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PART 1

Executive Diagnostic Report
Identify the operating constraint, risk position, leadership alignment pattern,
cross-domain risk, and value exposure. This section answers what is happening
in the business, why it matters, and where leadership should focus first.

This section will:
Use Part 1 to align the leadership team on the operating condition before
debating solutions.

Read Section A for the executive storyline, immediate decisions, and the 90-day
operating mandate.

Read Section B for the diagnostic detail that explains how the constraint is
spreading across the operating system.

Do not move into implementation design until leadership agrees on the operating
condition described here.
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A1. How to Read This Report

This report is designed to move leadership from diagnosis to disciplined correction. The first pages clarify the operating condition. The middle
sections explain how the constraint is spreading and what it is costing. The implementation package gives the team the operating tools needed to
hold the next 90 days.

Use the diagnostic sections to understand where constraint pressure is concentrated and how it is spreading across the operating system.

Use the recovery architecture sections to decide what leadership must correct first, what cadence must exist, and what governance rules must
tighten.

Use the implementation package as the working kit for the next 90 days, including the KPI pack, backlog, action plan, meeting package, and
operating artifacts.

Do not treat the report as a static assessment. It should be used as an active leadership guide for decisions, follow-through, and exception
management.

EXECUTIVE TAKEAWAY

WHAT THIS REPORT IS AND WHAT IT IS NOT

This is not a generic assessment summary or a project-management workbook. It is an executive recovery package meant to improve
decision quality, visibility, cadence discipline, and accountability over the next 90 days. Every recovery action must be paired with a subtraction
decision so the blueprint becomes a control system instead of additional overhead.
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EXECUTIVE SUMMARY

A2.Executive Summary

SCORE
3.5

RISK POSITION
Strained

OPERATING LEVEL
Bishop Level:
Strategic Alignment

PRIMARY
CONSTRAINT
Technology

SECONDARY
CONSTRAINT
Transformation

COHORT
CONFIDENCE
High Confidence

Executive Narrative

The main issue does not appear to be customer demand or market interest. What leadership should understand immediately is that the
business is no longer dealing with an isolated performance issue inside one domain. The operating condition now points to a recovery
problem that is centered in technology and reinforced by pressure in transformation. Leaders are relying too heavily on manual updates
to understand where work is blocked, aging, or slipping.

Leaders are relying too heavily on manual updates to understand where work is blocked, aging, or slipping. manual reporting, delayed
visibility, system disconnects, and workaround burden are not isolated to one area. The same pressure is now reinforcing risk in
adjacent operating lanes in transformation, which is requiring extra management intervention to keep work connected. Leadership time
is being consumed by Manual reporting, delayed visibility, system disconnects, and workaround burden are forcing leadership to
manage through informal coordination instead of a reliable operating system. Leadership time is being consumed by Initiative overload,
adoption gaps, sequencing conflicts, and stakeholder fatigue are forcing leaders to manage through extra coordination instead of a
stable operating rhythm.

In practical terms, that means the business is generally absorbing hidden delay, repeated coordination work, decision drag, and more
management intervention than the current structure should require. Manual reporting, delayed visibility, system disconnects, and
workaround burden are not isolated to one area. The same pressure is now reinforcing risk in adjacent operating lanes in
transformation, which is requiring extra management intervention to keep work connected. Written evidence and score patterns both
suggest that leadership time is being consumed by reconnecting work that should already be governed through cadence, ownership,
and visibility that should already be moving through a stable operating rhythm.

The financial issue is not limited to one modeled exposure range. It is more generally appearing through slower decision cycles,
repeated exception handling, labor consumed by informal workarounds, and reduced confidence in which work is actually on track.
When technology is unstable, cost does not show up only as one large event. It leaks through missed commitments, repeated follow-up,
margin pressure, and leadership time spent reconstructing basic operating facts instead of governing the business. Customer remains
comparatively stronger, but that strength should be used to support the correction rather than justify more activity.

EXECUTIVE TAKEAWAY

WHAT LEADERSHIP SHOULD INTERNALIZE IMMEDIATELY

The immediate requirement is not additional initiative volume. The organization needs a controlled recovery sequence that stabilizes
technology, restores cleaner decision discipline, and moves improvement work through a smaller set of enforceable operating rules. The
recommended next step is a 90-day Executive Advisory Retainer to support implementation discipline, operating cadence, blocker review, and
leadership decision support.
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Executive Narrative Continued

The business is still functioning, but too much of the current result depends on leaders compensating for weak operating discipline with
personal intervention, informal coordination, and repeated clarification. That can hold for a period of time, but it will not reliably support
scale, faster change, or cleaner economics.

The first 30 days should focus on stabilization rather than expansion. Leadership should start by protecting system visibility and fix
reporting gaps slowing decisions. Narrow the active agenda, make ownership unambiguous, and establish one weekly operating review
with one KPI pack, one blocker log, and one decision path. The purpose of that first month is not to solve every issue. It is to prove that
the business can govern current work through structure instead of memory, heroics, or fragmented updates.

What must not happen next is equally important. Leadership should not add work the current cadence cannot govern, reopen decisions
without new evidence, or treat informal rescue behavior as proof that the operating model is still acceptable. Do not add more active
work before the first correction is visible in the operating rhythm. If management continues absorbing the same exceptions manually, the
business may appear busy while becoming less controlled.

The recommended next step is to use this blueprint as a working operating package for the next 90 days, beginning with the immediate
recovery sequence, the decision-rights reset, the KPI visibility model, and the implementation backlog. The recommended next step is a
90-day Executive Advisory Retainer to support implementation discipline, operating cadence, blocker review, and leadership decision
support. The goal is not only to understand what is wrong. It is to build a recovery system that leadership can use every week until
execution stability, cleaner decision quality, and stronger accountability are visible in the business again.

DIAGNOSTIC EVIDENCE SUPPORTING THIS READ

Transformation score

3.0
Technology score

3.0
Operations strength

3.5
Participation

10 participants, validated
diagnostic signal

Participant input supports a consistent read: the primary issue is not organizational effort, but the ability to sequence change, protect
visibility, and hold ownership through a repeatable operating cadence around technology.

MOST IMMEDIATE RISK

Manual reporting and delayed visibility may continue increasing
coordination strain and delaying consistent execution.

WHY IT MATTERS

Technology constraints will continue to absorb leadership attention
without resolving the underlying operating pattern.

TRIGGER TO WATCH

The same blockers appear in two consecutive reviews.

FIRST LEADERSHIP MOVE

Freeze any new work that increases strain in technology until the active
priority list is reset.

ADVISOR OBSERVATION

WHAT AN EXPERIENCED OPERATOR WOULD INFER

The deeper issue is operating control. The concern is that Manual
reporting, delayed visibility, system disconnects, and workaround
burden are forcing leadership to manage through informal
coordination instead of a reliable operating system. Leadership
may not fully see how much day-to-day coordination is still being
held together informally until blocked work, ownership confusion, or
priority drift start showing up at the same time.
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MESSAGE FROM ERIN FELLA

Harbor & Ember Hospitality Group does not need more activity. It needs a recovery sequence the leadership team
can actually run with discipline, visible ownership, and a smaller number of protected priorities.

This diagnostic and recovery blueprint is designed to convert operating insight into control: clearer governance,
tighter cadence, reliable visibility, and decisions that move through one leadership system instead of informal rescue
behavior.

The work now is to protect visibility, narrow the active agenda, make ownership unambiguous, and strengthen the
operating system enough that progress no longer depends on manual intervention from leadership at every point of
stress.

Erin Fella
Founder, EDO Strategic Advisors LLC

30-DAY EXECUTIVE PRIORITY

WHAT LEADERSHIP SHOULD LOCK FIRST

Freeze any new work that increases strain in technology until the
active priority list is reset.

WHAT MUST NOT HAPPEN NEXT

HOW THE RECOVERY STARTS TO FAIL

Executives align in the reset meeting, then managers receive
different interpretations of what is actually protected.
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A3. Executive Snapshot

This page isolates the few indicators leadership should hold in view while the broader blueprint is being absorbed and applied.

WEIGHTED ENTERPRISE SCORE

3.47
RAW PARTICIPANT AVERAGE

3.36
CROSS-LEVEL VARIANCE

Moderate Cross-Level Variance

COHORT CONFIDENCE

High Confidence
RISK POSITION

Strained
PRIMARY CONSTRAINT

Technology

SECONDARY CONSTRAINT

Transformation
RELATIVE STRENGTH

Customer
MOST IMMEDIATE RISK

Manual reporting and delayed visibility
may continue increasing coordination
strain and delaying consistent execution.

30-DAY RECOVERY PRIORITY

Freeze any new work that increases strain
in technology until the active priority list
is reset.

90-DAY SUCCESS INDICATOR

Leadership sees the same execution,
capacity, and financial signals every
review cycle.

EDO ADVISORY TAKEAWAY

The immediate requirement is not
additional initiative volume. The
organization needs a controlled recovery
sequence that stabilizes technology,
restores cleaner decision discipline, and
moves improvement work through a
smaller set of enforceable operating
rules. The recommended next step is a
90-day Executive Advisory Retainer to
support implementation discipline,
operating cadence, blocker review, and
leadership decision support.

EXECUTIVE TAKEAWAY

WHAT LEADERSHIP SHOULD INTERNALIZE NOW

The immediate requirement is not additional initiative volume. The organization needs a controlled recovery sequence that stabilizes
technology, restores cleaner decision discipline, and moves improvement work through a smaller set of enforceable operating rules. The
recommended next step is a 90-day Executive Advisory Retainer to support implementation discipline, operating cadence, blocker review, and
leadership decision support.
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A4. Most Important Findings

The findings below are the signals that most clearly explain the current operating condition, the spread of constraint pressure, and the need for a
disciplined recovery sequence.

Finding 1
Leadership appears clearer on direction than the business is on
day-to-day execution. Priorities are still getting lost in ownership,
sequencing, or regular review. The same pattern is now visible
across Technology and Transformation, which is lengthening
cycle time and forcing more management intervention.

WHY IT MATTERS

Leaders are relying too heavily on manual updates to understand
where work is blocked, aging, or slipping. Manual reporting, delayed
visibility, system disconnects, and workaround burden are not isolated
to one area. The same pressure is now reinforcing risk in adjacent
operating lanes in transformation, which is requiring extra management
intervention to keep work connected.

LEADERSHIP IMPLICATION

Protect system visibility and fix reporting gaps slowing decisions.

FIRST ACTION

Freeze any new work that increases strain in technology until the
active priority list is reset.

Finding 2
The same breakdown is now showing up in strategy execution
gap, financial operational disconnect, and operational capacity
strain. Leadership needs to fix that pattern at the source instead
of continuing to absorb it through management intervention.

WHY IT MATTERS

That keeps management reacting late and relying on manual updates
instead of timely operating signals.

LEADERSHIP IMPLICATION

Protect system visibility and fix reporting gaps slowing decisions.

FIRST ACTION

Pause lower-value work that draws resources from active priorities.

Finding 3
Manual reporting and delayed visibility may continue increasing
coordination strain and delaying consistent execution.

WHY IT MATTERS

Technology constraints will continue to absorb leadership attention
without resolving the underlying operating pattern.

LEADERSHIP IMPLICATION

Slow change activity until adoption capacity and review discipline
stabilize.

FIRST ACTION

Assign one owner for each active priority, blocker, KPI exception, and
escalation in technology.

Finding 4
Limited system visibility is slowing decision speed and response
time.

WHY IT MATTERS

Creates hidden labor cost and slower decision cycles.

LEADERSHIP IMPLICATION

Protect system visibility and fix reporting gaps slowing decisions.

FIRST ACTION

Set blocker aging thresholds and escalation rules by lane.
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Finding 5
This improves visibility and gives leadership a more reliable
operating picture. That creates the control needed for
transformation readiness and adoption assessment to hold
instead of competing with unresolved issues in technology.

WHY IT MATTERS

The immediate requirement is not additional initiative volume. The
organization needs a controlled recovery sequence that stabilizes
technology, restores cleaner decision discipline, and moves
improvement work through a smaller set of enforceable operating
rules. The recommended next step is a 90-day Executive Advisory
Retainer to support implementation discipline, operating cadence,
blocker review, and leadership decision support.

LEADERSHIP IMPLICATION

Cleaner decisions and less coordination overhead.

FIRST ACTION

Start the weekly operating review with one KPI pack, one blocker list,
and one missed-commitment tracker.
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A5. Executive Advisory Interpretation

The deeper issue is operating control. The concern is that Manual reporting, delayed visibility, system disconnects, and workaround burden are
forcing leadership to manage through informal coordination instead of a reliable operating system. Leadership may not fully see how much day-
to-day coordination is still being held together informally until blocked work, ownership confusion, or priority drift start showing up at the same
time.

LEADERSHIP IMPLICATION

WHAT AN EXPERIENCED OPERATOR WOULD INFER

Harbor & Ember Hospitality Group should treat repeated escalation as evidence that the operating system is still carrying too much of the work
informally. The practical implication is that governance discipline and visibility quality matter more right now than additional initiative volume.
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A6. EDO Constraint Cascade Model

EDO PROPRIETARY FRAMEWORK

EDO Constraint Cascade Model

PRIMARY CONSTRAINT

Technology.
The pressure source leadership must
stabilize first.

→

SECONDARY CONSTRAINT

Transformation.
The adjacent system that is reinforcing the
drag.

→

EXECUTION EFFECT

Limited system visibility is slowing
decision speed and response time.
Where the operating model is failing to carry
the work cleanly.

FINANCIAL EFFECT

Creates hidden labor cost
and slower decision
cycles.
How the operating strain is
converting into delay, cost, or
leakage.

→

LEADERSHIP DECISION
REQUIRED

Protect system visibility
and fix reporting gaps
slowing decisions.
The choice leadership must
force through one operating
cadence.

EDO INTERPRETATION

HOW THE CONSTRAINT SPREADS

The practical implication is that the primary constraint is not staying isolated. It is spilling into execution reliability, management load,
and financial control, which is why the sequence of correction matters.
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A7. Decision Agenda for Leadership

The first leadership decisions should reduce ambiguity, narrow the active agenda, and make exception handling explicit. These are the decisions
that determine whether the recovery becomes governed or remains informal.

Decision 1
Protect system visibility and fix reporting gaps slowing
decisions.

Decision 2
Slow change activity until adoption capacity and review
discipline stabilize.

Decision 3
Set ownership, milestones, and escalation rules for priority work.
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A8. 90-Day Operating Mandate

By day 90, leadership should be able to demonstrate that the operating system is carrying more of the work through cadence, visibility, and
ownership rather than through manual escalation.

Mandate 1
One weekly operating review is running from a shared KPI pack,
a current blocker log, and a visible decision log.

Mandate 2
Priority volume is narrower, exception handling is explicit, and
executive overrides are no longer happening through side
conversations.

Mandate 3
Blocked work, aging initiatives, and missed commitments have
named owners, due dates, and escalation thresholds.

Mandate 4
Leadership reviews are separating operating exceptions from
strategic tradeoffs so the cadence is making decisions instead of
collecting updates.

Mandate 5
Leadership sees the same execution, capacity, and financial
signals every review cycle.

WHAT TO WATCH NEXT

HOW LEADERSHIP SHOULD USE THE 90-DAY MANDATE

Each item above should be translated into a named owner, one review cadence, and one proof point that can be checked every week. The
mandate should be treated as the operating scorecard for the correction.
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A9. SO WHAT / NOW WHAT

This page is the bridge between diagnosis and the recovery blueprint. Use Part 1 to align on the operating condition, then use Part 2 to assign
ownership, cadence, artifacts, and subtraction decisions.

SO WHAT

WHAT THIS CONDITION MEANS FOR THE BUSINESS

Manual reporting and delayed visibility may continue increasing coordination strain and delaying consistent execution. In a hospitality and
events environment, this usually shows up through private event coordination delays, catering readiness issues, floor, kitchen, and events
team handoff gaps, and manual reconciliation between systems.

NOW WHAT

WHAT LEADERSHIP SHOULD DO IN THE NEXT 30 DAYS

Freeze any new work that increases strain in technology until the active priority list is reset. The first operating move is to tighten booking,
staffing, purchasing, and event execution handoffs inside one shared review rhythm before adding more activity.

WHAT NOT TO DO

WHAT WILL MAKE THE PROBLEM WORSE

Executives align in the reset meeting, then managers receive different interpretations of what is actually protected. Do not respond by layering
in more private event volume, custom exceptions, or last-minute labor changes without a clearer handoff and escalation path.

DECISION REQUIRED

THE EXECUTIVE DECISION NEEDED NOW

Recommended Next Step. Leadership should confirm which event, catering, staffing, and guest recovery priorities remain protected and who
owns cross-functional issue closure.
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SECTION B

Diagnostic Analysis
The next sections explain what is happening, why the condition is reinforcing
itself, and where leadership should interpret the diagnostic with the greatest
seriousness.

This section will:
Define the current operating condition and where signal confidence is strongest.

Show how the primary constraint is spreading into adjacent domains.

Clarify what the diagnostic implies for leadership risk, visibility, and control.

Translate domain scores into practical management implications before the
recovery architecture begins.

EXECUTIVE DIAGNOSTIC REPORT
Prepared for Harbor & Ember Hospitality Group

Document ID: EDO-HAR-T3-EAB-0001
Date: May 7, 2026

© 2026 EDO Strategic Advisors LLC. All rights reserved. | Proprietary & Confidential | Advisory use only | Document ID: EDO-HAR-T3-
EAB-0001

Page 18 of
131



B1. Enterprise Operating Condition

EXECUTIVE TAKEAWAY

WHAT THIS SECTION SHOULD ANSWER

The objective here is to define the operating condition precisely enough that leadership stops debating symptoms and starts responding to the
actual control problem.

COMPANY Harbor & Ember Hospitality Group

INDUSTRY Hospitality & Events

REVENUE BAND $25M-$50M

EMPLOYEE COUNT 101-250

PARTICIPANT
INPUTS

10 total | Executive 3 | Manager 4 | Individual contributor 3

CONFIDENCE READ Validated Diagnostic Signal

REASON FOR
REVIEW

Growth in private events and catering is putting more coordination pressure on the business than the current operating rhythm can
absorb consistently.

The enterprise is currently operating at 3.5 and sits in a strained risk position.

Technology is the main condition leadership needs to stabilize before later improvements will hold.

Leaders are relying too heavily on manual updates to understand where work is blocked, aging, or slipping.

Customer signals appear strong enough to guide growth choices.

Participation is broad enough to support a firmer read on the operating pattern.

OPERATING IMPLICATION

WHY THIS CONDITION MATTERS IMMEDIATELY

The practical implication is that the business is carrying more coordination and review work informally than the current operating rhythm can
absorb cleanly.
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B2. Domain Scoring Analysis

This section preserves the core diagnostic read of the business. It shows where score concentration, signal confidence, and domain strain are
sitting before leadership moves into recovery design.

Weighted Score Gauge
Directional placement on the 1.0 to 5.0 operating scale.

1.0 2.0 3.0 4.0 5.0

WEIGHTED SCORE

3.5
RISK POSITION

Strained
OPERATING LEVEL

Bishop Level: Strategic Alignment

Domain Heatmap
High-level domain view showing where the strongest constraint concentration is sitting today.

Leadership 3.6

Leadership engagement appears strong enough to support sharper
decisions.

Strategy 3.6

Strategy is clear enough to guide tradeoffs.

Execution 3.2

Execution structure is vulnerable around ownership, milestones,
dependencies, or sustained follow-through.

Operations 3.5

Operations appear functional enough to support the business at its
current load.

Financial 3.7

Financial visibility appears strong enough to guide resource choices.

Organization 3.2

Role clarity, capability, or workforce capacity are not strong enough to
carry the current priority load.

Customer 4.1

This is currently one of the stronger areas supporting performance.

Technology 3.0

This remains the primary performance constraint that should be
addressed first.

Risk 3.4

Risk ownership, rules, controls, or continuity readiness need stronger
definition to protect performance.

Transformation 3.0

Transformation work is moving faster than stakeholder alignment,
ownership, review discipline, or adoption capacity can support.
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Enterprise Domain Radar
Relative domain strength and constraint concentration on the 1.0 to 5.0 scale.

Leadership

Strategy

Execution Flow

Operations

Financial

Organization

Customer

Technology

Risk

Transformation

1.0

2.0

3.0

4.0

5.0

DOMAIN SCORE CONFIDENCE SIGNAL DEPTH OPERATING READ

Leadership. 3.6. High. 50 participant responses reviewed across 5
diagnostic questions with high score
confidence.

Leadership engagement appears strong enough to support
sharper decisions.

Strategy. 3.6. High. 50 participant responses reviewed across 5
diagnostic questions with high score
confidence.

Strategy is clear enough to guide tradeoffs.

Execution. 3.2. High. 4 low signals, including 4 critical signals,
across 50 answered responses.

Execution structure is vulnerable around ownership,
milestones, dependencies, or sustained follow-through.

Operations. 3.5. High. 1 low signal, including 1 critical signal,
across 50 answered responses.

Operations appear functional enough to support the business
at its current load.

Financial. 3.7. High. 50 participant responses reviewed across 5
diagnostic questions with high score
confidence.

Financial visibility appears strong enough to guide resource
choices.

Organization. 3.2. High. 6 low signals, including 6 critical signals,
across 50 answered responses.

Role clarity, capability, or workforce capacity are not strong
enough to carry the current priority load.

Customer. 4.1. High. 50 participant responses reviewed across 5
diagnostic questions with high score
confidence.

This is currently one of the stronger areas supporting
performance.

Technology. 3.0. High. 6 low signals, including 6 critical signals,
across 50 answered responses.

This remains the primary performance constraint that should
be addressed first.

Risk. 3.4. High. 50 participant responses reviewed across 5
diagnostic questions with high score
confidence.

Risk ownership, rules, controls, or continuity readiness need
stronger definition to protect performance.

Transformation. 3.0. High. 8 low signals, including 8 critical signals,
across 50 answered responses.

Transformation work is moving faster than stakeholder
alignment, ownership, review discipline, or adoption capacity
can support.
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Deep domain observations

Leadership
3.6 | High

50 participant responses reviewed across 5
diagnostic questions with high score confidence.

OPERATING READ

Leadership engagement appears strong enough to support
sharper decisions.

WHAT THIS MEANS

Clearer executive direction gives the business a better chance of
holding the next correction.

LEADERSHIP IMPLICATION

Decision authority can still blur when several priorities compete at
once.

FINANCIAL OR EXECUTION IMPLICATION

Resulting in weaker leadership leverage and longer revenue and
margin cycle time.

REQUIRED MANAGEMENT RESPONSE

Use leadership meetings to settle tradeoffs quickly and enforce
them consistently.

Strategy
3.6 | High

50 participant responses reviewed across 5 diagnostic
questions with high score confidence.

OPERATING READ

Strategy is clear enough to guide tradeoffs.

WHAT THIS MEANS

A clearer priority set gives leaders a stronger basis for saying no
and concentrating resources.

LEADERSHIP IMPLICATION

The real test is whether leaders stop lower-value work when
tradeoffs get uncomfortable.

FINANCIAL OR EXECUTION IMPLICATION

Driving diluted investment concentration and lower throughput.

REQUIRED MANAGEMENT RESPONSE

Use the strategy to narrow active work, not just describe it.

Execution
3.2 | High

4 low signals, including 4 critical signals, across 50
answered responses.

OPERATING READ

Execution structure is vulnerable around ownership, milestones,
dependencies, or sustained follow-through.

WHAT THIS MEANS

Weak ownership creates slippage, rework, and missed
commitments.

LEADERSHIP IMPLICATION

Leaders are still required to manage exceptions instead of rhythm.

FINANCIAL OR EXECUTION IMPLICATION

Leading to weaker output conversion and higher delivery cost.

REQUIRED MANAGEMENT RESPONSE

Review blocked work weekly and enforce recovery actions before
delays spread.

