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EXECUTIVE SUMMARY

Executive Summary

Copcen has achieved strong initial product-market fit but is critically constrained by a 4.5% monthly churn rate
and compounding technical debt that suppresses its valuation.

° Monthly recurring revenue has severely plateaued at $320,000.
° The Chief Executive Officer is trapped in tactical product operations, starving commercial growth.

° The current valuation multiple is penalised at 4.0x ARR, risking severe Series B dilution.

Execute a strict 45-day feature freeze to resolve technical debt and forcefully transition the CEO to commercial
leadership.
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Business Overview

Current position, financial health, and competitive context




BUSINESS SNAPSHOT

Key Performance Indicators
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Annual Revenue

$3.84M

EEF % YOY

Monthly Cash Burn
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Gross Margin

63.3%

ARR Multiple

4.0x

Below 8.0x peer
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Gross Monthly Churn

4.5%

Critical
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Net Revenue
Retention
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Declining



BUSINESS OVERVIEW

Business Snapshot

Key Strengths

Reached $3.84M annualised revenue with
37.8% YoY growth

Exceptional 63.3% gross margin profile
demonstrating scalability

Successfully validated 1 to 50 employee SME
niche market

Institutional-grade security with SOC 2 and ISOC
compliance

Proprietary Al-driven receipt approval
achieving 97% accuracy

Solid $1.57M canonical cash reserve providing

nnearatinnal rimaay
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Key Challenges

Monthly recurring revenue severely plateaued
at $320,000

Critical 4.5% gross monthly churn rate eroding
acquisition
Technical debt crisis causing 133% bug

backlog growth

Executive bottleneck with CEO entangled in
tactical operations

Lack of single-source-of-truth CRM pipeline
visibility

Suppressed 4.0x valuation multiple risking

Seriea R diliitionn




FINANCIAL ANALYSIS

Financial Position

Annual Revenue

Net Margin

ARR Valuation Multiple

Target: $11.82M

Target: 3.0%

Target: 8.0x

Gross Margin

Monthly Cash Burn

Target: 65.0%

Target: $0




Strateqgic Analysis

Current position, financial health, and competitive context



BEERP DIVE

Root Cause Analysis

Compounding technical debt breaking integration architecture “ritical

Xero API failures and 133% bug backlog growth

Leaky bucket fundamentally negating customer acquisition

4.5% gross monthly churn eroding $14,400 MRR monthly

Executive bottleneck in tactical product management

CEO trapped in daily scrums, starving the commercial engine

Conflicting pipeline data and unreliable forecasting

Internal reporting discrepancies of 45 versus 55 leads




MARKET POSITICN

Competitive Landscape

COMPETITOR

Airwallex

Weel (DiviPay)

Cape

Traditional
Banks

STRENGTH

Global scale and multi-currency dominance

Direct SME focus and robust spend management
workflows

Zero-FX fees and modern corporate credit card

positioning

Massive balance sheets and established institutional

trust

WEAKNESS

Less tailored user experience for the 1-50 employee SME
segment

Lacks advanced proprietary Al receipt categorisation accuracy

Narrower feature set compared to true all-in-one financial

platforms

Antiguated interfaces and exceptionally slow product innovation
cycles

THREAT
LEVEL




Scenarios & Options

Current position, financial health, and competitive context



FORWARD-LOOKING ANALYSIS

Scenario Analysis

Base Case
(P50)

Probability: 50%

Moderate execution pacing.
45-day technical sprint
succeeds, CEO pivots to
commercial leadership.
Revenue hits $11.82M by Year
3!

$11.82M Y3
Revenue
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Growth Case
(P25)

Accelerated execution.
Aggressive scaling post-
Series B with marketing scale-
up. High execution risk.

$17.37M Y3
Revenue

Downside Case
(P25)

Probability: 25%

Strategy-Conservative.
Technical debt chokes delivery
and churn accelerates. Flat
MRR persists.

$7.63M Y3
Revenue



ANALYSIS

Scenario Insights

Key Insight
The $4.19M revenue gap between base and downside scenarios is dictated entirely by resolving the 4.5%

churn crisis

Monte Carlo simulations across 50,000 iterations definitively prove that continuing the status quo leads to
cash depletion by Month 24. A moderate execution pace perfectly balances technical remediation with

commercial scale, securing the 8.0x ARR multiple necessary for institutional funding.

Recommended Path: Adopt the Moderate Pace trajectory, initiating an immediate 45-day feature freeze to

repair product stability.
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Strategic Options

Current position, financial health, and competitive context




STRATEGIC CHOICES

Strateqgic Options

Option A: Status Quo
(Do Nothing)

Maintain current operational cadence
with parallel feature development and
organic marketing

Pros

+ No immediate
operational
disruption

+ Maintains current
engineering

Comprehensive

Cons

- Guaranteed capital
exhaustion

- Permanent
valuation multiple
penalty

Option B: Foundational
Scaling (Moderate)

Execute a 90-day technical debt sprint
before funding robust accounting

partner channels

Pros

+ Repairs unit
economics

+ Secures Series B
readiness

+ Protects cash
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Cons

- Short-term MRR
plateau

- Requires difficult
CEO transition

Option C: Aggressive
Market Capture
(Accelerated)

Simultaneously rebuild technology and
rapidly scale marketing expenditure

Pros

+ Maximum
theoretical upside
+ Rapid market
share acquisition

Cons

- Extreme execution
risk

- Likely catastrophic
infrastructure failure



DECISION MATRIX

Option Comparison

CRITERIA STATUS QUO FOUNDATIONAL SCALING AGGRESSIVE MARKET CAPTURE
Capital Efficiency 1 5 2
Speed to Value 2 4 5
Strategic Alignment 1 =5 3
Risk Level 1 4 1
Long-term Upside 2 4 5

Recommended: Foundational Scaling (Moderate) provides the optimal risk-adjusted path to Series B readiness.




