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The Company That
Outgrew Its Original Model

Northstar Fieldworks, Inc.

A fictional vertical software company that successfully expanded beyond its original product and
customer base - but continued to operate with assumptions, roles, pricing, processes, and decision paths
designed for a much smaller business.

ARR $8.4M Employees 73

Customers 126 Product areas 4

Primary Field operations software Case date September 2026
market

The 5 Signals™ Diagnostic
Fellstead - Operated by Solten Ventures LLC
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CASE CONTEXT

Success changed the company
faster than the company changed
itself.

Northstar began as a focused workflow product for regional field-service operators. The early model was
simple: one primary buyer, one core workflow, one sales motion, founder-led product decisions,
standardized pricing, and a compact team that could resolve ambiguity informally.

Over four years the company expanded to 126 customers, $8.4M ARR, four product areas, three buyer
types, larger multi-location accounts, and a growing partner channel. None of those developments is
inherently a problem. The problem is that the internal model governing the business still resembles the
company at $2M ARR.

Scale increased faster than organizational clarity R TGS B4 B Now

ARR ($M) 2.1
I s
Customers 38
I 12
Employees 24
I -
Product lines 1
I

Diagnostic question: Which current problems are ordinary complexity from growth, and which are
evidence that Northstar's original business model, operating system, and strategic assumptions no
longer fit the company it has become?
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HOW TO READ THIS CASE

The object of diagnosis is the
mismatch, not the growth.

The 5 Signals™ framework treats the company as an interconnected system. This case therefore does
not assume that complexity is bad or that the original model should be restored. It asks where the
current business has crossed thresholds that require a different design.

Status Interpretation

Strong Materially coherent and supported by evidence.

Mixed Important strengths exist, but unresolved contradictions remain.
Constrained The signal currently limits performance or increases execution risk.

Weak Evidence indicates a fundamental problem requiring near-term intervention.

Evidence discipline

Management explanations are treated as claims until supported by operating evidence. Unknowns
remain unknown. Confidence refers to evidence quality and consistency, not confidence in the company.

Northstar Fieldworks is fictional. All figures, documents, interviews, observations, and conclusions in this case are simulated to
demonstrate Fellstead's methodology and work product.
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COMPANY SNAPSHOT

Northstar at the point of review

Dimension Observed state

Business model Subscription software + onboarding + selected partner services

ARR / growth $8.4M ARR / 28% YoY

Customers 126; mix from single-region operators to national multi-location accounts

Product Core Operations, Analytics, Workforce, Integrations

Revenue concentration Top 10 customers = 37% ARR

Team 73 employees across product, engineering, sales, success, implementation, G&A;

Sales motion Founder/AE direct sales + emerging channel partnerships

Planning model Annual functional plans + quarterly executive priorities

Central issue Business scope expanded; governance and operating model remained largely
inherited

Signal Status

Vision Mixed

Value Mixed

Market Mixed

System Constrained

Momentum Mixed

The dominant pattern is not deterioration everywhere. Northstar still has meaningful demand,
customers, product credibility, and growth. The constraint is coherence: different parts of the company
are now operating against different versions of what Northstar is.
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EXECUTIVE DIAGNOSIS

Northstar has become a
multi-product company while still
being managed like a
single-product company.

The original model was effective because product, buyer, pricing, sales, implementation, and
decision-making were tightly aligned. Expansion added legitimate opportunities, but each addition
changed the economics and coordination requirements of the business.

Today, the core product is sold to operations leaders, Analytics increasingly reaches finance and
executive buyers, Workforce has different adoption behavior, Integrations are partly product and partly
services, enterprise accounts require governance that smaller accounts do not, and partners introduce a
second route to market. Yet the company still uses one broad ICP, one account segmentation scheme,
one pricing architecture, one product planning process, and highly centralized executive
decision-making.

The company changed. Its operating assumptions did not change with it.

Original model Current reality Inherited system
Single team 4 product areas Same roles

Single buyer 3 buyer types Same pricing logic
One workflow Enterprise + SMB Same planning
Founder-led sales Partner channel Same decision paths

The diagnostic issue is not age. It is accumulated mismatch between the business that exists and the model still governing it.

Core conclusion: Northstar's next problem is not adding capability. It is redesigning the business around
the complexity already created - without destroying the strengths of the original model.
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KEY FINDINGS

Eight findings explain the
mismatch.

01 / The company's identity is no longer singular.

Teams use 'platform,' 'operations system,' and 'workforce product' interchangeably, creating different
strategic interpretations.