Operations
3.5 | High

1 low signal, including 1 critical signal, across 50
answered responses.

OPERATING READ

Operations appear functional enough to support the business at its
current load.

WHAT THIS MEANS

When team handoffs are working, the business can move work
faster and rely less on management intervention.

LEADERSHIP IMPLICATION

Small gaps in team handoffs can spread quickly once workload
rises or priorities shift.

FINANCIAL OR EXECUTION IMPLICATION

Showing up as higher labor drag and delayed value capture.

REQUIRED MANAGEMENT RESPONSE

Use regular operating reviews to catch slippage in team handoffs
before it affects delivery.
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Financial
3.7 | High

50 participant responses reviewed across 5 diagnostic
questions with high score confidence.

OPERATING READ

Financial visibility appears strong enough to guide resource
choices.

WHAT THIS MEANS

Clearer economic signals can help leaders choose what to
continue, pause, or stop.

LEADERSHIP IMPLICATION

The value only shows up if tradeoffs are actually made from the
data.

FINANCIAL IMPLICATION

This strength can support faster tradeoffs, cleaner execution, or
more stable delivery while the main issue is being corrected.

REQUIRED MANAGEMENT RESPONSE

Use financial visibility to force clearer resource allocation
decisions.

Organization
3.2 | High

6 low signals, including 6 critical signals, across
50 answered responses.

OPERATING READ

Role clarity, capability, or workforce capacity are not strong enough
to carry the current priority load.

WHAT THIS MEANS

Role ambiguity and capacity strain weaken accountability.

LEADERSHIP IMPLICATION

Leaders are required to compensate with more oversight.

FINANCIAL OR EXECUTION IMPLICATION

Resulting in higher productivity drag and implementation cost.

REQUIRED MANAGEMENT RESPONSE

Clarify who owns the work that keeps stalling and reset capacity
where overload is obvious.

Customer
4.1 | High

50 participant responses reviewed across 5
diagnostic questions with high score confidence.

OPERATING READ

This is currently one of the stronger areas supporting performance.

WHAT THIS MEANS

Reliable market feedback can help leadership narrow which work
should keep moving.

LEADERSHIP IMPLICATION

Internal strain can still leak into service consistency if operating
issues stay unresolved.

FINANCIAL OR EXECUTION IMPLICATION

This strength can support faster tradeoffs, cleaner execution, or
more stable delivery while the main issue is being corrected.

REQUIRED MANAGEMENT RESPONSE

Use customer and pricing signals to sharpen which commitments
the business keeps.

Technology
3.0 | High

6 low signals, including 6 critical signals, across 50
answered responses.

OPERATING READ

This remains the primary performance constraint that should be
addressed first.

WHAT THIS MEANS

That keeps management reacting late and relying on manual
updates instead of timely operating signals.

LEADERSHIP IMPLICATION

Leaders are still required to act on delayed or fragmented
information.

FINANCIAL OR EXECUTION IMPLICATION

Driving manual cost and hiding productivity loss.

REQUIRED MANAGEMENT RESPONSE

Consolidate operating visibility so blocked work, team handoffs,
and priority status are visible in one place.
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Risk
3.4 |
High

50 participant responses reviewed across 5 diagnostic
questions with high score confidence.

OPERATING READ

Risk ownership, rules, controls, or continuity readiness need
stronger definition to protect performance.

WHAT THIS MEANS

Weak rules, ownership, and review process allow exposure to
build without escalation.

LEADERSHIP IMPLICATION

Leaders end up intervening late, when options are narrower.

FINANCIAL IMPLICATION

Leading to higher disruption cost and avoidable loss.

REQUIRED MANAGEMENT RESPONSE

Define the trigger points for escalation and enforce them
consistently.

Transformation
3.0 | High

8 low signals, including 8 critical signals, across
50 answered responses.

OPERATING READ

Transformation work is moving faster than stakeholder alignment,
ownership, review discipline, or adoption capacity can support.

WHAT THIS MEANS

Change activity outruns alignment and adoption capacity.

LEADERSHIP IMPLICATION

Leaders are required to push change into an unstable system.

FINANCIAL OR EXECUTION IMPLICATION

Delaying value realization and raising initiative cost.

REQUIRED MANAGEMENT RESPONSE

Pause or sequence change work that the business cannot absorb
cleanly.

B3. Cross-Domain Constraint Analysis

Leadership appears clearer on direction than the business is on day-to-day execution. Priorities are still getting lost in ownership, sequencing, or
regular review. The same pattern is now visible across Technology and Transformation, which is lengthening cycle time and forcing more
management intervention.

Leaders are relying too heavily on manual updates to understand where work is blocked, aging, or slipping. Manual reporting, delayed visibility,
disconnected systems, and workaround load are not appearing in isolation. The same pressure is now reinforcing weakness in transformation,
which is making the business rely on extra management intervention.

That keeps management reacting late and relying on manual updates instead of timely operating signals.

Leaders are relying too heavily on manual updates to understand where work is blocked, aging, or slipping.

Manual reporting, delayed visibility, disconnected systems, and workaround load are not appearing in isolation. The same pressure is now
reinforcing weakness in transformation, which is making the business rely on extra management intervention.

The recommended next step is a 90-day Executive Advisory Retainer to support implementation discipline, operating cadence, blocker review,
and leadership decision support.

OPERATING IMPLICATION

WHERE THE PRESSURE IS SPREADING

The practical implication is that the primary constraint is reinforcing a second source of drag rather than remaining isolated. Leadership should
stabilize the upstream constraint first so the downstream pressure stops widening.
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B4. Leadership Variance Analysis

This section isolates where leadership interpretation, management judgment, and downstream execution reality may not yet be lining up cleanly.

Cross-Level Alignment View
Leadership, management, and employee views are shown where participation is available.

EXECUTIVE

3.9

MANAGER

3.3

EMPLOYEE

2.9
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Variance by Domain
Higher variance signals wider gaps in perception, stability, or operating consistency.

Financial 0.48

Moderate

Organization 0.44

Moderate

Operations 0.41

Moderate

Execution Flow 0.40

Moderate

Customer 0.39

Moderate

Transformation 0.39

Moderate

Strategy 0.37

Low

Leadership 0.36

Low

Risk 0.36

Low

Technology 0.32

Low

Cross-level scoring indicates a meaningful difference in how operating conditions are being experienced across the organization. Leadership
should treat the spread as an execution-translation signal, not just as a score gap.

Weighted enterprise score is 3.47 while the raw participant average is 3.36. Leadership should treat the gap as a translation signal between
organizational levels, not as a reason to discard frontline feedback.

Cross-level variance is limited enough that the main task is execution correction, not narrative reconciliation.

Potential misalignment is present across organizational levels. The signal is strong enough to validate assumptions and focus attention on the
few operating areas where interpretation is diverging.

ADVISORY OBSERVATION

HOW MISALIGNMENT USUALLY HIDES

Organizations in this condition often normalize repeated clarification, manual check-ins, and executive arbitration. Those behaviors should be
treated as evidence that the operating system is still too dependent on leadership intervention.
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B5. Transformation Readiness

Transformation work is moving faster than stakeholder alignment, ownership, review discipline, or adoption capacity can support.

That leaves initiatives open longer, adds noise to the operating agenda, and lowers the odds that change will stick., delaying value realization
and raising initiative cost, and leaders are required to push change into an unstable system. Pause or sequence change work that the business
cannot absorb cleanly.

Review active transformation work against capacity, decision ownership, and adoption readiness before expanding scope.

Require each major initiative to show business owner, implementation lead, review cadence, and measurable operating value.

Use the 180-day review to decide which transformation work should accelerate, pause, or be redesigned.

B6. Execution Failure Pattern Analysis

Tier 3 treats execution failure as a systems problem. The goal is to locate where ownership, visibility, escalation, and coordination are slowing the
business enough to require a recovery blueprint.

Limited system visibility is slowing decision speed and response time.

The pattern is likely showing up through manual reporting, delayed visibility, disconnected systems, and workaround load.

The pattern is likely showing up through initiative overload, adoption gaps, sequencing conflicts, and stakeholder fatigue.

That keeps management reacting late and relying on manual updates instead of timely operating signals.

manual reporting, delayed visibility, disconnected systems, and workaround load

B7. Financial & Operational Exposure

Exposure estimates are planning estimates, not calculated losses. They help leadership size the current operating condition and decide where
stabilization work should start.

Indicative Performance Exposure View
Directional estimate intended to support executive decision-making.

INDICATIVE OPERATIONAL EXPOSURE

$1,218,535-$4,101,532
POTENTIAL IMPROVEMENT RANGE

$426,487-$2,255,843
NEAR-TERM RECOVERABLE IMPACT

$76,768-$789,545

INDICATIVE
OPERATIONAL
EXPOSURE

$1,218,535-$4,101,532

NEAR-TERM
RECOVERABLE
IMPACT

$76,768-$789,545

CONFIDENCE LEVEL Higher Confidence

FINANCIAL IMPLICATION

HOW THIS BECOMES MONEY

The practical implication is that operating friction is already converting into decision delay, management overhead, avoidable rework, and
weaker throughput discipline. Recovery value appears when leadership shortens that chain.
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B8. Enterprise Dependency Mapping

The order of correction matters. These dependencies show which fixes need to land first so later changes do not compete with unresolved
operating strain.

PREREQUISITE DEPENDENT
CHANGE

WHY SEQUENCE MATTERS RISK IF SKIPPED

Technology Enablement and
Data Readiness Assessment

Transformation
Readiness and Adoption
Assessment

This improves visibility and gives leadership a more reliable
operating picture. That creates the control needed for
transformation readiness and adoption assessment to hold instead
of competing with unresolved issues in technology.

If this stays unresolved, change
activity will outrun adoption
capacity and stall before it
sticks.

B9. Maturity Model Analysis

The organization shows strategic capability, but alignment and focus need to be strengthened before execution can scale cleanly.

MATURITY DIMENSION CURRENT READ

Current operating level. Bishop Level: Strategic Alignment.

Next maturity step. Rook: Execution Structuring.

Primary maturity constraint. Technology.

Confidence level. Validated Diagnostic Signal.

Observed traits

Defined strategic intent

Leadership capability across key areas

Visible opportunities to reduce conflicting initiatives

Primary maturity constraints

Variable leadership interpretation

Competing priorities

Strategy not always translated into execution structure

Advancement path

Leadership alignment on direction and priorities

Reduction and enforcement of strategic focus

Clear translation of strategy into execution structure

Stronger integration of financial and operational decision-making

Improved use of systems and data to support management decisions
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B10. Organizational Friction Indicators

These indicators highlight where the current operating system is creating drag through rework, delayed escalation, ownership confusion, or
repeated management intervention.

INDICATOR OBSERVED PATTERN SEVERITY

Friction indicator
1.

Limited system visibility is slowing decision speed and response time. High.

Friction indicator
2.

The pattern is showing up through Manual reporting, delayed visibility, system disconnects, and workaround burden are
forcing leadership to manage through informal coordination instead of a reliable operating system.

High.

Friction indicator
3.

The pattern is showing up through Initiative overload, adoption gaps, sequencing conflicts, and stakeholder fatigue are forcing
leaders to manage through extra coordination instead of a stable operating rhythm.

Moderate.

Friction indicator
4.

That keeps management reacting late and relying on manual updates instead of timely operating signals. Moderate.

Friction indicator
5.

Manual reporting, delayed visibility, system disconnects, and workaround burden are forcing leadership to manage through
informal coordination instead of a reliable operating system.

Moderate.

That keeps management reacting late and relying on manual updates instead of timely operating signals.

manual reporting, delayed visibility, disconnected systems, and workaround load

That leaves initiatives open longer, adds noise to the operating agenda, and lowers the odds that change will stick.

B11. Constraint Interaction Mapping

Constraints rarely operate alone. This section shows where one unresolved issue is making later fixes harder to hold.

CONSTRAINT DEPENDENT
PRESSURE

INTERACTION EFFECT

Technology Enablement and
Data Readiness Assessment.

Transformation Readiness
and Adoption Assessment.

This improves visibility and gives leadership a more reliable operating picture. That creates the
control needed for transformation readiness and adoption assessment to hold instead of
competing with unresolved issues in technology.
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B12. Executive Risk Heatmaps

This heatmap highlights where risk severity, implementation difficulty, and signal confidence are combining to create the highest leadership
exposure.

Domain Heatmap
High-level domain view showing where the strongest constraint concentration is sitting today.

Leadership 3.6

Leadership engagement appears strong enough to support sharper
decisions.

Strategy 3.6

Strategy is clear enough to guide tradeoffs.

Execution 3.2

Execution structure is vulnerable around ownership, milestones,
dependencies, or sustained follow-through.

Operations 3.5

Operations appear functional enough to support the business at its
current load.

Financial 3.7

Financial visibility appears strong enough to guide resource choices.

Organization 3.2

Role clarity, capability, or workforce capacity are not strong enough to
carry the current priority load.

Customer 4.1

This is currently one of the stronger areas supporting performance.

Technology 3.0

This remains the primary performance constraint that should be
addressed first.

Risk 3.4

Risk ownership, rules, controls, or continuity readiness need stronger
definition to protect performance.

Transformation 3.0

Transformation work is moving faster than stakeholder alignment,
ownership, review discipline, or adoption capacity can support.
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DOMAIN SCORE RISK
SEVERITY

IMPLEMENTATION
COMPLEXITY

EXECUTIVE IMPLICATION

Leadership. 3.6. Managed. Moderate. Clearer executive direction gives the business a better chance of holding the next
correction. Decision authority can still blur when several priorities compete at once.
Use leadership meetings to settle tradeoffs quickly and enforce them consistently.

Strategy. 3.6. Managed. Moderate. A clearer priority set gives leaders a stronger basis for saying no and concentrating
resources. The real test is whether leaders stop lower-value work when tradeoffs
get uncomfortable. Use the strategy to narrow active work, not just describe it.

Execution. 3.2. Elevated. Moderate. That raises rework, leaves blocked work open too long, and forces more manager
follow-up than the system should need., leading to weaker output conversion and
higher delivery cost, and leaders are still required to manage exceptions instead of
rhythm. Review blocked work weekly and enforce recovery actions before delays
spread.

Operations. 3.5. Managed. Moderate. When team handoffs are working, the business can move work faster and rely less
on management intervention. Small gaps in team handoffs can spread quickly once
workload rises or priorities shift. Use regular operating reviews to catch slippage in
team handoffs before it affects delivery.

Financial. 3.7. Managed. Moderate. Clearer economic signals can help leaders choose what to continue, pause, or
stop. This strength can support faster tradeoffs, cleaner execution, or more stable
delivery while the main issue is being corrected. The value only shows up if
tradeoffs are actually made from the data. Use financial visibility to force clearer
resource allocation decisions.

Organization. 3.2. Elevated. Moderate. That keeps too much coordination to informal follow-up and too much ownership
open to interpretation., resulting in higher productivity drag and implementation
cost, and leaders are required to compensate with more oversight. Clarify who
owns the work that keeps stalling and reset capacity where overload is obvious.

Customer. 4.1. Managed. Moderate. Reliable market feedback can help leadership narrow which work should keep
moving. This strength can support faster tradeoffs, cleaner execution, or more
stable delivery while the main issue is being corrected. Internal strain can still leak
into service consistency if operating issues stay unresolved. Use customer and
pricing signals to sharpen which commitments the business keeps.

Technology. 3.0. Elevated. Moderate. That keeps management reacting late and relying on manual updates instead of
timely operating signals. Consolidate operating visibility so blocked work, team
handoffs, and priority status are visible in one place.
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EDO Execution Reliability Matrix

EDO PROPRIETARY FRAMEWORK

EDO Execution Reliability Matrix

Controlled Execution

High ownership | High visibility

Blind Execution

High ownership | Low visibility

Visible Drift

Low ownership | High visibility

Uncontrolled Execution

Low ownership | Low visibility

OWNERSHIP CLARITY VISIBILITY RELIABILITY CURRENT READ

High Alignment. Validated Diagnostic Signal. Uncontrolled Execution.

OPERATING DECISION REQUIRED

WHAT LEADERSHIP SHOULD TREAT AS THE CONTROL OBJECTIVE

The control objective is to move the organization toward controlled execution by tightening ownership, improving visibility reliability, and
reducing how often work advances on partial facts.

B13. KPI Reliability Analysis

KPI reliability is a governance issue as much as a reporting issue. Leaders need to know which signals can guide decisions now and which still
need tighter discipline or stronger visibility.

DOMAIN SIGNAL DEPTH CONFIDENCE LEADERSHIP
ACTION

Leadership. 50 participant responses reviewed across 5 diagnostic questions with high score
confidence.

High. Tighten.

Strategy. 50 participant responses reviewed across 5 diagnostic questions with high score
confidence.

High. Tighten.

Execution. 4 low signals, including 4 critical signals, across 50 answered responses. High. Tighten.

Operations. 1 low signal, including 1 critical signal, across 50 answered responses. High. Tighten.

Financial. 50 participant responses reviewed across 5 diagnostic questions with high score
confidence.

High. Tighten.

Organization. 6 low signals, including 6 critical signals, across 50 answered responses. High. Tighten.

Customer. 50 participant responses reviewed across 5 diagnostic questions with high score
confidence.

High. Maintain.

Technology. 6 low signals, including 6 critical signals, across 50 answered responses. High. Tighten.

Risk. 50 participant responses reviewed across 5 diagnostic questions with high score
confidence.

High. Tighten.

Transformation. 8 low signals, including 8 critical signals, across 50 answered responses. High. Tighten.
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B14. Decision Velocity Assessment

Decision velocity is not about speed alone. It is about whether the business can make the right decisions at the right level without reopening them
repeatedly.

DECISION LANE CURRENT LEADERSHIP DECISION REQUIREMENT REVIEW RHYTHM LIKELY OWNER TYPE

Decision lane 1. Protect system visibility and fix reporting gaps slowing decisions. Weekly. Executive sponsor.

Decision lane 2. Slow change activity until adoption capacity and review discipline stabilize. Biweekly. Functional owner.

Decision lane 3. Set ownership, milestones, and escalation rules for priority work. Monthly. Functional owner.

B15. Accountability Gap Analysis

This section isolates where ownership and follow-through are still too diffuse for the business to rely on the operating rhythm alone.

DOMAIN OBSERVED GAP WHY IT IS
HAPPENING

SEVERITY

Leadership. The generally drag is slower escalation, diluted accountability, and competing interpretations of
what matters most.

Execution discipline gap. Moderate.

Strategy. The generally drag is priority expansion, resource spread, and execution activity that does not
compound toward the same outcomes.

Execution discipline gap. Moderate.

Execution. The generally drag is slippage, rework, delayed decisions, and reduced confidence that priorities
will convert into outcomes.

Execution discipline gap. Moderate.

Operations. The generally drag is slower cycle time, unclear handoffs, customer responsiveness issues, and
leadership time spent clearing blockers.

Execution discipline gap. Moderate.

Financial. The value only shows up if tradeoffs are actually made from the data. Execution discipline gap. Moderate.

Organization. The generally drag is overloaded teams, unclear ownership, talent strain, and inconsistent
accountability for cross-functional work.

Execution discipline gap. Moderate.

B16. Governance Stability Assessment

Governance stability is the difference between a correction that holds and one that depends on leaders remembering to intervene every week.

GOVERNANCE AREA CURRENT CONDITION IMMEDIATE REQUIREMENT

Decision rights. Mixed. Clarify who recommends, decides, and executes by priority lane.

Escalation discipline. Inconsistent. Set thresholds for blocked work, missed commitments, and exception handling.

Meeting structure. Crowded. Separate weekly operating reviews from monthly executive tradeoff decisions.

Follow-through visibility. Uneven. Use one decision log and one KPI pack across reviews.
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B17. Functional Operating Risk Review

Functional operating risk shows where the organization is exposed by domain, not just by overall score. This helps leadership decide where the
recovery plan needs the strongest control.

DOMAIN SCORE RISK
POSITION

CURRENT OPERATING IMPLICATION

Leadership. 3.6. Watch. Leadership engagement appears strong enough to support sharper decisions.

Strategy. 3.6. Watch. Strategy is clear enough to guide tradeoffs.

Execution. 3.2. Constrained. Execution structure is vulnerable around ownership, milestones, dependencies, or sustained follow-through.

Operations. 3.5. Watch. Operations appear functional enough to support the business at its current load.

Financial. 3.7. Watch. Financial visibility appears strong enough to guide resource choices.

Organization. 3.2. Constrained. Role clarity, capability, or workforce capacity are not strong enough to carry the current priority load.

Customer. 4.1. Watch. This is currently one of the stronger areas supporting performance.

Technology. 3.0. Constrained. This remains the primary performance constraint that should be addressed first.

Risk. 3.4. Constrained. Risk ownership, rules, controls, or continuity readiness need stronger definition to protect performance.

Transformation. 3.0. Constrained. Transformation work is moving faster than stakeholder alignment, ownership, review discipline, or adoption
capacity can support.

B18. Strategic Drift Indicators

Strategic drift usually shows up when the agenda is broader than the operating system can sustain. These indicators help leadership test
whether the current plan is still executable.

INDICATOR WHY IT MATTERS

Priority count. Too many active priorities dilute decision quality and follow-through.

Priority changes. Frequent resets or exceptions can cause teams to execute from different assumptions.

Resource tradeoffs. Work continues too long when leaders do not stop lower-value activity quickly.
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B19. Capacity & Throughput Analysis

Capacity and throughput analysis shows whether the organization is still carrying more active work than its current rhythm, visibility, and
ownership model can absorb cleanly.

SIGNAL REVIEW CADENCE WHY LEADERSHIP SHOULD WATCH IT

Blocked-work load. Weekly. Shows where work is aging before recovery action is assigned.

Initiative aging. Weekly. Shows which priorities are staying active without moving.

Recovery action closure. Weekly. Shows whether follow-through is turning into visible movement.

Management intervention load. Monthly. Shows how much operating coordination still depends on leaders reconnecting work manually.

Cost of inaction

Technology constraints will continue to absorb leadership attention without resolving the underlying operating pattern.

Priority volume can keep increasing while real organizational progress slows.

Leadership teams will keep making decisions from different interpretations of what matters most.

Investment, staffing, and execution choices can drift away from the highest-value priorities.

The organization can remain active while avoidable friction compounds beneath the surface.
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PART 2

Recovery Blueprint Appendix
Convert the diagnostic into operating cadence, ownership, decision discipline,
KPI visibility, and 90-day execution control. This section answers what leadership
should do now, who owns it, how it will be reviewed, and how regression will be
prevented.

This section will:
Use Part 2 after leadership agrees on the diagnostic condition and is ready to
install the correction.

Read Section C for the recovery architecture leadership should sponsor and
inspect.

Read Section D for the implementation package, operating artifacts, and first 30
to 180-day execution tools.

Read Sections E and F for transition guidance, oversight, and methodology
guardrails.
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C1. Enterprise Recovery & Implementation Blueprint

FROM DIAGNOSIS TO IMPLEMENTATION

This section converts the diagnostic into the operating system leadership should use
over the next 90 days.

The diagnostic sections above explain what is going wrong, where the constraint
pattern is concentrated, and why the current operating model is struggling to hold the
workload. The sections that follow translate that read into a governed recovery
architecture.

Define the recovery thesis leadership should hold as the control objective.

Set the governance, decision, and cadence architecture required to stabilize execution.

Translate the correction into workstreams, artifacts, and operating tools leadership can
use immediately.

Prepare the organization to hold the improvement rather than reverting to manual
heroics.
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C2. Blueprint Thesis

The immediate requirement is not additional initiative volume. The organization needs a controlled recovery sequence that stabilizes technology,
restores cleaner decision discipline, and moves improvement work through a smaller set of enforceable operating rules. The recommended next
step is a 90-day Executive Advisory Retainer to support implementation discipline, operating cadence, blocker review, and leadership decision
support.

