CLEARTRACE
DETAILED VALUE GROWTH ASSESSMENT

Al-driven ESG compliance intelligence for mid-market manufacturers

Session Date: 2026-03-11 Duration: 90 minutes

Stage: Validation Model: B2B SaaS

Report Structure

Executive Assessment - Company, founder, value proposition, business model, valuation, value gaps,
risks, recommendations, investor readiness.

Detailed Assessment - Dimension-level scoring, evidence grading, readiness gates, full valuation
calculation with method estimates and multipliers.

Glossary - Every term used in the assessment, explained.
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Executive Assessment

Value assessment and investment signal. Plain-language summary for investors and decision-makers.

OVERALL ASSESSMENT

ClearTrace is a validation-stage B2B SaaS venture: Al system that automates ESG compliance
assessment for mid-market manufacturers, replacing the manual audit cycle with continuous,
evidence-graded monitoring.. 6 of 16 value dimensions are externally validated (externally
validated). 2 remain at assumption level (assumption level). Assessment signal: WATCH — HIGH
POTENTIAL. 3 high-severity flags identified. 2 strong green flags recorded.

Company

Mid-market manufacturers (€50M-€500M) facing CSRD mandates. ICP specific: sustainability/compliance
officers at Dutch manufacturers. 3 pilots from founder's network. No cold validation. CSRD mandate
creates regulatory forcing function. 3 pilots independently confirm 60-80% time savings. Big Four
alternative costs €200K-€500K/year. Internal teams spend 2,000+ hours annually. Pain is structural, not
discretionary. 3 manufacturers using free pilot actively. Praise is consistent. None asked to pay. None
have been asked to pay. Usage is strongly validated. Payment is assumption level. The gap is the
assessment.

Value Proposition

Al-driven continuous monitoring vs annual manual audit. Pilots say 'better than Big Four.' 3-month
accumulation of supplier data creates switching cost. Differentiation is structural (continuous vs annual),
not feature-based. CSRD enforcement beginning 2025-2026. EU mandates expanding scope. Mid-market
threshold dropping. First-mover window exists but is closing as Big Four and incumbents add Al
capabilities.

Market Timing

CSRD enforcement creates regulatory forcing function. Net assessment: tailwinds dominate. CSRD
enforcement creates a regulatory forcing function. Compliance is not optional — manufacturers above the
threshold must comply. The timing window is open and expanding as thresholds drop. Tailwinds: CSRD
mandate enforcing from 2025-2026, Mid-market threshold dropping — more companies entering scope,
Al capability making real-time compliance monitoring feasible. Headwinds: Procurement category doesn't
exist, Big Four could move down-market with Al tooling, Internal spreadsheets are 'good enough' until
enforcement.

Competitive Landscape

4 competitors identified. Big Four ESG practices: Don't serve mid-market. €200K-€500K/year. Could
move down-market with Al but haven't yet.. Watershed / Persefoni: Focus on carbon, not full CSRD
compliance. US-centric. Enterprise pricing.. Sphera / Ecovadis: Established in supply chain ESG. Could
add CSRD compliance module.. Internal spreadsheets + consultants: The real competitor. Not a product
— a habit. Low cost, low quality, familiar..
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Business Model

Saa$S annual subscription €30K-€80K based on company size. Model connects to value delivery
(continuous monitoring = unit of value). Price anchored against Big Four (10x cheaper). No customer has
seen a price. 3 pilots from former employer network. No cold outreach. No channel tested. Founder has
never done enterprise sales. Beachhead: Dutch mid-market manufacturers via sustainability officer
network.

Key Assumptions

Mid-market manufacturers will create a new budget line for Untested High
Al ESG compliance rather than expanding existing
consulting relationships

Continuous monitoring is more valuable than annual Untested Medium
reporting to the buyer

€30K-€80K pricing is viable for mid-market manufacturers Untested High

Dutch CSRD compliance expertise transfers to Assumed Medium
German/French manufacturers

Foundation model API costs will remain stable or decrease Risky Medium

Founder

Lena Hoffmann. Industrial Engineering, TU/e Eindhoven. 6 years at mid-market manufacturer — ran
ESG/sustainability reporting process. 6 years inside a mid-market manufacturer running ESG reporting.
Built the product she wished she'd had. Domain knowledge is embedded in the product architecture, not
just the founder's resume. Commercial experience gap acknowledged. The team is currently incomplete
— a key gap that affects execution capacity. Lena Hoffmann (Founder/CEO) — solo founder, Al functions
as CTO/dev team Coachability and self-awareness require live dialogue and are not assessed in
document-based reviews.

Team

Lena Hoffmann (Founder/CEQ) — solo founder, Al functions as CTO/dev team Enterprise sales/BD.
Partnership development. Legal (multi-jurisdiction CSRD). Advisory board with manufacturing C-suite
connections. Founder aware of sales gap but waiting for product-market fit confirmation before hiring.

Coachability

Coachability and self-awareness require live dialogue and are not assessed in document-based reviews.

Deal Signal

Assessment signal: WATCH — HIGH POTENTIAL. Business Viability: 42%. Founder Quality: 68%.
Evidence Quality: 58%. Strengths: Founder Quality. Founder potential: HIGH (68/100). Based on
observable execution evidence only — coachability and self-awareness require a live session.
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Founder Potential

Founder potential: HIGH (68/100). Based on observable execution evidence only — coachability and self-
awareness require a live session. Strongest factors: Domain Expertise (85/100), Technical Execution
(80/100), Commercial Execution (35/100). Gaps: Commercial Execution (35/100), Coachability (0/100),
Self-Awareness (0/100).

Composite Scores

Business Viability: 42% — Technology validated but commercial thesis untested. The gap between
product quality and commercial evidence is the widest in the assessment.. Founder Quality: 68% —
Strong domain expertise and technical execution. Commercial capability is the gap. Coachability N/A..
Evidence Quality: 58% — Bifurcated: technology evidence-strongly validated, commercial evidence-
anecdotal. The split is the diagnostic.. Strengths: Founder Quality.

Valuation

€120K — €220K — €450K

Working technology with pilot validation. Floor reflects technology + domain expertise. Ceiling requires commercial
validation.

Ceiling constraint: Ceiling capped by zero commercial evidence. Technology alone doesn't determine enterprise value —
the ability to convert technology into revenue does.

How we arrived at these numbers: Five-method trimmed mean: Berkus, Scorecard, Risk Factor
Summation, First Chicago, Comparable Company Analysis. Highest and lowest discarded. Middle three
form the range.

If key gaps close: €370K—€650K if pricing validates and one pilot converts

The full valuation derivation — five individual method estimates, trimmed mean calculation, multiplier
curves, and evidence-weighted adjustments — is presented in the Detailed Assessment.

Category Creation Signal

POTENTIAL CATEGORY CREATOR

ClearTrace is building for a procurement category that doesn't exist. ‘Al ESG compliance
intelligence' is not a budget line at any mid-market manufacturer. Current ESG spending goes to
consulting firms (Big Four), internal headcount, or ad hoc tools. The low commercial scores on
commercial traction and revenue model may reflect this structural constraint: the product works
and users value it, but the buying process for this type of product hasn't been established. The
founders' task is not just to sell the product but to create the category it belongs to.

