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SECTION 00

Disclaimer & Use of This Document
This document has been prepared by Northline Research for demonstration, research and business planning purposes. It
shows the structure and analytical depth of a possible client deliverable, not a recommendation on an actual company,
transaction or investment.

The analysis may rely on publicly available information, third-party sources and illustrative assumptions available at the date of
preparation. Northline Research has not independently audited or verified all information and makes no representation or
warranty, express or implied, as to its accuracy or completeness.

This document does not constitute legal, tax, accounting, financial, investment or other regulated advice. It should not be
relied upon as the sole basis for investment, lending, acquisition, strategic or operational decisions.

Any forecasts, estimates, scenarios or financial assumptions are illustrative and should not be interpreted as guarantees of
future performance, revenue, funding, profitability or commercial outcome.

To the fullest extent permitted by applicable law, Northline Research accepts no liability for losses arising from reliance on this
document or from decisions made based on its contents.
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SECTION 01

Executive Thesis
This sample business plan evaluates a hypothetical Maintenance Intelligence Platform for European
manufacturing SMEs. The product would help small and mid-sized factories move from reactive or
calendar-based maintenance toward data-assisted planning, without requiring enterprise-scale
implementation.

The commercial thesis is that many manufacturing SMEs experience operational pain from downtime, spare-parts uncertainty,
manual maintenance logs and limited visibility across machines. However, they often lack the budget, data infrastructure or
internal skills to adopt heavy enterprise asset management systems. A focused platform that starts with maintenance visibility,
task prioritisation and simple machine-health signals can create value before a full predictive maintenance layer is technically
mature.

The strongest wedge is not a generic AI product. It is a practical maintenance operating layer for plant managers who need to
know what requires attention this week, which assets repeatedly fail, which spare parts create bottlenecks, and where
downtime risk is accumulating. The plan should be validated through a narrow pilot with manufacturers in machinery,
packaging, food processing or light industrial production.

Decision view
Worth validating if the product remains narrow,
implementation-light and ROI-led.

Primary buyer
Plant manager, operations lead or
owner-manager in a manufacturing SME.

Commercial risk
The product fails if setup, integration or data
cleaning becomes too heavy.

Best wedge
Maintenance visibility and weekly action
planning before advanced prediction.

Likely pricing
Monthly subscription plus controlled onboarding
fee.

Validation gate
Paid pilot evidence before building deep
integrations.

NORTHLINE VIEW  The venture is attractive only if it sells operational clarity before predictive accuracy. SMEs will not pay
for abstract AI; they may pay for fewer surprises, clearer maintenance priorities and less manual coordination.

SECTION 02

Market Context
Manufacturing remains a large and strategically important part of the European business economy, while
policy attention around SME digitalisation, advanced manufacturing and Industry 5.0 has increased. That
creates a favorable narrative for industrial software, but not enough to prove demand on its own.

Eurostat reported that EU industrial sold production decreased in 2024, although several manufacturing categories remained
large in absolute value. Eurostat's business economy statistics also show manufacturing contributing a substantial share of
EU business turnover. Separately, the European Commission continues to support advanced manufacturing and SME digital
maturity initiatives, including European Digital Innovation Hubs and tools for companies to assess digital readiness.

The planning implication is that macro scale is not the problem. The difficult question is adoption: can a small manufacturer
with limited digital maturity adopt a maintenance platform quickly enough to see value? This pushes the business model
toward a productised pilot, guided onboarding and a narrow data requirement rather than a broad enterprise transformation
project.

Illustrative market signal strength

Manufacturing scale 90

Digitalisation policy support 82

SME adoption friction 74

Integration complexity 68

Near-term willingness to pay 56
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MARKET IMPLICATION  The market should be treated as large but hard to access. The business plan should focus less on
top-down TAM and more on segment selection, implementation friction and ROI proof.

What this means
Macro demand supports exploration, but
adoption friction should dominate the launch
plan.

What to validate
Whether SMEs will pay for visibility before
advanced prediction is available.

Red flag
A customer asking for a full digital transformation
instead of a focused pilot.