RECOVERY THESIS

WHAT THE NEXT PHASE REQUIRES

The immediate requirement is not additional initiative volume. It is a controlled recovery sequence that restores decision quality, visibility, and
accountability.

EDO Governance Saturation Curve

EDO PROPRIETARY FRAMEWORK

EDO Governance Saturation Curve

Low Saturation Managed Saturation Strained Saturation Critical Saturation

BOARD-LEVEL RISK

WHERE LEADERSHIP ATTENTION IS SITTING NOW

Repeated escalation should be treated as a saturation signal, not as evidence that leadership is staying close to the business. The next
control objective is to move leadership out of reactive saturation and back into deliberate governance.

C3. Leadership Stabilization Priorities

These are the few leadership actions that should anchor the recovery effort before broader improvement work is added.

Protect system visibility and fix reporting gaps slowing decisions.

Slow change activity until adoption capacity and review discipline stabilize.

Set ownership, milestones, and escalation rules for priority work.
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C4. Governance & Decision Architecture

Governance needs to reduce reactive escalation and repeated decision loops, not add more meeting volume.

Set one decision owner for each priority and define who recommends, decides, and executes.

Separate weekly operating reviews from executive escalation reviews so each meeting has one job.

Set explicit escalation triggers for blocked work, missed commitments, and cross-functional conflicts.

Review active priorities monthly and remove work that no longer deserves leadership attention.

Decision architecture

OPERATING
ELEMENT

RECOMMENDED OWNER WEEKLY REVIEW MONTHLY REVIEW

Priority decisions. Executive sponsor. Confirm current priorities and blockers
only.

Approve tradeoffs, additions, pauses, and
removals.

Blocked-work escalation. Operating lead. Escalate items over threshold with
recovery owner.

Review repeated escalation patterns and
unresolved conflicts.

Decision log. Chief of staff or operating
coordinator.

Update decisions and reversals. Review reversals, stale decisions, and unresolved
items.

Cross-functional
coordination.

Functional leaders. Clear handoff issues and ownership
gaps.

Reset rules where conflicts keep recurring.

EXECUTIVE TAKEAWAY

WHAT LEADERSHIP SHOULD DO WITH THIS SECTION

Set one decision owner for each priority and define who recommends, decides, and executes.

Required artifacts

Decision-rights matrix.

Decision log.

Escalation rules.

Executive review agenda.

EXECUTIVE DIAGNOSTIC REPORT
Prepared for Harbor & Ember Hospitality Group

Document ID: EDO-HAR-T3-EAB-0001
Date: May 7, 2026

© 2026 EDO Strategic Advisors LLC. All rights reserved. | Proprietary & Confidential | Advisory use only | Document ID: EDO-HAR-T3-
EAB-0001

Page 39 of
131



C5. Operating Rhythm Design

The operating rhythm should move the business from status collection toward faster decisions, tighter follow-through, and earlier escalation.

Run one weekly operating review focused on blocked work, aging initiatives, and near-term commitments.

Use a monthly executive review to decide tradeoffs, resource shifts, and priority changes.

Require every active initiative to show owner, next milestone, blocker status, and recovery path.

Keep the same scorecard and decision log across review meetings so facts do not have to be rebuilt each week.

Operating cadence design

CADENCE PURPOSE ATTENDEES INPUTS OUTPUTS WHAT NOT TO
DISCUSS

Weekly operating
review.

Surface blockers, missed
commitments, and near-
term tradeoffs.

Operating lead, functional
owners, escalation owners.

Blocked-work log, KPI
pack, milestone
tracker.

Recovery actions, owner
resets, escalations.

Broad strategy debates
or new initiative
proposals.

Monthly executive
review.

Make resource,
sequencing, and priority
decisions.

CEO, COO, CFO,
executive sponsors.

Operating review
summary, decision log,
KPI trends.

Priority decisions,
resource shifts,
executive escalations.

Detailed task updates
that should stay in
weekly reviews.

Quarterly
reassessment.

Validate score movement,
maturity movement, and
constraint shift.

Leadership team and
advisor.

Diagnostic trend read,
risk movement, agenda
outcomes.

Constraint reset, tier
escalation, structure
review.

Operational firefighting
better handled in weekly
cadence.

Transformation
sequencing review.

Screen change work
against capacity and
governance.

Executive sponsor,
transformation lead,
business owners.

Initiative status,
adoption confidence,
capacity read.

Accelerate, pause,
redesign, or stop
initiatives.

Routine status that does
not require sequencing
decisions.

EXECUTIVE TAKEAWAY

WHAT LEADERSHIP SHOULD DO WITH THIS SECTION

Run one weekly operating review focused on blocked work, aging initiatives, and near-term commitments.

Required artifacts

Weekly operating review template.

Monthly executive review deck.

Quarterly reassessment summary.
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C6. Accountability Framework

Execution will not stabilize until ownership, follow-through, and blocked-work escalation are visible and enforced consistently.

Assign one accountable owner for each enterprise priority and one escalation owner for each cross-functional blocker.

Tie KPI ownership to named leaders instead of shared teams or rotating coordinators.

Review missed commitments weekly and require recovery actions before deadlines age into larger issues.

Close initiatives that cannot show owner, timeline, and decision support.

Accountability matrix

ACCOUNTABILITY
LANE

OWNER TYPE PRIMARY RESPONSIBILITY REVIEW
CADENCE

Priority owner. Executive or functional sponsor. Own delivery of one enterprise priority and confirm
tradeoffs.

Weekly and monthly.

Blocker owner. Operating lead or cross-functional
leader.

Clear blocked work or escalate within threshold. Weekly.

KPI owner. Named functional leader. Maintain one reliable KPI view and trigger review when off
track.

Weekly and monthly.

Escalation owner. Executive sponsor. Resolve cross-functional issues that cannot clear at team
level.

Weekly as needed.

Decision owner. Decision-rights holder. Make final call, log it, and prevent reopen loops. Monthly and ad hoc.

EXECUTIVE TAKEAWAY

WHAT LEADERSHIP SHOULD DO WITH THIS SECTION

Assign one accountable owner for each enterprise priority and one escalation owner for each cross-functional blocker.

Required artifacts

Ownership map.

Escalation path guide.

Missed-commitment tracker.
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C7. KPI & Visibility Model

Leadership needs a smaller, more decision-ready KPI set that shows where execution is slipping before it becomes a larger financial or operating
problem.

Track active priorities, aging blockers, delayed escalations, and missed commitments every week.

Add one capacity or throughput measure tied to the primary constraint so strain is visible early.

Tie margin, cost, or utilization reporting directly to the same priorities reviewed in operating meetings.

Use lag indicators for outcome and leading indicators for execution slippage so leaders can intervene earlier.

KPI and visibility model

SIGNAL DEFINITION REVIEW
CADENCE

WHY IT MATTERS

Aging blockers. Open blockers older than the agreed escalation window. Weekly operating
review.

Shows where work is slowing before missed
commitments compound.

Missed commitments. Commitments that slipped versus agreed date. Weekly operating
review.

Reveals where follow-through is not holding.

Reporting delay. Lag between business events and usable system visibility. Weekly operating
review.

Shows whether leaders are seeing the business in
time to act.

Manual workaround
count.

Repeated workarounds needed because systems are not
carrying the process cleanly.

Weekly operating
review.

Shows where operating effort is being consumed by
patching around systems.

Initiative status
confidence.

Confidence rating on current initiative status versus actual
delivery reality.

Monthly executive
review.

Shows whether technology reporting can be trusted
for sequencing decisions.

EXECUTIVE TAKEAWAY

WHAT LEADERSHIP SHOULD DO WITH THIS SECTION

Track active priorities, aging blockers, delayed escalations, and missed commitments every week.

Required artifacts

Core KPI pack.

Exception dashboard.

Initiative status confidence review.
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C8. Recovery Workstreams

These workstreams translate the blueprint into parallel lanes leadership can sponsor, review, and reinforce without turning the recovery into a
project management system.

WORKSTREAM OBJECTIVE OWNER TYPE CADENCE DIFFICULTY EXPECTED IMPACT

Leadership Alignment. Create one leadership view of
priorities, tradeoffs, and escalation
rules.

CEO and executive
sponsor.

Weekly operating
review with monthly
executive checkpoint.

Moderate. Cleaner decisions and less
coordination overhead.

Governance
Stabilization.

Install decision rights, escalation
thresholds, and meeting discipline
that leaders can enforce
consistently.

COO or operating lead. Weekly operating
review with monthly
executive checkpoint.

High. Faster recovery on stalled
work and steadier
governance control.

KPI Visibility. Build a smaller, more decision-
ready KPI set tied to the primary
constraint and active priorities.

Technology lead and
CFO/COO.

Weekly operating
review with monthly
executive checkpoint.

Moderate. Better visibility, earlier
intervention, and higher
confidence in operating
decisions.

Execution Recovery. Reduce blocker aging, missed
commitments, and initiative drift
through clearer ownership and
recovery actions.

Operating lead and
functional owners.

Weekly operating
review with monthly
executive checkpoint.

High. Higher throughput
reliability and less
dependency on leadership
intervention.

Transformation
Sequencing.

Sequence change activity against
governance bandwidth and
adoption capacity.

Transformation
sponsor and business
owners.

Monthly executive
review with quarterly
reassessment.

Very High. More sustainable change
velocity and lower
transformation overload.

Operating Rhythm
Stabilization.

Make the review cadence
dependable enough that the
correction holds through structure
rather than memory and effort.

Executive sponsor with
chief of staff or
operating coordinator.

Monthly executive
review with quarterly
reassessment.

Moderate. A steadier operating
system that can sustain
progress over time.

Leadership Alignment

Create one leadership view of priorities, tradeoffs, and escalation rules.

OWNER TYPE CADENCE RISK IF SKIPPED

CEO and executive
sponsor.

Weekly operating review with monthly executive
checkpoint.

The organization will continue executing from different assumptions about
what matters most.

SUCCESS INDICATORS

Leaders are working from the same active priorities.

Priority resets and reopened decisions decline materially.

Governance Stabilization

Install decision rights, escalation thresholds, and meeting discipline that leaders can enforce consistently.

OWNER TYPE CADENCE RISK IF SKIPPED

COO or operating
lead.

Weekly operating review with monthly executive
checkpoint.

The same conflicts will keep returning through informal approval loops and
reactive escalation.

SUCCESS INDICATORS

Blocked work escalates earlier and clears faster.

Executive meetings spend more time deciding and less time rebuilding context.
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KPI Visibility

Build a smaller, more decision-ready KPI set tied to the primary constraint and active priorities.

OWNER TYPE CADENCE RISK IF SKIPPED

Technology lead and
CFO/COO.

Weekly operating review with monthly executive
checkpoint.

Leaders will keep making tradeoffs without a stable view of movement, risk,
and follow-through.

SUCCESS INDICATORS

Leadership sees the same exception view each cycle.

KPI exceptions trigger action before they become larger performance issues.

Execution Recovery

Reduce blocker aging, missed commitments, and initiative drift through clearer ownership and recovery actions.

OWNER TYPE CADENCE RISK IF SKIPPED

Operating lead and functional
owners.

Weekly operating review with monthly executive
checkpoint.

Execution strain will remain too manual and leaders will keep
reconnecting work themselves.

SUCCESS INDICATORS

Blocked work ages less before recovery action is assigned.

Missed commitments surface earlier and recover faster.

Transformation Sequencing

Sequence change activity against governance bandwidth and adoption capacity.

OWNER TYPE CADENCE RISK IF SKIPPED

Transformation sponsor and business
owners.

Monthly executive review with quarterly
reassessment.

Change activity will keep outrunning the operating system and
increase regression risk.

SUCCESS INDICATORS

Initiative volume matches operating capacity more closely.

Paused or accelerated work is justified by clearer sequencing logic.

Operating Rhythm Stabilization

Make the review cadence dependable enough that the correction holds through structure rather than memory and effort.

OWNER TYPE CADENCE RISK IF SKIPPED

Executive sponsor with chief of staff or
operating coordinator.

Monthly executive review with quarterly
reassessment.

The business will continue slipping back into ad hoc coordination
and uneven follow-through.

SUCCESS INDICATORS

Weekly and monthly reviews use the same facts and artifacts.

Leadership can tell whether the correction is holding without extra narrative reconstruction.
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OPERATING DECISION REQUIRED

WHAT LEADERSHIP MUST DO WITH THESE WORKSTREAMS

Treat these as the few recovery lanes that deserve executive sponsorship, not as a new list of projects to launch. The value comes from
sequence, review discipline, and ownership clarity.
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SECTION D

Implementation Package
These sections convert the recovery architecture into the tools, decisions, and
review materials leadership can use immediately.

This section will:
Translate the blueprint into decision-ready tools leadership can use on Monday
morning.

Give each executive review, KPI pack, backlog, and artifact a clear operating
purpose.

Make implementation visible without turning the work into a project-management
app.

Provide usable exhibits instead of dense exported tables.
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D1. 30/60/90/180-Day Recovery Plan

The recovery plan moves from stabilization into operating discipline, then into structural and transformation sequencing. Each phase assumes
leadership is reinforcing the previous one.
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30 DAYS

Stabilize technology and reduce coordination noise.
This comes first because it is the clearest source of current
performance strain.

OWNER TYPE OPERATING CADENCE

Executive sponsor and
operating lead.

Weekly operating review and leadership
priority reset.

LEADERSHIP ACTIONS

Protect system visibility and fix reporting gaps slowing decisions.

Reduce active change work until leadership can review it
consistently.

Start a weekly review of blocked work, decisions waiting on
escalation, and aging initiatives.

SUCCESS INDICATORS

Fewer priority debates inside the leadership team.

Blocked work is reviewed weekly with named recovery actions.

Leadership can identify the active priorities and owners without
ambiguity.

MEETING CHANGES

Start one weekly operating review focused on blockers,
commitments, and recovery actions.

Stop using broad status meetings as the main escalation path.

KPI EXPECTATIONS

Show active priorities, aging blockers, and missed commitments
every week.

Surface capacity or throughput strain tied to the primary
constraint.

GOVERNANCE REQUIREMENTS

Name one owner for each active priority and one escalation
owner for each blocker.

Confirm which issues can be resolved in weekly cadence and
which must move to executive review.

STAFFING IMPLICATIONS

Use current staffing first and identify where leadership attention
is covering for role or capacity gaps.

Avoid adding major new work until the operating load is visibly
narrower.

ESCALATION RULES

Escalate blocked work once it passes the agreed aging
threshold.

Escalate missed commitments immediately when recovery
action is unclear.

EXECUTIVE REVIEW EXPECTATIONS

Executives should review whether priorities, owners, and blocker
paths are current each cycle.

Leaders should remove work that no longer deserves active
attention.

RISKS IF SKIPPED

60 DAYS

Tighten governance, ownership, and escalation rules.
Transformation follows Strategic Direction and Priority Focus
Assessment because broader change will not hold until the earlier
correction is stable enough to absorb it.

OWNER TYPE OPERATING CADENCE

Executive team with
functional leaders.

Weekly operating review and monthly
executive governance review.

LEADERSHIP ACTIONS

Slow change activity until adoption capacity and review
discipline stabilize.

Set decision rights for the work that crosses functional
boundaries.

Define which meetings own prioritization, escalation, and
operating review decisions.

SUCCESS INDICATORS

Escalations move faster because ownership and decision rights
are explicit.

Work no longer waits for informal approval loops.

Leadership meetings are making fewer reactive corrections.

MEETING CHANGES

Split weekly operating escalation from monthly executive
tradeoff decisions.

Add a standing governance check for unresolved conflicts and
repeated reversals.

KPI EXPECTATIONS

Track escalation speed and decision turnaround against agreed
thresholds.

Show unresolved cross-functional conflicts in the monthly
executive pack.

GOVERNANCE REQUIREMENTS

Document who recommends, decides, and executes for each
priority lane.

Use one decision log across executive and operating reviews.

STAFFING IMPLICATIONS

Pressure-test whether spans of control or role overlap are
slowing escalation.

Clarify coordinator versus decision-owner roles before adding
new support layers.

ESCALATION RULES

Escalate any issue still unresolved after the weekly review into
the monthly executive cadence.

Escalate repeated decision reversals for governance reset.

EXECUTIVE REVIEW EXPECTATIONS

Executives should resolve tradeoffs and priority conflicts rather
than re-open settled items.

The monthly review should close unresolved decisions, not
collect more status.
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Leadership will keep re-opening priorities instead of holding a
narrower plan.

Blocked work will continue aging before it reaches the leaders
who can clear it.

REQUIRED ARTIFACTS

Priority register.

Blocked-work log.

Weekly decision and escalation summary.

RISKS IF SKIPPED

The same conflicts will keep returning because decision rights
remain unclear.

Escalations will stay too dependent on informal approval loops.

REQUIRED ARTIFACTS

Decision-rights matrix.

Escalation rules.

Monthly governance agenda.
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90 DAYS

Stabilize the operating rhythm and KPI discipline.
Once governance is clearer, the business can rebuild a steadier
operating rhythm and hold teams to a smaller set of execution
signals.

OWNER TYPE OPERATING CADENCE

COO or operating sponsor
with KPI owners.

Weekly KPI review and monthly operating
performance review.

LEADERSHIP ACTIONS

Set ownership, milestones, and escalation rules for priority work.

Shift weekly reviews from status collection to decision-making
on blockers, missed commitments, and capacity tradeoffs.

Standardize the KPI pack used in executive and operational
reviews.

SUCCESS INDICATORS

Leadership sees the same execution, capacity, and financial
signals every review cycle.

Missed commitments are surfaced earlier and recovered faster.

Operating reviews spend more time on decisions and less time
rebuilding the facts.

MEETING CHANGES

Shift weekly reviews from status collection to KPI exceptions,
blockers, and recovery actions.

Require monthly operating reviews to use the same scorecard
each cycle.

KPI EXPECTATIONS

Use a smaller KPI set with both lag indicators and early warning
signals.

Track confidence in initiative status, not just reported completion.

GOVERNANCE REQUIREMENTS

Tie each KPI to one named owner and one agreed review
cadence.

Use the KPI pack as the basis for executive tradeoff decisions.

STAFFING IMPLICATIONS

Adjust analyst or coordinator support only if the current reporting
load cannot be standardized cleanly.

Remove manual reporting steps where leaders are
reconstructing basic operating facts every week.

ESCALATION RULES

Escalate KPI exceptions once they breach agreed threshold for
two consecutive cycles.

Escalate any priority that cannot show milestone confidence or
blocker status.

EXECUTIVE REVIEW EXPECTATIONS

Executives should use the KPI pack to decide what changes,
pauses, or accelerates.

Monthly reviews should highlight whether operating visibility is
becoming more reliable.

180 DAYS

Sequence structural and transformation work on top of a stable
operating system.
Longer-horizon changes should only accelerate after the business
can hold priorities, governance, and execution rhythm without
heavy intervention.

OWNER TYPE OPERATING CADENCE

Executive sponsor, transformation
lead, and business owners.

Monthly sequencing review and
quarterly reassessment.

LEADERSHIP ACTIONS

Restart or expand only the initiatives that now have owners,
review cadence, and measurable operating value.

Review role clarity, spans of control, and structural bottlenecks
that still slow execution.

Use quarterly reassessment to decide which capability gaps still
require deeper blueprinting or advisory support.

SUCCESS INDICATORS

Transformation work is sequenced against capacity rather than
layered on top of existing strain.

Leaders can identify which structural issues still need redesign
and which have already stabilized.

The business can sustain improvements without adding back the
same coordination overhead.

MEETING CHANGES

Introduce a quarterly reassessment and transformation
sequencing review.

Use executive reviews to decide which structural or change
moves are now safe to accelerate.

KPI EXPECTATIONS

Track initiative aging, adoption confidence, and execution
regression risk.

Show whether gains are holding without renewed coordination
overload.

GOVERNANCE REQUIREMENTS

Keep transformation work tied to owner, cadence, and
measurable operating value.

Do not accelerate structural redesign until the core cadence is
holding.

STAFFING IMPLICATIONS

Review whether role clarity, spans of control, or leadership
layering still need adjustment.

Sequence any staffing changes behind governance stability
rather than ahead of it.

ESCALATION RULES

Escalate any initiative that expands faster than governance or
adoption support can hold.

Escalate renewed blocker aging or priority sprawl as a
regression signal.

EXECUTIVE REVIEW EXPECTATIONS
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RISKS IF SKIPPED

Leadership will keep making decisions without a stable view of
execution movement.

Missed commitments will remain visible only after they have
already become larger issues.

REQUIRED ARTIFACTS

Core KPI pack.

Monthly operating review template.

Missed-commitment recovery tracker.

Executives should decide what to accelerate, pause, or redesign
based on reassessment evidence.

Leadership should check whether the correction is structural or
still dependent on extra intervention.

RISKS IF SKIPPED

Transformation work will outrun the operating gains and pull the
organization back into overload.

Structural changes will be made before leadership can
distinguish root-cause issues from downstream symptoms.

REQUIRED ARTIFACTS

Quarterly reassessment summary.

Initiative sequencing map.

90-day progress review.
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D2. Executive Action Plan

This section is designed to answer what leadership should do first, who should own it, and what output should exist within the first 10 business
days.

EDO INTERPRETATION

SUBTRACTION RULE

Every recovery action must be paired with a subtraction decision. If leadership adds governance, meetings, reporting, or recovery work without
stopping lower-value activity, the blueprint becomes additional overhead rather than a control system.

Named accountable owners should be assigned during the first executive reset meeting. The Excel implementation toolkit contains the working owner-assignment fields.

Freeze any new work that increases strain in technology until the
active priority list is reset.

OWNER TYPE

CEO / COO.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: CEO. Final ownership should be
confirmed in the executive reset meeting.

TIMING

Day 1-2.

REQUIRED OUTPUT

Approved active priority list with paused work marked clearly.

STOP / PAUSE DECISION

Stop accepting new work that competes with the reset priority list.

WORK LOSING PROTECTION

Ad hoc reporting requests and side-channel escalations lose executive
protection unless tied to the weekly KPI pack.

TRADEOFF FORUM

Monthly Executive Tradeoff Review.

DECISION LOG ENTRY

Decision Log and Priority Protection Register.

Run the first executive reset meeting and confirm the top five
business decisions that cannot stay unresolved.

OWNER TYPE

CEO.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: CEO. Final ownership should be
confirmed in the executive reset meeting.

TIMING

Day 1-3.

REQUIRED OUTPUT

Decision log with owner, deadline, and follow-through rule.

STOP / PAUSE DECISION

Stop allowing material decisions to remain open across multiple forums
without a final owner.

WORK LOSING PROTECTION

Open items without a named owner lose priority protection in the next
cycle.

TRADEOFF FORUM

Monthly Executive Tradeoff Review.

DECISION LOG ENTRY

Decision Log and Priority Register.
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Assign one owner for each active priority, blocker, KPI exception,
and escalation in technology.

OWNER TYPE

COO / Operating Lead.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: COO or Head of Operations. Final
ownership should be confirmed in the executive reset meeting.

TIMING

Day 2-5.

REQUIRED OUTPUT

Owner map with escalation path and weekly review assignment.

STOP / PAUSE DECISION

Stop assigning material work to teams, lanes, or committees without
one accountable owner.

WORK LOSING PROTECTION

Shared ownership lanes lose protection until a named accountable
owner is assigned.

TRADEOFF FORUM

Weekly Operating Review and Monthly Executive Tradeoff Review.

DECISION LOG ENTRY

Ownership Map, Decision Log, and Priority Protection Register.

Use customer as a support lane and not as a reason to accelerate
more change than the business can hold.

OWNER TYPE

Executive Team.

NAMED ACCOUNTABLE OWNER

Recommended decision owner: Executive sponsor. Supporting owner:
functional leader closest to the constraint.

TIMING

Day 3-6.

REQUIRED OUTPUT

Explicit rule for what current strengths can support this month.