02 / One ICP now contains materially different businesses.

Small regional operators and national accounts have different buying processes, implementation needs,
economics, and success criteria.

03 / The product portfolio has no explicit role architecture.

Core, expansion, retention, and strategic products are not distinguished, so every product competes as
though it has the same purpose.

04 / Pricing still reflects the original product.

Bundling and discounting obscure which modules create value and which are included to close larger
deals.

05 / Enterprise complexity is leaking into the whole organization.

Security, integrations, procurement, governance, and custom reporting affect teams far beyond the
accounts that require them.

06 / Decision rights did not scale with headcount.

Many cross-functional decisions still escalate to the founders or executive team because ownership
boundaries remain implicit.

07 / Customer success is supporting several business models at once.

One CS structure serves low-touch accounts, strategic accounts, implementation-heavy accounts, and
partner-influenced accounts.

08 / The company has more data but less shared interpretation.

Functional dashboards have improved, while agreement on what constitutes a healthy customer,
product, and segment has weakened.
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MODEL EVOLUTION

THE 5 SIGNALS™ DIAGNOSTIC

The original model was coherent.
Expansion changed one variable

at a time until the system was no
longer the same.

Dimension Original model
Customer Regional operator
Buyer Operations leader
Product One workflow
Pricing Simple subscription
Sales Founder-led direct
Delivery Standard onboarding
Decision model Informal founder
alignment

Current reality

Regional + mid-market +
enterprise

Operations + finance + IT +
executive

Four product areas

Bundles, add-ons, negotiated
enterprise terms

AEs + founders + partners

Standard + enterprise +
integration-heavy

73-person cross-functional
organization

Unresolved design question

Should these remain one segment
architecture?

Who owns the buying narrative by
use case?

What role does each product play?

What is actually being monetized?

Which motion fits which segment?

Where does product end and
service begin?

Which decisions should no longer
escalate?

The important point is cumulative. No single expansion decision created the current problem. The
company repeatedly added legitimate complexity without periodically redesigning the model that

coordinated it.
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CROSS-SIGNAL ANALYSIS

The highest-cost problems live
between functions and signals.

Signals Contradiction Why it matters

Vision ¢ Value The company says 'platform,' while customers A single narrative no longer explains the
buy different modules for different outcomes. portfolio.

Vision & Market Strategy emphasizes enterprise expansion Resource allocation lacks an explicit segment
while a large installed base remains thesis.
regional/mid-market.

Value & System Products create different forms of value but Economics and accountability become blurred.
share pricing, CS, and planning logic.

Market & System  Enterprise and partner motions require Complexity is absorbed informally rather than
different processes, but operating ownership designed.
is shared.
System & Growth continues while decision latency, Headline momentum masks coordination cost.
Momentum implementation variance, and product conflict
increase.
Vision ¢ The company wants a multi-product platform, Portfolio ambition is ahead of portfolio proof.
Momentum but cross-sell behavior is inconsistent.

Root-cause pattern: Northstar's business expanded through accumulation. Its coordination model did not
undergo the same redesign. The result is local optimization: each function is making rational choices
against a different implied business model.
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SIGNAL 01 / VISION

Mixed: ambition is clear; the
company's current strategic
identity is not.

Leadership agrees that Northstar should become more valuable to larger customers and should expand
beyond the original workflow. What is less clear is whether Northstar is primarily a vertical operating
platform, a suite of workflow products, or a core system with optional modules.

What appears strong

The expansion logic comes from real customer demand, not purely from internal ideation. Leadership
remains aligned on the market and on the importance of the original core workflow.

What constrains the signal

There is no explicit portfolio thesis describing the role of each product, the sequence of expansion, or the
trade-offs between serving the installed base and moving upmarket. Strategic language allows multiple
interpretations, so teams can all appear aligned while making incompatible choices.

Decision implication

Replace a single broad platform statement with a portfolio thesis: core product, expansion products,
enabling capabilities, target segments, and explicit conditions for further expansion.

ILLUSTRATIVE CASE - FICTIONAL COMPANY - SIMULATED DATA 9



FELLSTEAD / CASE STUDY 02 THE 5 SIGNALS™ DIAGNOSTIC

SIGNAL 02 / VALUE

Mixed: value exists, but it is no
longer one proposition.

