Workforce Capacity Readiness Review

Navigator Premier Construction
Residential Contractor | 25 Employees | Owner: Rick

Page 1: Executive Summary

Workforce Capacity Readiness Score e e e

30 / 100 Organizational Risk

Assessment Coverage: Full Coverage — 5 of 5 categories assessed, based solely on the discovery interview transcript supplied for this engagement.

Readiness Interpretation

A score in this range means the current workforce, leadership structure, and operating habits are likely to struggle to
support the growth Rick is targeting without changes. It does not mean the business is failing — it has steady demand and a
clear-minded owner. It means the way the organization currently runs was built for its current size, not the size Rick wants
it to become.

What Growth Is the Owner Trying to Achieve?

Rick wants to grow revenue by roughly 40-50% over the next few years, built on more crews and stronger project
management. He defines success simply: projects finishing on time without him having to check in on everything.

What Organizational Strengths Support That Goal?
e Steady, growing demand — the business is busy, and crews are fully utilized, not underused.
e Twelve years in business — a proven, established operation, not a startup.
¢ Aclear-eyed owner — Rick names his own over-involvement directly and has a specific, well-defined picture of what
needs to change.
¢ Delegation already started — some foremen already make decisions on their own.
e A working mentorship pattern — new hires paired with an engaged foreman already succeed.

What Is Most Likely to Limit the Organization?

The recurring theme across nearly every topic in the conversation is that decisions, problem-solving, and hiring success all
run through — or depend on — a small number of people, mainly Rick himself and his foremen. Rick's own words describe
this directly: most major decisions 'still come back to me,' and under faster growth he expects to be involved in 'even more
decisions,' not fewer.

What Should Be Addressed First?

Owner-centered decision-making. This is the most influential factor in the assessment — it touches accountability,
workforce capacity, hiring, and growth readiness all at once, and Rick's own analysis shows it getting worse, not better, as
the business grows. Addressing it first is also what frees up the time and authority needed to fix the other two priorities:
hiring/onboarding and scheduling.

Top Findings
e 1. Owner-Centered Decision-Making — major decisions still route to Rick by habit, not design, and this is expected to
intensify under growth.

e 2. Hiring & Onboarding Gaps — no formal onboarding process exists; new-hire success depends on which foreman is
available.

e 3. Reactive Workflow & Lack of Planning — scheduling is the biggest bottleneck today, with delays that cascade and no
structured way to track them.
Most Influential Factor

Owner-Centered Decision-Making & Authority Concentration. It appears across every assessment category, was
independently confirmed in the growth scenario, and is the one issue Rick himself connects directly to what his day-to-day
would look like if the business grows.
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Page 2: Workforce Capacity Readiness Scorecard

Each category below is scored out of 20 points. All five categories fell in the Reactive range (5-8 points): the business is
functioning, but many decisions, hiring outcomes, and workload issues are being handled after the fact rather than planned

for in advance.

Workforce Capacity — 7 /20 (Reactive)

Strength

Demand and work volume are not limiting factors — crews are fully utilized and the business has plenty of work.

Risk

Foremen are already stretched thin, and no structured way exists to track how workforce capacity is being used.

Opportunity

Free up foreman time currently spent on unplanned problem-solving so it goes toward leading and planning instead.

Accountability & Organizational Structure — 6/ 20 (Reactive)

Strength Some foremen already hold independent decision-making authority — delegation is not starting from zero.

Risk Most major decisions still return to the owner, by habit rather than design, and this is expected to intensify under
growth.

Opportunity Formalize which decisions foremen own outright, building on the authority that already exists.

Hiring Effectiveness — 6 / 20 (Reactive)

Strength An informal mentorship pattern already works — new hires paired with an engaged foreman succeed.
Risk No formal onboarding process exists; hire success depends on which foreman happens to be available.
Opportunity Turn the existing informal mentorship pattern into a simple, repeatable onboarding process.

Capacity & Workload — 5/ 20 (Reactive)
Strength The constraint is workflow, not demand — crews have enough work, which is a more workable starting point.
Risk Scheduling delays cascade ('one delay creates three more') and occur more than they should, with no structured

tracking.

ST f;a;rr;tracklng delay causes and build a short weekly planning habit to get ahead of problems instead of reacting to

Business Growth & Scalability — 6 /20 (Reactive)

Strength The owner has a clear, specific growth target and a clear picture of what needs to change to get there.
Risk The owner's own growth-scenario analysis states the business 'would struggle,' with labor and scheduling breaking
first.
Obbortunit Use the owner's own stated conditions for success (foreman authority, planning, hiring, reduced owner centrality) as
PP v the starting roadmap.
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Page 3: Growth Impact Scenario

This models what happens if organizational demand increases by approximately 30% — the same scenario Rick was asked
about directly in the discovery conversation.