STOP / PAUSE DECISION

Stop using current strengths as justification for adding unrelated
initiatives.

WORK LOSING PROTECTION

Acceleration requests outside the recovery sequence lose executive
protection for 30 days.

TRADEOFF FORUM

Monthly Executive Tradeoff Review.

DECISION LOG ENTRY

Priority Protection Register and Decision Log.

Start the weekly operating review with one KPI pack, one blocker
list, and one missed-commitment tracker.

OWNER TYPE

Chief of Staff / Operating Coordinator.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: COO or Head of Operations. Final
ownership should be confirmed in the executive reset meeting.

TIMING

Day 4-7.

REQUIRED OUTPUT

Weekly operating review packet with exceptions only.

STOP / PAUSE DECISION

Stop using broad status meetings and parallel update packets as the
main escalation path.

WORK LOSING PROTECTION

Side spreadsheets and isolated team trackers lose leadership
protection unless promoted into the common pack.

TRADEOFF FORUM

Weekly Operating Review.

DECISION LOG ENTRY

Decision Log, KPI Pack, and Priority Protection Register.

Inspect weekly whether the business is actually reducing
coordination load in technology or just adding more governance
language.

OWNER TYPE

CEO / COO.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: CEO. Final ownership should be
confirmed in the executive reset meeting.

TIMING

Day 8-10.

REQUIRED OUTPUT

Weekly inspection note with stop, fix, and escalate decisions.

STOP / PAUSE DECISION

Stop any new governance practice that adds reporting or meeting load
without reducing noise or blocker aging.

WORK LOSING PROTECTION

Governance work that cannot show measurable operating benefit loses
protection after one cycle.

TRADEOFF FORUM

Weekly Operating Review and Monthly Executive Tradeoff Review.

DECISION LOG ENTRY

Decision Log, Priority Protection Register, and Weekly Inspection Note.

EXECUTIVE DIAGNOSTIC REPORT
Prepared for Harbor & Ember Hospitality Group

Document ID: EDO-HAR-T3-EAB-0001
Date: May 7, 2026

© 2026 EDO Strategic Advisors LLC. All rights reserved. | Proprietary & Confidential | Advisory use only | Document ID: EDO-HAR-T3-
EAB-0001

Page 53 of
131



Detailed ownership fields are available in the admin response view and implementation toolkit export.
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D3. Populated Decision-Rights Matrix

The matrix below gives leadership a practical control model for who recommends, decides, executes, and escalates across the core decision
lanes that can otherwise slow the recovery.
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DECISION
LANE

RECOMMENDER DECISION
OWNER

EXECUTION
OWNER

NAMED
ACCOUNTABLE
OWNER

REVIEW
CADENCE

ESCALATION
TRIGGER

DOCUMENTED
IN

Priority
additions.

Functional leader. CEO / COO. Priority owner. Recommended
accountable owner:
CEO. Final
ownership should be
confirmed in the
executive reset
meeting.

Monthly
executive
review.

Any new work
requiring
resources from
active priorities.

Decision log and
system visibility
register.

Priority
pauses.

Executive sponsor. CEO / COO. Operating lead. Recommended
accountable owner:
CEO. Final
ownership should be
confirmed in the
executive reset
meeting.

Monthly
executive
review.

Any initiative
aging past
threshold without
visible movement.

Decision log and
system visibility
register.

Resource
tradeoffs.

COO or CFO. CEO. Functional
owner.

Recommended
accountable owner:
CEO. Final
ownership should be
confirmed in the
executive reset
meeting.

Monthly
executive
review.

Capacity conflict
affecting active
commitments.

Decision log and
system visibility
register.

Cross-
functional
blockers.

Operating lead. COO. Blocker owner. Recommended
accountable owner:
COO or Head of
Operations. Final
ownership should be
confirmed in the
executive reset
meeting.

Weekly
operating
review.

Blocker aging
beyond agreed
window.

Decision log and
system visibility
register.

Budget shifts. CFO. CEO / CFO. Budget owner. Recommended
accountable owner:
CEO. Final
ownership should be
confirmed in the
executive reset
meeting.

Monthly
executive
review.

Any unplanned
spend required to
hold active
priorities.

Decision log and
system visibility
register.

Customer-
impacting
changes.

Functional leader. CEO / COO. Service or
delivery owner.

Recommended
accountable owner:
CEO. Final
ownership should be
confirmed in the
executive reset
meeting.

Weekly
operating
review.

Any decision with
immediate
customer delivery
or service risk.

Decision log and
system visibility
register.

Technology or
reporting
changes.

Technology lead. COO or CTO. System owner. Recommended
accountable owner:
COO or Head of
Operations. Final
ownership should be
confirmed in the
executive reset
meeting.

Weekly
operating
review.

Any visibility gap
affecting active
decisions.

Decision log and
system visibility
register.

Transformation
sequencing.

Transformation
sponsor.

Executive
sponsor.

Initiative owner. Recommended
decision owner:
Executive sponsor.
Supporting owner:
functional leader

Monthly
sequencing
review.

Any initiative that
increases
operating load
without adoption
owner.

Decision log and
system visibility
register.
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DECISION
LANE

RECOMMENDER DECISION
OWNER

EXECUTION
OWNER

NAMED
ACCOUNTABLE
OWNER

REVIEW
CADENCE

ESCALATION
TRIGGER

DOCUMENTED
IN

closest to the
constraint.

Staffing or
capacity
conflicts.

Operating lead. COO. Functional
manager.

Recommended
accountable owner:
COO or Head of
Operations. Final
ownership should be
confirmed in the
executive reset
meeting.

Weekly
operating
review.

Any shortfall
threatening
committed
delivery.

Decision log and
system visibility
register.

Escalation
exceptions.

Escalation owner. Executive
sponsor.

Operating
coordinator.

Recommended
decision owner:
Executive sponsor.
Supporting owner:
functional leader
closest to the
constraint.

Weekly
operating
review.

Any issue
unresolved after
one full review
cycle.

Decision log and
system visibility
register.
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D4. Populated KPI Pack

This KPI pack is intended to help leadership review the business through a smaller set of decision-ready signals tied directly to the current
constraint pattern.

KPI CATEGORY OWNER TYPE CADENCE THRESHOLD ESCALATION

Aging blockers. Execution control. Operating lead. Weekly. Threshold breached on 1-2
items.

Threshold breached on 3+
items.

Missed commitments. Execution control. Functional leaders. Weekly. Misses rising in one lane. Misses rising across multiple
lanes.

Action closure rate. Governance follow-
through.

Operating coordinator. Weekly. 70-84%. Below 70%.

Customer exception rate. Customer impact. Customer or service lead. Weekly. Rising in one lane. Rising across multiple lanes.

Margin response lag. Financial impact. CFO. Monthly. Two review cycles. Three or more cycles.

Forecast confidence. Financial impact. CFO. Monthly. Mixed confidence. Low confidence.

Decision cycle time. Governance. CEO / COO. Weekly. 4-5 business days. 6+ business days.

Decision reversal rate. Governance. Chief of Staff. Monthly. 5-10%. Above 10%.

Reporting delay. Technology visibility. Technology lead. Weekly. 24-48 hours. 48+ hours.

Manual workaround count. Technology visibility. Technology lead. Weekly. Flat or slowly rising. Rising sharply.

System-of-record
exception count.

Technology visibility. Technology lead. Weekly. Stable high count. Growing count across active
priorities.

Data reconciliation hours. Technology visibility. Technology lead and
analyst owner.

Weekly. 4-8 hours. Above 8 hours.

Blocked work not visible in
system.

Technology visibility. Operating lead. Weekly. 1-2 items per cycle. 3+ items per cycle.

Source-of-truth
compliance.

Technology visibility. Technology lead. Weekly. 85-94%. Below 85%.

Event handoff accuracy. Industry operating
signal.

Event operations lead. Weekly. Below 95%. Below 92% for two cycles.

Catering coordination
misses.

Industry operating
signal.

Catering lead. Weekly. 2-3 per week. 4+ per week.
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Aging blockers.
Execution control | Leading.

KPI CARD

WHY IT MATTERS

Shows where work is slowing before missed commitments compound.

OWNER TYPE

Operating lead.

NAMED ACCOUNTABLE OWNER

Recommended decision owner: Executive sponsor. Supporting owner:
functional leader closest to the constraint.

REVIEW CADENCE

Weekly.

TARGET

Under threshold.

WARNING THRESHOLD

Threshold breached on 1-2 items.

ESCALATION THRESHOLD

Threshold breached on 3+ items.

PRIMARY DECISION SUPPORTED

Which blockers need escalation now.

FIRST CORRECTIVE ACTION

Assign recovery owner and escalate the oldest blockers first.

Missed commitments.
Execution control | Lagging.

KPI CARD

WHY IT MATTERS

Reveals where follow-through is not holding.

OWNER TYPE

Functional leaders.

NAMED ACCOUNTABLE OWNER

Recommended decision owner: Executive sponsor. Supporting owner:
functional leader closest to the constraint.

REVIEW CADENCE

Weekly.

TARGET

Stable or declining.

WARNING THRESHOLD

Misses rising in one lane.

ESCALATION THRESHOLD

Misses rising across multiple lanes.

PRIMARY DECISION SUPPORTED

Which work needs recovery versus reprioritization.

FIRST CORRECTIVE ACTION

Require same-cycle recovery action and due date.
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Action closure rate.
Governance follow-through | Lagging.

KPI CARD

WHY IT MATTERS

Shows whether the correction is becoming operational instead of
verbal.

OWNER TYPE

Operating coordinator.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: COO or Head of Operations. Final
ownership should be confirmed in the executive reset meeting.

REVIEW CADENCE

Weekly.

TARGET

85%+.

WARNING THRESHOLD

70-84%.

ESCALATION THRESHOLD

Below 70%.

PRIMARY DECISION SUPPORTED

Whether the operating cadence is creating real movement.

FIRST CORRECTIVE ACTION

Reduce action count and reset owners immediately.

Customer exception rate.
Customer impact | Lagging.

KPI CARD

WHY IT MATTERS

Keeps the recovery tied to customer impact, not just internal process
quality.

OWNER TYPE

Customer or service lead.

NAMED ACCOUNTABLE OWNER

Recommended decision owner: Executive sponsor. Supporting owner:
functional leader closest to the constraint.

REVIEW CADENCE

Weekly.

TARGET

Stable or declining.

WARNING THRESHOLD

Rising in one lane.

ESCALATION THRESHOLD

Rising across multiple lanes.

PRIMARY DECISION SUPPORTED

Whether internal strain is reaching the customer.

FIRST CORRECTIVE ACTION

Escalate the affected lane and add it to the weekly exception review.
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Margin response lag.
Financial impact | Leading.

KPI CARD

WHY IT MATTERS

Shows whether financial visibility is translating into timely tradeoffs.

OWNER TYPE

CFO.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: CFO or finance leader closest to
the constraint. Final ownership should be confirmed in the executive
reset meeting.

REVIEW CADENCE

Monthly.

TARGET

Within one review cycle.

WARNING THRESHOLD

Two review cycles.

ESCALATION THRESHOLD

Three or more cycles.

PRIMARY DECISION SUPPORTED

Whether margin pressure is changing decisions fast enough.

FIRST CORRECTIVE ACTION

Move the issue into the next executive tradeoff review.

Forecast confidence.
Financial impact | Lagging.

KPI CARD

WHY IT MATTERS

Protects the business from making decisions on weak economic
visibility.

OWNER TYPE

CFO.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: CFO or finance leader closest to
the constraint. Final ownership should be confirmed in the executive
reset meeting.

REVIEW CADENCE

Monthly.

TARGET

High confidence.

WARNING THRESHOLD

Mixed confidence.

ESCALATION THRESHOLD

Low confidence.

PRIMARY DECISION SUPPORTED

Whether leadership can trust the financial picture for tradeoffs.

FIRST CORRECTIVE ACTION

Reconcile assumptions against active priorities and current exceptions.
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Decision cycle time.
Governance | Leading.

KPI CARD

WHY IT MATTERS

Shows whether leadership is clearing issues quickly enough for
execution to hold.

OWNER TYPE

CEO / COO.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: CEO. Final ownership should be
confirmed in the executive reset meeting.

REVIEW CADENCE

Weekly.

TARGET

Under 3 business days.

WARNING THRESHOLD

4-5 business days.

ESCALATION THRESHOLD

6+ business days.

PRIMARY DECISION SUPPORTED

Which decisions need executive acceleration.

FIRST CORRECTIVE ACTION

Escalate the slowest lane and reset its decision owner.

Decision reversal rate.
Governance | Lagging.

KPI CARD

WHY IT MATTERS

Shows where the organization is paying for unclear authority.

OWNER TYPE

Chief of Staff.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: Chief of Staff or operating
coordinator. Final ownership should be confirmed in the executive reset
meeting.

REVIEW CADENCE

Monthly.

TARGET

Under 5%.

WARNING THRESHOLD

5-10%.

ESCALATION THRESHOLD

Above 10%.

PRIMARY DECISION SUPPORTED

Whether tradeoff discipline and authority are holding.

FIRST CORRECTIVE ACTION

Review reversals and narrow future decision rights.
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Reporting delay.
Technology visibility | Leading.

KPI CARD

WHY IT MATTERS

Shows whether leaders are seeing the business quickly enough to act.

OWNER TYPE

Technology lead.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: technology or systems leader
closest to the constraint. Final ownership should be confirmed in the
executive reset meeting.

REVIEW CADENCE

Weekly.

TARGET

Within 24 hours.

WARNING THRESHOLD

24-48 hours.

ESCALATION THRESHOLD

48+ hours.

PRIMARY DECISION SUPPORTED

Which visibility gaps must be fixed first.

FIRST CORRECTIVE ACTION

Prioritize the longest delay in the weekly visibility review.

Manual workaround count.
Technology visibility | Leading.

KPI CARD

WHY IT MATTERS

Shows where the business is paying for weak system support.

OWNER TYPE

Technology lead.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: technology or systems leader
closest to the constraint. Final ownership should be confirmed in the
executive reset meeting.

REVIEW CADENCE

Weekly.

TARGET

Declining.

WARNING THRESHOLD

Flat or slowly rising.

ESCALATION THRESHOLD

Rising sharply.

PRIMARY DECISION SUPPORTED

Where manual effort is consuming operating capacity.

FIRST CORRECTIVE ACTION

Name owner and either fix, retire, or standardize the workaround.

EXECUTIVE DIAGNOSTIC REPORT
Prepared for Harbor & Ember Hospitality Group

Document ID: EDO-HAR-T3-EAB-0001
Date: May 7, 2026

© 2026 EDO Strategic Advisors LLC. All rights reserved. | Proprietary & Confidential | Advisory use only | Document ID: EDO-HAR-T3-
EAB-0001

Page 63 of
131



System-of-record exception count.
Technology visibility | Leading.

KPI CARD

WHY IT MATTERS

Shows when visibility is fragmenting across spreadsheets and side
trackers.

OWNER TYPE

Technology lead.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: technology or systems leader
closest to the constraint. Final ownership should be confirmed in the
executive reset meeting.

REVIEW CADENCE

Weekly.

TARGET

Low and declining.

WARNING THRESHOLD

Stable high count.

ESCALATION THRESHOLD

Growing count across active priorities.

PRIMARY DECISION SUPPORTED

Whether the source of truth is holding.

FIRST CORRECTIVE ACTION

Shut down duplicate trackers and reconcile the authoritative source.

Data reconciliation hours.
Technology visibility | Lagging.

KPI CARD

WHY IT MATTERS

Reveals hidden labor cost and decision delay caused by weak data
integrity.

OWNER TYPE

Technology lead and analyst owner.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: technology or systems leader
closest to the constraint. Final ownership should be confirmed in the
executive reset meeting.

REVIEW CADENCE

Weekly.

TARGET

Declining below 4 hours.

WARNING THRESHOLD

4-8 hours.

ESCALATION THRESHOLD

Above 8 hours.

PRIMARY DECISION SUPPORTED

Where reporting effort is being wasted.

FIRST CORRECTIVE ACTION

Escalate the worst reconciliation source.
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Blocked work not visible in system.
Technology visibility | Leading.

KPI CARD

WHY IT MATTERS

Shows whether system reporting is missing material operating issues.

OWNER TYPE

Operating lead.

NAMED ACCOUNTABLE OWNER

Recommended decision owner: Executive sponsor. Supporting owner:
functional leader closest to the constraint.

REVIEW CADENCE

Weekly.

TARGET

Near zero.

WARNING THRESHOLD

1-2 items per cycle.

ESCALATION THRESHOLD

3+ items per cycle.

PRIMARY DECISION SUPPORTED

Whether reporting reflects real execution risk.

FIRST CORRECTIVE ACTION

Force all blocked work into one tracked view.

Source-of-truth compliance.
Technology visibility | Lagging.

KPI CARD

WHY IT MATTERS

Shows whether visibility discipline is becoming consistent.

OWNER TYPE

Technology lead.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: technology or systems leader
closest to the constraint. Final ownership should be confirmed in the
executive reset meeting.

REVIEW CADENCE

Weekly.

TARGET

95%+.

WARNING THRESHOLD

85-94%.

ESCALATION THRESHOLD

Below 85%.

PRIMARY DECISION SUPPORTED

Which teams are still outside the control system.

FIRST CORRECTIVE ACTION

Escalate non-compliant lanes and reset reporting rules.
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Event handoff accuracy.
Industry operating signal | Leading.

KPI CARD

WHY IT MATTERS

Shows whether customer promises are carrying cleanly into delivery.

OWNER TYPE

Event operations lead.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: operations leader closest to the
constraint. Final ownership should be confirmed in the executive reset
meeting.

REVIEW CADENCE

Weekly.

TARGET

98%+.

WARNING THRESHOLD

Below 95%.

ESCALATION THRESHOLD

Below 92% for two cycles.

PRIMARY DECISION SUPPORTED

Whether the operating issue needs weekly intervention.

FIRST CORRECTIVE ACTION

Escalate the affected lane in the next weekly operating review.

Catering coordination misses.
Industry operating signal | Leading.

KPI CARD

WHY IT MATTERS

Shows where handoff quality is starting to fail before customer
recovery cost rises.

OWNER TYPE

Catering lead.

NAMED ACCOUNTABLE OWNER

Recommended decision owner: Executive sponsor. Supporting owner:
functional leader closest to the constraint.

REVIEW CADENCE

Weekly.

TARGET

0-1 per week.

WARNING THRESHOLD

2-3 per week.

ESCALATION THRESHOLD

4+ per week.

PRIMARY DECISION SUPPORTED

Whether the operating issue needs weekly intervention.

FIRST CORRECTIVE ACTION

Escalate the affected lane in the next weekly operating review.

WHAT TO WATCH NEXT

HOW LEADERSHIP SHOULD USE THE KPI PACK

The KPI pack should be used to isolate exceptions, force decisions, and track whether the correction is reducing operating drag. It should not
become another reporting burden.
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D5. Financial Value Bridge

This value bridge explains how the operating condition converts into cost, slower throughput, delayed decisions, or weaker value capture and
where recovery actions are most likely to improve that path.

EDO PROPRIETARY FRAMEWORK

EDO Operating Friction Model

FRICTION

Technology.
The recurring operating pressure leaders
keep having to reconnect manually.

→

MANUAL WORKAROUND

Limited system visibility is slowing
decision speed and response time.
The rescue behavior that keeps work moving
temporarily but raises coordination load.

→

DECISION DELAY

The same blockers appear in two
consecutive reviews.
Where visibility or ownership gaps start
slowing the response.

REWORK

Reduce duplicated
reporting and shorten the
decision cycle.
The duplicated effort that shows
up after the delay reaches
execution.

→

MARGIN / CAPACITY LEAKAGE

Lower management
overhead and faster issue
resolution.
The point where operating
friction converts into value loss.

FINANCIAL IMPLICATION

HOW FRICTION CONVERTS INTO VALUE LOSS

This model should be read as a value-conversion chain. Friction is not expensive only because it is annoying. It becomes expensive
when it forces manual workarounds, delays decisions, and creates repeat work that the operating system should have prevented.

Manual reporting burden.
FINANCIAL VALUE BRIDGE

HOW IT SHOWS UP

Leaders and managers rebuild facts each week before they can decide.

FINANCIAL EFFECT

Creates hidden labor cost and slower decision cycles.

ESTIMATED IMPACT LOGIC

Each extra reporting rebuild cycle adds management time without improving throughput.

LIKELY VALUE LEVER

One KPI pack and stronger system-of-record visibility.

RECOVERY ACTION

Reduce duplicated reporting and shorten the decision cycle.

EXPECTED VALUE PATH

Lower management overhead and faster issue resolution.

30-DAY PROOF POINT

Leadership review packet can be produced from one common source.

90-DAY VALUE INDICATOR

Decision cycle time and reporting prep hours decline materially.

EXECUTIVE DIAGNOSTIC REPORT
Prepared for Harbor & Ember Hospitality Group

Document ID: EDO-HAR-T3-EAB-0001
Date: May 7, 2026

© 2026 EDO Strategic Advisors LLC. All rights reserved. | Proprietary & Confidential | Advisory use only | Document ID: EDO-HAR-T3-
EAB-0001

Page 67 of
131



Blocked work aging.
FINANCIAL VALUE BRIDGE

HOW IT SHOWS UP

Critical work stays open too long before escalation or recovery action.

FINANCIAL EFFECT

Delays throughput, extends cycle time, and increases rework cost.

ESTIMATED IMPACT LOGIC

The longer blocked work ages, the more downstream commitments slip or have to be reworked.

LIKELY VALUE LEVER

Threshold-based blocker escalation and weekly recovery review.

RECOVERY ACTION

Clear blocked items earlier and assign recovery owners quickly.

EXPECTED VALUE PATH

Shorter cycle times and fewer downstream delays.

30-DAY PROOF POINT

Oldest blockers are visible and moving each week.

90-DAY VALUE INDICATOR

Blocked-work aging and missed-commitment rates both decline.

Management coordination overhead.
FINANCIAL VALUE BRIDGE

HOW IT SHOWS UP

Leaders keep reconnecting work that should move through the operating rhythm.

FINANCIAL EFFECT

Consumes expensive leadership time and delays higher-value decisions.

ESTIMATED IMPACT LOGIC

When senior leaders become the manual routing layer, operating cost rises while decision quality falls.

LIKELY VALUE LEVER

Clear ownership model and weekly exception review.

RECOVERY ACTION

Shift issue resolution into named ownership lanes.

EXPECTED VALUE PATH

Lower leadership overhead and better decision focus.

30-DAY PROOF POINT

Leaders spend less time rebuilding context in reviews.

90-DAY VALUE INDICATOR

Executive meeting time shifts toward tradeoffs instead of issue reconstruction.
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Missed-commitment recovery.
FINANCIAL VALUE BRIDGE

HOW IT SHOWS UP

Work slips without fast recovery ownership or escalation.

FINANCIAL EFFECT

Creates longer delivery cycles and higher cost to recover late work.

ESTIMATED IMPACT LOGIC

Late recovery usually costs more than early intervention because multiple lanes are already affected.

LIKELY VALUE LEVER

Recovery tracker and same-cycle escalation rules.

RECOVERY ACTION

Make missed commitments visible early and assign named recovery owners.

EXPECTED VALUE PATH

Faster recovery and fewer compounded delays.

30-DAY PROOF POINT

Every missed commitment exits the meeting with an owner and due date.

90-DAY VALUE INDICATOR

Recovery action closure improves and repeat misses decline.

Decision latency.
FINANCIAL VALUE BRIDGE

HOW IT SHOWS UP

Material issues wait for leader attention or stay unresolved across multiple cycles.

FINANCIAL EFFECT

Slows throughput, creates idle time, and increases the labor spent on re-coordination.

ESTIMATED IMPACT LOGIC

A slow decision path creates a hidden tax because several teams stay partially active while waiting for direction.

LIKELY VALUE LEVER

Decision-lane discipline.