Product / area Primary observed value Typical buyer Current issue

Core Operations Workflow control and execution Operations Clear value; strongest
visibility adoption

Analytics Cross-location performance Finance / executives High interest;
visibility inconsistent activation

Workforce Scheduling and labor coordination Operations / HR Useful but buyer and

ownership vary

Integrations System continuity and data flow IT / operations Value high in
enterprise; delivery
burden variable

Diagnosis

Northstar is trying to communicate a portfolio through the language of its original product. A stronger
model would define the job each product performs in acquisition, retention, expansion, or strategic
defensibility - and price, sell, implement, and measure it accordingly.
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SIGNAL 03 / MARKET

THE 5 SIGNALS™ DIAGNOSTIC

Mixed: one market label now
hides several buying systems.

Segment
Regional
Mid-market
multi-location

Enterprise

Partner-led

Diagnosis

These segments may all be attractive, but they should not be treated as variations of the same motion.
The company needs segment-specific economics, buying logic, implementation boundaries, and success

Observed buying pattern

Operations-led, shorter cycle,
owner/executive visible

Multi-stakeholder, ROI scrutiny

Procurement, IT, security,
executive sponsor

Partner shapes access and
solution scope

Delivery pattern

More standardized

Moderate configuration

Integration and governance

heavy

Shared accountability

measures before deciding where to allocate incremental resources.
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Economic implication

Lower ACV, lower
complexity

Strong cross-sell
potential

Higher ACV; materially
higher cost-to-serve

CAC may improve;
control and attribution
weaker
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SIGNAL 04 / SYSTEM

Constrained: the operating model
is carrying complexity it was
never designed to coordinate.

Area Observed condition Effect

Product planning Four product areas share one prioritization process Cross-product trade-offs escalate
without portfolio roles. upward.

Customer success Same broad structure serves materially different Service level and accountability vary
customer types. by account.

Implementation Enterprise requirements are handled through Cost-to-serve and time-to-value
exceptions. become less predictable.

Pricing Legacy bundles plus negotiated terms. Value capture and product economics

are difficult to see.

Decision rights Executives remain default arbiters for Decision latency rises as organization
cross-functional ambiguity. grows.
Data Functional metrics exist; shared definitions are Meetings debate interpretation rather
inconsistent. than decisions.
Diagnosis

The System signal is the primary constraint. Northstar needs a new operating architecture: clearer
portfolio ownership, customer segmentation, decision rights, delivery boundaries, and shared definitions
Adding more process without changing these structural elements would likely make the company slower
not clearer.
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SIGNAL 05 / MOMENTUM

Mixed: the company is still
advancing, but coordination costs
are becoming visible.

Indicator 24 months ago Current Interpretation
ARR $2.1M $8.4M Material scale achieved
YoY growth ~70% 28% Expected compression, but needs

segment context

Employees 24 73 Coordination requirements materially
higher

Products / areas 1 4 Portfolio complexity increased

Median implementation ~24 days ~43 days Delivery variance rising

Executive escalations Informal / limited Frequent Decision model under strain
cross-functional
arbitration

Cross-sell Not applicable Uneven by Portfolio thesis not yet proven
segment/product

Diagnosis

Momentum is not weak. The concern is that future growth increasingly depends on resolving internal
ambiguity. The next stage should be measured not only by ARR, but by whether the company becomes
easier to operate as it becomes larger.
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ROOT-CAUSE SYNTHESIS

Northstar is paying an
organizational tax for decisions
that were never explicitly
redesigned.

The visible symptoms - slower decisions, inconsistent implementation, pricing exceptions, roadmap
conflict, uneven cross-sell, and executive escalation - can look like separate functional problems. The
evidence suggests a more economical explanation: the company crossed from a focused single-product
model into a portfolio business without redefining the rules that connect strategy, customer, product,
economics, and accountability.

Visible symptom Likely structural cause

Roadmap conflict No explicit role for each product in the portfolio

Sales / CS disagreement Segments do not map to distinct service and success models
Pricing inconsistency Original packaging stretched across different value propositions
Executive bottlenecks Decision rights remain implicit and founder-centered
Implementation variance Enterprise complexity lacks a designed delivery boundary
Metrics debate Shared definitions did not evolve with the business

This matters because treating each symptom separately would add process while preserving the
mismatch underneath it.
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INTEGRATED PRIORITIES

The company needs redesign, not
reorganization for its own sake.

Priority Timing Success evidence

Define the current business architecture 0-30 days Leadership agrees on products, segments,
motions, and how they connect.

Create portfolio roles for each product 0-30 days Core, expansion, enabling, and
experimental roles are explicit.

