CASE STUDY 4

The Cost of Control
When Governance Limits Growth

A Strong Brand with Untapped Potential

A consumer packaged goods company with a
recognized brand and clear market opportunity was
the

product resonated, and the path to scale was visible.

well-positioned for growth. Demand existed,

However, governance remained fully concentrated
with
incorporation of independent or external perspective

within a family ownership group, limited

into key decisions.
Insight Without Execution

Over the course of the engagement, we provided

financial  analysis, strategic = guidance, and
recommendations across growth strategy, profitability
improvement, and structure.

capital Specific

opportunities were identified, including:

* Targeted investments to support scalable growth

e Strategic partnerships to expand distribution

* Operational improvements to enhance margin and
efficiency

While the analysis was sound and directionally aligned
with
inconsistent. Decisions were often delayed, revisited, or

long-term value creation, execution was

deprioritized, limiting forward momentum.
Where Governance Becomes a Constraint

The core issue was not strategy; it was decision-
making structure. Without a governance model that
enabled objective input to influence outcomes, the
company struggled to translate insight into action.

PLAN. ANALYZE. OPTIMIZE. EXIT.

CFO

Key Observations

* Strategic clarity without execution
does not create value

Founder/family control can limit

speed and objectivity
Governance structure directly
impacts scalability and valuation

As a result, opportunities to scale were not
fully realized, and performance remained
below potential.

A Disciplined Exit from the Engagement

After an extended period without
meaningful progress, we stepped away
from the engagement. Effective advisory
requires not only insight, but a willingness to
actonit.

The Cost of Standing Still

Since that time, the company has continued
to face operational and financial
challenges. While the brand remains strong,
its long-term value has likely been
constrained by limited execution and a lack
of structural accountability.

Control Without Structure Comes ata Cost

A strong brand can create opportunity,
but it does not replace governance.
Sustainable growth requires more than
control; it requires accountability,
structure, and a  willingness to
incorporate outside perspective when it
matters most.
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THE COST OF CONTROL:

WHEN GOVERNANCE LIMITS GROWTH

A strong brand. A clear opportunity. Unrealized value due to governance constraints.

e |ARKET OPPORTUNITY /
POTENTIAL VALUE
em=s ACTUAL PERFORMANCE /
REALIZED VALUE EXECUTION LIMITED GOVERNANCE
DELAYS STRUCTURE
@ Decisions delayed, Objective input did not
VALUE / rewsn'ed or mnsistent_iylrinﬂuence
GROWTH STRATEGIC deprioritized decisions
POTENTIAL e
CLEAR MARKET Financial analysis and
DEMAND strategic recommendations
Strong brand with provided
significant growth
opportunity

UNREALIZED
VALUE GAP
Value left on
the table due to

governance and
execution limits.
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TIME
THE FOUNDATION OPPORTUNITIES GOVERNANCE LIMITED OUTCOMES
IDENTIFIED CONSTRAINT
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* Strong brand * Targeted investments » Decisions concentrated e Growth below potential
within family
* Clear market * Strategic partnerships * Margins constrained
opportunity ¢ Limited external
* Operational perspective ¢ Opportunities not
* Capable team and improvements captured
products + Slow or inconsistent

* Margin expansion * Value eroded over time

execution

YEAR 5+

LONG-TERM IMPACT

¢ Operational and
financial challenges
persist

* Long-term value likely
constrained

At some point, growth requires structure, accountability,
and a willingness to accept outside perspective.

A strong brand can create opportunity, but it does not replace governance.
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