RECOVERY ACTION

Use one decision log and threshold-based escalation ownership.

EXPECTED VALUE PATH

Faster issue closure and fewer reopened tradeoffs.

30-DAY PROOF POINT

Aging decisions are visible with owner and due window.

90-DAY VALUE INDICATOR

Decision cycle time and blocked-work aging both decline.
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System visibility gaps.
FINANCIAL VALUE BRIDGE

HOW IT SHOWS UP

Operating truth sits across spreadsheets, side trackers, and partial reports.

FINANCIAL EFFECT

Slows decisions, increases manual effort, and raises error correction cost.

ESTIMATED IMPACT LOGIC

Every missing or conflicting data path adds decision delay and wasted reconciliation effort.

LIKELY VALUE LEVER

Source-of-truth discipline and reporting delay reduction.

RECOVERY ACTION

Track visibility gaps weekly and standardize one reporting pack.

EXPECTED VALUE PATH

Faster decisions, lower reconciliation effort, and higher planning confidence.

30-DAY PROOF POINT

The top visibility gaps have named owners and closure dates.

90-DAY VALUE INDICATOR

Reporting delay, reconciliation hours, and workaround volume all improve.

Labor scheduling variance.
FINANCIAL VALUE BRIDGE

HOW IT SHOWS UP

Shows up when staffing coverage does not match event or service demand.

FINANCIAL EFFECT

Creates overtime cost, rushed service, and avoidable margin loss.

ESTIMATED IMPACT LOGIC

This exposure becomes economically meaningful when labor scheduling variance repeats often enough that managers are spending recovery time
every cycle or the issue begins shifting revenue timing, margin quality, labor cost, or cash confidence.

LIKELY VALUE LEVER

Tighter labor-to-demand planning.

RECOVERY ACTION

Weekly labor variance review and pre-event staffing checkpoint.

EXPECTED VALUE PATH

Lower labor leakage and fewer recovery costs.

30-DAY PROOF POINT

Leadership can see labor scheduling variance in one common review packet and name the owner-level response within 30 days.

90-DAY VALUE INDICATOR

The 90-day signal should show improvement in the underlying timing, cost, or exception trend tied to labor scheduling variance.
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Service recovery cost.
FINANCIAL VALUE BRIDGE

HOW IT SHOWS UP

Shows up when management has to comp, discount, or manually rescue the guest experience.

FINANCIAL EFFECT

Erodes event margin and increases hidden management cost.

ESTIMATED IMPACT LOGIC

This exposure becomes economically meaningful when service recovery cost repeats often enough that managers are spending recovery time every
cycle or the issue begins shifting revenue timing, margin quality, labor cost, or cash confidence.

LIKELY VALUE LEVER

Faster issue visibility and exception ownership.

RECOVERY ACTION

Escalate guest-impacting issues before the event or service window closes.

EXPECTED VALUE PATH

Lower recovery spend and fewer reputation-driven discounts.

30-DAY PROOF POINT

Leadership can see service recovery cost in one common review packet and name the owner-level response within 30 days.

90-DAY VALUE INDICATOR

The 90-day signal should show improvement in the underlying timing, cost, or exception trend tied to service recovery cost.

Event margin leakage.
FINANCIAL VALUE BRIDGE

HOW IT SHOWS UP

Shows up when labor, rework, or late changes consume booked event margin.

FINANCIAL EFFECT

Reduces contribution margin and weakens sales confidence in future event growth.

ESTIMATED IMPACT LOGIC

This exposure becomes economically meaningful when event margin leakage repeats often enough that managers are spending recovery time every
cycle or the issue begins shifting revenue timing, margin quality, labor cost, or cash confidence.

LIKELY VALUE LEVER

Event-level operating control.

RECOVERY ACTION

Track event profitability variance and pre-event readiness checkpoints.

EXPECTED VALUE PATH

More predictable margin capture on booked work.

30-DAY PROOF POINT

Leadership can see event margin leakage in one common review packet and name the owner-level response within 30 days.

90-DAY VALUE INDICATOR

The 90-day signal should show improvement in the underlying timing, cost, or exception trend tied to event margin leakage.
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Catering rework.
FINANCIAL VALUE BRIDGE

HOW IT SHOWS UP

Shows up as remake cost, duplicate prep, or last-minute coordination labor.

FINANCIAL EFFECT

Creates avoidable labor cost and waste while reducing schedule reliability.

ESTIMATED IMPACT LOGIC

This exposure becomes economically meaningful when catering rework repeats often enough that managers are spending recovery time every cycle
or the issue begins shifting revenue timing, margin quality, labor cost, or cash confidence.

LIKELY VALUE LEVER

Stronger pre-delivery handoff discipline.

RECOVERY ACTION

Use one event handoff packet and named delivery owner.

EXPECTED VALUE PATH

Less avoidable labor and higher handoff reliability.

30-DAY PROOF POINT

Leadership can see catering rework in one common review packet and name the owner-level response within 30 days.

90-DAY VALUE INDICATOR

The 90-day signal should show improvement in the underlying timing, cost, or exception trend tied to catering rework.

Late handoff cost.
FINANCIAL VALUE BRIDGE

HOW IT SHOWS UP

Shows up when booking, kitchen, and service teams discover key details too late.

FINANCIAL EFFECT

Creates rush cost, quality misses, and manager time spent rebuilding context.

ESTIMATED IMPACT LOGIC

This exposure becomes economically meaningful when late handoff cost repeats often enough that managers are spending recovery time every cycle
or the issue begins shifting revenue timing, margin quality, labor cost, or cash confidence.

LIKELY VALUE LEVER

Earlier exception detection.

RECOVERY ACTION

Review event handoff exceptions 72 hours before delivery.

EXPECTED VALUE PATH

Shorter issue resolution cycle and fewer late rescues.

30-DAY PROOF POINT

Leadership can see late handoff cost in one common review packet and name the owner-level response within 30 days.

90-DAY VALUE INDICATOR

The 90-day signal should show improvement in the underlying timing, cost, or exception trend tied to late handoff cost.
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Booking-to-delivery breakdown.
FINANCIAL VALUE BRIDGE

HOW IT SHOWS UP

Shows up when booked work advances without confirmed staffing, readiness, or ownership.

FINANCIAL EFFECT

Creates margin leakage through missed prep, overtime, and guest recovery.

ESTIMATED IMPACT LOGIC

This exposure becomes economically meaningful when booking-to-delivery breakdown repeats often enough that managers are spending recovery
time every cycle or the issue begins shifting revenue timing, margin quality, labor cost, or cash confidence.

LIKELY VALUE LEVER

Booking gate discipline.

RECOVERY ACTION

Require readiness confirmation before the delivery window.

EXPECTED VALUE PATH

Lower booked-work variance and stronger service confidence.

30-DAY PROOF POINT

Leadership can see booking-to-delivery breakdown in one common review packet and name the owner-level response within 30 days.

90-DAY VALUE INDICATOR

The 90-day signal should show improvement in the underlying timing, cost, or exception trend tied to booking-to-delivery breakdown.
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D6. Initiative Stop / Start / Continue Map

This map is meant to help leadership reduce noise quickly by clarifying what should stop, what should begin immediately, and what should
continue while the correction is being held.

Leadership decision rights.
STOP / START / CONTINUE CATEGORY

OWNER TYPE

CEO / COO.

REVIEW CADENCE

Monthly executive review.

FIRST REVIEW QUESTION

Which decisions still do not have one final owner and what downstream work is waiting on them?

STOP

Reopening closed decisions without new evidence

Approving exceptions outside the agreed review lane

Adding work without removing something else

START

Review one decision log each cycle

Name one final owner for every material tradeoff

Escalate only through the agreed decision path

CONTINUE

Focused decisions already tied to active priorities

Leader attention on unresolved tradeoffs

Monthly executive review as the final arbitration lane

RATIONALE

Leadership cannot stabilize the business if authority stays diffuse.

RISK IF IGNORED

Priority noise and rework will continue to outrun recovery discipline.
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Resource allocation.
STOP / START / CONTINUE CATEGORY

OWNER TYPE

COO / CFO.

REVIEW CADENCE

Monthly executive review.

FIRST REVIEW QUESTION

Which active priorities still lack the people, time, or funding they assume?

STOP

Spreading key people across too many active initiatives

Funding work without visible return logic

Leaving capacity conflicts unresolved until deadlines slip

START

Review resource tradeoffs at the same time as priority decisions

Map capacity pressure by active lane

Flag any new work requiring executive protection

CONTINUE

Resource support for high-value active priorities

Capacity review on critical commitments

Protected work that clearly supports recovery

RATIONALE

Recovery work only holds if people, budget, and timing support match the active agenda.

RISK IF IGNORED

The organization will keep carrying work it cannot actually execute cleanly.
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Operating cadence.
STOP / START / CONTINUE CATEGORY

OWNER TYPE

Chief of Staff / Operating Coordinator.

REVIEW CADENCE

Weekly operating review.

FIRST REVIEW QUESTION

Did last week’s meeting actually close issues, or did it only explain them?

STOP

Turning weekly reviews into general status meetings

Discussing issues without owner, threshold, or due date

Allowing informational updates to crowd out decisions

START

Run a 60-minute exception-based weekly operating review

Use one pre-read pack for all attendees

Track follow-through between meetings in one action log

CONTINUE

Cadence rituals that already produce real decisions

Escalation windows that are working

Pre-read discipline tied to the operating review

RATIONALE

Cadence is the control system that turns recovery language into operating behavior.

RISK IF IGNORED

Meetings will consume time without reducing risk, noise, or blockers.
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Blocked work and recovery.
STOP / START / CONTINUE CATEGORY

OWNER TYPE

Operating lead.

REVIEW CADENCE

Weekly operating review.

FIRST REVIEW QUESTION

Which blockers have crossed threshold without a changed response from leadership?

STOP

Letting blocked work stay open without recovery owner

Treating repeated misses as isolated incidents

Escalating only after customer or margin harm appears

START

Set blocker aging thresholds by lane

Assign same-cycle recovery owners

Inspect repeat misses as a pattern rather than a one-off

CONTINUE

Recovery actions that are already closing on time

Known escalations that have owner and date

Exception analysis tied to visible operating facts

RATIONALE

Blocked work is where execution reliability is won or lost during recovery.

RISK IF IGNORED

Aging issues will keep consuming capacity and spreading delay into dependent work.
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Reporting and visibility.
STOP / START / CONTINUE CATEGORY

OWNER TYPE

Technology lead.

REVIEW CADENCE

Weekly operating review.

FIRST REVIEW QUESTION

Which reporting delay is currently most generally to hide a material operating exception?

STOP

Adding new reporting requests without source-of-truth ownership

Tolerating stale status data for active priorities

Accepting unmanaged spreadsheet views as the operating truth

START

Run a weekly visibility-gap review

Protect one KPI pack as the executive source of truth

Assign owners to the highest-risk reporting delays

CONTINUE

Customer-facing growth work only if visibility remains protected

Existing reports that leadership already trusts

Visibility fixes tied directly to active recovery work

RATIONALE

Leaders need faster, cleaner facts before they can govern the rest of the correction.

RISK IF IGNORED

Recovery decisions will keep arriving too late and manual reconciliation will stay expensive.
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System-of-record discipline.
STOP / START / CONTINUE CATEGORY

OWNER TYPE

Technology lead.

REVIEW CADENCE

Weekly operating review.

FIRST REVIEW QUESTION

Which active priorities are still being governed outside the intended source of truth?

STOP

Running parallel manual trackers without final owner

Allowing key status updates to live in chat, email, or personal files

Launching new work with no visibility path

START

Audit system-of-record exceptions weekly

Retire duplicate trackers in a controlled order

Log where blocked work still sits outside formal systems

CONTINUE

Manual controls that close a specific short-term risk

Critical visibility patches that support the active recovery

Trusted system views already used in executive review

RATIONALE

Parallel tracking should shrink, not become the permanent control system.

RISK IF IGNORED

Leadership will keep debating facts instead of resolving issues.
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Event operations.
STOP / START / CONTINUE CATEGORY

OWNER TYPE

Event operations lead.

REVIEW CADENCE

Weekly operating review.

FIRST REVIEW QUESTION

Which upcoming events are still relying on informal handoffs instead of a controlled packet?

STOP

Allowing handoff detail to live in email or chat

Launching event prep without named owner

Waiting until final week to reconcile delivery readiness

START

Review event handoff accuracy weekly

Assign one owner to each booked event packet

Inspect readiness 72 hours before delivery

CONTINUE

Booked work that already has clean handoff and staffing support

Customer-facing event growth the operation can hold

Standard event readiness reviews

RATIONALE

Event work becomes expensive quickly when ownership and readiness are discovered late.

RISK IF IGNORED

Late coordination misses will continue creating margin leakage and guest recovery work.
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Labor scheduling.
STOP / START / CONTINUE CATEGORY

OWNER TYPE

Operations manager.

REVIEW CADENCE

Weekly operating review.

FIRST REVIEW QUESTION

Which shifts or events already show a labor mismatch leadership can still correct this week?

STOP

Using overtime as the default recovery tool

Finalizing schedules without event-demand confirmation

Treating staffing misses as unavoidable noise

START

Review labor variance weekly

Escalate high-risk coverage gaps before the weekend window

Tie staffing changes to event and service readiness

CONTINUE

Coverage plans already aligned to booked demand

Stable service windows with reliable staffing support

Shift reviews that prevent last-minute rescue work

RATIONALE

Labor cost and service risk rise together when scheduling is reactive.

RISK IF IGNORED

Weekend or event windows will keep consuming margin through rushed staffing decisions.

EXECUTIVE DIAGNOSTIC REPORT
Prepared for Harbor & Ember Hospitality Group

Document ID: EDO-HAR-T3-EAB-0001
Date: May 7, 2026

© 2026 EDO Strategic Advisors LLC. All rights reserved. | Proprietary & Confidential | Advisory use only | Document ID: EDO-HAR-T3-
EAB-0001

Page 81 of
131



Executive review discipline.
STOP / START / CONTINUE CATEGORY

OWNER TYPE

CEO / COO.

REVIEW CADENCE

Monthly executive review.

FIRST REVIEW QUESTION

Which topics in the last executive review should never return in the same format?

STOP

Allowing the monthly review to become a broad update forum

Bringing unresolved tradeoffs without one owner recommendation

Reviewing too many topics to close decisions cleanly

START

Limit the executive agenda to tradeoffs, escalations, and resource decisions

Require one recommendation per issue before the review

Track closure rate from one cycle to the next

CONTINUE

Executive time on high-value decisions

Review packets that arrive on time

A small agenda that leadership can actually govern

RATIONALE

The executive lane should close decisions, not absorb status noise.

RISK IF IGNORED

Leadership time will be consumed without improving control of the business.
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KPI and operating-pack discipline.
STOP / START / CONTINUE CATEGORY

OWNER TYPE

Chief of Staff / KPI owners.

REVIEW CADENCE

Weekly operating review.

FIRST REVIEW QUESTION

Which KPI or packet field still causes the most avoidable debate?

STOP

Building separate KPI views for every function

Carrying unknown status confidence into leadership review

Letting data cleanup happen inside the meeting

START

Publish one mandatory review pack

Tag low-confidence metrics explicitly

Move data disputes into pre-read correction

CONTINUE

Trusted operating signals already tied to decisions

Exception views leaders can act on

Stable weekly packet routines

RATIONALE

The operating pack has to become the control surface for the recovery.

RISK IF IGNORED

Leadership will keep debating facts and slowing decisions.
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D7. Weekly Operating Review Package

This is the weekly operating review package leadership can use immediately to run the correction through one disciplined cadence.

EDO INTERPRETATION

WHY THE WEEKLY FORUM EXISTS

This forum should manage exceptions, blockers, and owner-level recovery actions only. It should not absorb broad status reporting or tradeoff
decisions that belong in the monthly executive lane.

0-10 min
KPI exceptions.

OWNER

Operating lead.

INPUT REQUIRED

KPI pack.

DECISION REQUIRED

Which exceptions need immediate recovery or escalation.

OUTPUT

Exception action list.

10-20 min
Blocked work aging.

OWNER

Blocker owner.

INPUT REQUIRED

Blocked-work log.

DECISION REQUIRED

Which blockers need new owner, support, or executive escalation.

OUTPUT

Updated blocker recovery assignments.

20-30 min
Missed commitments.

OWNER

Functional owners.

INPUT REQUIRED

Commitment tracker.

DECISION REQUIRED

Which misses need recovery plan or reprioritization.

OUTPUT

Recovery plan updates.

30-40 min
Technology constraint review.

OWNER

Executive sponsor.

INPUT REQUIRED

Constraint-specific pack.

DECISION REQUIRED

What needs to be protected, paused, or escalated this week.

OUTPUT

Constraint action decisions.

40-50 min
Cross-functional tradeoffs.

OWNER

COO / Chief of Staff.

INPUT REQUIRED

Decision log and priority register.

DECISION REQUIRED

Which tradeoffs move to executive review.

OUTPUT

Escalation list for monthly review.

50-60 min
Action closure and next-cycle ownership.

OWNER

Operating coordinator.

INPUT REQUIRED

Action tracker.

DECISION REQUIRED

Who owns what before the next cycle.

OUTPUT

Updated weekly action tracker.
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Forum ownership

Owner type: COO / Chief of Staff

Named accountable owner: Recommended accountable owner:
COO or Head of Operations. Final ownership should be
confirmed in the executive reset meeting.

Named backup owner: Recommended supporting owner:
operating coordinator or chief of staff delegate.

Owner assignment status: To Be Assigned

Required attendees

COO or operating lead

Functional owners tied to active priorities

Chief of staff or operating coordinator

Executive sponsor when escalations are expected

Required pre-read

Current KPI pack

Blocked-work log

Priority register

Decision log

Missed-commitment tracker

Meeting rules

Discuss exceptions, blockers, and decisions only.

Do not rebuild the full status narrative in the meeting.

Every issue discussed must leave with owner, deadline, and
escalation rule.

Decision outputs

Exception action list

Escalation list

Priority adjustments

Named recovery owners

Escalation criteria

Blocked item past agreed aging threshold

Missed commitment without recovery owner

Priority conflict requiring executive tradeoff

KPI exception breaching escalation threshold

Sample dashboard fields

Active priorities

Aging blockers

Missed commitments

Constraint-specific KPI exceptions

Escalations requiring executive review

Recovery action closure rate

What not to discuss

Broad strategy debates

Detailed informational updates already in the pre-read

New initiatives without tradeoff decision context

Follow-up log

Action

Owner

Due by next review

Escalation trigger if missed

Current status
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D8. Monthly Executive Tradeoff Review Package

The weekly operating review manages execution exceptions. The monthly executive tradeoff review closes enterprise tradeoffs, confirms what
stops, and resets protection on work that no longer deserves leadership attention.

OPERATING DECISION REQUIRED

WHAT THIS FORUM MUST CLOSE

Every recovery action must be paired with a subtraction decision. The monthly executive tradeoff review is where leadership decides what
starts, what stops, what pauses, and what loses protection.

The weekly operating review manages execution exceptions. The monthly executive tradeoff review closes enterprise tradeoffs, confirms what
stops, and resets protection on work that no longer deserves leadership attention.

0-10 min
Review unresolved executive decisions.

OWNER

CEO / COO.

INPUT REQUIRED

Decision log.

DECISION REQUIRED

Close, defer with owner, or escalate each unresolved material decision.

OUTPUT

Updated decision log with final owners and next review dates.

10-25 min
Review priority additions and pauses.

OWNER

CEO.

INPUT REQUIRED

Priority register and Priority Protection Register.

DECISION REQUIRED

What starts, what stops, what pauses, and what loses protection.

OUTPUT

Updated priority register and protection decisions.

25-45 min
Resource tradeoff review.

OWNER

CFO / COO.

INPUT REQUIRED

Capacity and financial impact view.

DECISION REQUIRED

Which work receives resources and which does not.

OUTPUT

Approved resource tradeoff record.

45-65 min
Decision reversal review.

OWNER

CEO.

INPUT REQUIRED

Reopened or reversed decisions.

DECISION REQUIRED

Confirm reversal, reject reversal, or reset decision rights.

OUTPUT

Decision-rights update and reversal record.

65-80 min
Cross-functional conflict closure.

OWNER

COO.

INPUT REQUIRED

Blocked-work log and escalation register.

DECISION REQUIRED

Assign final decision owner and closure date for unresolved conflicts.

OUTPUT

Closed escalation or executive action.

80-90 min
Confirm next-cycle executive decision agenda.

OWNER

Chief of Staff.

INPUT REQUIRED

Decision log and Priority Protection Register.

DECISION REQUIRED

Confirm next month’s forced decisions and required proof points.

OUTPUT

Published next-cycle executive decision agenda.
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Forum ownership

Owner type: CEO / COO

Named accountable owner: Recommended accountable owner:
CEO. Final ownership should be confirmed in the executive
reset meeting.

Named backup owner: Recommended supporting owner: senior
operations manager or chief of staff.

Owner assignment status: To Be Assigned

Required attendees

CEO / Founder

COO / Operating Lead

CFO / Finance Lead

Chief of Staff / Operating Coordinator

Executive sponsors for active priorities

Required pre-read

Decision log with unresolved items and reversals highlighted

Priority register and Priority Protection Register

KPI pack with exception trend summary

Blocked-work log with aging and escalation status

Constraint summary for technology and any work requesting
new executive protection

Decisions required

Which priorities remain protected for the next cycle

Which lower-value work stops, pauses, or loses leadership
protection

Which resource conflicts are resolved this month

Which decision reversals are accepted versus rejected

Which cross-functional conflicts get final executive closure

Tradeoff decision rules

Every recovery action must be paired with a subtraction
decision.

No priority addition is approved without a pause, stop, defer, or
reduced-protection decision.

Material tradeoffs must show decision owner, execution owner,
and review date in the decision log.

Executive protection is temporary and must be re-earned with
operating evidence, not volume of requests.

Core inputs

Decision log

Priority register

Priority Protection Register

KPI pack

Blocked-work log

Resource and financial impact view

Core outputs

Updated decision log

Updated priority register

Updated Priority Protection Register

Approved resource tradeoff record

Published next-cycle executive agenda

Decision log requirements

Every approved tradeoff must be logged the same cycle.

Every deferred decision must have a named owner and next
review date.

Every reversal must capture the rationale, affected work, and
authority lane.

Priority register updates

Mark active, paused, stopped, and reduced-protection priorities
visibly.

Reconfirm owner and review date for every protected priority.

Remove work that no longer fits the recovery sequence.

Resource tradeoff review

Review capacity conflicts tied to active priorities.

Confirm where labor, budget, or leadership time will be
reallocated.

Reject work that still looks unfunded after the tradeoff review.
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Decision reversal review

Inspect reopened decisions and identify whether authority,
evidence, or message consistency failed.

Close unnecessary reversals inside the same meeting
whenever possible.

Cross-functional conflict closure

Close ownership disputes that are aging across more than one
lane.

Set final escalation owner and closure date for any unresolved
enterprise blocker.

Initiative add / pause / stop decisions

Any initiative requesting executive protection must identify what
loses protection in return.

Paused or stopped work must be reflected in the Priority
Protection Register before the next cycle begins.
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D9. 30-Day Implementation Backlog

The backlog below is intended to give leadership a Monday-morning implementation list with owner, dependency, due window, artifact, success
measure, and escalation trigger.

EXECUTIVE TAKEAWAY

BACKLOG FUNDING RULE

Any action without a stop / pause / protection decision should be treated as unfunded work.
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ID ACTION OWNER
TYPE

NAMED OWNER DUE
WINDOW

ARTIFACT REVIEW
FORUM

STOP /
PAUSE
REQUIRED

DECISION
LOG
REQUIRED

A01. Approve the
narrowed active
priority list and
explicitly tag where
technology risk is
highest.

