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EXECUTIVE SUMMARY

Purpose, measurement and why it
matters
PURPOSE

This diagnostic gives a board-ready read on where the business stands against its peers and
where value can be recovered. In the sample engagement, a $960M industrial equipment
manufacturer confronts a fundamental profitability crisis that demands immediate
intervention: a net margin of -0.5% on $963.0M revenue, 9.5 percentage points below the 9%
industry median — $91.5M in lost annual profit potential.

WHAT THE DIAGNOSTIC MEASURES

The Business Health Score rates six dimensions (0–100) against a curated peer benchmark set calibrated
to the company’s sector, geography and revenue tier. A score of 50 represents the industry median —
scores above 65 indicate top-quartile performance. The Value Creation Roadmap then surfaces only the
initiatives where the company trails its peer benchmark; each dollar estimate is derived from the
company’s own filed financials, not market averages. Benchmark methodology and peer-set details are in
the appendix.

It reads the verified financials end to end — revenue, gross and operating margin, net income, return on
assets, free cash flow, current ratio, inventory turnover, cash conversion cycle, R&D intensity and total
debt — and scores Financial, Operations, Market, Strategy and Digital performance against the peer set.

WHY IT MATTERS

The burning platform is clear: without immediate action to restore profitability, the company risks
further market share erosion and potential covenant breaches on its $470.2M debt load. The company
has 6–12 months to demonstrate meaningful margin recovery before stakeholder confidence erodes
irreversibly. Against that clock, the roadmap identifies $442.4M of gross opportunity and $320.8M
risk-adjusted value across five initiatives on an 8–24 month horizon.

Figures shown throughout are from an anonymized sample engagement.
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SAMPLE FINDINGS

Business Health Score and what it
surfaced
EXAMPLE SCORECARD — SIX DIMENSIONS, 0–100, MEDIAN = 50

OVERALL 54

FINANCIAL 40

OPERATIONS 65

MARKET 50

STRATEGY 45

DIGITAL 35

Overall Score (54): comprehensive business assessment based on structured financial performance analysis, market positioning and
strategic capabilities.

EXAMPLE INSIGHTS

• Net margin of -0.5% falls 9.5 points below the 9% industry median — $91.5M in lost annual profit
potential.

• Return on assets of -0.3% trails the 7% industry median by 7.3 points — $126.9M in value destruction.

• Cash conversion cycle of 123.4 days exceeds the 85-day median by 38.4 days, tying up $101.3M in excess
working capital.

• Revenue declined 5.0% year-over-year from $1.0B to $963.0M in a market growing 4–7% annually.

EXAMPLE STRENGTHS

• Strong gross margin of 33.8% demonstrates effective manufacturing cost control.

• Healthy liquidity with current ratio of 1.81x and $24.2M free cash flow.

• 150-year heritage and established U.S. installed base providing customer loyalty and aftermarket
opportunities.

• Recent Asia-Pacific acquisition provides manufacturing footprint and cost structure advantages.

EXAMPLE RISKS

• R&D spend of 2.5% of revenue sits below the 2.8% industry median, limiting innovation capacity.

• Konecranes and other large competitors outinvesting in technology and automation.

• Potential covenant breaches on a $470.2M debt load if margin recovery stalls.
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SAMPLE RECOMMENDATIONS

Typical actions, priority and sequencing
TYPICAL ACTIONS

• Operating Margin Recovery. Consolidate back-office functions across 18 facilities, optimise the sales
coverage model and implement lean manufacturing — $91.5M in 12 months on a $5.0M investment.

• Asset Utilization Enhancement. Review the asset portfolio, optimise the manufacturing footprint and
apply stricter ROIC hurdles — $126.9M in 18 months on an $8.0M investment.

• Working Capital Optimization. Automate collections to cut DSO from 62.7 to 50 days, reduce DIO
from 113.7 to 95 days and extend DPO to 65 days — $67.4M in 9 months.

• Inventory Turnover Acceleration. Statistical demand forecasting, obsolete-stock liquidation and
vendor-managed inventory — $50.6M in 8 months.

• Revenue Growth Recovery. Accelerate IoT and automation products, expand Asia-Pacific presence
and grow aftermarket services to a 25–30% mix — $106.0M in 24 months.

PRIORITY MATRIX — IMPACT × FEASIBILITY, NORMALIZED TO 100

INITIATIVE IMPACT FEASIBILITY PRIORITY HORIZON

Working Capital Optimization 70/100 5/5 81 9 mo

Inventory Turnover Acceleration 55/100 4/5 76 8 mo

Operating Margin Recovery 95/100 4/5 73 12 mo

Asset Utilization Enhancement 100/100 3/5 61 18 mo

Revenue Growth Recovery 85/100 3/5 53 24 mo

Priority Score = (Impact × Feasibility) ÷ Maximum, normalized to 100. A higher score indicates greater value with lower execution
risk.

TIMELINE — 100-DAY VALUE CREATION ACTION PLAN

• Days 1–30 — Foundation & quick wins. Crisis stabilization: cost structure analysis across all 18
facilities, immediate working capital improvements, asset utilization assessment and a profit
improvement task force.

• Days 31–60 — Build momentum. Execute the first wave of cost reductions ($8M quarterly run-rate),
deploy inventory management systems, optimise the manufacturing footprint and accelerate
integration synergies.

• Days 61–100 — Scale & sustain. Validate margin improvement, cut the cash conversion cycle below 110
days, launch growth initiatives and establish KPI governance.
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THE COMPLETE REPORT

What the full 27-page diagnostic contains
• Executive summary. The burning platform, key strengths and the 6–12 month decision window.

• Verified financial summary. Revenue, margins, net income, total assets and debt, plus extended
metrics — free cash flow, R&D expense, operating cash flow, capex, EPS, current ratio, depreciation
and interest expense.

• Value creation roadmap. Five initiatives with gross opportunity, risk-adjusted value, calculation basis,
complexity, payback and full implementation steps.

• Business Health Score. Six dimensions scored against the peer benchmark, with the rationale behind
every score.

• Wall Street perspective, market reputation and investment thesis.

• Market intelligence and competitive landscape. Market sizing, growth rates and competitor
positioning.

• Financial performance and profitability analysis. Key financial insights plus data gaps and limitations.

• 100-day action plan. Owners, deliverables and success metrics for every workstream.

• SWOT analysis. Strengths, weaknesses, opportunities and threats.

• Appendix. Badge legend, calculations reference, document analysis quality metrics and data sources.

NEXT STEP

To receive the full Company Diagnostic for your business — or to schedule an assessment —
get in touch with the ValueFabric team.

→  Request the full report

→  Schedule an assessment

value-fabric.com
ValueFabric AG · Executive Business Intelligence