Re-segment customers by operating/buying model 0-45 days Sales, CS, implementation, and economics
use the same segmentation.

Redesign decision rights 15-60 days Recurring decisions stop escalating to
founders/executives.

Separate delivery models 30-75 days Enterprise complexity is visible and
intentionally resourced.

Rebuild pricing/packaging logic 45-90 days Pricing maps to product roles and segment
value rather than legacy bundles.

Create shared health definitions 30-90 days Teams use common definitions for product,
customer, and segment health.

What not to do

Do not start with an org-chart reshuffle. Do not add a layer of program management to compensate for
unclear decision rights. Do not force all customers into one success model for operational simplicity. Do
not solve portfolio ambiguity by renaming products. Do not assume enterprise is more attractive until full
cost-to-serve is visible.
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90-DAY VALIDATION PLAN

Test the new model before
institutionalizing it.

The goal is not to produce a prettier operating model. It is to determine whether explicit business
architecture reduces friction and improves economic visibility.

Days

0-30

0-30

15-45

15-60

30-75

45-90

Test

Business architecture

Portfolio roles

Segment economics

Decision rights

Delivery boundary

Pricing logic

Action

Map products, segments, buyers,
motions, delivery models, economics,
and owners.

Classify each product as core,
expansion, enabling, or experimental.

Reconcile ACV, retention, sales cycle,
implementation effort, support burden,
expansion.

Identify 15 recurring cross-functional
decisions and assign
owner/input/escalation rules.

Pilot distinct standard and enterprise
implementation models.

Test packaging against product roles
and segment value.

THE 5 SIGNALS™ DIAGNOSTIC

Decision rule

Proceed when major contradictions
are explicit rather than hidden in
functions.

Revise if role does not match
adoption and economics.

Keep segments distinct where
economics and operating
requirements materially differ.

Proceed if executive escalation and
cycle time decline.

Proceed if variance and hidden work
become measurable.

Proceed if discounting and bundle
ambiguity decline without
damaging conversion.

Review cadence: weekly for decision latency, implementation exceptions, and segment pipeline; monthly
for segment economics, product adoption, cross-sell, retention, and executive escalation; formal model
review at days 45 and 90.
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METRICS THAT MATTER NEXT

Measure whether the new model
makes the company more legible.

Metric Decision it informs

Gross retention by segment Are materially different customer types equally durable?
Expansion by product + segment Which portfolio roles are supported by behavior?

Sales cycle / win rate by segment Do different motions deserve different resource models?
Implementation hours + exceptions Where does complexity become economically material?
Support / CS effort by segment Does service design match customer economics?
Discount rate by package Is pricing architecture holding?

Decision cycle time Are decision rights reducing organizational latency?
Executive escalation count Is the company still relying on informal founder coordination?
Product adoption sequence How do customers actually move through the portfolio?
Contribution margin by segment Which growth is structurally attractive after cost-to-serve?

Northstar already has many metrics. The missing layer is relational: product by segment, economics by
delivery model, and organizational friction by decision type. Those relationships reveal whether the
redesigned model fits the business better than the inherited one.
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DECISION WATCHLIST

THE 5 SIGNALS™ DIAGNOSTIC

The redesign should preserve
reasons and thresholds, not
freeze today's answers.

Decision

Continue enterprise expansion

Keep four product areas

Scale partner channel

Create dedicated enterprise

organization

Change packaging

Add management layers

A growing company should expect its model to expire again. The objective is not a permanent structure.
It is a company that can recognize when its assumptions no longer fit and revisit them deliberately.

Trigger to revisit

Enterprise contribution margin and retention
justify added complexity.

Each has a clear portfolio role and behavioral
evidence.

Partner-led customers show attractive
economics and manageable accountability.

Enterprise motion is sufficiently distinct and
material.

Current bundles obscure value or create
systematic discounting.

Decision load exceeds clarified ownership
rather than reflecting unclear rights.
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Evidence to inspect

Full delivery cost, cycle,
retention, expansion.

Adoption, cross-sell, retention,
margin.

CAC, win rate, support, retention,
attribution.

ARR mix, delivery burden, buyer
process, service model.

Attach rate, discounting,
willingness-to-pay, churn.

Escalation volume, span, cycle
time, recurring ambiguity.
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EVIDENCE AND CONFIDENCE

What the diagnosis is based on.

Source Diagnostic use

Leadership questionnaire Strategy, portfolio intent, perceived constraints.
Board / planning materials Compare stated priorities and resource commitments.
Product usage summary Adoption and cross-product behavior.

