ODYSSEY

FRAME 1K

Business Diagnosis

HARBOR BOOKKEEPING SERVICES - JUL 29, 2026

CONFIDENCE STRONGEST STAGE
Moderate Offer
! 8 WEAKEST STAGE PRIMARY BOTTLENECK
Systems Weak Distribution

OVERALL SCORE

A2
HIGHEST LEVERAGE IMPROVEMENT

Turn referrals into a measurable, repeatable pipeline by tracking referral

inquiries-to-calls-to-closes and iterating the new referral incentive based
on conversion and cost per acquired client.

Executive Summary

The business remains a First Customers bookkeeping subscription with a clear offer and a plausible low-friction
sales motion, but it is still structurally dependent on referrals and founder execution. New evidence shows
meaningful Systems improvements (a standardized proposal template and automated prospect follow-ups), which
should reduce sales inconsistency and leakage from stalled quotes. New Distribution evidence shows an active
referral incentive campaign, but there are still no funnel volume metrics (traffic/leads/conversion) to make

acquisition predictable. Systems remains the weakest stage due to explicit founder dependency and undocumented
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core processes, while the primary bottleneck for reaching the next milestone is still Distribution predictability

beyond referrals.

ODYSSEY STAGE 74

OFFER ® MODERATE CONFIDENCE

— No change

EVIDENCE FOR

o Clear service definition: monthly bookkeeping including categorization, reconciliation, and

monthly reports.

o Ideal customer is specific (small service businesses <10 employees falling behind on books) with

a concrete problem and outcome.

 Pricing model and price point are coherent for the offer ($350/month subscription).

EVIDENCE AGAINST

» Differentiation is modest and easily copied (responsiveness and same bookkeeper).

* No retention or repeat purchase metrics were provided for a subscription service.

FLAGS

o Offer strength depends on consistent delivery quality and communication, which is also named as

the main operational breakdown.

CONTRADICTIONS

e None identified.

REASONING

No new Offer evidence was provided in the timeline or questionnaire, so the prior score carries
forward. The offer is well-defined and aligned to a clear customer pain, but defensibility and

retention evidence remain unverified.
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RECOMMENDATIONS

¢ Define 1-2 measurable outcome metrics clients care about (e.g., month-end close by X date,
uncategorized transactions count) and include them in the service promise.

o Strengthen differentiation with a specific mechanism (e.g., fixed close calendar, response-time
SLA, or cleanup-to-maintenance transition plan).

o Track and report retention/churn monthly to validate offer-market fit for the subscription.
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ODYSSEY STAGE 56

DISTRIBUTION ® LOW CONFIDENCE

A4

EVIDENCE FOR
» A working acquisition channel is identified (referrals) and is currently the top channel.

» A referral incentive campaign was launched ($100 credit per referred new customer).

EVIDENCE AGAINST

¢ Acquisition remains effectively single-channel (referrals), now with an incentive but no

diversification evidence.

» No traffic, lead volume, or visitor-to-lead conversion metrics were provided to manage pipeline

predictably.

FLAGS

o Without tracking referral volume and conversion, the campaign’s ROI and predictability cannot

be assessed.

CONTRADICTIONS

e None identified.

REASONING

The new referral campaign is a concrete Distribution action that can increase lead flow, so
Distribution improves modestly. However, the stage remains low-confidence and constrained

because funnel volumes and conversion metrics are still absent.
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RECOMMENDATIONS

o Track referral campaign metrics (intros, calls booked, closes, credits issued) to learn whether the

incentive increases qualified leads.

¢ Add one additional channel aligned to the ideal customer (CPA partnerships, local networking, or
targeted outreach) and track leads per channel.

 If the website is intended to contribute, measure visitors and inquiries to establish baseline funnel
visibility.

WHAT CHANGED

o Timeline entry 3: launched a referral incentive campaign ($100 credit per new referred customer),
strengthening Distribution activity beyond passive referrals.

Harbor Bookkeeping Services — Business Diagnosis Page 5 of 15



ODYSSEY STAGE 55

YARDSTICK . MODERATE CONFIDENCE

— No change

EVIDENCE FOR
* A weekly reviewed metric is named (number of active monthly bookkeeping clients).

e Revenue is listed as a health measure.

EVIDENCE AGAINST

e Measurement approach relies on spreadsheets with no defined KPI set beyond revenue and active

clients.

» No formal customer feedback collection and no benchmarking.

FLAGS

¢ The new referral campaign is not paired with stated tracking, limiting learning and iteration

speed.

CONTRADICTIONS

e None identified.

REASONING

No new Yardstick evidence was provided, so the prior score carries forward. The business has a

minimal weekly metric but lacks a feedback loop and broader KPI discipline.
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RECOMMENDATIONS

o Define a small weekly KPI set (active clients, on-time close rate, hours per client, rework
incidents) and review it on a fixed cadence.

e Implement a lightweight feedback loop (quarterly check-in or post-month close pulse) to detect
issues early.

o Track basic funnel metrics (referral inquiries, calls booked, closes) to connect Distribution to
Sales outcomes.
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ODYSSEY STAGE 60

SALES . MODERATE CONFIDENCE

— No change

EVIDENCE FOR

o Sales process is defined (single conversation/call) with a clear commitment mechanism (signed

contract).

o Sales cycle length is stated (3—7 days) and price point is clear ($350/month).