The valuation above reflects evidence as it stands today. Some dimensions score low not because the
founder has failed to validate them, but because the market these dimensions require does not yet exist.
Standard assessment frameworks penalise this uniformly — a founder who hasn’t tested pricing looks the
same as a founder whose customers don't yet have a budget line for the product.
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If this market materialises as the founder envisions, the evidence constraints on the affected dimensions
would resolve. Under that scenario, the adjusted midpoint moves from €NaNK to €NaNK — a undefinedx
uplift. The gap between these two numbers is the category creation bet.

This signal is surfaced explicitly because the pattern — strong founder-market fit, clear vision, working
product, but low commercial evidence in a market that doesn’t have established procurement processes
— is the pattern that most assessment frameworks miss and most investors pass on. The Detailed
Assessment provides the dimension-level breakdown of which evidence gaps are structural and which
are behavioural.

What Needs to Happen

Specific actions that would increase the valuation:

First paying customer — usage converts to payment +€150K—€250K
Second jurisdiction — German or French CSRD +E80K—€120K
ERP vendor partnership for distribution +€100K—€200K
Risk Analysis
Pilots don't convert — manufacturers continue with HIGH Name the price to one pilot this week. The reaction is the
spreadsheets despite praising ClearTrace data.
Big Four launch Al-powered mid-market ESG tool HIGH Speed. 12-month head start is the moat. Data accumulation
from pilots creates switching cost.
Foundation model API disruption — pricing, MEDIUM Model-agnostic architecture. Abstract the Al layer. Budget for
capability, or availability change cost increases.
Solo founder burnout — building, selling, supporting MEDIUM First sales hire after first paying customer. Not before —
pilots, managing compliance changes alone premature scaling of a team without revenue.

Stage Assessment

Current stage: Validation. Next stage: Early Traction. Estimated timeline: 3-6 months. Primary blocker:
Zero pricing conversations. split: usage, payment. Need first paying customer. Likelihood of Validation -
Early Traction: 55%. First paying customer. One conversion from free pilot to paid subscription.

Stage Progression

Validation — Early Traction: 55% likelihood, 3-6 months. Blocker: First paying customer. One conversion
from free pilot to paid subscription.. Positive triggers: One pilot converts to paid subscription at any price
point; A manufacturer outside the founder's network requests a pilot (cold inbound); CSRD enforcement
action against a mid-market manufacturer creates urgency across the sector. Risk triggers: All three pilots
decline to pay when asked — praise the product but won't commit budget; Ecovadis or Sphera launches
a CSRD compliance module for mid-market; CSRD enforcement timeline delayed by 12+ months.
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Key Findings
Concerns

« x diagnostic gap: pain validated at 75% (strongly validated) but need-to-have at 25% (strongly
validated usage, assumption level payment). Three pilots using the product for free. None have been
asked to pay. 'Bitching ain't switching' pattern active.

* No enterprise sales capability. Founder has never sold B2B software. Pilots came through former
employer network. Cold outreach untested.

Al Dependency: entire product built on foundation model APIs. Model changes, pricing changes, or
capability changes could disrupt core product. No fallback architecture.
Strengths

v Working product producing output that three pilot manufacturers independently describe as better
than Big Four deliverables. Technology risk largely eliminated.

v Regulatory tailwind: CSRD mandates are creating forced demand. This isn't discretionary —
manufacturers above the threshold must comply. Timeline is fixed and accelerating.

Evidence Quality

Average evidence level: anecdotal.6. 5 of 16 dimensions are independently validated. The assessment is
a mix of validated and assumed evidence. Conclusions should be treated as directional until more
dimensions reach independent validation.

Value Gap Analysis

12 of 16 assessment dimensions have gaps that constrain the valuation. 6 dimensions are independently
validated. 10 still rest on assumptions or founder experience alone. Closing the largest gaps unlocks
valuation upside from the current €220K midpoint. Score reflects how strong each dimension is on a 0—
100% scale; 60% is the threshold for investment readiness.

mm Validation Status Value Impact What closes it

Revenue Model unvalidated ~€37K Name the Price
assumption
Customer Acquisition 20% founder experience +€100K— Budget Owner Identification
only €200K
Strategic Optionality 35% unvalidated +€80K—€120K German Manufacturer Conversation
assumption
Team Completeness 22% founder experience ~€35K Needs external validation
only
Defensibility 30% founder experience ~€30K Needs external validation
only
Risk Profile 30% founder experience ~€30K Needs external validation
only
Growth Mechanics 30% founder experience ~€30K Needs external validation
only
Commercial Traction 25% customer- +€150K— Name the Price
confirmed €250K
Go-to-Market Strategy 40% founder experience ~€23K German Manufacturer Conversation
only
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Capital Strategy 40% founder experience ~€23K Needs external validation

only

Vision & Direction 45% founder experience ~€20K Needs external validation
only

Customer Definition 55% independently ~€3K Needs external validation
validated

Recommended Next Steps

1. Name the Price: Call the most engaged pilot manufacturer. Name a specific price (€30K/year).
Watch the reaction. Don't negotiate — observe. The reaction is the data.

2. Budget Owner Identification: For each pilot, identify who has budget authority for compliance tools. Is
it the CFO, the sustainability officer, or someone else? Map the procurement path.

3. German Manufacturer Conversation: Find one German mid-market manufacturer facing CSRD. Have
a 30-minute conversation about their compliance approach. Test whether the Dutch expertise transfers.

4. Key positive trigger: One pilot converts to paid subscription at any price point

5. Key risk trigger: All three pilots decline to pay when asked — praise the product but won't commit
budget

Investor Readiness

Approaching investor readiness. The foundation shows partial validation but critical commercial evidence
is missing. Primary blocker: Zero pricing conversations. split: usage, payment. Need first paying
customer.

Assessment Signal:

Al system that automates ESG compliance assessment for mid-market manufacturers, replacing the manual audit cycle
with continuous, evidence-graded monitoring.
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Detailed Assessment

Dimension-level scoring, evidence grading, readiness gates, valuation calculation, and full analytical framework. All terms
defined in the Glossary.

SECTION 1
Value Growth Dimensions

The 16 pillars are the dimensions along which startup value grows. A pillar that is both high-scoring and
externally validated (E3+) represents real value. A pillar that scores well but lacks evidence is a claim, not
value. This section maps where value growth is happening, where it's stalled, and what unblocks it.

Value growth is uneven. The startup has validated some dimensions while others remain assumptions. 3
dimensions (P2_PAIN, P3_NTH, P6_UNF) have behavioural or transactional evidence — these represent
real, durable value that customers have confirmed through action. 2 dimensions remain at assumption
level (P7_MON, P16_OPT). These are the widest value gaps and the highest-leverage targets for
evidence discovery. A MEDIUM gate means the startup is on the growth path but has not yet crossed the
threshold where validated value exceeds assumed value. The value gap analysis quantifies the distance
and the valuation impact of closing each gap.