Customer segmentation export Customer mix, ARR, retention, expansion.

Pricing / contract sample Packaging, discounting, enterprise exceptions.

8 interview summaries Buyer/value differences across segments.
Implementation tracker Delivery duration, exceptions, ownership.

Decision / meeting sample Escalation patterns and cross-functional ambiguity.

Important unknowns

Contribution margin is not fully reconciled by segment. Partner-attributed acquisition cost is incomplete.
Product usage definitions differ across modules. Some executive escalation evidence comes from a

THE 5 SIGNALS™ DIAGNOSTIC

Confidence

High

Medium-High

High

High

Medium-High

Medium

High

Medium

limited meeting sample. Enterprise renewal history is shorter than the core-product cohort.

Overall diagnostic confidence: Medium-High. The operating-model mismatch appears across several
evidence types. Specific structural choices should remain provisional until segment economics and

portfolio adoption are reconciled.
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SCENARIO ANALYSIS

Three ways to respond to the
same complexity.

Scenario What changes Near-term effect Primary risk

A - Preserve inherited Keep broad ICP, common Lowest disruption. Coordination cost

model CS/delivery, centralized continues to rise
cross-functional decisions. invisibly.

B - Redesign around Explicit product roles, segment More clarity; some Over-designing before

business architecture models, decision rights, delivery temporary transition evidence is
boundaries. cost. reconciled.

C - Split into Dedicated segment/product Strong accountability Premature duplication

quasi-business units ownership with more autonomous and speed where scale  and fragmentation.
economics. supports it.

Fellstead view

Scenario B is the most coherent with the simulated evidence. Northstar has outgrown informal
coordination, but the evidence does not yet support fully separate business units. The intermediate task
is to make the business architecture explicit and test where true structural separation is economically
justified.

The recommendation should change if reconciled economics show that the apparent segment and
product differences do not materially affect acquisition, delivery, retention, or margin.
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BOARD / LEADERSHIP SUMMARY

If only one page is used
internally, use this one.

Current state

Northstar has successfully expanded beyond its original product and customer base. The resulting
complexity is now larger than the operating model designed to coordinate it.

Decision for the next two quarters

Redesign the business around the company that exists now -
products, segments, motions, economics, delivery models,
and decision rights - before adding another major layer of
complexity.

Three commitments

1. One explicit business architecture shared across functions.
2. Distinct product and segment roles where evidence supports them.
3. Decision rights that move recurring coordination away from founder/executive escalation.

Three measures that the redesign is working

Decision cycle time and executive escalation decline. Segment economics and delivery burden become
visible. Cross-sell and retention patterns become easier to explain through the new product/segment
model.

What would change the recommendation

Evidence that current segments and product distinctions do not materially affect economics or operating
requirements, or that coordination problems persist after decision rights and shared definitions are
clarified.
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NEXT VALIDATION QUESTIONS

Questions the next operating
cycle should answer.

01. Which parts of Northstar still behave like the original business, and which now require a different
model?

02. Which product is the core economic engine, and which products primarily drive expansion, retention,
or strategic access?

03. Which customer segments differ enough in buying, delivery, retention, or margin to justify distinct
operating models?

04. What recurring decisions still reach executives because ownership is unclear rather than because the
decision is truly executive?

05. Where is enterprise complexity creating cost for non-enterprise customers or teams?

06. Which pricing exceptions reveal genuine willingness-to-pay differences versus accumulated deal
history?

07. What is the actual sequence of product adoption, and does it support the stated platform thesis?
08. Which shared metric definitions would eliminate the most recurring debate?

09. What complexity would the company deliberately refuse to add for the next six months?

10. What evidence would justify a future move from shared functions to true business-unit ownership?

THE 5 SIGNALS™ / CASE NOTE

Vision asks what the company is trying to become and which choices define the path. Value asks why customers care, pay,
adopt, and remain. Market examines where the company competes and how buying conditions differ. System examines how the
business actually works. Momentum tests what the evidence says is happening over time.

This document is a fictional case created to demonstrate the format and analytical depth of a Fellstead diagnostic. Northstar
Fieldworks, Inc. is not a real client. All names, figures, interview observations, financial metrics, operating details, and
conclusions are simulated. A real diagnostic depends on information supplied by the client and materials made available for
review. Fellstead diagnostics are analytical products, not legal, tax, accounting, investment, audit, valuation, or other regulated
professional advice, and they do not guarantee business outcomes.

fellstead.com - hello@fellstead.com
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