SECTION 03

Problem Definition
Maintenance pain is usually visible only after failure: production stops, delivery dates slip, spare parts are
unavailable or technicians spend time searching for historical records. The business opportunity is to make
recurring operational signals visible earlier.

In many SMEs, maintenance information is distributed across paper logs, spreadsheets, technician memory, emails, ERP
notes and machine dashboards that do not speak to each other. This creates three recurring problems: managers cannot
easily see which assets consume disproportionate attention, teams miss patterns across failures, and preventive tasks are
planned by calendar rather than risk. The result is not only downtime; it is managerial uncertainty.

A realistic first product should not promise perfect predictive maintenance. Instead, it should help the customer move one step
up the maturity curve: from reactive firefighting to structured visibility, then from visibility to risk-prioritised planning. That
sequencing matters because predictive algorithms require clean history, sensor availability and operational discipline that
many SMEs do not yet have.

Reactive
Fix after failure

Preventive
Calendar tasks

Visible
Asset history

Predictive
Risk signals

Maintenance maturity increases from left to right: the commercial wedge is the move from preventive to data-assisted planning.

Pain Point Operational Effect Planning Implication

Fragmented logs Failure history is incomplete or hard to compare across
assets.

Start with structured records and repeated issue tagging.

Spare-part uncertainty Maintenance waits for parts that could have been
planned earlier.

Include parts flags before complex inventory optimisation.

Technician memory dependency Knowledge is informal and disappears when people are
unavailable.

Capture technician notes in a searchable, structured format.

Economic pain
Downtime cost, overtime, late deliveries and
machine underutilisation.

Human pain
Teams rely on memory instead of shared
operational facts.

Product wedge
Convert scattered maintenance notes into visible
patterns and weekly decisions.

SECTION 04

Target Customer Segments
The strongest initial segment is not every manufacturer. It is the factory with enough machine complexity to
feel repeated pain, but not enough internal infrastructure to solve it with enterprise software.

The first customer segment should be manufacturing SMEs with 20 to 250 employees, recurring machine utilisation, and a
plant manager who already tracks downtime manually. Machinery, packaging, food processing and light industrial production
are plausible entry verticals because they combine asset intensity with practical downtime costs. Very small workshops may
lack budget or data. Large manufacturers may demand integrations, procurement approvals and compliance requirements
that slow early validation.
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Segment Pain Intensity Budget Logic Implementation Fit Priority

Small workshop Low-medium Limited budget; owner-led
decisions.

Low data maturity but simple
environment.

Low

Manufacturing SME Medium-high Can pay if downtime/coordination
pain is visible.

Good fit for guided onboarding. High

Mid-market plant High Higher budget but more
stakeholders.

Integration and security requirements
rise.

Medium

Large manufacturer High Budget exists but procurement is
slow.

Enterprise requirements too heavy
for first wedge.

Low

Low complexity High complexity

Low fit

High fit

Small workshop

Manufacturing SME

Mid-market plant

Enterprise plant

Proposed wedge

ICP Filter Accept Reject

Asset base Recurring machine use with identifiable critical assets. Ad hoc workshop with limited repeated maintenance history.

Buyer access Plant manager or owner-manager involved in the pilot. No access to operational decision maker.

Data starting point Some logs, machine lists or technician notes exist. No records and no willingness to collect baseline data.

SECTION 05

Buyer Journey
The buyer journey is driven by operational urgency. The product should enter when the manager already
feels that maintenance work is too reactive, but before the company has committed to a full enterprise
system.

The likely champion is a plant manager, operations lead or technical manager. The economic buyer may be the
owner-manager, general manager or CFO. The champion cares about fewer surprises and better planning. The economic
buyer cares about downtime, labour efficiency and whether the tool creates measurable value without becoming another
implementation project. This means early sales materials should be concrete: before/after workflow, example dashboard, pilot
scope and measurable decision gates.

Trigger

Downtime / audit pain

Search

Looks for simple tools

Pilot

Imports assets/logs

Habit

Weekly action view

Expand

More assets/users

The product must create value before the machine fails: the habit is built around weekly operating clarity.
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Journey Stage Buyer Question Required Proof

Trigger Why are we still surprised by the same failures? Show patterns from existing maintenance notes.