CEO / COO. Recommended
accountable owner:
CEO. Final ownership
should be confirmed
in the executive reset
meeting.

Days 1-2. Priority
register.

Executive
Reset
Meeting and
Monthly
Executive
Tradeoff
Review.

Stop treating all
active work as
equally protected
while the reset
priority list is being
established.

Yes.

A02. Pause lower-value
work that draws
resources from
active priorities.

CEO / CFO. Recommended
accountable owner:
CEO. Final ownership
should be confirmed
in the executive reset
meeting.

Days 1-3. Pause list. Executive
Reset
Meeting and
Monthly
Executive
Tradeoff
Review.

Stop resourcing
paused work as
though it still has
the same
executive priority.

Yes.

A03. Assign one
accountable owner
for each active
priority.

COO. Recommended
accountable owner:
COO or Head of
Operations. Final
ownership should be
confirmed in the
executive reset
meeting.

Days 2-4. Ownership
map.

Weekly
Operating
Review and
Monthly
Executive
Tradeoff
Review.

Stop assigning
material work to
teams or
committees without
one accountable
owner.

Yes.

A04. Set blocker aging
thresholds and
escalation rules by
lane.

COO /
Operating
Lead.

Recommended
accountable owner:
COO or Head of
Operations. Final
ownership should be
confirmed in the
executive reset
meeting.

Days 2-4. Escalation rule
sheet.

Weekly
Operating
Review and
Monthly
Executive
Tradeoff
Review.

Stop carrying work
into the weekly
review without
clear movement,
closure, or
escalation
expectations.

Yes.

A05. Launch one
blocked-work log
for all active
priorities.

Operating
coordinator.

Recommended
accountable owner:
COO or Head of
Operations. Final
ownership should be
confirmed in the
executive reset
meeting.

Days 3-5. Blocked-work
log.

Weekly
Operating
Review and
Monthly
Executive
Tradeoff
Review.

Stop carrying work
into the weekly
review without
clear movement,
closure, or
escalation
expectations.

Yes.

A06. Stand up the
weekly operating
review cadence.

COO / Chief of
Staff.

Recommended
accountable owner:
COO or Head of
Operations. Final
ownership should be
confirmed in the
executive reset
meeting.

Days 4-6. Weekly review
agenda.

Weekly
Operating
Review and
Monthly
Executive
Tradeoff
Review.

Stop using broad
status meetings as
the primary
escalation path.

Yes.

A07. Create the first
decision log and
populate active
decisions.

Chief of Staff. Recommended
accountable owner:
Chief of Staff or
operating coordinator.
Final ownership
should be confirmed
in the executive reset
meeting.

Days 4-6. Decision log. Executive
Reset
Meeting and
Monthly
Executive
Tradeoff
Review.

Stop allowing
material decisions
to remain open
across multiple
forums.

Yes.

A08. Build the first KPI
pack aligned to
technology and

KPI owner
lead.

Recommended
decision owner:
Executive sponsor.

Days 5-8. KPI pack. Weekly
Operating
Review and

Stop using
separate KPI
views that force

Yes.

EXECUTIVE DIAGNOSTIC REPORT
Prepared for Harbor & Ember Hospitality Group

Document ID: EDO-HAR-T3-EAB-0001
Date: May 7, 2026

© 2026 EDO Strategic Advisors LLC. All rights reserved. | Proprietary & Confidential | Advisory use only | Document ID: EDO-HAR-T3-
EAB-0001

Page 90 of
131



ID ACTION OWNER
TYPE

NAMED OWNER DUE
WINDOW

ARTIFACT REVIEW
FORUM

STOP /
PAUSE
REQUIRED

DECISION
LOG
REQUIRED

current operating
risk.

Supporting owner:
functional leader
closest to the
constraint.

Monthly
Executive
Tradeoff
Review.

leadership to
reconcile facts
during the
meeting.

A09. Name KPI owners
and review
cadence for each
core signal.

COO / CFO. Recommended
accountable owner:
COO or Head of
Operations. Final
ownership should be
confirmed in the
executive reset
meeting.

Days 5-8. KPI ownership
list.

Weekly
Operating
Review and
Monthly
Executive
Tradeoff
Review.

Stop using
separate KPI
views that force
leadership to
reconcile facts
during the
meeting.

Yes.

A10. Define monthly
executive review
decision lanes.

CEO / COO. Recommended
accountable owner:
CEO. Final ownership
should be confirmed
in the executive reset
meeting.

Days 6-9. Monthly review
agenda.

Monthly
Executive
Tradeoff
Review.

Stop allowing
executive
meetings to absorb
broad status
updates instead of
tradeoff decisions.

Yes.

A11. Map cross-
functional
dependencies for
active priorities.

Operating lead. Recommended
decision owner:
Executive sponsor.
Supporting owner:
functional leader
closest to the
constraint.

Days 7-10. Dependency
map.

Weekly
Operating
Review and
Monthly
Executive
Tradeoff
Review.

Stop carrying work
into the weekly
review without
clear movement,
closure, or
escalation
expectations.

Yes.

A12. Set initiative status
confidence scoring.

Transformation
or PMO lead.

Recommended
decision owner:
Executive sponsor.
Supporting owner:
functional leader
closest to the
constraint.

Days 7-10. Status
confidence
tracker.

Weekly
Operating
Review and
Monthly
Executive
Tradeoff
Review.

Stop carrying work
into the weekly
review without
clear movement,
closure, or
escalation
expectations.

Yes.

A13. Create the first
recovery action
tracker.

Operating
coordinator.

Recommended
accountable owner:
COO or Head of
Operations. Final
ownership should be
confirmed in the
executive reset
meeting.

Days 8-10. Recovery
tracker.

Weekly
Operating
Review and
Monthly
Executive
Tradeoff
Review.

Stop carrying work
into the weekly
review without
clear movement,
closure, or
escalation
expectations.

Yes.

A14. Run the first
executive review
on exceptions and
tradeoffs.

CEO. Recommended
accountable owner:
CEO. Final ownership
should be confirmed
in the executive reset
meeting.

Days 9-10. Executive
review notes.

Monthly
Executive
Tradeoff
Review.

Stop using
executive
meetings as broad
status forums
instead of tradeoff
forums.

Yes.

A15. Review the top
technology failure
signals and assign
owner-level
corrective action.

Executive
sponsor.

Recommended
decision owner:
Executive sponsor.
Supporting owner:
functional leader
closest to the
constraint.

Days 8-10. Constraint
recovery
sheet.

Weekly
Operating
Review and
Monthly
Executive
Tradeoff
Review.

Stop carrying work
into the weekly
review without
clear movement,
closure, or
escalation
expectations.

Yes.

A16. Review
governance
stability gaps and

Chief of Staff /
COO.

Recommended
accountable owner:
COO or Head of

Days 6-10. Governance
rule set.

Monthly
Executive

Stop using
executive
meetings as broad

Yes.
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ID ACTION OWNER
TYPE

NAMED OWNER DUE
WINDOW

ARTIFACT REVIEW
FORUM

STOP /
PAUSE
REQUIRED

DECISION
LOG
REQUIRED

define which
decisions require
written logging.

Operations. Final
ownership should be
confirmed in the
executive reset
meeting.

Tradeoff
Review.

status forums
instead of tradeoff
forums.

A17. Audit open
ownerless work,
role overlap, and
manager overload
in active lanes.

COO / HR
lead.

Recommended
accountable owner:
COO or Head of
Operations. Final
ownership should be
confirmed in the
executive reset
meeting.

Days 6-10. Capacity and
overlap review.

Weekly
Operating
Review and
Monthly
Executive
Tradeoff
Review.

Stop carrying work
into the weekly
review without
clear movement,
closure, or
escalation
expectations.

Yes.

A18. Build the first stop /
start / continue
tracker and align it
to the active
agenda.

COO / Chief of
Staff.

Recommended
accountable owner:
COO or Head of
Operations. Final
ownership should be
confirmed in the
executive reset
meeting.

Days 5-9. Stop-start-
continue
tracker.

Monthly
Executive
Tradeoff
Review.

Stop using
executive
meetings as broad
status forums
instead of tradeoff
forums.

Yes.

A19. Review financial
exposure areas
and link each one
to a recovery lever.

CFO. Recommended
accountable owner:
CFO or finance
leader closest to the
constraint. Final
ownership should be
confirmed in the
executive reset
meeting.

Days 7-10. Financial value
bridge tracker.

Monthly
Executive
Tradeoff
Review.

Stop using
executive
meetings as broad
status forums
instead of tradeoff
forums.

Yes.

A20. Define the first
monthly operating-
review pre-read
and dashboard
structure.

Chief of Staff. Recommended
accountable owner:
Chief of Staff or
operating coordinator.
Final ownership
should be confirmed
in the executive reset
meeting.

Days 7-10. Monthly
operating
review packet.

Monthly
Executive
Tradeoff
Review.

Stop using
executive
meetings as broad
status forums
instead of tradeoff
forums.

Yes.

A21. Run a focused
review of
technology-linked
customer or
service impact.

Customer /
service lead.

Recommended
decision owner:
Executive sponsor.
Supporting owner:
functional leader
closest to the
constraint.

Days 8-10. Customer-
impact
exception list.

Weekly
Operating
Review and
Monthly
Executive
Tradeoff
Review.

Stop carrying work
into the weekly
review without
clear movement,
closure, or
escalation
expectations.

Yes.

A22. Publish escalation
windows for
blocked work, KPI
exceptions, and
customer-
impacting issues.

COO. Recommended
accountable owner:
COO or Head of
Operations. Final
ownership should be
confirmed in the
executive reset
meeting.

Days 5-8. Escalation
window guide.

Weekly
Operating
Review and
Monthly
Executive
Tradeoff
Review.

Stop carrying work
into the weekly
review without
clear movement,
closure, or
escalation
expectations.

Yes.

A23. Set the 30-day
review scorecard
for ownership,

Chief of Staff /
COO.

Recommended
accountable owner:
COO or Head of
Operations. Final

Days 8-10. 30-day
success
scorecard.

Monthly
Executive
Tradeoff
Review.

Stop using
executive
meetings as broad
status forums

Yes.
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ID ACTION OWNER
TYPE

NAMED OWNER DUE
WINDOW

ARTIFACT REVIEW
FORUM

STOP /
PAUSE
REQUIRED

DECISION
LOG
REQUIRED

cadence, and KPI
adherence.

ownership should be
confirmed in the
executive reset
meeting.

instead of tradeoff
forums.

A24. Validate that each
recovery
workstream has
sponsor, cadence,
artifact, and
success measure.

Executive
sponsor.

Recommended
decision owner:
Executive sponsor.
Supporting owner:
functional leader
closest to the
constraint.

Days 8-10. Workstream
charter pack.

Monthly
Executive
Tradeoff
Review.

Stop using
executive
meetings as broad
status forums
instead of tradeoff
forums.

Yes.

A25. Pressure-test the
next 30 days
against known
industry-specific
failure risk.

Executive
sponsor.

Recommended
decision owner:
Executive sponsor.
Supporting owner:
functional leader
closest to the
constraint.

Days 9-10. Industry risk
watchlist.

Weekly
Operating
Review and
Monthly
Executive
Tradeoff
Review.

Stop carrying work
into the weekly
review without
clear movement,
closure, or
escalation
expectations.

Yes.

A26. Review upcoming
event handoff
packets and flag
bookings missing
delivery-critical
details.

Event
operations
lead.

Recommended
accountable owner:
operations leader
closest to the
constraint. Final
ownership should be
confirmed in the
executive reset
meeting.

Days 6-9. Event handoff
exception list.

Weekly
Operating
Review and
Monthly
Executive
Tradeoff
Review.

Stop carrying work
into the weekly
review without
clear movement,
closure, or
escalation
expectations.

Yes.

A27. Reconcile labor
scheduling
assumptions
against booked
event and weekend
demand.

Operations
manager.

Recommended
accountable owner:
operations leader
closest to the
constraint. Final
ownership should be
confirmed in the
executive reset
meeting.

Days 6-9. Labor variance
review.

Weekly
Operating
Review and
Monthly
Executive
Tradeoff
Review.

Stop carrying work
into the weekly
review without
clear movement,
closure, or
escalation
expectations.

Yes.

A28. Review event
profitability misses
from recent work
and isolate the
biggest margin
leakage drivers.

Finance and
events lead.

Recommended
decision owner:
Executive sponsor.
Supporting owner:
functional leader
closest to the
constraint.

Days 8-10. Event
profitability
variance
sheet.

Monthly
Executive
Tradeoff
Review.

Stop using
executive
meetings as broad
status forums
instead of tradeoff
forums.

Yes.

A29. Pressure-test
customer recovery
incidents against
the weekly
exception pack and
name one owner
for repeat service
failures.

General
manager.

Recommended
accountable owner:
General manager.
Final ownership
should be confirmed
in the executive reset
meeting.

Days 8-10. Customer
recovery
watchlist.

Weekly
Operating
Review and
Monthly
Executive
Tradeoff
Review.

Stop carrying work
into the weekly
review without
clear movement,
closure, or
escalation
expectations.

Yes.

A30. Confirm which
weekend and event
windows need
protected staffing,
prep, and
escalation

Operations
manager.

Recommended
accountable owner:
operations leader
closest to the
constraint. Final
ownership should be

Days 9-10. Protected
service
window plan.

Weekly
Operating
Review and
Monthly
Executive

Stop carrying work
into the weekly
review without
clear movement,
closure, or

Yes.
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ID ACTION OWNER
TYPE

NAMED OWNER DUE
WINDOW

ARTIFACT REVIEW
FORUM

STOP /
PAUSE
REQUIRED

DECISION
LOG
REQUIRED

coverage for the
next two cycles.

confirmed in the
executive reset
meeting.

Tradeoff
Review.

escalation
expectations.

Named accountable owners should be assigned during the first executive reset meeting. Any action without a stop / pause / protection decision should be treated as
unfunded work. Detailed ownership and dependency fields remain available in the implementation toolkit export.

A01 | Approve the narrowed active priority list and explicitly tag
where technology risk is highest.

IMPLEMENTATION BACKLOG ITEM

OWNER TYPE

CEO / COO.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: CEO. Final ownership should be
confirmed in the executive reset meeting.

DEPENDENCY

Current initiative inventory.

DUE WINDOW

Days 1-2.

ARTIFACT CREATED

Priority register.

SUCCESS MEASURE

Leadership can state the active priorities without ambiguity.

REVIEW FORUM

Executive Reset Meeting and Monthly Executive Tradeoff Review.

DECISION REQUIRED

Which work pauses now.

STOP / PAUSE DECISION

Stop treating all active work as equally protected while the reset priority
list is being established.

WORK LOSING PROTECTION

Ad hoc work, side-channel escalations, and unsupported requests lose
protection until the tradeoff is logged.

DECISION LOG ENTRY

Decision Log and Priority Protection Register.

A02 | Pause lower-value work that draws resources from active
priorities.

IMPLEMENTATION BACKLOG ITEM

OWNER TYPE

CEO / CFO.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: CEO. Final ownership should be
confirmed in the executive reset meeting.

DEPENDENCY

A01.

DUE WINDOW

Days 1-3.

ARTIFACT CREATED

Pause list.

SUCCESS MEASURE

Paused work is documented and communicated.

REVIEW FORUM

Executive Reset Meeting and Monthly Executive Tradeoff Review.

DECISION REQUIRED

Which commitments lose protection.

STOP / PAUSE DECISION

Stop resourcing paused work as though it still has the same executive
priority.

WORK LOSING PROTECTION

Ad hoc work, side-channel escalations, and unsupported requests lose
protection until the tradeoff is logged.

DECISION LOG ENTRY

Decision Log and Priority Protection Register.
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A03 | Assign one accountable owner for each active priority.

IMPLEMENTATION BACKLOG ITEM

OWNER TYPE

COO.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: COO or Head of Operations. Final
ownership should be confirmed in the executive reset meeting.

DEPENDENCY

A01.

DUE WINDOW

Days 2-4.

ARTIFACT CREATED

Ownership map.

SUCCESS MEASURE

Every active priority shows one accountable owner.

REVIEW FORUM

Weekly Operating Review and Monthly Executive Tradeoff Review.

DECISION REQUIRED

Which leader becomes final owner.

STOP / PAUSE DECISION

Stop assigning material work to teams or committees without one
accountable owner.

WORK LOSING PROTECTION

Ad hoc work, side-channel escalations, and unsupported requests lose
protection until the tradeoff is logged.

DECISION LOG ENTRY

Decision Log and Priority Protection Register.

A04 | Set blocker aging thresholds and escalation rules by lane.

IMPLEMENTATION BACKLOG ITEM

OWNER TYPE

COO / Operating Lead.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: COO or Head of Operations. Final
ownership should be confirmed in the executive reset meeting.

DEPENDENCY

A03.

DUE WINDOW

Days 2-4.

ARTIFACT CREATED

Escalation rule sheet.

SUCCESS MEASURE

Blocked work can be escalated without debate.

REVIEW FORUM

Weekly Operating Review and Monthly Executive Tradeoff Review.

DECISION REQUIRED

What timing threshold applies to each lane.

STOP / PAUSE DECISION

Stop carrying work into the weekly review without clear movement,
closure, or escalation expectations.

WORK LOSING PROTECTION

Ad hoc work, side-channel escalations, and unsupported requests lose
protection until the tradeoff is logged.

DECISION LOG ENTRY

Decision Log and Priority Protection Register.
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A05 | Launch one blocked-work log for all active priorities.

IMPLEMENTATION BACKLOG ITEM

OWNER TYPE

Operating coordinator.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: COO or Head of Operations. Final
ownership should be confirmed in the executive reset meeting.

DEPENDENCY

A04.

DUE WINDOW

Days 3-5.

ARTIFACT CREATED

Blocked-work log.

SUCCESS MEASURE

Blocked items are visible in one place.

REVIEW FORUM

Weekly Operating Review and Monthly Executive Tradeoff Review.

DECISION REQUIRED

Which tracker becomes authoritative.

STOP / PAUSE DECISION

Stop carrying work into the weekly review without clear movement,
closure, or escalation expectations.

WORK LOSING PROTECTION

Fragmented blocker trackers lose protection once the shared blocker
log is active.

DECISION LOG ENTRY

Decision Log and Priority Protection Register.

A06 | Stand up the weekly operating review cadence.

IMPLEMENTATION BACKLOG ITEM

OWNER TYPE

COO / Chief of Staff.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: COO or Head of Operations. Final
ownership should be confirmed in the executive reset meeting.

DEPENDENCY

A05.

DUE WINDOW

Days 4-6.

ARTIFACT CREATED

Weekly review agenda.

SUCCESS MEASURE

First meeting runs on the new cadence.

REVIEW FORUM

Weekly Operating Review and Monthly Executive Tradeoff Review.

DECISION REQUIRED

What issues belong in the weekly cadence.

STOP / PAUSE DECISION

Stop using broad status meetings as the primary escalation path.

WORK LOSING PROTECTION

Ad hoc work, side-channel escalations, and unsupported requests lose
protection until the tradeoff is logged.

DECISION LOG ENTRY

Decision Log and Priority Protection Register.
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A07 | Create the first decision log and populate active decisions.

IMPLEMENTATION BACKLOG ITEM

OWNER TYPE

Chief of Staff.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: Chief of Staff or operating
coordinator. Final ownership should be confirmed in the executive reset
meeting.

DEPENDENCY

A01.

DUE WINDOW

Days 4-6.

ARTIFACT CREATED

Decision log.

SUCCESS MEASURE

Active decisions and owners are visible.

REVIEW FORUM

Executive Reset Meeting and Monthly Executive Tradeoff Review.

DECISION REQUIRED

Which open decisions are material enough to log.

STOP / PAUSE DECISION

Stop allowing material decisions to remain open across multiple
forums.

WORK LOSING PROTECTION

Ad hoc work, side-channel escalations, and unsupported requests lose
protection until the tradeoff is logged.

DECISION LOG ENTRY

Decision Log.

A08 | Build the first KPI pack aligned to technology and current
operating risk.

IMPLEMENTATION BACKLOG ITEM

OWNER TYPE

KPI owner lead.

NAMED ACCOUNTABLE OWNER

Recommended decision owner: Executive sponsor. Supporting owner:
functional leader closest to the constraint.

DEPENDENCY

A06.

DUE WINDOW

Days 5-8.

ARTIFACT CREATED

KPI pack.

SUCCESS MEASURE

Leaders review one common set of signals.

REVIEW FORUM

Weekly Operating Review and Monthly Executive Tradeoff Review.

DECISION REQUIRED

Which KPIs are mandatory in every review.

STOP / PAUSE DECISION

Stop using separate KPI views that force leadership to reconcile facts
during the meeting.

WORK LOSING PROTECTION

Ad hoc work, side-channel escalations, and unsupported requests lose
protection until the tradeoff is logged.

DECISION LOG ENTRY

Decision Log and Priority Protection Register.
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A09 | Name KPI owners and review cadence for each core signal.

IMPLEMENTATION BACKLOG ITEM

OWNER TYPE

COO / CFO.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: COO or Head of Operations. Final
ownership should be confirmed in the executive reset meeting.

DEPENDENCY

A08.

DUE WINDOW

Days 5-8.

ARTIFACT CREATED

KPI ownership list.

SUCCESS MEASURE

Every KPI has owner and threshold.

REVIEW FORUM

Weekly Operating Review and Monthly Executive Tradeoff Review.

DECISION REQUIRED

Who owns each threshold breach.

STOP / PAUSE DECISION

Stop using separate KPI views that force leadership to reconcile facts
during the meeting.

WORK LOSING PROTECTION

Ad hoc work, side-channel escalations, and unsupported requests lose
protection until the tradeoff is logged.

DECISION LOG ENTRY

Decision Log and Priority Protection Register.

A10 | Define monthly executive review decision lanes.

IMPLEMENTATION BACKLOG ITEM

OWNER TYPE

CEO / COO.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: CEO. Final ownership should be
confirmed in the executive reset meeting.

DEPENDENCY

A07.

DUE WINDOW

Days 6-9.

ARTIFACT CREATED

Monthly review agenda.

SUCCESS MEASURE

Tradeoff, pause, and resource decisions have a home.

REVIEW FORUM

Monthly Executive Tradeoff Review.

DECISION REQUIRED

Which decisions stay monthly versus weekly.

STOP / PAUSE DECISION

Stop allowing executive meetings to absorb broad status updates
instead of tradeoff decisions.

WORK LOSING PROTECTION

Ad hoc work, side-channel escalations, and unsupported requests lose
protection until the tradeoff is logged.

DECISION LOG ENTRY

Decision Log, Priority Register, and Priority Protection Register.

The executive PDF shows the highest-priority detailed backlog items only. The full backlog and ownership fields remain available in the implementation toolkit export.
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D10. Role-Based Executive Instructions

CEO / Founder

ROLE MISSION IN THIS RECOVERY

Hold the recovery at the enterprise level by narrowing the agenda and forcing clean tradeoffs around technology.

WHAT THIS ROLE MUST OWN

Narrowing the active agenda

Final tradeoff decisions

Holding the executive team to one priority view

WHAT THIS ROLE MUST STOP DOING

Reopening settled decisions without new evidence

Personally clearing routine cross-functional issues that should be handled below

WHAT THIS ROLE MUST INSPECT WEEKLY

Priority count

Blocked-work aging

Decision reversals

WHAT DECISIONS THIS ROLE MUST FORCE

What work stops

What work gets executive protection

Which escalations move immediately

WHAT ARTIFACTS THIS ROLE MUST MAINTAIN

Decision log

Priority register

FIRST 10-DAY ACTIONS

Approve the narrowed priority list

Confirm final owners for active priorities

Set the executive review decision lanes

30-DAY SUCCESS TEST

The CEO can explain the active agenda, the top risks, and the current tradeoffs without hearing conflicting versions from the team.

COMMON TRAP

Confusing visible activity with useful progress and reintroducing work before the operating cadence is stable.