What Happens If Demand Increases 30%?

Rick's own answer: 'We'd struggle.' He identifies labor — hiring and supervision — as the first point of strain, followed by
scheduling and project coordination, because the system is 'already running close to capacity.' He also expects his own
involvement in decisions to increase rather than decrease.

Departments Likely to Experience Strain
¢ Field operations and crew supervision (foremen) — named directly as the first area of strain.

e Scheduling and project coordination — named directly as the second area of strain, covering material deliveries,
subcontractor coordination, and inspections.

Leadership Risks

¢ Rick expects to become more involved in decisions under growth, not less — moving further from, not closer to, his
stated goal.

e Foremen would be asked to lead more crews and more people without yet having the added authority Rick himself
says they would need.

Likely Bottlenecks

e Primary bottleneck: Labor — hiring and supervision capacity. Skilled trades and experienced crew members are already
difficult to find.

e Secondary bottleneck: Scheduling and project coordination — a system Rick describes as already close to capacity.

Organizational Risks
e Existing employees absorbing extra work while open roles stay unfilled for months, as already happens today.
¢ Scheduling delays compounding faster than they do now, since the current pattern is already described as chronic.
e Growth adding pressure to a decision-making structure that is already centralized around one person.
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Page 4: Workforce Planning Outlook

Next Likely Position Needed

Skilled trades and experienced field crew members. These are already the hardest positions to fill today — sometimes
staying open for months — independent of whether growth accelerates.

Next Organizational Bottleneck

Scheduling and project coordination. Rick names this directly as what breaks after labor, tied to a system he describes as
already running close to capacity.

Future Positions Likely Required
e Additional crew leadership / supervisory capacity — Rick states growth would require 'more people leading those
crews.'
e Support for stronger project management — named directly as something needed to hit the 40-50% revenue target.

Leadership Gaps

Decision-making authority does not yet match the responsibility foremen carry. Some foremen already decide
independently, but most major decisions still return to Rick, a pattern he attributes to habit (‘that's just how we've always
operated') rather than a deliberate structure. Rick's own stated fix is direct: foremen need more authority, and he needs to
stop being the answer to every problem.

Growth Readiness Observations

Rick has a clear and specific growth target, but his own analysis of a faster-growth scenario describes existing constraints
getting worse, not new capacity emerging to absorb them. He names four conditions himself as necessary before that
changes: foremen with more authority, stronger planning, a better way to hire and develop people, and less day-to-day
dependency on him personally.
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Page 5: Workforce Capacity Readiness Roadmap

All actions below come directly from the Top 3 Priorities already identified: Owner-Centered Decision-Making, Hiring &
Onboarding Gaps, and Reactive Workflow & Lack of Planning.

Protect — Strengths to Maintain

Keep the owner's direct involvement concentrated on growth planning, customer relationships, and estimating as
delegated decision-making takes hold. (Priority 1)

Sustain the foreman-pairing approach to hands-on training as the organization scales, paired with a written onboarding
checklist. (Priority 2)

Hold current crew workload levels steady while new planning habits are being established, rather than adding volume
right away. (Priority 3)

Improve — Current Weaknesses to Address

Track every decision that comes to the owner for one week, then sort it into 'truly needed the owner' versus 'a
foreman could have handled this." (Priority 1)

Redirect the lowest-risk decision category back to the responsible foreman for one month, then expand to additional
categories. (Priority 1)

Write a simple first-two-weeks onboarding checklist covering safety, who to go to for what, quality standards, and
communication expectations. (Priority 2)

Before looking for a candidate for any open position, write a short description of what success in that role looks like.
(Priority 2)

Introduce a short weekly planning check per foreman to look one to two weeks ahead at deliveries, subcontractors,
and inspections. (Priority 3)

Set a consistent standard for how far in advance material orders and subcontractor scheduling should happen. (Priority
3)

Build — Capabilities for Future Growth

Write a one-page list, per foreman, of what they are authorized to decide on their own. (Priority 1)

Set up a short weekly check-in between the owner and foremen to review decisions foremen made independently.
(Priority 1)

Identify the foremen who are already best at onboarding new hires, and turn what they do into the standard approach.
(Priority 2)

Set a simple check-in rhythm for new hires — day 3, week 2, and 30 days — to catch onboarding gaps early. (Priority 2)
Start a running log of what causes each project delay, as the foundation for structured tracking. (Priority 3)

Once the delay log shows a pattern, address the one or two most common causes first, rather than fixing everything at
once. (Priority 3)

This review reflects only the discovery interview transcript supplied for this engagement. No information was assumed, and no prior conversations,
memory, or unrelated client information were used in its preparation.
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