Evaluation Will this require an IT project? Offer guided setup with limited data requirement.

Pilot Can it show useful insight in the first month? Weekly dashboard, recurring failure tags and action list.

Expansion Does the team actually use it? Usage frequency, issue closure and reduced missed tasks.

BUYER PSYCHOLOGY  The champion needs operational relief; the economic buyer needs proof that the tool will not
become a hidden implementation project. Sales material should answer both anxieties.

SECTION 06

Product Concept
The product should be framed as a maintenance intelligence layer, not as a replacement for existing ERP,
CMMS or technician judgement. Its role is to organize fragmented signals and turn them into a weekly
operating view.

The product concept combines asset registry, maintenance event logging, recurring issue tagging, spare-part flags, task
prioritisation and simple machine-health indicators. Over time, sensor data and machine integrations can improve prediction
quality, but the MVP should not depend on a large integration footprint. A product that requires months of data engineering
before value appears will be too slow for the target customer.

User layer Plant manager dashboard, technician notes, weekly action list

Workflow layer Tasks, issue tags, maintenance events, spare-part flags

Intelligence layer Pattern detection, risk scoring, recurring failure analysis

Data layer Manual logs, CSV uploads, machine exports, optional sensors

Control layer Permissions, audit trail, data privacy, integration rules

PRODUCT PRINCIPLE  Start with the data the customer already has. Build trust with structured visibility before asking the
customer to invest in sensors, deep integrations or complex prediction models.

Day-one output
Asset list, recurring issues and open
maintenance priorities.

Month-one output
Trend view, repeat-failure map and weekly
action rhythm.

Later output
Risk scoring enriched by integrations and sensor
data.

SECTION 07

MVP Scope
The MVP should be narrow enough to implement quickly but valuable enough to test paid demand. The best
MVP is a workflow product that makes maintenance work easier this week, not a technical demo.

The proposed MVP includes a lightweight asset registry, maintenance log import, issue categories, weekly action dashboard,
task ownership, spare-part notes and simple trend analysis. The first version should avoid real-time machine monitoring,
automated work-order optimisation, complex ERP integrations and warranty/compliance interpretation. These features may
become valuable later, but they are too heavy for the validation stage.
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High user valueLow user value

High feasibility

Asset registry

Weekly dashboard

Issue tags

CSV import

Sensor links

ERP sync

Auto scheduling

AI summaries

Include in MVP Delay Explicitly Avoid

Asset registry, logs, recurring issue tags, weekly
dashboard, task ownership.

Deep ERP/CMMS sync, sensor marketplace,
mobile offline mode, advanced forecasting.

Automated safety decisions, legal/compliance
interpretation, unsupported machine control.

MVP Decision Reason Validation Metric

Manual import before API Reduces setup dependency and proves insight value first. Time to first dashboard.

Issue tags before algorithms Creates structured data for later prediction. Share of events tagged correctly.

Weekly review before alerts Builds user habit and operational accountability. Weekly active manager review.

SECTION 08

Implementation Workflow
Implementation must feel like a guided pilot, not a transformation programme. The company should see
useful outputs within two weeks of starting.

The first implementation should request a limited set of inputs: asset list, available maintenance logs, technician categories,
spare-part notes and a simple downtime estimate. Northline would recommend a two-track process: business validation and
technical feasibility. Business validation checks whether the dashboard is used and paid for. Technical feasibility checks
whether existing data can support repeated insight without excessive manual cleaning.

Scope

Select assets

Import

Logs / CSV

Tag

Issue groups

Review

Weekly dashboard

Decide

Scale or stop

The product must create value before the machine fails: the habit is built around weekly operating clarity.

Week Activity Output Decision Gate

1 Asset list, maintenance history and pain-point
interview.

Baseline maintenance map. Is the pain repeated and measurable?

2 Data import and issue taxonomy setup. First dashboard and recurring issue view. Can useful insight be generated
quickly?

3-4 Weekly review with plant manager and
technicians.

Action list and pilot usage data. Does the team use the workflow?

5-6 Pricing and expansion discussion. Paid pilot decision. Is there willingness to continue?
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Implementation promise
Useful first dashboard within two weeks.