SECTION VERDICT

Gate 1 result: MEDIUM (mixed_evidence). Average pillar score: 42%. Critical gaps requiring
attention: P1_CUST, P3_NTH, P7_MON, P8_ACQ, P10_STGY. Validated or progressing: P2_PAIN,
P4 _ADV, P5_NOW, P6_UNF, P9_VSN, P11 _TEAM.

Category Creation Signal

MARKET MATURITY CONSTRAINED

Low evidence scores on constraining pillars reflect the maturity of the market being created, not the
quality of the founder’s work. Standard validation methods (customer interviews, WTP tests) produce
false negatives because the buyers haven’t recognised their own need. The scores are accurate —
the interpretation requires this context.

P6_UNF: 60% | P9_VSN: 45%

Constraining pillars: P3_NTH (25%, E4), P7_MON (35%, E1)

ClearTrace is building for a procurement category that doesn't exist. ‘Al ESG compliance intelligence' is
not a budget line at any mid-market manufacturer. Current ESG spending goes to consulting firms (Big
Four), internal headcount, or ad hoc tools. The low commercial scores on P3_NTH and P7_MON may
reflect this structural constraint: the product works and users value it, but the buying process for this type
of product hasn't been established. The founders' task is not just to sell the product but to create the
category it belongs to.

Assessment implication: Low evidence on P3_NTH (need-to-have) and P7_MON (revenue model) may reflect
market maturity rather than product weakness. The working product with E4 usage evidence alongside E1 payment
evidence is characteristic of category creators — the technology is ahead of the market's procurement processes.

Critical Pillars (FOCUS)

5 pillars flagged for immediate attention: P1_CUST (55%, E3), P3_NTH (25%, E4), P7_MON (35%, E1),
P8 _ACQ (20%, E2), P10_STGY (40%, E2).
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P1_CUST: Why Them? 55% E3
Status: Partial — clear but narrow

Mid-market manufacturers (€50M-€500M) facing CSRD mandates. ICP specific:
sustainability/compliance officers at Dutch manufacturers. 3 pilots from founder's network. No cold
validation.

Rubric anchor: Beachhead converting, irreversible action

P3_NTH: Why Need-to-Have? 25% E4
Status: Early need signals only

3 manufacturers using free pilot actively. Praise is consistent. None asked to pay. None have been
asked to pay. Usage is E4. Payment is E1. The gap is the assessment.
Rubric anchor: NTH behaviour — rearranging schedules, committing resources

P7 MON: How Monetise? 35% E1
Status: Model committed, untested

SaaS annual subscription €30K-€80K based on company size. Model connects to value delivery
(continuous monitoring = unit of value). Price anchored against Big Four (10x cheaper). No customer
has seen a price.

Rubric anchor: Committed and defensible

P8_ACQ: How Acquire? 20% E2
Status: Network only

3 pilots from former employer network. No cold outreach. No channel tested. Founder has never
done enterprise sales. Beachhead: Dutch mid-market manufacturers via sustainability officer
network.

Rubric anchor: Outreach happening, founder-driven

P10_STGY: How Win? 40% E2
Status: Beachhead with transfer logic

Beachhead: Dutch mid-market manufacturers facing imminent CSRD. Transfer logic: Dutch
compliance expertise transfers to German/French manufacturers (same CSRD, different national
implementation). Designed sequence, not opportunistic.

Rubric anchor: Transfer logic showing evidence

Other Pillars

5 pillars require immediate attention. Pillars at E1 (assumption only): P7_MON, P16_OPT. Pillars with
behavioural or transactional evidence: P2_PAIN, P3_NTH, P6_UNF. The gap between validated and
unvalidated pillars defines the evidence discovery priorities.

Pillar Scor  Status Ev. Key Evidence
e
P2_PAIN: Why 75% Urgent — forcing function exists E4 CSRD mandate creates regulatory
Worth Solving? forcing function. 3 pilots independently
confirm 60-80% time savings. Big Four
alternati...
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P4_ADV: Why 65% Structural defence emerging E3 Al-driven continuous monitoring vs

Better? annual manual audit. Pilots say 'better
than Big Four." 3-month accumulation of
suppl...

P5_NOW: Why 70% Regulatory window open E3 CSRD enforcement beginning 2025-

Now? 2026. EU mandates expanding scope.

Mid-market threshold dropping. First-
mover window exi...

P6_UNF: Why You? 60% Domain expertise embedded in E4 6 years inside a mid-market
product manufacturer running ESG reporting.
Built the product she wished she'd had.
Domain knowledge...

P9_VSN: Why This 45% Vision guides decisions E2 Vision: become the compliance

Future? intelligence layer for European
manufacturing. ESG today, broader
regulatory compliance to...

P11_TEAM: Who 22% Solo + Al, distribution gap E2 Solo founder. Al functions as CTO/dev

Else? team — built entire platform (Doc 32
assessment: Al-Native Builder green
flag). Te...

P12_MOAT: Why 30% Data accumulation starting E2 3 months of supplier data from 3 pilots.

Durable? Each additional month of data improves
the Al's compliance mapping. Switching
C...

P13 _RSK: What 30% Risks identified, mitigation partial E2 Key risks identified: APl dependency on

Breaks? foundation models (high), solo founder
key-person risk (high), Big Four
entering...

P14 _CAP: What 40% Capital independence demonstrated E2 Near-zero burn — solo founder, Al

Capital? development, no office. Bootstrap

strategy deliberate. 18+ months runway
from savings....

P15 FLY: What 30% First connection demonstrated E2 More supplier data — better compliance

Compounds? mapping — more accurate assessments
- more trust — more suppliers
onboarded. One ...

P16_OPT: What 35% Three-tier optionality enabled El Tier 1 (market): adjacent manufacturers

Else? in Belgium, DACH region. Tier 2 (pillar
extension): add social governance
pillar...

Validated foundations: LO: Foundation (62% — P1_CUST, P5_NOW, P6_UNF); L1: Problem (75% —
P2_PAIN). Blocked layers: L4: Strategy (31% — P10_STGY, P11_TEAM); L5: Business Model (28% —
P7_MON, P8_ACQ); L6: Capital & Risk (35% — P13_RSK, P14 _CAP); L7: Durability (30% —
P12_MOAT, P15_FLY); L8: Expansion (35% — P16_OPT). Downstream pillars cannot be reliably
assessed until blocked layers are addressed.
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SECTION 2
Value Capture

Value created in the pillar dimensions only translates to enterprise value if the business model can
capture it. This section assesses whether the startup’s model, timing, and competitive position allow pillar
growth to compound into real value. The business operates as B2B SaaS at Validation stage (75%
confidence). Market timing: FAVORABLE (3 tailwinds, 3 headwinds). Market conditions are favourable,
but 2 high-threat competitors creates a closing window. The tailwinds are real but so is the risk that a
larger player captures the opportunity first. The primary blocker identified — Zero pricing conversations.
P3_NTH split: usage at E4, payment at E1. Need first paying customer. — is an internal constraint rather
than an external one, which means the founder can address it directly through evidence discovery. 4
competitors mapped. High-threat competitors erode the value of validated pillars because the same
customer need can be met elsewhere — the competitive landscape determines how much of the
founder’s value creation is capturable. The assumptions below are the beliefs that underpin the value
capture model. Each unvalidated assumption is a gap between claimed and real enterprise value.

