central to several customer and operating decisions.
» Growth plans do not yet include capacity triggers and funding requirements.
* Recurring management systems are not mature enough to support a larger organization.

Corrective options

* Reduce owner dependency through delegated decision rights and documented processes.
« Create a growth capacity model covering people, equipment, working capital and systems.
 Track value-building indicators: recurring revenue, customer concentration, management depth and normalized margin.

Business impact Moderate Recommended horizon 90-180 days

BUSINESS OPTIMIZATION LABS | CONFIDENTIAL SAMPLE DIAGNOSTIC

PAGE 9



9. Cross-Functional Root-Cause Analysis

The principal value of a whole-business diagnostic is the ability to distinguish symptoms from causes. Several findings in this
assessment reinforce one another and should therefore be addressed as systems rather than isolated departmental problems.

Sales growth below Inconsistent CRM discipline -> weak quote follow-up -> poor
expectation loss data -> management assumes more leads are required
Cash pressure despite AR aging + inventory levels + limited forward cash
profitability forecasting

Owner overload Unclear decision rights + undocumented processes +

limited management information

Slow administrative Disconnected systems + duplicate entry + spreadsheet
throughput reporting

Profit-Leak & Opportunity Register

Fix conversion visibility before
materially increasing
lead-generation spend.

Treat working capital as an
operating system, not solely a
finance issue.

Delegation will fail unless managers
receive authority, process clarity
and timely KPlIs.

Integration priorities should be
selected by hours/error/risk
eliminated, not novelty.

The following items are areas where management should quantify financial impact using company data. The sample report

intentionally avoids inventing dollar values where the evidence is insufficient.

Sales Unconverted qualified quotations Quote value x realistic incremental conversion x
contribution margin

Finance Excess carrying cost and late receivables Inventory carrying cost + financing cost +
bad-debt/collection exposure

Operations Downtime, rework and expediting Lost productive hours + material + premium

freight/overtime

Technology Manual duplicate administration Hours per process x loaded labor cost +
error/reconciliation cost
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10. 30/ 60/ 90-Day Management Action Plan

First 30 days

First 30 days

First 30 days

Days 31-60

Days 31-60

Days 31-60

Days 61-90

Days 61-90

Days 61-90

Implement mandatory sales pipeline stages, next-action dates
and quote follow-up rules.

Launch weekly 13-week cash forecast and AR action review.

Create one-page executive KPI scorecard.

Analyze quote win/loss data and redesign sales follow-up based
on findings.

Segment inventory and identify excess/obsolete stock.

Map duplicate data entry and reporting work across core
systems.

Implement first high-value integration/automation.

Create decision-rights matrix and delegate recurring approvals.

Establish risk, continuity and obligations registers.

Management sequencing principle

Sales Lead

Finance Lead

CEO / Finance

Sales Lead

Operations

Operations / IT

IT / Vendor

CEO

Management

100% open opportunities
have stage, value, next
action and date.

Forecast updated weekly;
overdue balances
assigned and actioned.

Weekly review operating
with defined owners and
thresholds.

Conversion and loss
reason reporting by

segment.

Disposition plan for

slow/non-moving inventory.

Prioritized integration
backlog with time/cost
benefit.

Measured reduction in
manual steps or
processing time.

Reduced owner approvals;
no control failures.

Registers approved with
owners and review
cadence.

Do not attempt to implement every recommendation simultaneously. The first 90 days should concentrate on visibility, cash,
sales conversion and decision discipline. Once these management systems are operating reliably, technology automation and
growth investment can be made with better information and lower execution risk.
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11. Longer-Term Improvement Options

Commercial Excellence

Formal sales playbook; account segmentation; pricing governance; key-account plans; closed-loop marketing attribution.

Financial Intelligence

Product/customer contribution margin; rolling forecast; working-capital targets; scenario planning; capital-allocation rules.

Operational Excellence

Constraint management; preventive maintenance analytics; quality-cost tracking; capacity planning; supplier resilience.

Organization & Succession

Role scorecards; delegation framework; cross-training; leadership development; owner-dependence reduction.

Technology & Al

Integration roadmap; data governance; approved Al use cases; human validation controls; cybersecurity and access review.

Enterprise Value

Customer concentration reduction; recurring revenue; documented systems; management depth; normalized earnings quality.

Recommended Reassessment

A focused reassessment at approximately 90 days should verify whether the priority actions have been implemented and
whether the leading indicators are improving. A full diagnostic can then be repeated on the agreed cycle to show movement in
Business Health scores, emerging risks and newly available opportunities.
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12. Report Methodology, Evidence & Management
Notes

This sample illustrates the intended standard for a paid Business Optimization Labs diagnostic. A live report would be generated
from the client's completed industry-specific questionnaire(s), uploaded evidence and approved analysis. Each material finding
should be traceable to supplied information or clearly identified as an analytical inference requiring management validation.

Diagnostic finding structure

Condition What the diagnostic indicates is happening.

Evidence Which responses, records or observations support the finding.
Root cause The probable underlying driver, distinguished from established fact.
Business impact Why the issue matters operationally, financially or strategically.
Severity / priority How urgently management should address the matter.

Corrective options Practical alternatives rather than a single unexplained prescription.
Implementation Suggested owner, sequence, horizon and KPI.

Confidence Whether the evidence is strong, moderate or incomplete.

Human Review

The diagnostic engine prepares the analytical draft, but the report should not be released automatically. A Business Optimization
Labs reviewer examines the responses, evidence, scoring, conclusions and recommendations; edits or rejects unsupported
findings; requests additional information where needed; and approves the final report before client release.

Important professional note

This business diagnostic is management intelligence, not legal, tax, accounting, engineering, safety, cybersecurity, insurance or
other regulated professional advice. Where a finding touches a regulated or specialist matter, the report should identify the issue
for management attention and recommend review by the appropriately qualified professional.
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