Scope guardrail
No deep integrations until pilot value is proven.

Proof artifact
Before/after view of maintenance planning
quality.

SECTION 09

Competitive Landscape
The competitor set includes CMMS providers, enterprise asset management systems, spreadsheets,
machine-vendor dashboards, IoT platforms and maintenance consultancies.

The proposed venture should not compete head-on with enterprise asset management suites. Those platforms are strong for
large asset-heavy organisations but often too heavy for SMEs. The more attractive position is between spreadsheet chaos
and enterprise complexity: a guided maintenance operating layer that can start with existing logs and become more data-rich
over time.

Simple / manual Complex / integrated

Low SME fit

High SME fit

Spreadsheets

CMMS tools

Enterprise EAM

IoT platforms

Consultants

Proposed platform

Alternative Strength Weakness Positioning Response

Spreadsheets Free, flexible and familiar. No structured history, accountability or
recurring insight.

Keep flexibility but add structure.

CMMS Established maintenance
workflows.

Can feel like another admin system. Lead with dashboard and weekly decisions.

Enterprise EAM Deep asset management. Too expensive and complex for initial
target.

Avoid enterprise procurement in first phase.

IoT platform Real-time machine data. Requires sensors, integrations and
technical setup.

Treat as later enrichment, not MVP
dependency.

COMPETITIVE WEDGE  The product should not win because it has the most features. It should win because it reaches the
first useful maintenance insight faster than alternatives.

SECTION 10

Positioning Strategy
The positioning should be operational, not technological. The product exists to help manufacturers reduce
maintenance uncertainty, not to advertise AI sophistication.

The most credible promise is: know what needs attention before it becomes expensive. This message translates technical
functionality into a management benefit. It also avoids overpromising predictive accuracy. The product can still use AI, but AI
should appear as a mechanism for summarising, tagging and detecting patterns, not as the central reason to buy.

Message Pillar What It Says Why It Works

Visibility See repeated issues and open maintenance risks in
one place.

Addresses immediate operational frustration.
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Message Pillar What It Says Why It Works

Planning Turn maintenance history into weekly priorities. Connects data to action rather than dashboards alone.

Low implementation burden Start from existing logs and improve over time. Reduces adoption fear for SMEs.

Human control AI supports decisions but does not automate critical
maintenance judgement.

Builds trust and reduces liability.

Bad headline
Predictive AI for every machine in your factory.

Better headline
A weekly maintenance intelligence dashboard
for manufacturing SMEs.

Reason
The second promise is narrower, more
believable and easier to validate.

POSITIONING RULE  Do not sell the model. Sell the operating improvement: fewer surprises, better maintenance
conversations and clearer priorities.

Audience Primary Message Secondary Proof

Plant manager See what needs attention this week. Recurring issue dashboard and task owner view.

Owner / GM Reduce avoidable downtime and coordination waste. Pilot ROI summary and usage evidence.

Technician lead Spend less time searching for history. Searchable notes and asset history.

SECTION 11

Business Model
The model should combine recurring software revenue with a controlled implementation fee. The
implementation fee helps fund onboarding, but scope must be capped to protect margins.

The business can be structured around three tiers: Starter for a single plant or small asset base, Operations for multi-line SME
use, and Professional for more advanced reporting or integrations. Early pricing should be simple and transparent because
SMEs often resist complex SaaS packaging. The sales motion should test willingness to pay through pilots rather than
discounting into free consulting.

Revenue Stream Indicative Price Purpose Margin Risk

Starter subscription EUR 99-149/month Low-risk entry for one site or limited assets. Low if self-serve setup improves.

Operations subscription EUR 249-499/month Core plan for plant-level use and multiple users. Medium; support can expand.

Implementation fee EUR 750-2,500 one-off Covers guided setup and data import. High if scope is not capped.

Integration add-on Quoted separately Only after pilot proves need. High unless standard connectors
exist.

Preferred revenue quality

Recurring SaaS 82

Onboarding cash flow 55

Integration services 38

Consulting upsell 22

Good revenue
Recurring subscription tied to ongoing
maintenance workflow.

