Strategic Meeting Summary

Meeting Context

This discussion took place between senior commercial and technical stakeholders within an
advanced engineering and materials-focused organisation, alongside strategic input on
sales, positioning, and market engagement.

The primary focus of the meeting was to:

Review progress following recent business development activity

Evaluate current commercial opportunities across multiple prospects

Define a clearer strategy for converting technical capability into revenue

Align on pricing, positioning, and engagement models for high-value partnerships

The organisation operates within complex technical supply chains, with exposure to
high-performance and industrial markets.

Executive Summary
The meeting marked a clear transition from exploratory business development to structured
commercialisation and revenue generation.

The key outcome was a decisive shift in approach:

e From technical collaboration and informal engagement
e To clearly defined commercial offers with upfront payment expectations

Two primary opportunity types were identified:

1. Strategic partnership and market entry initiatives
2. Structured technical development programmes

The discussion highlighted that:

e Significant value is already being created through technical expertise, market access,
and integration capability
This value has not yet been effectively monetised
Immediate focus must be on converting opportunities into cash-generating
engagements

A clear commercial framework was agreed:

e Position services at high-value levels (£100k+ perceived value)
e Offer structured entry points to incentivise rapid commitment
e Require upfront payment to unlock delivery capacity



Key Themes

1. Transition from Activity to Revenue

Strong engagement activity has not translated into financial return.
The core issue:

e Capability has been demonstrated
e But commercial structure has not been enforced

This is being addressed through:

e Defined offers
e Clear pricing
e Commercial discipline

2. High-Value Positioning of Capability

The organisation is operating as:

A technical expert

A market entry strategist
A supply chain integrator
A commercial orchestrator

This positioning aligns with high-value consultancy but has been underpriced.

3. Strategic Market Entry Opportunity

A major opportunity exists to:

e Introduce innovative technology into a high-visibility, high-performance market
e Use this as a validation and showcase platform
e Expand into broader adjacent markets

Key insight:

e Initial revenue is limited
e Strategic value lies in downstream expansion potential

4. Monetisation of Strategic Role
The organisation is effectively leading:

Stakeholder coordination
Technical integration
Market access
Commercial structuring



This should be monetised as a high-value advisory and integration role.

5. Pricing and Payment Strategy

A consistent approach emerged:

Anchor value at £100k+

Offer structured entry pricing

Require significant upfront payment

Use pricing as a lever to accelerate commitment

6. Structured Technical Programme Opportunity

A second opportunity involves:

e Development work with unclear initial scope
Key risk:

e Lack of clarity leading to scope creep
Solution:

e Introduce a paid diagnostic or definition phase
e Use this to define requirements, timelines, and delivery approach

7. Diagnostic Engagement Opportunity

An additional opportunity exists around:
e Addressing a known performance issue within a client’s product
Proposed approach:

e Structured benchmarking and analysis phase
e Clear definition of limitations and improvement potential

Commercial framing:

e £20k—£50kK initial engagement
e Positioned as certainty and direction, not development

Strategic value:

e High probability of conversion
e Gateway to larger follow-on work



Commercial Opportunities Identified
1. Strategic Market Entry and Partnership Development

Context

The organisation is engaged in early-stage discussions involving the introduction of
innovative capability into high-visibility markets, with potential for broader downstream
expansion.

Opportunity Definition
Position the business as a strategic partner enabling market entry, integration, and
commercial scaling of new technologies or solutions.

Commercial Framing
e High-value, relationship-led engagements
e Longer-term revenue potential through follow-on work
e Opportunity to anchor positioning within emerging or high-growth segments

Strategic Significance
e Establishes credibility in high-value markets
e Creates a platform for repeatable and scalable opportunities
e Strengthens positioning beyond technical delivery into strategic advisory

Risks / Constraints
e Longer sales cycles
e |nitial revenue may be limited
e Dependency on external stakeholders and alignment

Recommended Next Step
e |dentify and prioritise key target organisations
e Develop a clear market entry proposition
e |Initiate structured stakeholder engagement

Priority: MEDIUM-HIGH (Strategic growth focus)

2. Structured Technical Programme Engagements

Context
Opportunities exist where clients require development support but lack clarity on scope,
requirements, or delivery approach.