SECTION VERDICT

Validation stage, B2B SaaS model (80% confidence). Timing: FAVORABLE. Key blocker: Zero
pricing conversations. P3_NTH split: usage at E4, payment at E1. Need first paying customer.. 4
competitors mapped, 2 high-threat.

Market Timing
Timing score: FAVORABLE. 3 tailwinds and 3 headwinds. Market conditions actively support this venture.

Timing Score: FAVORABLE

CSRD enforcement creates a regulatory forcing function. Compliance is not optional — manufacturers above the
threshold must comply. The timing window is open and expanding as thresholds drop.

Tailwinds: CSRD mandate enforcing from 2025-2026 (strong) — EU regulation — verified, timeline fixed.
Mid-market threshold dropping — more companies entering scope (strong) — EU regulatory schedule —
verified. Al capability making real-time compliance monitoring feasible (strong) — Working prototype
demonstrates feasibility. Headwinds: Procurement category doesn't exist (strong) — No mid-market
manufacturer has a budget line for Al ESG compliance. Big Four could move down-market with Al tooling
(moderate) — Big Four have the brand trust. Haven't built the tooling yet.. Internal spreadsheets are ‘good
enough' until enforcement (moderate) — Inertia is the primary competitor. Enforcement changes this but
hasn't yet.. Net assessment: tailwinds dominate.

Stage Analysis

Validation with 75% confidence. Primary blocker: Zero pricing conversations. P3_NTH split: usage at E4,
payment at E1. Need first paying customer.. Target: Early Traction within 3-6 months.

Current Stage Validation (75% confidence)
Business Model B2B SaaS (80% confidence)
Next Stage Early Traction

Timeline 3-6 months
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Key Blockers

Zero pricing conversations. P3_NTH split: usage at E4, payment at E1. Need first

paying customer.

B2B SaaS model implications: B2B SaaS with €30K-€80K ACV requires enterprise sales capability the
founder doesn't have. Annual subscription aligns with compliance cycle but creates long sales cycle for
first customers. Continuous monitoring model is a genuine differentiation from report-based competitors.
Mid-market positioning avoids Big Four competition but may hit 'too expensive for spreadsheets, too
cheap for enterprise’ gap.

Competitive Landscape

4 competitors mapped. 2 at high threat: Sphera / Ecovadis, Internal spreadsheets + consultants. These

represent existential risk without clear differentiation.

Competitor

Big Four ESG
practices

Watershed /
Persefoni

Sphera / Ecovadis

Internal
spreadsheets +
consultants

Key Assumptions

Users Threat

Enterprise Medium

(€500M+)

Enterprise Medium
carbon

accounting

Supply chain
sustainability

High

Most mid-
market
manufacturer
s

High

Notes

Don't serve mid-market. €200K-€500K/year. Could
move down-market with Al but haven't yet.

Focus on carbon, not full CSRD compliance. US-
centric. Enterprise pricing.

Established in supply chain ESG. Could add CSRD
compliance module.

The real competitor. Not a product — a habit. Low cost,
low quality, familiar.

5 critical assumptions, 3 untested, 2 high-risk. Untested assumptions at high risk are the most urgent
targets for evidence discovery.

Assumption

Mid-market manufacturers will

create a new budget line

Status

Untested
for Al

ESG compliance rather than
expanding existing consulting

relationships

Continuous monitoring is

more Untested

valuable than annual reporting to

the buyer

€30K-€80K pricing is viable for

Untested

mid-market manufacturers

Dutch CSRD compliance
expertise transfers to

Assumed

German/French manufacturers

Foundation model API costs will

Risky

remain stable or decrease

Risk

Mediu

Mediu

Mediu

How to Validate

Ask 3 pilot CFOs: where would budget for this
come from? What would it replace?

Ask pilots: would you pay more for continuous than
for annual? What's the delta worth?

Name the price to one pilot. Watch the reaction.

Map CSRD national implementation differences.
Interview one German manufacturer.

Model-agnostic architecture. Budget for 2x API
cost increase.

Pivot signals: 1 detected (Low severity). Pricing model may need adjustment if mid-market can't support
€30K+ ACV. Pivot to usage-based or per-report pricing possible.
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Watch items: CSRD enforcement timeline — delays reduce urgency for mid-market; Big Four launching
Al-powered mid-market ESG tools; Ecovadis or Sphera adding CSRD compliance features; Foundation
model API pricing changes; Whether pilots convert after seeing a price.
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SECTION 3

Growth Capacity

Pillar scores measure what the startup could be worth. This section measures whether the founder can
actually move those numbers. Coachability predicts the rate of improvement. Self-awareness determines
which gaps get addressed and which get avoided. Team composition caps the scale at which value
growth can operate.

The founder is assessed as builder_first, which shapes the coaching approach and predicts typical blind
spots. Coachability at 0% indicates moderate receptiveness to feedback. The founder engages with some
challenges but may resist on specific topics, particularly where their identity or prior experience is
invested. Self-awareness is assessed at NOT ASSESSED, measuring the gap between how the founder
perceives their business and what the evidence shows. No deflection patterns were detected. Team gaps
(Enterprise sales/BD. Partnership development. Legal (multi-jurisdiction CSRD). Advisory board with
manufacturing C-suite connections.) represent structural constraints that need to be addressed for the
next stage.

SECTION VERDICT

Profile: builder_first. 1-person team. Coachability: 0% (NOT ASSESSED). Self-awareness: NOT
ASSESSED. Gaps: Enterprise sales/BD. Partnership development. Legal (multi-jurisdiction CSRD).
Advisory board with manufacturing C-suite connections..

Founder Profile

Lena Hoffmann: Industrial Engineering, TU/e Eindhoven. 6 years at mid-market manufacturer — ran
ESG/sustainability reporting process. Solo founder — execution and sustainability risk at scale.

Name Lena Hoffmann
Age 32
Archetypes insider, technical_domain, solo
Composite Profile A (builder_first)
Confidence 82%
Background

« Industrial Engineering, TU/e Eindhoven
* 6 years at mid-market manufacturer — ran ESG/sustainability reporting process

 Experienced the compliance pain firsthand: supplier data reconciliation, audit preparation, report
generation

* Built ClearTrace prototype in under 3 months using Al as development team (Doc 32: Al-Native
Builder)

« No enterprise sales experience. No fundraising experience. No previous startup.

Team Status

Solo founder. Critical gaps: Enterprise sales/BD. Partnership development. Legal (multi-jurisdiction
CSRD). Advisory board with manufacturing C-suite connections.. Founder aware of sales gap but waiting
for product-market fit confirmation before hiring.

Current Size 1
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Key strengths: Working product with pilot validation — technology risk largely eliminated; CSRD
regulatory tailwind creates forced demand on a fixed timeline; Founder articulates continuous monitoring
value proposition clearly; Capital-efficient: Al-native builder with near-zero burn. Risk areas: P2_PAIN x
P3_NTH gap: high pain (75%, E4) but low need-to-have (25%, E4/E1) — bitching ain't switching; Zero
pricing conversations — commercial thesis entirely untested; Solo founder with no enterprise sales
capability; Procurement category doesn't exist — requires category creation; Al platform dependency —
no fallback architecture.