Acceptable revenue
Controlled onboarding that accelerates
activation.

Dangerous revenue
Unbounded custom analysis sold as product
setup.

SECTION 12
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Pricing Architecture
Pricing should mirror operational complexity. A company with more assets, more users and more recurring
maintenance events receives more value and can support a higher monthly fee.

A strong pricing page would not emphasise feature count alone. It should connect each tier to the operational situation of the
customer. Starter is for visibility. Operations is for recurring team use. Professional is for deeper reporting and controlled
integrations. The company should avoid unlimited support in every tier because support load is one of the main risks to the
model.

Starter
EUR 99-149/month
Asset registry, log import, issue tags, weekly
dashboard.

Operations
EUR 249-499/month
Multiple users, task ownership, recurring issue
reporting, monthly review.

Professional
EUR 699+/month
Advanced reporting, controlled integrations,
multi-site analytics.

Packaging Rule Reason Commercial Effect

Charge for asset/user complexity Value increases with operational scale. Improves expansion revenue.

Cap onboarding scope Manual setup can consume margin. Protects early profitability.

Separate integrations Each machine/ERP environment differs. Avoids underpricing complexity.

Offer pilot credit Reduces buyer risk while preserving paid validation. Improves close rate without free work.

PRICING DISCIPLINE  The cheapest tier should not include anything that requires unpredictable manual work. Low price
and high-touch support cannot coexist for long.

SECTION 13

Unit Economics
The main economic question is whether onboarding and support can be reduced enough for subscription
revenue to compound. This is more important than the headline market size.

Early customers will likely require help cleaning maintenance logs, defining issue categories and interpreting the first
dashboard. That work is acceptable in a pilot, but it must be systematised. Every manual task should be tagged: keep,
automate, template or remove. If implementation remains custom after ten customers, the business becomes an agency or
consultancy rather than software.

Metric Base Case Downside Case Planning Note

Average monthly revenue per
account

EUR 290 EUR 140 Depends on asset count and tier mix.

Gross margin after onboarding 78-86% 55-68% Falls quickly if support remains manual.

Implementation payback Within first month 2-4 months Requires setup fee or strict onboarding limits.

Monthly churn 3-5% 8-12% Habit formation is the key retention lever.

Sales cycle 2-6 weeks 8-14 weeks Long cycles reduce viability of low ACV.

ECONOMIC CONSTRAINT  Do not sell a EUR 99/month product through a sales process that requires custom demos,
manual analysis and weeks of unpaid implementation work.

Margin lever
Reduce setup time through import templates and
standard issue taxonomy.

Retention lever
Make weekly dashboard review part of the plant
operating rhythm.

Expansion lever
Price by assets, sites, users and reporting depth.

SECTION 14

Go-To-Market
The go-to-market should start with narrow industrial segments and a pain-led offer. The initial goal is not
broad brand awareness; it is a repeatable path from operational pain to paid pilot.
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The most plausible early channels are direct outreach to manufacturing SMEs, partnerships with maintenance consultants or
machine vendors, and content around downtime reduction and maintenance planning. Paid ads should be limited until the
team knows which pain message converts. The first landing page should offer a maintenance visibility audit or pilot, not a
generic platform demo.

Target manufacturing SMEs 500 accounts

Pain-led outreach / content 120 engaged

Discovery conversations 30 calls

Paid pilot offers 8-12 proposals

Initial paid pilots 3-5 wins

Channel Offer Why It Fits First Test

Direct outbound Maintenance visibility audit. Allows precise targeting by sector and
factory size.

50 highly tailored emails.

Consultant partners Dashboard for their SME clients. Borrowed trust and implementation
knowledge.

5 partner interviews.

Machine vendors After-sales maintenance intelligence
layer.

Potential access to installed base. Pilot with one vendor relationship.

Content / SEO Downtime checklist and maintenance
maturity guide.

Creates long-term lead capture. Publish 4 focused articles.

First offer
Maintenance visibility audit with paid pilot path.

First proof
Dashboard mockup using sample maintenance
logs.

First channel bet
Founder-led outbound to one narrow vertical.