ESCALATION OBLIGATION

Escalate any cross-functional issue that remains unresolved after one full operating-review cycle.
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COO / Operating Lead

ROLE MISSION IN THIS RECOVERY

Turn the recovery into a weekly control system that reduces exception noise in hospitality & events operations instead of just documenting it.

WHAT THIS ROLE MUST OWN

Weekly operating cadence

Blocked-work recovery

Cross-functional execution discipline

WHAT THIS ROLE MUST STOP DOING

Letting weekly reviews drift into general status reporting

Allowing blockers to age without named recovery owner

WHAT THIS ROLE MUST INSPECT WEEKLY

Aging blockers

Missed commitments

Recovery action closure

WHAT DECISIONS THIS ROLE MUST FORCE

Who owns the blocker

What escalates now

What operating conflict needs executive decision

WHAT ARTIFACTS THIS ROLE MUST MAINTAIN

Blocked-work log

Weekly operating review packet

Recovery tracker

FIRST 10-DAY ACTIONS

Launch the weekly operating review

Set blocker thresholds

Approve the first blocked-work log and action tracker

30-DAY SUCCESS TEST

The COO can show that blocked work, missed commitments, and KPI exceptions are all moving through one disciplined review path.

COMMON TRAP

Becoming the manual clearing point for too many issues instead of forcing the system to carry them.

ESCALATION OBLIGATION

Escalate recurring blockers, unresolved ownership gaps, and repeated misses into the executive lane before they become normalized.

EXECUTIVE DIAGNOSTIC REPORT
Prepared for Harbor & Ember Hospitality Group

Document ID: EDO-HAR-T3-EAB-0001
Date: May 7, 2026

© 2026 EDO Strategic Advisors LLC. All rights reserved. | Proprietary & Confidential | Advisory use only | Document ID: EDO-HAR-T3-
EAB-0001

Page 100 of
131



CFO / Finance Lead

ROLE MISSION IN THIS RECOVERY

Translate operating friction into economic consequence quickly enough that leadership can still act before value leaks compound.

WHAT THIS ROLE MUST OWN

Financial visibility tied to active priorities

Margin and resource tradeoff clarity

WHAT THIS ROLE MUST STOP DOING

Delivering financial insight too late for operating action

Allowing forecast uncertainty to stay implicit

WHAT THIS ROLE MUST INSPECT WEEKLY

Margin exceptions

Cost of delay signals

Capital or labor timing pressure

WHAT DECISIONS THIS ROLE MUST FORCE

Budget shifts

Resource tradeoffs

Escalations with material economic consequence

WHAT ARTIFACTS THIS ROLE MUST MAINTAIN

Margin review pack

Tradeoff register

FIRST 10-DAY ACTIONS

Build the first financial value bridge

Break out segment or lane-level margin pressure

Link the top exposure areas to executive decisions

30-DAY SUCCESS TEST

The CFO can show where the business is losing value operationally and what leadership has already done about it.

COMMON TRAP

Keeping financial interpretation at too high a level for operators to act on it in time.

ESCALATION OBLIGATION

Escalate any exposure area that remains economically material without an owner-level recovery action.
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Functional Leaders

ROLE MISSION IN THIS RECOVERY

Protect execution inside each lane by making risks, misses, and tradeoffs visible early enough for the system to respond.

WHAT THIS ROLE MUST OWN

Priority delivery inside their lane

Exception visibility

Recovery follow-through

WHAT THIS ROLE MUST STOP DOING

Escalating issues without clear owner or requested decision

Continuing lower-value work that conflicts with active priorities

WHAT THIS ROLE MUST INSPECT WEEKLY

Lane-specific KPI exceptions

Open blockers

Missed commitments

WHAT DECISIONS THIS ROLE MUST FORCE

What their team will stop

What needs leadership support

What must escalate cross-functionally

WHAT ARTIFACTS THIS ROLE MUST MAINTAIN

Lane action tracker

Exception notes

FIRST 10-DAY ACTIONS

Confirm active work inside the lane

Name recovery owners for lane-specific exceptions

Bring the top three lane blockers into the weekly review

30-DAY SUCCESS TEST

Each functional leader can show what improved, what stayed blocked, and which tradeoffs still need executive attention.

COMMON TRAP

Protecting lane activity volume even when the lane is not actually closing work cleanly.

ESCALATION OBLIGATION

Escalate any blocker, capacity conflict, or customer-impacting miss that cannot be resolved within the lane’s threshold window.
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Technology Lead

ROLE MISSION IN THIS RECOVERY

Stabilize the visibility layer so leadership can govern technology with facts instead of reconciliation work or stale reporting.

WHAT THIS ROLE MUST OWN

System visibility gaps

Reporting delay reduction

Source-of-truth discipline

WHAT THIS ROLE MUST STOP DOING

Accepting parallel trackers as normal

Treating reporting confidence as separate from execution risk

WHAT THIS ROLE MUST INSPECT WEEKLY

Reporting delay

Manual workaround count

System-of-record exceptions

WHAT DECISIONS THIS ROLE MUST FORCE

Which reporting gaps are most dangerous now

What visibility work gets protected first

Which manual processes must be retired

WHAT ARTIFACTS THIS ROLE MUST MAINTAIN

Visibility gap register

Reporting issue tracker

FIRST 10-DAY ACTIONS

Audit the highest-risk reporting delays

Tag the current system-of-record exceptions

Prioritize which visibility gaps leadership needs first

30-DAY SUCCESS TEST

Leaders can trust the first operating-review pack more than the parallel trackers that existed before.

COMMON TRAP

Trying to improve every visibility gap at once instead of protecting the ones that currently drive executive decisions.

ESCALATION OBLIGATION

Escalate any reporting or system-of-record gap that keeps leadership from seeing a material operational exception in time.
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Transformation Lead

ROLE MISSION IN THIS RECOVERY

Sequence change work so it supports the recovery instead of competing with it for capacity, governance, and credibility.

WHAT THIS ROLE MUST OWN

Initiative sequencing

Adoption confidence

Change saturation visibility

WHAT THIS ROLE MUST STOP DOING

Launching new change work without adoption owner

Keeping stalled initiatives open indefinitely

WHAT THIS ROLE MUST INSPECT WEEKLY

Active initiative count

Initiative aging

Adoption confidence

WHAT DECISIONS THIS ROLE MUST FORCE

What pauses

What accelerates

What remains active because it directly supports current recovery

WHAT ARTIFACTS THIS ROLE MUST MAINTAIN

Initiative sequencing map

Adoption review tracker

FIRST 10-DAY ACTIONS

Build the first initiative sequencing view

Flag overloaded teams carrying too much change

Recommend which active initiatives should pause

30-DAY SUCCESS TEST

Leadership can explain why each active initiative is still open and how it supports the recovery sequence.

COMMON TRAP

Protecting legacy initiative activity because work has already started rather than because it still deserves capacity.

ESCALATION OBLIGATION

Escalate any initiative that keeps consuming capacity without adoption evidence or clear recovery value.
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Chief of Staff / Operating Coordinator

ROLE MISSION IN THIS RECOVERY

Make the operating system visible and reliable by holding the artifacts, pre-reads, and follow-through discipline together.

WHAT THIS ROLE MUST OWN

Decision logging

Meeting packet preparation

Action and escalation tracking

WHAT THIS ROLE MUST STOP DOING

Acting as the hidden owner for work that should be owned by leaders

Letting unresolved actions vanish between meetings

WHAT THIS ROLE MUST INSPECT WEEKLY

Action tracker closure

Decision log completeness

Escalation follow-through

WHAT DECISIONS THIS ROLE MUST FORCE

What information is missing

What must move to executive review

What can be resolved inside the weekly cadence

WHAT ARTIFACTS THIS ROLE MUST MAINTAIN

Decision log

Weekly meeting packet

Action tracker

Escalation log

FIRST 10-DAY ACTIONS

Build the first weekly pre-read pack

Populate the decision and action logs

Pressure-test whether the meeting output fields are actually usable

30-DAY SUCCESS TEST

The operating cadence runs on one set of artifacts and no material issue disappears between meetings.

COMMON TRAP

Becoming the informal owner for decisions and recovery work that leaders still need to own themselves.

ESCALATION OBLIGATION

Escalate any repeated gap in ownership, missing data, or unresolved follow-through that weakens the cadence.
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D11. Implementation Failure Modes

The correction is most likely to fail through predictable operating behaviors. This section tells leadership what to watch early and how to respond
before those failures become structural.

EDO INTERPRETATION

OWNER ASSIGNMENT REMINDER

Named accountable owners should be assigned during the first executive reset meeting. Until those names are assigned, the escalation
owner shown below is the temporary control point.
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Workstream
Leadership Alignment.

WHY THIS WORKSTREAM FAILS

This workstream fails when leaders leave the room aligned in principle but do not convert that alignment into one shared operating message,
one protected agenda, and one set of tradeoff rules across event handoff, catering coordination, labor scheduling, and booking-to-delivery
flow.

LEADERSHIP ALIGNMENT FAILURE MODE 1: LEADERS ALIGN IN THE MEETING BUT NOT BELOW IT.

LIKELY FAILURE MODE

Executives align in the reset meeting, then managers receive different interpretations of what is actually protected.

EARLY WARNING SIGNAL

Managers repeat different priority rules or escalation thresholds after the same executive meeting.

DECISION REQUIRED

Decide which leadership messages, tradeoff rules, and protected priorities must be republished immediately.

LEADERSHIP CORRECTION

Reissue the active agenda through the management layer and inspect whether the same message now holds below the executive team.

RECOVERY ACTION

Force one executive summary of priorities, tradeoff rules, and escalation expectations into the next manager review.

TEMPORARY ESCALATION OWNER

CEO.

ARTIFACT TO INSPECT

Decision log.

PREVENTION RULE

No major decision is complete until the management layer can repeat it back through the same priorities and thresholds.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: CEO. Final ownership should be confirmed in the executive reset meeting.

LEADERSHIP ALIGNMENT FAILURE MODE 2: ROLE-BASED OWNERSHIP REPLACES NAMED ACCOUNTABILITY.

LIKELY FAILURE MODE

Role-based ownership is named in principle, but no one individual is forced to close the decision, blocker, or commitment.

EARLY WARNING SIGNAL

Issues are discussed as belonging to a function, team, or role, but missed commitments still have no single closer.

DECISION REQUIRED

Decide which issues need a named owner now and which role-based placeholders are no longer acceptable.

LEADERSHIP CORRECTION

Push every ownerless commitment back to the executive team until one individual is clearly accountable.

RECOVERY ACTION

Assign a named closer to every top decision, blocked commitment, and active executive tradeoff in the next reset meeting.

TEMPORARY ESCALATION OWNER

CEO.

ARTIFACT TO INSPECT

Decision log.

PREVENTION RULE

No commitment stays active with only a role label. One named individual must own closure.

NAMED ACCOUNTABLE OWNER
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Recommended accountable owner: CEO. Final ownership should be confirmed in the executive reset meeting.

WHAT LEADERSHIP MUST INSPECT

Leaders should inspect Decision log weekly enough to determine whether the workstream is actually changing behavior, not just
generating activity.
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Workstream
Governance Stabilization.

WHY THIS WORKSTREAM FAILS

This workstream fails when decision rights are documented but not enforced, allowing exceptions, side channels, and unresolved
escalations to keep distorting event handoff, catering coordination, labor scheduling, and booking-to-delivery flow.

GOVERNANCE STABILIZATION FAILURE MODE 1: DECISION RIGHTS DOCUMENTED BUT NOT ENFORCED.

LIKELY FAILURE MODE

Decision lanes are written down, but leaders keep approving exceptions outside the agreed forum.

EARLY WARNING SIGNAL

Leaders continue approving priority additions, exceptions, or resource shifts outside the monthly tradeoff forum.

DECISION REQUIRED

Decide whether off-lane exceptions will be rejected, escalated, or pulled back into the formal decision forum.

LEADERSHIP CORRECTION

Treat side-channel exceptions as governance failures, not as harmless shortcuts.

RECOVERY ACTION

Pull the next exception into the monthly tradeoff review, close it there, and document the decision in the log and protection register.

TEMPORARY ESCALATION OWNER

COO.

ARTIFACT TO INSPECT

Decision-rights matrix.

PREVENTION RULE

No material exception is approved outside the documented decision lane.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: COO or Head of Operations. Final ownership should be confirmed in the executive reset meeting.

GOVERNANCE STABILIZATION FAILURE MODE 2: ESCALATIONS CONTINUE THROUGH SIDE CHANNELS.

LIKELY FAILURE MODE

Escalations continue through side conversations, owner influence, or emergency exceptions instead of the control forums.

EARLY WARNING SIGNAL

The same cross-functional conflict returns even though it was supposedly resolved in an executive setting.

DECISION REQUIRED

Decide whether side-channel escalations will be rejected, pulled into the control forum, or assigned a final owner immediately.

LEADERSHIP CORRECTION

Force all unresolved cross-functional conflicts back into the monthly tradeoff forum and document the closure path.

RECOVERY ACTION

Document the next side-channel exception in the decision log and priority protection register, then resolve it in the formal forum.

TEMPORARY ESCALATION OWNER

COO.

ARTIFACT TO INSPECT

Decision-rights matrix.

PREVENTION RULE

No material escalation is considered closed until the formal forum records the decision and updates the affected priority protections.

NAMED ACCOUNTABLE OWNER
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Recommended accountable owner: COO or Head of Operations. Final ownership should be confirmed in the executive reset meeting.

WHAT LEADERSHIP MUST INSPECT

Leaders should inspect Decision-rights matrix weekly enough to determine whether the workstream is actually changing behavior, not
just generating activity.
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Workstream
KPI Visibility.

WHY THIS WORKSTREAM FAILS

This workstream fails when the scorecard exists but leadership still cannot see guest recovery issue, service-readiness miss, or event
margin leak through one trusted operating view.

KPI VISIBILITY FAILURE MODE 1: METRICS PUBLISHED BUT NOT USED.

LIKELY FAILURE MODE

The KPI pack exists, but tradeoffs still happen through spreadsheet extracts, side conversations, or personal judgment.

EARLY WARNING SIGNAL

The same KPI exception is debated repeatedly because leaders still trust side files more than the pack.

DECISION REQUIRED

Choose which reports are authoritative now and which shadow views must be retired.

LEADERSHIP CORRECTION

Shut down unofficial reporting paths and require leadership decisions to cite the same KPI pack.

RECOVERY ACTION

Trace each repeated exception back to the missing source-of-truth rule, stale data source, or unresolved owner gap that allowed it to stay open.

TEMPORARY ESCALATION OWNER

CFO / Technology Lead.

ARTIFACT TO INSPECT

KPI pack.

PREVENTION RULE

No executive review should use numbers that are not already in the approved KPI pack.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: CFO or finance leader closest to the constraint. Final ownership should be confirmed in the executive reset
meeting.

KPI VISIBILITY FAILURE MODE 2: SHADOW REPORTING CONTINUES.

LIKELY FAILURE MODE

The KPI pack is published, but teams keep maintaining shadow reports outside the approved view.

EARLY WARNING SIGNAL

Different teams arrive with different numbers for the same issue, or leaders ask for one-off extracts before making a decision.

DECISION REQUIRED

Decide which shadow reports are retired now and what happens when teams continue using them.

LEADERSHIP CORRECTION

Retire shadow views, name the authoritative owner, and require every exception decision to reference the same pack.

RECOVERY ACTION

Audit each repeated exception back to the stale source, owner gap, or shadow report that kept guest recovery issue, service-readiness miss, or event
margin leak outside the shared pack.

TEMPORARY ESCALATION OWNER

CFO / Technology Lead.

ARTIFACT TO INSPECT

KPI pack.

PREVENTION RULE

No exception, tradeoff, or executive review should use numbers that are not already in the approved KPI pack.
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NAMED ACCOUNTABLE OWNER

Recommended accountable owner: CFO or finance leader closest to the constraint. Final ownership should be confirmed in the executive reset
meeting.

WHAT LEADERSHIP MUST INSPECT

Leaders should inspect KPI pack weekly enough to determine whether the workstream is actually changing behavior, not just
generating activity.

EXECUTIVE DIAGNOSTIC REPORT
Prepared for Harbor & Ember Hospitality Group

Document ID: EDO-HAR-T3-EAB-0001
Date: May 7, 2026

© 2026 EDO Strategic Advisors LLC. All rights reserved. | Proprietary & Confidential | Advisory use only | Document ID: EDO-HAR-T3-
EAB-0001

Page 112 of
131



Workstream
Execution Recovery.

WHY THIS WORKSTREAM FAILS

Execution recovery fails when leaders treat the backlog as a list of activity rather than a control mechanism for movement, closure,
escalation, and protection across event handoff, catering coordination, labor scheduling, and booking-to-delivery flow.

EXECUTION RECOVERY FAILURE MODE 1: VAGUE OUTPUTS.

LIKELY FAILURE MODE

The recovery lane stays busy, but leadership still cannot tell which conditions changed, which blockers closed, or which decisions improved service
readiness and event profitability.

EARLY WARNING SIGNAL

Actions stay open, but the backlog cannot show which outputs moved or which blockers actually closed.

DECISION REQUIRED

Define which outputs count as closure and which unresolved blockers require executive intervention.

LEADERSHIP CORRECTION

Force the backlog to show changed conditions, closed blockers, and decision movement before the lane is called healthy.

RECOVERY ACTION

Rebuild the lane around one visible blocker log, one output definition, and one escalation threshold tied to guest recovery issue, service-readiness
miss, or event margin leak.

TEMPORARY ESCALATION OWNER

Executive sponsor.

ARTIFACT TO INSPECT

Blocked-work log.

PREVENTION RULE

No recovery item stays open without a visible output definition, named owner, due window, and blocker-aging threshold.

NAMED ACCOUNTABLE OWNER

Recommended decision owner: Executive sponsor. Supporting owner: functional leader closest to the constraint.

EXECUTION RECOVERY FAILURE MODE 2: HERO-DEPENDENT RECOVERY.

LIKELY FAILURE MODE

Progress depends on one strong operator pushing work through rather than on a repeatable cadence, artifact, and escalation rule.

EARLY WARNING SIGNAL

Progress stalls immediately when one strong operator is unavailable or attention moves to the next issue.

DECISION REQUIRED

Decide which operating rules need to be institutionalized so the execution recovery lane survives normal pressure.

LEADERSHIP CORRECTION

Name the non-negotiable artifact, cadence, and threshold that make the lane durable.

RECOVERY ACTION

Create an explicit inspection step for the artifact that governs execution recovery.

TEMPORARY ESCALATION OWNER

Executive sponsor.

ARTIFACT TO INSPECT

Blocked-work log.

PREVENTION RULE

Every review cycle must prove the lane can function without relying on one individual to carry it manually.
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NAMED ACCOUNTABLE OWNER

Recommended decision owner: Executive sponsor. Supporting owner: functional leader closest to the constraint.

WHAT LEADERSHIP MUST INSPECT

Leaders should inspect Blocked-work log weekly enough to determine whether the workstream is actually changing behavior, not just
generating activity.
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Workstream
Transformation Sequencing.

WHY THIS WORKSTREAM FAILS

This workstream fails when change volume is allowed to outrun adoption discipline, owner capacity, and the organization’s ability to absorb
new work without weakening service readiness and event profitability.

TRANSFORMATION SEQUENCING FAILURE MODE 1: TOO MANY INITIATIVES REMAIN ACTIVE.

LIKELY FAILURE MODE

The sequencing map exists, but too many initiatives remain live for the organization to absorb without weakening service readiness and event
profitability.

EARLY WARNING SIGNAL

Initiative aging rises while leadership continues claiming the portfolio is under control.

DECISION REQUIRED

Decide which initiatives pause because the organization cannot absorb all of them concurrently.

LEADERSHIP CORRECTION

Pause lower-value change work until sequencing and adoption confidence become visible again.

RECOVERY ACTION

Pause lower-value work, tighten sponsor accountability, and inspect adoption confidence before reactivating additional change.

TEMPORARY ESCALATION OWNER

Executive sponsor.

ARTIFACT TO INSPECT

Initiative sequencing map.

PREVENTION RULE

No initiative remains active without sponsor, adoption owner, cadence, and visible capacity fit.

NAMED ACCOUNTABLE OWNER

Recommended decision owner: Executive sponsor. Supporting owner: functional leader closest to the constraint.

TRANSFORMATION SEQUENCING FAILURE MODE 2: ADOPTION RISK IS NOT INSPECTED BEFORE LAUNCH.

LIKELY FAILURE MODE

Leaders approve more change before adoption risk, owner capacity, and sequencing readiness are inspected together.

EARLY WARNING SIGNAL

New work launches while adoption confidence is still low and initiative aging continues rising.

DECISION REQUIRED

Decide which launch, phase, or initiative is delayed until adoption readiness and owner capacity are visible.

LEADERSHIP CORRECTION

Slow change activity until adoption capacity, review cadence, and owner discipline stabilize.

RECOVERY ACTION

Pause lower-value work, tighten sponsor accountability, and review adoption confidence before expanding event handoff, catering coordination, labor
scheduling, and booking-to-delivery flow.

TEMPORARY ESCALATION OWNER

Executive sponsor.

ARTIFACT TO INSPECT

Initiative sequencing map.

PREVENTION RULE

No new initiative should launch without sponsor, adoption owner, cadence, and visible capacity fit.
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NAMED ACCOUNTABLE OWNER

Recommended decision owner: Executive sponsor. Supporting owner: functional leader closest to the constraint.

WHAT LEADERSHIP MUST INSPECT

Leaders should inspect Initiative sequencing map weekly enough to determine whether the workstream is actually changing behavior,
not just generating activity.
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Workstream
Operating Rhythm Stabilization.

WHY THIS WORKSTREAM FAILS

This workstream fails when leadership keeps the lane active without the artifact, owner discipline, and review pressure needed to change
behavior in event handoff, catering coordination, labor scheduling, and booking-to-delivery flow.

OPERATING RHYTHM STABILIZATION FAILURE MODE 1: WEEKLY REVIEW BECOMES STATUS THEATER.

LIKELY FAILURE MODE

The meeting produces updates, but not decisions, owner commitments, escalation actions, or closed blockers.

EARLY WARNING SIGNAL

Most of the weekly review is spent retelling updates while the same blockers, missed commitments, or exception owners return next cycle.

DECISION REQUIRED

Reset which topics qualify for weekly review and move all non-decision content into pre-read.

LEADERSHIP CORRECTION

Reset the agenda around exceptions, blockers, decision needs, and owner commitments only.

RECOVERY ACTION

Move informational updates into the packet and hold the meeting to decision outputs, named owners, and closure dates.

TEMPORARY ESCALATION OWNER

COO.

ARTIFACT TO INSPECT

Weekly operating review agenda.

PREVENTION RULE

No agenda item enters the weekly review unless it requires a decision, an escalation, or an owner reset.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: COO or Head of Operations. Final ownership should be confirmed in the executive reset meeting.

OPERATING RHYTHM STABILIZATION FAILURE MODE 2: MONTHLY EXECUTIVE TRADEOFFS ARE DEFERRED.

LIKELY FAILURE MODE

Monthly executive tradeoffs are reviewed, but the hardest add, pause, stop, and protection decisions are deferred.

EARLY WARNING SIGNAL

The priority register keeps expanding, but no monthly review closes what paused, stopped, or lost protection.

DECISION REQUIRED

Decide what starts, what stops, and what loses protection before the next cycle adds more work.

LEADERSHIP CORRECTION

Use the monthly forum to close tradeoffs explicitly instead of collecting status on why they remain uncomfortable.

RECOVERY ACTION

Publish the next-cycle add / pause / stop decisions with protected priorities and reduced-protection items clearly marked.

TEMPORARY ESCALATION OWNER

COO.

ARTIFACT TO INSPECT

Weekly operating review agenda.

PREVENTION RULE

No new recovery action enters the next cycle without a paired subtraction decision.