Coachability Assessment

Moderate coachability. The founder engages with some feedback but may resist on specific topics.

Document review only — no live interaction. Coachability is assessed through live dialogue: how the founder
responds to challenge, revises assumptions, and integrates new information.

Self-Awareness Assessment
Moderate self-awareness. Some perception gaps exist but the founder shows willingness to recalibrate
when presented with evidence.

| Trajectory: not assessed

Quadrant: Not assessed — document review only
Pattern: not assessed

Deflection Patterns

No deflection patterns detected. The founder engaged directly with all topics raised.

Founder Quotes

Key quotes from the session that illustrate founder thinking and coachability:

Context Quote Significance
Pilot manufacturer "This is better than what Deloitte delivered last year, Unsolicited comparison to Big
feedback and it's always up to date" Four from a pilot user.

Strongest validation of
differentiation — and it's free.

Founder positioning "I spent six years assembling this data manually. | Founder-market fit in one
document built what | wished I'd had.” sentence. Domain expertise is
lived, not researched.
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SECTION 4

Value & Risk

The startup’s value growth trajectory is positive but the enterprise value has not yet been validated to the
threshold required for investment. The assessment identified 6 red flags (O critical, 3 high) against 6
green flags (2 strong or exceptional). This balance of signals — real concerns alongside genuine
strengths — is characteristic of an early-stage startup that has demonstrated some capability but has not
yet validated its core thesis. 3 evidence discovery tasks have been identified. Positive results on these
would provide the evidence needed to upgrade the deal signal. Negative results would clarify whether the
thesis is viable or needs revision. The gap between pillars with behavioural evidence (E4—E5) and those
still at assumption level (E1) defines the investment risk. 4 risks identified, O at high severity. The HIGH
POTENTIAL modifier indicates that the founder’s raw material — coachability, execution velocity, self-
awareness — exceeds what the business validation currently shows. This is worth tracking because
founder quality at early stages is often more predictive than business metrics. 3 specific triggers would
move the signal toward INTERESTED; 3 would move it toward PASS.

SECTION VERDICT
Deal signal: WATCH — HIGH POTENTIAL. 6 red flags (O critical, 3 high). 6 green flags (2 strong or
exceptional). 3 evidence discovery tasks identified.

Deal Signal

Deal Signal: — HIGH POTENTIAL

Al system that automates ESG compliance assessment for mid-market manufacturers, replacing the manual
audit cycle with continuous, evidence-graded monitoring.

Valuation

EUR120K — EUR220K — EUR450K
Primary driver: Working technology with pilot validation. Floor reflects technology + domain expertise. Ceiling
requires commercial validation.

Ceiling capped by zero commercial evidence. Technology alone doesn't determine enterprise value
— the ability to convert technology into revenue does.

How we arrived at these numbers

Five-method trimmed mean: Berkus, Scorecard, Risk Factor Summation, First Chicago, Comparable
Company Analysis. Highest and lowest discarded. Middle three form the range.

Evidence-weighted range: €120K—€450K. Founder ask: Not stated.

Projected at full evidence: €370K—€650K if pricing validates and one pilot converts

Value uplift triggers

3 specific triggers would increase the valuation. Each represents a concrete milestone the founder can
pursue.

Trigger Uplift
P3_NTH: First paying customer — usage converts to payment +€150K—€250K
(E4 - E5)
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P16_OPT: Second jurisdiction — German or French CSRD +£80K—€120K
(E1-E3)

P8_ACQ: ERP vendor partnership for distribution (E2 - E4) +£100K—€200K

Category Creation Signal

ClearTrace is building for a procurement category that doesn't exist. ‘Al ESG compliance intelligence’
is not a budget line at any mid-market manufacturer. Current ESG spending goes to consulting firms
(Big Four), internal headcount, or ad hoc tools. The low commercial scores on P3_NTH and
P7_MON may reflect this structural constraint: the product works and users value it, but the buying
process for this type of product hasn't been established. The founders' task is not just to sell the
product but to create the category it belongs to.

Classification: market maturity constrained. The following pillars are assessed as constrained by market
maturity rather than by founder inaction:

Market-realisation factor: undefinedx. Current range: €NaNK—€NaNK. If market materialises: €NaNK-—
€NaNK. Adjusted midpoint: €ENaNK - €NaNK.

Composite Scores

1 of 3 composite dimensions score above 60%. No composite dimension is critically weak. The composite
view aggregates pillar-level data into the dimensions that matter most for investment decisions.

Component Score Status

Business Viability 42% Technology validated but commercial
thesis untested. The gap between
product quality and commercial
evidence is the widest in the
assessment.

Founder Quality 68% Strong domain expertise and technical
execution. Commercial capability is the
gap. Coachability N/A.

Evidence Quality 58% Bifurcated: technology evidence at E3-
E4, commercial evidence at E1-E2. The
split is the diagnostic.

Founder Potential

Founder Potential: HIGH (68/100). The founder’s raw material — coachability, action orientation, self-
awareness — significantly exceeds what the business validation currently shows. This is the strongest
predictor of future progress.

Factor Score Weight Detail

Domain Expertise 85 25% 6 years running ESG reporting inside a mid-market
manufacturer

Technical Execution 80 25% Built working prototype in 3 months using Al as

development team

Commercial Execution 35 15% Three pilots from network. No cold outreach. No
pricing conversations.
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Coachability 0 20% N/A — document review, no live interaction

Self-Awareness 0 15% N/A — document review, no live interaction
Weighted Total 68 100% HIGH
Risk Analysis

4 risks identified.

Risk Severity Mitigable Path

?
Pilots don't convert — HIGH yes Name the price to one pilot this week. The
manufacturers continue with reaction is the data.
spreadsheets despite praising
ClearTrace
Big Four launch Al-powered mid- HIGH partially Speed. 12-month head start is the moat. Data
market ESG tool accumulation from pilots creates switching cost.
Foundation model API disruption MEDIUM yes Model-agnostic architecture. Abstract the Al
— pricing, capability, or layer. Budget for cost increases.
availability change
Solo founder burnout — building, MEDIUM partially First sales hire after first paying customer. Not
selling, supporting pilots, before — premature scaling of a team without
managing compliance changes revenue.
alone

Stage Progression

Validation — Early Traction: 55% likelihood within 3-6 months. Primary blocker: First paying customer.
One conversion from free pilot to paid subscription..

Investment Triggers

Signals that would move toward INTERESTED: One pilot converts to paid subscription at any price point;
A manufacturer outside the founder's network requests a pilot (cold inbound); CSRD enforcement action
against a mid-market manufacturer creates urgency across the sector. Signals that would move toward
PASS: All three pilots decline to pay when asked — praise the product but won't commit budget;
Ecovadis or Sphera launches a CSRD compliance module for mid-market; CSRD enforcement timeline
delayed by 12+ months.
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SECTION 5

Growth Signals

Red flags are forces that slow, block, or reverse value growth. Green flags are forces that accelerate it.
The trajectory of each flag — blind spot, acknowledged, or action planned — predicts whether the value
impact will compound or resolve. No critical flags were identified, but 3 high-severity issues should be
addressed in the near term to prevent them from becoming blockers. 2 flags remain as blind spots — the
founder has not yet acknowledged them, which limits the ability to address them. 4 flags have been seen
by the founder, and 0 have action plans. On the positive side, 6 green flags were identified, 2 at strong or
exceptional level, and 2 surprising for the founder’s profile type — indicating they have already overcome
typical blind spots. 5 pillars backed by E3+ evidence provide a validated foundation that the remaining
evidence gaps can build upon. 3 evidence discovery tasks have been identified to map the path from
current state to the next gate. The evidence quality audit and confidence levels below show where the
assessment is most and least reliable.

