~~ TR

21k | HARBORSTONE
SYSTEMS

SWOT ANALYSIS

COTINGENCY
Proprietary | COtingency | Internal Use Only



Table of Contents

Executive Summary

SWOT Summary Matrix
Ratings & Category Explainer
Strengths

Weaknesses

Opportunities

Threats

Proprietary | COtingency | Internal Use Only

O 0 3 o unn M W



The SWOT Analysis provides a balanced view of a company’s current state by examining
internal and external factors that affect enterprise value and competitiveness. Unlike the
Continuity Assessment, which focuses solely on risks to succession and continuity, the
SWOT identifies strengths and opportunities alongside weaknesses and threats relating
to general business health. Its purpose is to equip successors, advisors, or acquirers with a
clear, high-level snapshot of the business’s scalability, health, and market readiness.



Harborstone Systems operates from a position of trust and technical excellence but
remains highly dependent on the founder's personal involvement. Key
processes—quoting, client engagement, and vendor coordination—rely on tacit
knowledge held by a few individuals, creating operational bottlenecks and continuity risk.
Inconsistent documentation and limited cross-training reduce scalability and resilience.

The company’s reputation and service quality remain its strongest assets, yet realizing
growth opportunities in automation and commercial expansion will require systemized
workflows, empowered leadership beneath the owner, and formalized institutional
knowledge. Harborstone's greatest strength is client trust; its greatest threat is
overreliance on the person who built it.

What Who When Why
Execute Joint Owner + Within first 30 Preserve trust & continuity with critical
Transition Successor days of transition relationships
Introductions Team
Formalize and Owner + Within 6 months Reduce owner bottleneck, enable
Document Quoting Ops Lead delegation, and protect margins
and Pricing Processes (Mike)
Complete and Launch Technical Within 9 months Create recurring revenue, diversify
SaaS Monitoring Lead + business model, and increase valuation
Platform Owner

Oversight
Implement Leadership  Owner + Within 12 months Build bench strength, reduce owner
Development and Successor dependency, and prepare for succession
Delegation Team
Enhance Operational Ops Lead + Within 12 months Improve efficiency, scalability, and
Systems and Team minimize the risk of knowledge loss

Documentation



SWOT Summary Matrix

Strengths

- Strong client trust and loyalty

- Loyal, experienced core team

- Preferred vendor relationships

- High technical standards and quality

- Effective operational continuity

- Proven project execution and follow-up
- Stable financial performance

- Culture of accountability and ownership

Weaknesses

- Founder-dependent quoting and client
management

- Informal, undocumented processes

- Limited leadership structure and delegation

- Manual, spreadsheet-driven workflows

- Lack of formal SOPs and change management
- Underutilized technology stack

- Inconsistent documentation and onboarding

- Bottlenecks in quoting and scheduling

Opportunities

- SaaS platform productization and launch
- Tiered service and support plans

- Expansion into regional manufacturing

- “Micro-automation” product line

- Strategic OEM partnerships

- Formal quoting engine and intake system
- Improved operational automation

- Cross-training and leadership development

Threats

- Client concentration risk

- Vendor relationship dependency

- Key personnel turnover risk

- Competitive pressure from larger integrators

- Underdeveloped sales and marketing function
- Potential client attrition during transition

- Informal knowledge loss and security risks




Ratings & Category Explainer

Confirmed or documented Immediate

Partial or inferred Next 12-18 months

Unverified Monitor

Categories:
e Strategic - Long-term positioning
e Operational - Systems & processes
e Cultural - People & leadership norms
e Financial - Profitability & controls
e Relational - Key clients & partners
e Technical - Tools & expertise
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Deep, trust-based
client relationships

Loyal, experienced

core team

Preferred vendor

relationships

High technical
standards

Culture of

accountability and

ownership

Stable financial
performance

Effective informal

communication
rhythms

Reputation for

seamless execution
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Anchor
recurring
revenue and
reputation