EVIDENCE AGAINST
o Sales is founder-owned, creating a throughput bottleneck as volume grows.

¢ No lead-to-customer conversion rate or proposal acceptance rate metrics were provided.

FLAGS

¢ No-refund policy may increase perceived buyer risk unless expectations and scope boundaries are

very clear.

CONTRADICTIONS

e None identified.

REASONING

No new Sales-stage evidence was provided (the new proposal template and follow-up automation
were logged under Systems), so the Sales score carries forward. Sales appears plausible for the price

point and cycle length, but performance remains unvalidated without conversion metrics.
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RECOMMENDATIONS

e Track inquiry-to-call and call-to-close conversion rates to identify where deals are lost.
« Standardize the sales call agenda and qualification criteria to reduce reliance on founder intuition.

» Consider a risk-reduction mechanism (e.g., first-month satisfaction clause or clear scope
boundaries) if no-refunds creates friction.
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ODYSSEY STAGE 43

SYSTEMS . MODERATE CONFIDENCE

A8

EVIDENCE FOR

¢ Created a standardized sales proposal template to ensure consistent pricing, scope, and terms.
¢ Added automated follow-up emails for prospects who requested a quote but did not respond.

e Some automation exists (bank transaction imports and recurring invoice reminders) and core tools
are identified (QuickBooks Online, Google Drive, Gmail, spreadsheets).

EVIDENCE AGAINST

» Founder dependency is explicit: fully depends on founder and cannot operate if founder steps

away.

¢ Core processes are undocumented.

FLAGS

» Systems improvements are currently concentrated in sales infrastructure, while delivery resilience

remains founder-dependent.

CONTRADICTIONS

e None identified.

REASONING

New Systems evidence shows real codification and automation in the sales workflow (proposal
standardization and follow-up automation), improving repeatability. The stage remains weak overall
because the business is still unable to operate without the founder and core processes are

undocumented.
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RECOMMENDATIONS

e Document SOPs for onboarding, monthly close, exception handling, and client communications
with templates and checklists.

* Add a simple task-tracking system for each client’s monthly close so work is visible and
repeatable.

¢ Extend automation into document collection and reminders to reduce the communication

breakdown that delays fulfillment.

WHAT CHANGED

¢ Timeline entry 1: standardized sales proposal template, improving repeatability of sales
documentation.

¢ Timeline entry 2: automated follow-up emails for stalled quotes, adding automation to the sales
workflow.
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ODYSSEY STAGE 63

EXECUTION . MODERATE CONFIDENCE

— No change

EVIDENCE FOR

¢ Delivery is clearly described (categorize, reconcile, review unusual items, deliver monthly

reports).
o Fulfillment steps are sequenced from onboarding checklist through cleanup and report delivery.

¢ Quality definition is concrete (reconciled accounts, proper categorization, documents accounted

for, no unresolved discrepancies).

EVIDENCE AGAINST

e Most common operational challenge is communication, which can directly delay document

collection and fulfillment.

* No on-time delivery rate or customer satisfaction metric was provided.

FLAGS

¢ Fulfillment time is conditional on receiving documents, which can hide whether delays are
internal or client-driven.

CONTRADICTIONS

e None identified.

REASONING

No new Execution evidence was provided, so the prior score carries forward. Execution is structured
enough to deliver the promise, but communication remains the named breakdown and delivery

performance is not measured.
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RECOMMENDATIONS

¢ Define and track an on-time close metric (e.g., reports delivered by X date) and separate internal
delays from client document delays.

¢ Implement a structured communication cadence (scheduled check-ins, automated reminders,
escalation) to address the primary breakdown.

* Add a documented exception process for missing documents and unusual transactions to reduce
rework and delays.
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ODYSSEY STAGE 55

YIELD ‘ LOW CONFIDENCE

— No change

EVIDENCE FOR

o Monthly revenue is reported as under $10K with profitability at break-even and runway of 12+

months.

e Subscription pricing and stated average sale value ($350/month) support a recurring revenue

model.

EVIDENCE AGAINST
¢ Money leak is unknown and no gross/net margin percentages are provided.

* No revenue growth rate or customer lifetime value (LTV) is provided.

FLAGS

¢ At 'First Customers' maturity, break-even can be acceptable, but lack of margin and leak visibility

makes sustainability hard to assess.

CONTRADICTIONS

e None identified.

REASONING

No new Yield evidence was provided, so the prior score carries forward. Financials appear stable
enough for early-stage operations, but unit economics and leak visibility remain too thin for higher

confidence.
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RECOMMENDATIONS

o Identify and quantify money leaks (cleanup scope creep, rework, unpaid communication time)
and set a target hours-per-client threshold.

e Track gross margin per client and overall net margin monthly to validate that pricing supports
delivery effort.

o Estimate LTV using churn/retention once available and compare it to acquisition effort even for
referrals.

TOP FIVE RECOMMENDATIONS

0 Track referral campaign inputs/outputs weekly: referrals requested, intros made, calls
booked, closes, and credits issued.

o Add one non-referral channel (CPA partnerships or local networking) and measure leads

and closes per channel to reduce single-channel dependence.

Standardize client communication (document request reminders + escalation rules) to

reduce the stated communication breakdown that can delay fulfillment.

count grows.

o Document onboarding and monthly close checklists so delivery stays consistent as client
o Quantify money leaks by tracking hours per client and rework time to confirm

$350/month pricing supports the delivery effort.
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