SECTION VERDICT

6 red flags (O critical, 3 high). 6 green flags (2 strong or exceptional). Average evidence: E2.6, 5
pillars at E3+. 3 evidence discovery tasks identified.

Red Flags

6 issues identified: O critical, 3 high severity. 2 remain blind spots — the founder has not yet
acknowledged them.

Severity Trajectory Flag Pillar

HIGH BLIND SPOT P2_PAIN x P3_NTH diagnostic gap: pain validated at P2_PAIN, P3_NTH
75% (E4) but need-to-have at 25% (E4 usage, E1
payment). Three pilots using the product for free. None
have been asked to pay. 'Bitching ain't switching'
pattern active.

HIGH SEEN No enterprise sales capability. Founder has never sold P8_ACQ,
B2B software. Pilots came through former employer P11 _TEAM
network. Cold outreach untested.

HIGH SEEN Al Dependency: entire product built on foundation P13_RSK
model APIs. Model changes, pricing changes, or
capability changes could disrupt core product. No
fallback architecture.

MEDIUM SEEN Tarpit proximity: ESG/sustainability space matches P2_PAIN
Environmental tarpit pattern (#1-30 in tarpit taxonomy).
Override applies — B2B infrastructure with regulatory
mandate, not consumer sustainability.

MEDIUM SEEN Solo founder constraint. Al covers technical execution P11 TEAM
but distribution, sales, and partnership development
require human capabilities the founder doesn't yet have.

MEDIUM BLIND SPOT  Procurement category doesn't exist. ‘Al ESG P3_NTH, P8_ACQ
compliance intelligence' is not a line item in any mid-
market manufacturer's budget. Selling requires category
creation, not just product sales.
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Green Flags

Level

3-Strong

3-Strong

2-
Promising

2-
Promising

2-
Promising

1-Noted

Flag

% Working product producing output that three
pilot manufacturers independently describe as
better than Big Four deliverables. Technology risk
largely eliminated.

Regulatory tailwind: CSRD mandates are creating
forced demand. This isn't discretionary —
manufacturers above the threshold must comply.
Timeline is fixed and accelerating.

% Al-Native Builder: solo founder built entire
platform using Al as development team in under 3
months. Output equivalent to 3-5 person
engineering team. Structural cost advantage.

60-80% time savings validated by three
independent pilots. Quantified pain with specific
metrics, not generic claims.

Founder experienced the problem firsthand for six
years. Didn't read about it — lived it. Domain
expertise is embodied, not researched.

Continuous monitoring model (not annual report) is
a genuine reframe that changes the value
proposition from 'cheaper audit' to ‘ongoing
compliance confidence.'

Category
P4 _ADV

P5_NOW

P11 TEAM

P2_PAIN

P6_UNF

P7_MON
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P5_NOW

P11 TEAM

P2_PAIN

P6_UNF

P7_MON



SECTION 6

Evidence Quality

The reliability of the value growth picture depends on evidence quality. A pillar scoring 80% at E1 is a
confident guess — not validated value. Only E3+ evidence (external validation) converts a score into a
reliable value signal. Currently 5 of 16 dimensions are at E3+, averaging E2.6. 21 evidence items were
verified by the mentor, 37 are missing. More evidence is missing than verified — the value growth picture
may be significantly different from reality. Assessment confidence averages 71% — conclusions are well-
supported.

SECTION VERDICT
Evidence: E2.6 average, 5/16 at E3+. Confidence: 71%. 3 evidence discovery tasks identified.

Evidence Quality by Pillar

Pillar Leve Verifie Stated Inferre Missin Notes
I d d g

P1_CUST: Why E3 3 2 1 2 3 pilot customers validated. ICP clear.

Them? No cold validation.

P2_PAIN: Why E4 3 0 0 1 60-80% time savings confirmed by 3

Worth Solving? independent pilots.

P3_NTH: Why E4 3 0 0 4 Usage validated (E4). Payment

Need-to-Have? untested (E1). Split evidence.

P4_ADV: Why E3 2 2 1 1 Pilots confirm superiority. Competitor

Better? response not tested.

P5_NOW: Why E3 2 1 0 1 CSRD mandate verified. Mid-market

Now? timing confirmed.

P6_UNF: Why E4 3 1 0 1 Domain expertise demonstrated in

You? product. Commercial gap
acknowledged.

P7_MON: How E1 0 2 1 5 Model described. No buyer has seen

Monetise? a price.

P8_ACQ: How E2 0 1 1 6 Network-originated pilots. No tested

Acquire? channel.

P9_VSN: Why E2 0 2 2 2 Vision coherent and guides product

This Future? decisions. Not externally validated.

P10 STGY: How E2 0 2 2 2 Transfer logic articulated. Not tested

Win? across borders.

P11 TEAM: E2 1 1 1 3 Solo founder with Al development

Who Else? capability. Commercial gaps
acknowledged.

P12_MOAT: E2 1 1 2 2 Data accumulation moat emerging

Why Durable? from pilot usage.

P13 RSK: What E2 1 2 1 2 Risks identified but mitigation plans

Breaks?

© 2026 Monroe B.V. All rights reserved.

are assumptions.



P14 _CAP: What E2 1
Capital?

P15_FLY: What E2 1
Compounds?

P16_OPT: What E1 0
Else?

Assessment Confidence

1 1 Bootstrap strategy viable. Capital
needs increase when sales motion
requires hiring.

2 2 Data flywheel concept validated by
pilot data accumulation.

2 2 Three optionality tiers identified. None
tested.

High confidence: Technology validation; Pain validation. Low confidence: Commercial viability — these

may change with more evidence.

Assessment

Technology validation

Pain validation
Commercial viability

Deal signal

Evidence Discovery Tasks

Confiden
ce

90%
85%

40%

70%

Reason

Working product with 3 independent pilot confirmations.

Regulatory mandate + quantified time savings + multiple
confirmations.

Zero pricing conversations. Zero payment evidence. Category
doesn't exist as procurement item.

Document review only. Live session could change signal
significantly based on coachability.

3 evidence discovery tasks identified, targeting P3_NTH, P7_MON, P8_ACQ, P10_STGY, P16_OPT.
Each task is designed to upgrade evidence quality from the current level to a specific target, with
contingency plans if the founder is blocked or results are negative.

Silence or deflection is also data.
Evidence Target: E1 - E3

Contingency Paths

time?