Implementation

Current position, financial health, and competitive context



Transformation Roadmap

MO Me M12

Phase 1: Stabilisation &

Month 1-3
Phase 2: Go-To-Market
Activation

Phase 3: Scaled

Month 6-92

Phase 4: Series B

Month ©-12

@ critical Path Active @ Planned
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EXECUTION PLAN

Implementation Priorities

;  Technical Debt Sprint

Enact 45-day feature freeze to stabilise Xero integration

Timeline: Month 1-2  Owner: CTO

> Churn Autopsy & Retention +$364K Y5 EV
Establish exit interviews and proactive health scoring Impact

Timeline: Month 1-3  Owner: Customer Success

3 CEO Commercial Pivot

Extract CEO from product scrums to drive market growth

Timeline: Month 1-3  Owner: CEO

2 Accounting Partner Channel +20 leads/month
Build co-selling distribution network for scale Impact

Timeline: Month 4-9  Owner: CEO
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RESOQURCE ALLOCATION

Investment Requirements

TECHNICAL & RETENTION

$180,000

Customer success tooling, external coaching, retention incentives

CHANNEL DEVELOPMENT

$45,000

Accounting partner marketing, events, and revenue-share setup

Total Investment Required

@]
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OPERATIONS & TALENT

$144,000

Operations Manager hire to unblock executive bandwidth

DIGITAL INFRASTRUCTURE

$81,000

CRM standardisation, marketing automation platform

$450,000



FINANCIAL IMPACT

ROl Projection

INVESTMENT VALUE UPLIFT ROI
Retention Taskforce
$15K
Highest leverage initiative
Technical Debt Sprint $0
Funded via resource reallocation
Accounting Partner Channel
g $45K
Highly scalable one-to-many model
Operations Manager Hire
P N $144K

Mandatory for Series B readiness




Valuation & Risk

Current position, financial health, and competitive context




BUSINESS VALUATION

Valuation Summary
.

CURRENT STATE TARGET STATE

$22.14M $36.46M

4.0x ARR 8.0x ARR

Series B readiness threshold

Suppressed by high gross churn

VALUATION GAP

! $14.32M

Key Driver: Halting the 4.5% gross churn and repairing Net Revenue Retention

Current multiple heavily penalised by 4.5% gross churn and 18% sprint velocity decline

Moderate execution trajectory recovers $925K in immediate net value over the status quo

Al-enabled operational features already successfully command a +0.25x structural premium
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RISK ASSESSMENT

Key Risks & Mitigations

y

Platform |n5tabi|ity Likelihood: High Impact: High

Mitigation: Enforce 45-day strict feature freeze
and execute comprehensive Xero API refactoring

[_iquidity Exhaustion Likelihood: Medium Impact: High

Mitigation: Execute Moderate velocity pacing to
protect the remaining 18-month cash runway
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Key Person Likelihood: High Impact: High

Dependency

Mitigation: Hire Operations Manager and
mandate formal CEO role transition to commercial
growth

Competitor Likelihood: Medium Impact: Medium

Advancement

Mitigation: Ring-fence 20% engineering capacity
post-freeze for Al autonomous agent prototyping



THE CONTRARIAN

Devil's Advocate: What Could Go Wrong?

Critical challenges and risks that demand attention

p

EXECUTION BANDWIDTH

The 20-person team lacks the middle-
management layer to execute technical repair and
market expansion concurrently

FOUNDER RESISTANCE

The CEO's deep affinity for product development
may organically undermine the required
commercial pivot

\

FEATURE FREEZE BACKLASH

Pausing product updates for 45 days may
alienate early adopters expecting rapid Al
innovation

MARKET SATURATION

Attempting to build accountant partnerships
requires dedicated co-selling infrastructure that
Copcen currently lacks

These risks are real and require proactive mitigation, not dismissal.



THE RESPONSE

Our Response

Strategic responses and mitigation plans

Execution Bandwidth

Hire an Operations Manager to absorb tactical load and enforce strict delegation protocols

Mitigation: Allocate budget for immediate executive search

Founder Resistance

Institute formal founder role contracts with external coaching and accountability

Mitigation: Implement mandatory 90-day role reset agreements

Feature Freeze Backlash

Transparent client communication framing the sprint as a commitment to enterprise reliability

Mitigation: Customer Success team proactively briefs all active accounts
Overall Assessment: The execution risks are substantial but strictly addressable through forced executive delegation and rigorous cperational cadence.
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Fill the Factory. Fix the Margin.

The path forward is clear

Foundational Scaling Execution

+$364K Year 5 Enterprise Value contribution

IMMEDIATE ACTIONS
o Mandate strict 90-day feature freeze across all product squads
e Launch Churn Autopsy taskforce to interview departed clients

e Begin Operations Manager executive search immediately

Standardise CRM pipeline telemetry to eliminate data discrepancies

Now prove it can scale profitably.

The bt

Design accountant referral ecosystem for Month 4 deployment
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