NAMED ACCOUNTABLE OWNER
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Recommended accountable owner: COO or Head of Operations. Final ownership should be confirmed in the executive reset meeting.

WHAT LEADERSHIP MUST INSPECT

Leaders should inspect Weekly operating review agenda weekly enough to determine whether the workstream is actually changing
behavior, not just generating activity.
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D12. Client-Specific Operating Scenarios

These scenarios show how the operating system should work in practice once leadership begins holding the cadence, the ownership model, and
the escalation path more consistently.

Client-specific operating scenario
Scenario 1: Catering handoff breaks down three days
before delivery

SITUATION

Catering handoff breaks down three days before delivery.

OLD BEHAVIOR

The issue surfaces late, leaders rebuild context manually, and the
team waits too long for a decision while downstream work keeps
moving on assumptions.

FAILURE CONSEQUENCE

The business absorbs avoidable delay, extra coordination work, and
rising customer or margin risk before the real owner is clear.

NEW OPERATING RESPONSE

The weekly operating review flags the exception against threshold,
assigns a recovery owner immediately, and pushes any unresolved
tradeoff into the executive decision lane the same cycle.

DECISION OWNER

COO / executive sponsor.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: COO or Head of Operations. Final
ownership should be confirmed in the executive reset meeting.

SUPPORTING ROLE

Chief of Staff / Operating Coordinator.

ARTIFACT USED

Blocked-work log and decision log.

ESCALATION RULE

Escalate once the issue crosses the agreed timing threshold or starts
affecting customer, margin, staffing, or sequencing reliability.

KPI AFFECTED

Aging blockers.

EXPECTED OUTCOME

Leadership clears the issue before it creates cascading rework or late-
stage rescue effort.

WHAT LEADERSHIP SHOULD INSPECT NEXT WEEK

Inspect whether the blocker aged less, whether a decision was closed,
and whether dependent work resumed on time.

Client-specific operating scenario
Scenario 2: Private event demand rises while staffing
visibility remains unclear

SITUATION

Private event demand rises while staffing visibility remains unclear.

OLD BEHAVIOR

The business keeps moving while ownership remains unclear, so the
same conflict returns in a different form across more than one team.

FAILURE CONSEQUENCE

Management attention is consumed by repeated clarification while
delivery confidence and accountability both weaken.

NEW OPERATING RESPONSE

The decision-rights matrix names the final decision owner, the priority
register shows which work is affected, and unresolved ambiguity is
forced into the monthly executive review before more work is added.

DECISION OWNER

CEO / COO.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: CEO. Final ownership should be
confirmed in the executive reset meeting.

SUPPORTING ROLE

Functional leader.

ARTIFACT USED

Priority register and decision-rights matrix.

ESCALATION RULE

Escalate when ownership ambiguity affects active priorities, creates
repeated reversals, or delays more than one dependent lane.

KPI AFFECTED

Decision reversal rate.

EXPECTED OUTCOME

The organization stops carrying the same ownership conflict across
multiple review cycles.

WHAT LEADERSHIP SHOULD INSPECT NEXT WEEK

Inspect whether the lane now has one final owner and whether
dependent teams are working from the same assumption set.
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Client-specific operating scenario
Scenario 3: Customer issue escalates after reporting
arrived too late for an early fix

SITUATION

Customer issue escalates after reporting arrived too late for an early
fix.

OLD BEHAVIOR

The issue reaches leadership only after service, schedule, or delivery
risk has already increased and the team is asking for emergency help.

FAILURE CONSEQUENCE

Leadership is forced into late recovery, which raises cost and lowers
the odds of a clean customer or operational outcome.

NEW OPERATING RESPONSE

The KPI pack surfaces the exception earlier, the escalation owner
activates the predefined response path, and the weekly cadence
tracks whether the operating fix is holding rather than only whether the
issue was acknowledged.

DECISION OWNER

Functional leader with executive escalation owner.

NAMED ACCOUNTABLE OWNER

Recommended decision owner: Executive sponsor. Supporting owner:
functional leader closest to the constraint.

SUPPORTING ROLE

Operating lead.

ARTIFACT USED

KPI pack and escalation log.

ESCALATION RULE

Escalate once the KPI crosses the warning threshold twice or hits the
escalation threshold once with visible downstream impact.

KPI AFFECTED

Customer exception rate.

EXPECTED OUTCOME

The operating system responds earlier and reduces the chance of late-
stage customer or schedule damage.

WHAT LEADERSHIP SHOULD INSPECT NEXT WEEK

Inspect whether the KPI moved, whether the owner acted, and
whether the same issue is still trending toward escalation.

Client-specific operating scenario
Scenario 4: Labor scheduling mismatches appear before
a high-volume weekend service window

SITUATION

Labor scheduling mismatches appear before a high-volume weekend
service window.

OLD BEHAVIOR

The same risk is visible in multiple places, but no one review cycle
forces the commercial, operational, and capacity tradeoff at the same
time.

FAILURE CONSEQUENCE

Leadership delays the harder decision, the signal keeps aging, and the
organization pays for the gap through slower response and extra
rescue work.

NEW OPERATING RESPONSE

The next executive cycle uses one agenda item with the KPI signal,
the affected priority, the value implication, and the owner
recommendation already assembled so leadership can make one clear
tradeoff decision on the spot.

DECISION OWNER

CEO / CFO / COO.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: CEO. Final ownership should be
confirmed in the executive reset meeting.

SUPPORTING ROLE

Chief of Staff / finance or operations analyst.

ARTIFACT USED

Executive review packet and financial value bridge.

ESCALATION RULE

Escalate when a recurring issue affects both operating reliability and
economic quality without a closed tradeoff decision.

KPI AFFECTED

Executive tradeoff closure rate.

EXPECTED OUTCOME

Leadership makes a faster enterprise-level decision and prevents the
same issue from lingering across multiple forums.

WHAT LEADERSHIP SHOULD INSPECT NEXT WEEK

Inspect whether the tradeoff was documented, whether affected teams
changed course, and whether the signal moved after the decision.
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Client-specific operating scenario
Scenario 5: Event profitability misses are discovered
after the event instead of during prep

SITUATION

Event profitability misses are discovered after the event instead of
during prep.

OLD BEHAVIOR

Leaders keep the work active because stopping it feels harder than
deciding what must be sequenced first.

FAILURE CONSEQUENCE

The portfolio stays overloaded, recovery actions diffuse, and the
organization cannot tell which work is actually protected.

NEW OPERATING RESPONSE

The stop / start / continue map forces an explicit pause decision, the
sequencing review confirms what remains active, and the action
tracker records the tradeoff so capacity is visibly released.

DECISION OWNER

Transformation sponsor / CEO.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: CEO. Final ownership should be
confirmed in the executive reset meeting.

SUPPORTING ROLE

Chief of Staff.

ARTIFACT USED

Stop-start-continue tracker and initiative sequencing map.

ESCALATION RULE

Escalate when active initiative load remains above capacity after one
executive tradeoff cycle.

KPI AFFECTED

Active initiative count.

EXPECTED OUTCOME

Leadership reduces active load fast enough for the recovery system to
hold.

WHAT LEADERSHIP SHOULD INSPECT NEXT WEEK

Inspect which work actually paused, whether capacity was released,
and whether initiative aging is beginning to improve.

Client-specific operating scenario
Scenario 6: A high-value private event shifts scope
midweek without one owner controlling the tradeoff

SITUATION

A high-value private event shifts scope midweek without one owner
controlling the tradeoff.

OLD BEHAVIOR

Different leaders review different fragments of the issue, so no one
sees the full operating and economic consequence at the same time.

FAILURE CONSEQUENCE

The business reacts narrowly, misses the true tradeoff, and keeps
leaking time, money, or confidence through partial fixes.

NEW OPERATING RESPONSE

The financial value bridge, KPI pack, and operating review packet are
reviewed together so the same issue is evaluated for operating
mechanism, financial effect, and owner-level action in one forum.

DECISION OWNER

CFO / COO.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: COO or Head of Operations. Final
ownership should be confirmed in the executive reset meeting.

SUPPORTING ROLE

Technology lead or analyst owner.

ARTIFACT USED

Financial value bridge and monthly operating review packet.

ESCALATION RULE

Escalate when the same issue appears in both operational and
financial signals without a linked recovery action.

KPI AFFECTED

Margin response lag.

EXPECTED OUTCOME

Leadership makes a faster and higher-quality tradeoff because the
operating and economic facts are connected.

WHAT LEADERSHIP SHOULD INSPECT NEXT WEEK

Inspect whether the same issue now has one decision owner, one
value hypothesis, and one follow-through action.

EXECUTIVE TAKEAWAY

WHY THE SCENARIO PAGES MATTER

These scenarios are intended to show the difference between an organization that reacts manually and one that resolves pressure through a
defined operating system. Leadership should use them to test whether the new cadence is actually changing behavior.
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D13. Implementation Artifacts

These artifacts give leadership a working operating kit for holding the correction in practice, not just describing it.

Decision log template.

Priority review template.

Blocked-work escalation template.

Monthly operating review template.

90-day progress review template.

System visibility gap review template.
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ARTIFACT PURPOSE OWNER CADENCE RECOMMENDED USE

Decision log. Track material tradeoffs, approvals,
pauses, and escalations in one
visible place.

Chief of Staff / CEO | Recommended
accountable owner: CEO. Final ownership
should be confirmed in the executive reset
meeting.

Weekly and
monthly.

Use whenever a decision changes
priority, capacity, customer impact,
budget, or risk posture.

Priority register. Keep one authoritative list of active,
paused, and protected priorities.

COO / Chief of Staff | Recommended
accountable owner: COO or Head of
Operations. Final ownership should be
confirmed in the executive reset meeting.

Weekly. Use at the start of the recovery and
after every material tradeoff decision.

Priority Protection
Register.

Show which priorities are protected,
paused, stopped, or operating with
reduced protection after each
executive tradeoff decision.

CEO / COO | Recommended accountable
owner: CEO. Final ownership should be
confirmed in the executive reset meeting.

Monthly. Use whenever leadership adds work,
removes work, or resets executive
attention across the recovery portfolio.

Blocker
escalation log.

Make blocked work visible before it
becomes customer, financial, or
sequencing damage.

Operating lead | Recommended decision
owner: Executive sponsor. Supporting
owner: functional leader closest to the
constraint.

Weekly. Use for any blocker that crosses the
agreed aging threshold.

KPI exception
dashboard.

Show decision-ready signals, not a
broad status deck.

KPI owner lead | Recommended decision
owner: Executive sponsor. Supporting
owner: functional leader closest to the
constraint.

Weekly. Use before every weekly operating
review and monthly executive review.

Weekly operating
review agenda.

Run a disciplined weekly meeting
focused on exceptions, blockers,
and decisions.

COO / Chief of Staff | Recommended
accountable owner: COO or Head of
Operations. Final ownership should be
confirmed in the executive reset meeting.

Weekly. Use every week once the recovery
cadence begins.

Monthly
executive review
agenda.

Give the executive team one forum
for priority, resource, and
governance tradeoffs.

CEO / COO | Recommended accountable
owner: CEO. Final ownership should be
confirmed in the executive reset meeting.

Monthly. Use monthly once the weekly cadence
is stable enough to feed it.

Stop / Start /
Continue tracker.

Translate prioritization into visible
operating behavior.

COO / Chief of Staff | Recommended
accountable owner: COO or Head of
Operations. Final ownership should be
confirmed in the executive reset meeting.

Weekly. Use whenever leadership resets the
active agenda or responds to overload.

Financial value
bridge tracker.

Connect operating friction to value
loss and recovery levers.

CFO | Recommended accountable owner:
CFO or finance leader closest to the
constraint. Final ownership should be
confirmed in the executive reset meeting.

Monthly. Use in the monthly executive review
and when testing economic priority
choices.

Initiative
sequencing map.

Show which work must stabilize
before later work can safely
accelerate.

Transformation lead | Recommended
decision owner: Executive sponsor.
Supporting owner: functional leader
closest to the constraint.

Monthly. Use for transformation and recovery
planning after the diagnostic read is
complete.

Role
accountability
map.

Clarify who owns the priority,
blocker, KPI, escalation, and
decision lanes.

Chief of Staff / COO | Recommended
accountable owner: COO or Head of
Operations. Final ownership should be
confirmed in the executive reset meeting.

Weekly. Use once the first owner reset is
complete and revisit as roles or load
shift.

Risk trigger
register.

List the triggers that require
immediate operating or executive
response.

Risk lead / COO | Recommended
accountable owner: COO or Head of
Operations. Final ownership should be
confirmed in the executive reset meeting.

Weekly. Use when the business needs
threshold-based escalation instead of
intuition-based intervention.

90-day progress
review.

Check whether the operating
system is holding or only creating
temporary discipline.

CEO / COO | Recommended accountable
owner: CEO. Final ownership should be
confirmed in the executive reset meeting.

Quarterly. Use at day 90 to test adoption, closure
discipline, and value movement.
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Decision log
TIER 3 OPERATING TOOLKIT

PURPOSE

Track material tradeoffs, approvals, pauses, and escalations in one
visible place.

OWNER TYPE

Chief of Staff / CEO.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: CEO. Final ownership should be
confirmed in the executive reset meeting.

REVIEW CADENCE

Weekly and monthly.

RECOMMENDED MEETING / USE

Use whenever a decision changes priority, capacity, customer impact,
budget, or risk posture.

Priority register
TIER 3 OPERATING TOOLKIT

PURPOSE

Keep one authoritative list of active, paused, and protected priorities.

OWNER TYPE

COO / Chief of Staff.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: COO or Head of Operations. Final
ownership should be confirmed in the executive reset meeting.

REVIEW CADENCE

Weekly.

RECOMMENDED MEETING / USE

Use at the start of the recovery and after every material tradeoff
decision.

Priority Protection Register
TIER 3 OPERATING TOOLKIT

PURPOSE

Show which priorities are protected, paused, stopped, or operating
with reduced protection after each executive tradeoff decision.

OWNER TYPE

CEO / COO.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: CEO. Final ownership should be
confirmed in the executive reset meeting.

REVIEW CADENCE

Monthly.

RECOMMENDED MEETING / USE

Use whenever leadership adds work, removes work, or resets
executive attention across the recovery portfolio.

Blocker escalation log
TIER 3 OPERATING TOOLKIT

PURPOSE

Make blocked work visible before it becomes customer, financial, or
sequencing damage.

OWNER TYPE

Operating lead.

NAMED ACCOUNTABLE OWNER

Recommended decision owner: Executive sponsor. Supporting owner:
functional leader closest to the constraint.

REVIEW CADENCE

Weekly.

RECOMMENDED MEETING / USE

Use for any blocker that crosses the agreed aging threshold.
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KPI exception dashboard
TIER 3 OPERATING TOOLKIT

PURPOSE

Show decision-ready signals, not a broad status deck.

OWNER TYPE

KPI owner lead.

NAMED ACCOUNTABLE OWNER

Recommended decision owner: Executive sponsor. Supporting owner:
functional leader closest to the constraint.

REVIEW CADENCE

Weekly.

RECOMMENDED MEETING / USE

Use before every weekly operating review and monthly executive
review.

Weekly operating review agenda
TIER 3 OPERATING TOOLKIT

PURPOSE

Run a disciplined weekly meeting focused on exceptions, blockers,
and decisions.

OWNER TYPE

COO / Chief of Staff.

NAMED ACCOUNTABLE OWNER

Recommended accountable owner: COO or Head of Operations. Final
ownership should be confirmed in the executive reset meeting.

REVIEW CADENCE

Weekly.

RECOMMENDED MEETING / USE

Use every week once the recovery cadence begins.

The executive PDF shows the toolkit summary. Populated example rows and blank templates remain available in the implementation toolkit workbook and the full appendix
PDF.
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SECTION E

Advisory Transition
The final sections explain how the correction should be held, sequenced, and
reinforced as the organization moves from recovery into sustained control.

This section will:
Clarify the structural changes that will make the correction sustainable.

Show how sequencing and oversight should continue after the first 90 days.

Identify where leadership still needs tighter control over risk and transformation
load.

Prepare the organization for an advisory transition without overcomplicating the
operating model.

E1. Organizational Structure Recommendations

Structural changes should stay measured and only target the role clarity, span-of-control, or ownership gaps that are still slowing execution after
governance is stabilized.

Review where decision ownership is split across too many leaders or handoffs.

Check whether spans of control or reporting layers are delaying escalation or slowing follow-through.

Clarify who owns cross-functional work that currently sits between teams.

Delay larger restructuring until the business can separate structural problems from operating-discipline problems.

EXECUTIVE TAKEAWAY

WHAT LEADERSHIP SHOULD DO WITH THIS SECTION

Review where decision ownership is split across too many leaders or handoffs.
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E2. Change Sequencing Plan

Change activity should be sequenced against operating capacity so the business is not trying to stabilize execution and absorb new initiatives at
the same time.

Pause change work that lacks an owner, review rhythm, or adoption plan.

Sequence capability work after priority clarity and governance improvements are in place.

Reintroduce paused initiatives only when blocked work, ownership, and KPI visibility are holding consistently.

Use quarterly sequencing reviews to decide what accelerates, what waits, and what should stop entirely.

EXECUTIVE TAKEAWAY

WHAT LEADERSHIP SHOULD DO WITH THIS SECTION

Pause change work that lacks an owner, review rhythm, or adoption plan.

Required artifacts

Decision log template.

Priority review template.

Blocked-work escalation template.

Monthly operating review template.

90-day progress review template.

System visibility gap review template.

EDO Transformation Absorption Index

EDO PROPRIETARY FRAMEWORK

EDO Transformation Absorption Index

ABSORPTION
INPUT

CURRENT READ

Initiative volume. High.

Adoption confidence. High.

Owner clarity. High Alignment.

Cadence stability. The operating rhythm should move the business from status collection toward faster decisions, tighter follow-through, and
earlier escalation.

Capacity strain. Technology constraints will continue to absorb leadership attention without resolving the underlying operating pattern.

WHAT TO WATCH NEXT

CHANGE CAPACITY VERSUS INITIATIVE LOAD

The practical implication is that change capacity should be treated as a governed resource. Leadership should not add new work faster
than the cadence, ownership model, and adoption support can absorb it.
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E3. Risk Stabilization Plan

Risk stabilization should focus on the places where unclear ownership, late escalation, or weak visibility are still allowing issues to age too long.

Define escalation thresholds for customer, financial, staffing, delivery, and transformation risks.

Add a standing review of unresolved blockers and repeat exceptions to the operating rhythm.

Require leaders to log decision reversals and unresolved cross-functional conflicts so repeated patterns are visible.

Use the highest-risk domain as the first place to test stronger review discipline.

Risk stabilization controls

RISK
TRIGGER

THRESHOLD OWNER REVIEW
RHYTHM

ESCALATION
PATH

CORRECTIVE ACTION

Blocked work
aging.

Any blocker open beyond agreed
review window.

Operating lead. Weekly. Escalate to executive
sponsor.

Assign recovery owner and
due date.

Missed
commitments.

Repeated slip on active priority
milestones.

Priority owner. Weekly. Escalate in operating
review.

Reset plan, capacity, or
decision support.

Priority drift. New work added without executive
tradeoff decision.

Executive
sponsor.

Monthly. Executive review. Pause lower-value work and
reconfirm scope.

Transformation
overload.

Initiative volume exceeds
governance or adoption capacity.

Transformation
lead.

Monthly
sequencing review.

Executive sponsor and
CEO.

Pause or resequence change
work.

EXECUTIVE TAKEAWAY

WHAT LEADERSHIP SHOULD DO WITH THIS SECTION

Define escalation thresholds for customer, financial, staffing, delivery, and transformation risks.

Required artifacts

Risk trigger register.

Escalation threshold guide.

Corrective action tracker.
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E4. Advisory Transition & Recommendations

Implementation will generally hold better if leadership has structured follow-through support while the new cadence, governance, and
accountability rules are being enforced.

The issue is broad enough to require more than a single session, but still focused enough to keep the initial support centered on technology
enablement and data readiness.

Use outside support to pressure-test sequencing, challenge priority drift, and keep ownership from softening once day-to-day pressure returns.

Treat advisory support as execution oversight, not an additional workstream.

This blueprint establishes the recovery path. Tier 4 supports leadership in holding the cadence, tracking movement, and preventing regression.

EXECUTIVE TAKEAWAY

WHAT LEADERSHIP SHOULD DO WITH THIS SECTION

The issue is broad enough to require more than a single session, but still focused enough to keep the initial support centered on technology
enablement and data readiness.

RECOMMENDED NEXT STEP

The recommended next step is a 90-day Executive Advisory Retainer to support implementation discipline, operating cadence, blocker review,
and leadership decision support.

WHAT TO WATCH NEXT

HOLDING THE CORRECTION

Every recovery action must continue to show owner, subtraction decision, review forum, and logged tradeoff. Once those controls soften, the
business will start absorbing noise again.

E5. Transformation Oversight Recommendations

Transformation oversight should protect adoption discipline and sequencing so recovery work is not overwhelmed by change activity moving
faster than the business can absorb it.

Review active transformation work against capacity, decision ownership, and adoption readiness before expanding scope.

Require each major initiative to show business owner, implementation lead, review cadence, and measurable operating value.

Use the 180-day review to decide which transformation work should accelerate, pause, or be redesigned.

EXECUTIVE TAKEAWAY

WHAT LEADERSHIP SHOULD DO WITH THIS SECTION

Review active transformation work against capacity, decision ownership, and adoption readiness before expanding scope.
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F1. Appendix / Methodology

The EDO Executive Diagnostic Framework evaluates leadership, strategy, execution, operations, finance, organization, customer, technology,
risk, and transformation. Tier 3 extends that read into implementation sequencing, governance, accountability, and operating-system design.

Broader participation improves confidence and helps reveal cross-level variance.

Exposure estimates are planning estimates, not calculated losses.

Domain indicators show where pressure is concentrated, while the blueprint shows how leadership should sequence the correction.

Every recovery action must be paired with a subtraction decision so the operating system does not become additive overhead.

The report should be used as a recovery and implementation guide, then refreshed as the operating condition changes.

This report is provided for executive advisory, organizational diagnostic, strategic alignment, and business execution review purposes only. It
does not constitute legal, financial, tax, accounting, investment, employment, regulatory, cybersecurity, or compliance advice. Recommendations
are based on information provided through the assessment process and should be validated by client leadership and qualified professional
advisors before implementation. EDO Strategic Advisors LLC does not guarantee specific business outcomes, revenue improvements, cost
savings, risk reduction, or operational results.

This document contains proprietary methodologies, advisory frameworks, diagnostic models, report structures, scoring logic, and executive
interpretation developed by EDO Strategic Advisors LLC. No part of this document may be copied, reproduced, distributed, disclosed, resold, or
used to create derivative works without prior written permission from EDO Strategic Advisors LLC.
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Tier 3: Executive Diagnostic & Recovery Blueprint

Prepared for Harbor & Ember Hospitality Group
Document ID EDO-HAR-T3-EAB-0001

PREPARED BY EDO STRATEGIC ADVISORS LLC

Executive clarity should now convert
into action.

Closing Message from Erin Fella

Thank you for reviewing this Executive Diagnostic & Recovery Blueprint for Harbor &
Ember Hospitality Group.

This report is designed to move beyond diagnosis. Its purpose is to help leadership
install the operating discipline required to protect priorities, clarify decision rights, assign

accountable owners, and govern execution through a practical cadence.

The value of this blueprint is not in the document itself. The value comes from how
leadership uses Part 1 to align on the operating condition and Part 2 to run the

correction through visible ownership, review discipline, and subtraction decisions.

The next step is not more activity. The next step is controlled execution: decide what
remains protected, what pauses, what stops, and who owns the follow-through. The

value of this blueprint will be created in the operating rhythm leadership uses over the
next 30 to 90 days.

Erin Fella
Founder, EDO Strategic Advisors LLC
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