Priority 1: Name the Price
Pillar: P3_NTH, P7_MON | Deadline: 1 week

Task: Call the most engaged pilot manufacturer. Name a specific price (€30K/year). Watch the reaction. Don't
negotiate — observe. The reaction is the data.

Success Criteria: A clear reaction: yes, no, or 'at what price would you consider it." Any of these is useful.

If blocked: Email the price if calling feels too high-stakes. Written reaction is still data. - Diagnostic: If unable to name a price
after 1 week, the avoidance itself is diagnostic.
If negative: Threshold: Flat rejection at €30K/year — Price may be wrong, not the product. Test at €15K or usage-based. -
Next: Pivot to usage-based or per-report pricing model

If ambiguous: Cut: Split by company size: €50M-€200M vs €200M-€500M - Tiebreaker: Which segment shows faster reaction
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Priority 2: Budget Owner Identification

Pillar: P8_ACQ | Deadline: 2 weeks

Task: For each pilot, identify who has budget authority for compliance tools. Is it the CFO, the sustainability
officer, or someone else? Map the procurement path.

Success Criteria: Named budget owner at 2 of 3 pilots. Understanding of whether this comes from compliance
budget, IT budget, or requires a new line item.

Evidence Target: E2 - E3

Contingency Paths

If blocked: Ask the pilot contact directly: 'If you wanted to buy this, who would you need to convince?' - Diagnostic: If the
contact doesn't know who has budget, the procurement path is undefined.

If negative: Threshold: No clear budget owner at any pilot — Category creation challenge confirmed — no existing budget line
means the sale is harder. - Next: Test whether attaching to existing compliance or IT budget is viable.

If ambiguous: Cut: Compare procurement paths across the 3 pilots - Tiebreaker: The shortest path to a signed purchase
order.

Priority 3: German Manufacturer Conversation

Pillar: P10_STGY, P16_OPT | Deadline: 3 weeks

Task: Find one German mid-market manufacturer facing CSRD. Have a 30-minute conversation about their
compliance approach. Test whether the Dutch expertise transfers.

Success Criteria: Confirmation that CSRD requirements are similar enough that ClearTrace could serve German
manufacturers with minor adaptation.

Evidence Target: E1 - E3

Contingency Paths

If blocked: Desktop research on German CSRD implementation differences. Less valuable than a conversation but still data. -
Diagnostic: If unable to find a German contact, the distribution challenge for geographic expansion is confirmed.

If negative: Threshold: German CSRD implementation is fundamentally different from Dutch . Geographic expansion
requires per-country adaptation, not a simple rollout. - Next: Focus on deepening Dutch beachhead before expanding.

If ambiguous: Cut: Compare by industry sub-sector within manufacturing - Tiebreaker: Which sub-sector has the most
regulatory urgency?
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Glossary

Every term, scale, and classification used in this assessment.

Assessment Confidence

85%+ strong evidence, unlikely to change | 70-84% good evidence, may refine | 50-69% moderate, treat with
caution | <50% limited evidence, preliminary

Assumption Status

Validated — evidence confirms it | Testing — being validated | Untested — not yet validated | Risky — evidence
suggests it may be wrong

Business Model

B2B (business buyers) | B2C (consumers) | B2B2C (consumers via business partners) | Marketplace (connecting
buyers and sellers)

Category Creation Modifier

Triggered when P6_UNF = 55 and P9_VSN = 35 with two+ constraining pillars below 40 at E1/E2. Distinguishes
founders whose low evidence reflects market immaturity (the market doesn’t exist yet) from those who simply haven't
done the work. Three outcomes: Market Maturity Constrained (scores accurate, interpretation needs context) |
Premature Category Claim (gaps are real, not market effects) | Validated Category Creator (market reorganising
around founder’s framing). Does not change scores — adds a diagnostic layer.

Coachability

How a founder responds to challenge and new information. HIGH (70%+) | MEDIUM (40-69%) | LOW (<40%). One
of the strongest predictors of startup success.

Coaching Style

Socratic (questions to reveal gaps) | Challenging (direct pushback on claims) | Supportive (validating progress) |
Reframing (offering alternative perspectives) | Direct (stating conclusions) | Mirroring (reflecting founder’s words
back) | Curious Skepticism (probing without dismissing). Style adapts to founder response.

Composite Profile (A-F)

A: Builder-First (technical) | B: Market-First (sales/vision) | C: Insider-Assumption (domain insider) | D:
Distribution-First (creator/audience) | E: Learning-Mode (first-time) | F: Structural-Constraint (later-career/solo).
Derived from 22 archetypes.

Composite Score

Business Viability — market + product + model | Founder Quality — execution + coachability + awareness |
Evidence Quality — strength of supporting data. Each scored 0-100.

Deal Signal

STRONG INTEREST — exceptional opportunity | INTERESTED — solid, worth pursuing | WATCH — potential,
significant unknowns | TOO EARLY — insufficient data | PASS — fundamental issues

Deflection Pattern

When a founder consistently avoids a topic, redirects to comfortable ground, or gives non-answers. Tracked by topic,
method, and whether it was resolved during the session. Persistent deflection across sessions escalates to a red flag.

© 2026 Monroe B.V. All rights reserved.



Dependency Layer (L0-L3)

Pillars build on each other. LO (Foundation: P1_CUST, P5_NOW, P6_UNF) has no dependencies. L5 (Business
Model: P7_MON, P8_ACQ) depends on LO-L2. Blocked = dependencies incomplete | Weak/Partial/Strong = level
in progress

Evidence Categories (Audit)

Verified — mentor saw direct evidence | Stated — founder claimed, no proof shown | — deduced from
context | Missing — key evidence that should exist but doesn’t

Evidence Discovery Task (ED)

A structured task identified between sessions. Framed as investigation, not compliance: “what did you discover?” not
“did you complete your homework?” Completion scale: ED-1 not done | ED-2 partially done | ED-3 completed, low-
quality evidence | ED-4 completed, partial evidence | ED-5 completed, full evidence discovery. Parallels the E1-E5
evidence scale.

Evidence Level (E1-E5)

How well-supported a claim is. A high score at a low evidence level means the claim looks good but has not been
proven. E1: Assumption — founder believes it, no external validation. E2: Anecdotal — people in founder’s network
confirm it, prone to selection bias. E3: Qualitative — structured interviews with strangers matching the target
customer. E4: Behavioural — target customers have taken concrete action (waitlist, LOI, beta usage). E5:
Transactional — actual revenue, customers have paid.

Flag Trajectory

BLIND SPOT - - PLANNED - RESOLVING - RESOLVED. Tracks the founder’s relationship to the flag,
not the flag’s severity.

Founder Potential

A composite score (0-100) measuring raw founder material independent of business validation. Components:
coachability (30%), green flag quality (25%), founder-market fit P6_UNF (20%), self-awareness trajectory (15%),
action orientation (10%). Shown as HIGH (65+) or (40-64) modifier on WATCH and TOO EARLY signals.

Gate Basis

Why a gate received its result. Examples: partial_validation (some evidence, gaps remain) | evidence_ceiling
(scores strong, evidence limits the gate) | mixed_evidence (conflicting signals) | foundational (core assumptions
untested)

Green Flag

A positive signal tracked with the same rigour as red flags. Levels: 1-Noted | | 3-Strong (validated,
multiple data points) | 4-Exceptional (rare, investor-grade). Surprising-for-profile marks flags that contradict the
expected pattern for this founder type.