Opportunity Definition
Offer structured technical programmes supported by an initial paid diagnostic or definition
phase to establish scope, timelines, and commercial terms.



Commercial Framing
e Mid- to high-value project engagements
e Reduced risk through defined scope
e Improved conversion through structured entry point

Strategic Significance
e Creates a repeatable delivery model
e Reduces scope ambiguity and delivery risk
e Enables more consistent pricing and margin control

Risks / Constraints
e Requires disciplined scoping process
e Risk of under-defining early-stage work

Recommended Next Step
e Formalise diagnostic phase structure
e Define outputs, timelines, and pricing
e Integrate into standard sales process

Priority: HIGH (Core revenue driver)

3. Diagnostic and Performance Assessment
Engagements

Context
Clients experiencing technical or performance challenges require clarity before committing to
full-scale development work.

Opportunity Definition
Provide short, high-value diagnostic engagements focused on identifying root causes,
defining limitations, and recommending next steps.

Commercial Framing
e Lower entry barrier for clients
e Fast conversion due to urgency
e Gateway to larger follow-on engagements

Strategic Significance
e Improves conversion rates
e Positions the business as a trusted expert
e Builds pipeline through structured entry

Risks / Constraints
e Must be tightly scoped
e Risk of being perceived as low-value if not positioned correctly



Recommended Next Step
e Package diagnostic offering with clear deliverables
e Define pricing and positioning
e Use as primary entry point for new opportunities

Priority: HIGH (Fast conversion and pipeline entry)

4. Commercialisation of Strategic Integration Role

Context
The organisation is already performing a central role in coordinating stakeholders,
integrating technical inputs, and enabling delivery across complex environments.

Opportunity Definition
Formalise and monetise this role as a high-value strategic integration and advisory service.

Commercial Framing
e High-value consultancy positioning
e Premium pricing aligned to value created
e Opportunity to charge for coordination, not just delivery

Strategic Significance
e Captures value currently being given away
e Strengthens market positioning
e Improves margin and scalability

Risks / Constraints
e Requires shift in client perception
e May require stronger commercial confidence and positioning

Recommended Next Step
e Define service offering and value proposition
e Align pricing with strategic impact
e Incorporate into proposals and client conversations

Priority: HIGH (Immediate value capture opportunity)

Strategic Observations

Core Constraint: Lack of Commercial Structure
The primary constraint is not capability, but:
e Absence of structured offers

e Lack of pricing discipline
e No enforced payment model



Value Creation vs Value Capture Gap

The organisation is creating significant value but not capturing it financially.

Dependency on Client Commitment
Progress is constrained by:

e Lack of upfront financial commitment

Supply Chain Complexity

Multi-stakeholder environments create:

e Risk (alignment, cost allocation)
e Opportunity (central coordination role)

Market Entry Strategy

Use of high-visibility environments as:

e Validation platform
e Credibility accelerator
e Market entry mechanism

Decisions

Transition to a commercial-first engagement model
Introduce upfront payment requirements

Position services at high-value levels

Implement structured pricing strategy

Introduce diagnostic phase as standard entry point
Prioritise conversion over pipeline expansion

Action Table

Action Purpose

Finalise priority opportunity proposals | Secure upfront commitment and revenue

Schedule stakeholder discussions Accelerate decision-making
Define delivery and value model Support pricing justification
Implement upfront payment terms Improve cash flow and commitment

Simplify proposal structures Reduce friction and increase clarity




Identify top priority opportunities

Focus on conversion

Define diagnostic phase outputs

Improve conversion rate

Critical Strategic Insight

The business is significantly under-monetising high-value strategic and technical capability
due to lack of commercial structure and assertive pricing.

Why this matters:

e High-value work is already being delivered
e Without structured pricing and upfront payment, value is not captured
e Continued underpricing limits growth and creates instability

Primary constraint:

e Lack of enforcement of commercial terms

What it impacts:

Revenue

Cash flow
Resource allocation
Scalability

Market positioning

Required shift:

e Treat all engagements as commercial investments
e Enforce upfront financial commitment
e Price based on value created, not effort
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