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⚠  These are AI-assisted strategic perspectives based on the information provided. Validate key decisions with qualified
business advisors.

Business Intelligence on File

Type Fact Confidence

Revenue Top 3 customers = 61% of ARR — significant concentration risk 91%

Technology 18-month technology lead in AI analytics over nearest competitor 85%

Retention 92% annual customer retention rate 88%

Sales Cycle Average sales cycle of 6.2 months 79%

Growth 18% CAGR revenue growth over 24 months 82%

Strategic Actions

High Priority  ·  Advisor InProgress

Launch customer diversification programme — target 5 new logos in Q1

High Priority  ·  Advisor Open

Commission CTO knowledge-transfer and architecture documentation initiative

Medium Priority  ·  Advisor Open

Implement Q1 hiring freeze on non-revenue-generating roles

Session Transcript
You 10:12 PM

What are the biggest strategic risks I should be addressing in Q1 2026 given my current business position?

Strategic Advisor 10:13 PM

Based on your business intelligence, I see three critical risks to address in Q1 2026.

First, your customer concentration is the most pressing issue. With your top 3 customers representing
61% of ARR, a single churn event could materially impact your runway and growth trajectory. I'd prioritise
a diversification programme immediately — targeting 5 new logo wins in Q1 to begin reducing that
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concentration below 50% by year-end.

Second, the CTO key-person dependency needs urgent attention. This is a common deal-breaker in due
diligence and a genuine operational risk. A structured knowledge-transfer programme and architecture
documentation initiative should start within 30 days.

Third, your cost growth is outpacing revenue by 6 percentage points. Without intervention, this
compresses your runway significantly in the low-scenario forecast. A Q1 hiring freeze on non-revenue
roles would stabilise the trajectory while you assess Q1 actuals.

You 10:27 PM

On the customer concentration — which customers should I be targeting to diversify? What profile should
I look for?

Strategic Advisor 10:28 PM

Given your strengths — particularly the 18-month technology lead in AI analytics and 92% retention rate —
you're best positioned with mid-market technology companies in the $50M–$500M revenue range.

The profile I'd target specifically: companies in regulated industries (fintech, healthtech, legal tech) facing
upcoming compliance mandates. Your AI auditing capabilities are a natural fit, and the regulatory tailwind
creates urgency that shortens your typically long 6.2-month sales cycle.

Practically, I'd focus on three channels: (1) Expand within your existing customers' industries — if your
current logo is a fintech, their competitors are warm targets who already understand the problem you
solve. (2) Partner with the compliance consultancies who are advising on the upcoming AI Act
requirements — they have warm introductions to exactly the profile you need. (3) Target companies that
recently failed an audit or faced a regulatory action — pain is fresh and budget is unlocked.
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