GTM
Go-to-market. The strategy for reaching and acquiring customers.

ICP
Ideal Customer Profile. The specific description of the target customer — industry, size, role, geography, problem.

LOI
Letter of Intent. A non-binding expression of interest from a potential customer. E4 evidence.
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P12 MOAT-P16_OPT: Advanced Pillars

P12_MOAT: Why Durable? (moat) | P13_RSK: What Breaks? (risk) | P14_CAP: What Capital? (funding) | P15_FLY:
What Compounds? (flywheel) | P16_OPT: What Else? (optionality). Activate at later stages.

P1_CUST-P11_TEAM: Core Pillars

P1_CUST: Why Them? (customer) | P2_PAIN: Why Worth Solving? (pain) | P3_NTH: Why Need-to-Have? (need-to-
have) | P4_ADV: Why Better? (advantage) | P5_NOW: Why Now? (timing) | P6_UNF: Why You? (unfair advantage) |
P7_MON: How Monetise? (revenue) | P8_ACQ: How Acquire? (distribution) | P9_VSN: Why This Future? (vision) |
P10_STGY: How Win? (strategy) | P11_TEAM: Who Else? (team)

Persistent Avoidance

An evidence discovery task or topic avoided across multiple consecutive sessions. Triggers escalating intervention:
gentle reminder - direct naming — agenda takeover. The avoidance pattern itself is diagnostic — what a founder
avoids reveals what they fear.

Pillar (P1_CUST-P16_OPT)

One of sixteen dimensions used to evaluate a startup. P1_CUST-P11_TEAM are Core Pillars (product-market fit and
organisation). P12_MOAT-P16_OPT are Advanced Pillars (durability and scale). Each has a score (0-100) and an
evidence level (E1-E5).

Pillar Priority
FOCUS — critical, address now | — important, address soon | DEFER — not yet relevant

Pillar Score (0-100)

A quantified assessment of how well a startup performs on a specific dimension. Scores are anchored to observable
rubrics with concrete band descriptions — two mentors assessing the same founder should land within 10 points of
each other. The curve is non-linear: the first real evidence (moving from 10 to 35) represents a harder threshold than
incremental improvement at the top (70 to 90). Crucially, the score must be read alongside the evidence level: a
score of 80 at E1 (assumption) carries far less weight than a score of 60 at E4 (behavioural evidence). Scores are not
grades — a low score at an early stage is expected and indicates where to focus, not that the startup is failing.

Pillar Status

Critical Gap — zero or near-zero progress | — below threshold | Partial — some evidence, gaps remain |
Good — solid evidence | Not Addressed — deferred (may be appropriate)

Pivot Signal

An indicator that the current business model may need fundamental change. Count and severity tracked per session.
High severity with multiple signals suggests the model is structurally broken, not just underperforming.

Readiness Gate (Gate 1-6)

A checkpoint a startup must pass before progressing. Evaluates a cluster of pillars. Results: STRONG |
WEAK. A high score at E1 evidence cannot pass — confidence is not validation.

Red Flag

A gap, risk, or concern. Severity: CRITICAL (must address before progressing) | (address this session) |
MEDIUM (next session) | LOW (noted, not blocking)

Risk Likelihood

High — likely to occur based on evidence | — plausible, depends on external factors | Low — possible but
unlikely given current trajectory
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Risk Mitigability
Yes — founder can take specific actions to reduce | — some mitigation possible, structural component
remains | No — external or structural, founder cannot control

Scoring Band (Rubric Anchor)

Each pillar has 8-10 observable scoring bands describing what's visible at each score range. Example for P1_CUST:
0-3 = no customer definition; 20—-30 = segment validated by contact; 50-65 = beachhead converting with irreversible
action. The band shown alongside a FOCUS pillar is the anchor the score was calibrated against. Bands are
clustered in the 10-50 range where most early-stage founders live and where the most useful discrimination
happens.

Self-Awareness Gap

The difference between a founder’s implied self-assessment and the mentor’s assessment on a pillar. Aligned |
| Major overestimation | Underestimation

Session Pivot

A fundamental change in business model or thesis during a session. The pivot summary captures what broke, what
was preserved, the old and new thesis, and what must be validated in the new direction.

Startup Stage

Idea (concept only) -~ Prototype (MVP, testing) —» Early Customers (paying, validating unit economics) —
Product-Market Fit (retention, path to scale)

Tailwind | Headwind

External forces affecting the startup. Strength: Strong | | Weak. Tailwinds favour the startup; headwinds
work against it.

Tarpit

A business category with a pattern of structural failure. Over 500 patterns across 16 categories. A tarpit match with
weak differentiation blocks Gate 1. Override signals (proprietary data, existing revenue, deep workflow integration)
can clear the flag.

Threat Level (Competition)

High — direct competitor with traction or resources | — partial overlap or emerging threat | Low —
tangential, weak, or complementary

Timing Score
FAVORABLE — market conditions support this venture now | — no strong signal either way |
CHALLENGING — headwinds outweigh tailwinds

Value Gap

The distance between a pillar’s current state and what the next gate requires. Combines score gap (current vs 60
threshold) and evidence gap (current level vs E3 minimum). Evidence gaps are weighted higher than score gaps
because a high score at low evidence is unreliable. The “What Closes It” column links each gap to a specific
evidence discovery task where one exists.

Watch Iltem

An external factor or upcoming event that could change the assessment but is outside the founder’s direct control.
Unlike red flags (current issues to fix), watch items are things to monitor. If a watch item materializes negatively, it
may create a new red flag or trigger a pivot signal.
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Wellbeing Protocol

Activated when the mentor detects signs of founder distress, burnout, or crisis. Session pivots from assessment to
support. Severity: possible | probable | confirmed. Session viability may be reduced or paused.

WTP
Willingness to pay. Stated WTP is E3 at best. Demonstrated WTP (actual payment) is E5.
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SECTION APPENDIX
Session Metadata

Session ID

Date

Duration
Framework Version

Report Generated

Deal Signal
Founder Potential
Stage

Model

Archetype
Coachability
Self-Awareness
Timing

Red Flags

Green Flags

Pivot Signals

This assessment was generated by The Startup Mentor™, an Al-powered structured mentoring system for startup value growth
assessment. It reflects information reviewed during a structured assessment session and should be considered alongside other due
diligence. The Executive Assessment presents findings in plain language. The Detailed Assessment provides dimension-level
scoring, evidence grading, and the full valuation calculation. All terms are defined in the Glossary. © 2026 Monroe B.V. Confidential

and proprietary.

cleartrace-showcase-001
2026-03-11

90 minutes

v11.7
2026-03-13T07:41:36.946Z

WATCH — HIGH POTENTIAL
HIGH (68/100)

Validation

B2B SaaS

insider, technical_domain, solo

0% (NOT ASSESSED)

NOT ASSESSED — Not assessed — document review only

FAVORABLE

6 identified (2 blind spot, 4 seen, 0 planned)

6 identified

1 (Low)
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