Keeps
operations
stable during
transition

Provide pricing
and delivery
advantages

Differentiate
quality and
client
confidence

Drives
reliability and
morale

Enables
predictable
growth and
transfer

Aid
coordination
and
problem-solvin

9

Fuels referrals
and repeat
work

Internal Use Only

Schedule joint
client
introductions

Formalize roles
and add
retention
incentives

Arrange
successor
introductions

Document
methods and
mentor
cross-training

Sustain open
communication
through
transition

Add monthly
financial
dashboards

Capture key
meeting
cadencesin
SOPs

Standardize
client follow-up
and reviews

High

High

High

High

High

High

High

High

Relational

Operational, Cultural

Strategic, Operational

Operational, Technical

Cultural

Financial

Operational, Cultural

Strategic, Relational



Weaknesses

Founder-depende

nt quoting and
pricing

Centralized
decision-making
with owner

Client
relationships
depend on owner

Manual,
spreadsheet-base
d workflows

Incomplete SOP
documentation

Underused
technology stack

No structured
leadership
development

Creates
bottlenecks and
pricing risk

Limits agility and
readiness

Risk of attrition
during transition

Reduce speed
and scalability

Causes errors and
onboarding
friction

Wastes tools and
data visibility

Weakens bench
and succession
pipeline
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Build templates;
train team on
quoting logic

Define decision
rights; delegate
authority

Plan joint
handoffs and
visibility for
successor

Evaluate and
implement basic
automation

Assign owners
and update
critical SOPs

Hold adoption
sessions;
standardize
platforms

Start coaching
and delegation
program

High

High

High

Medium

Medium

Medium

Medium
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Operational

Cultural

Relational

Operational

Operational

Technical

Cultural



Opportunities

Productize Saas
monitoring
platform

Formalize quoting
intake and
templates

Reactivate OEM
partnerships

Tiered service plans

Expand into
regional
manufacturing

Launch

“micro-automation

" panel line

Cross-train and
develop leaders

Improve
operational
automation

Adds recurring
revenue and
value

Increases
throughput and
reduces
dependency

Rebuilds
near-term
pipeline

Builds
predictable
income

Opens new,
aligned markets

Enables faster
sales and lower
engineering load

Strengthens
resilience and
flexibility

Saves time and
reduces errors

Proprietary | COtingency | Internal Use Only

Finalize MVP and
pilot with key
clients

Create templates
and train Mike &
Sara

Contact warm
leads and
schedule
follow-ups

Define tiers; pilot
with selected
clients

Develop
outreach and
marketing
collateral

Package designs;
test with legacy
clients

Pair mentors
with key
successor
candidates

Automate
invoicing and
scheduling tasks

High

High

High

Medium

Medium

Medium

Medium

Medium

Strategic

Operational

Relational

Financial

Strategic

Strategic

Cultural

Technical



Threats

55-60% revenue
from 3 clients

Loss of owner
relationships

Informal processes
and knowledge

Client attrition
during transition

Key staff turnover or
burnout

Competition from
larger integrators

Limited sales and
marketing

Creates high
dependency and
volatility

May erode trust
and vendor terms

Increase risk
during transition

Could destabilize
revenue

Threatens project
delivery and
morale

Could reduce
pricing power

Slows new client
acquisition
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Expand client base
and diversify High
pipeline

Formalize
handoffs and
successor
meetings

High

Document critical Hiah
workflows 9
Communicate
proactively and
manage
transitions

High

Implement
retention bonuses
and cross-training

Medium

Highlight quality
and agility in
marketing

Medium

Assign ownership
and basic
marketing plan

Medium
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Financial

Relational

Operational

Relational

Cultural

Strategic

Strategic



This document was designed & presented by COtingency
specifically for Harborstone Systems in 2026

If you have any questions, please contact us

COTINGENCY

(305) 290-1519
info@cotingency.com
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