SECTION 15

Sales Process
The sales process should qualify pain quickly. A customer without downtime visibility problems, repeated
asset issues or a manager willing to review dashboards weekly is unlikely to be a good early account.

A disciplined qualification process protects the company from low-value pilots. The team should ask for specific evidence:
recent downtime events, maintenance log quality, spare-part delays, recurring failure patterns, number of assets and
decision-maker access. If the company cannot provide basic information or refuses a paid pilot, the opportunity should be
deprioritised.

Qualify

Pain + assets

Diagnose

Logs + downtime

Scope

Pilot assets

Pilot

Weekly review

Expand

Tier upgrade

The product must create value before the machine fails: the habit is built around weekly operating clarity.

Qualification Criterion Strong Signal Weak Signal

Maintenance pain Repeated failures, downtime cost, missed preventive
tasks.

Vague interest in AI with no operational pain.

Data availability At least basic logs, machine list or technician notes. No records and no willingness to collect them.



Northline Research | Confidential Maintenance Intelligence Platform for European Manufacturing S © 2026 | Page 13

Qualification Criterion Strong Signal Weak Signal

Buyer access Plant manager and owner/GM involved. Only junior employee exploring tools.

Pilot commitment Willing to pay for implementation or pilot. Only wants free analysis.

SECTION 16

Operating Model
The operating model should be built around repeatability. Every implementation should teach the company
which workflows can be standardised and which custom requests should be rejected.

A practical early team can be small: founder/product lead, technical builder, industrial advisor or implementation contractor,
and part-time sales support. The operating model should separate product work from customer-specific analysis. If the same
customer request appears repeatedly, it becomes product scope. If it appears only once and requires manual judgement, it
should be priced separately or declined.

Function First 6 Months Scale Requirement Risk

Product Dashboard, workflow, import logic, issue
tags.

Standard integrations and analytics depth. Overbuilding before pilot evidence.

Implementation Guided setup and data cleaning templates. Repeatable onboarding playbook. Manual work hidden inside setup.

Sales Founder-led discovery and paid pilots. Narrow ICP and repeatable materials. Selling to poor-fit customers.

Support Office-hours style support and knowledge
base.

Self-serve help and automated checks. Support becoming consultancy.

Customer success Weekly reviews, onboarding templates, support boundaries

Product operations Data import QA, issue taxonomy, usage monitoring

Engineering Dashboard, workflow engine, integrations, permissions

Commercial ICP, outreach, partner pipeline, pilot conversion

SECTION 17

Financial Scenario
The scenario below is illustrative and intended to show assumption logic. A full client deliverable would
include a separate editable model with sensitivity cases.

The base case assumes narrow ICP focus, modest conversion from targeted outreach and partner channels, and gradual
expansion from paid pilots into recurring subscriptions. The downside case assumes longer sales cycles, lower willingness to
pay and higher churn due to weak habit formation. The upside case is not shown as a target; early planning should focus on
avoiding the downside.
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Y1 Y2 Y3

75

260

620

Base

28

95

220

Downside

Illustrative ARR run-rate (EURk)

Driver Year 1 Year 2 Year 3 Comment

Paid accounts 22 78 165 Requires conversion from pilots into recurring accounts.

Average MRR/account EUR 285 EUR 310 EUR 335 Expansion through asset/user complexity.

ARR run-rate EUR 75k EUR 260k EUR 620k Still modest; execution quality matters more than TAM.

Primary cost pressure Onboarding Sales + product Support +
integrations

Cost profile changes with scale.

SCENARIO INTERPRETATION  This is not a venture-scale forecast by itself. The useful insight is the dependency chain:
paid pilots create recurring accounts, recurring accounts justify productisation, and productisation reduces onboarding cost.

SECTION 18

Sensitivity Analysis
The model is most sensitive to activation, support load and sales cycle length. Those variables decide
whether the business behaves like scalable software or a low-margin service business.

Sensitivity analysis should guide validation. Instead of asking whether the total market is large, the team should ask whether a
plant manager uses the dashboard every week, whether onboarding time falls with repetition, whether support questions are
repeatable and whether paid pilots convert into annual subscriptions. These operating metrics will determine whether the
business deserves more investment.

Low Stress Base High Stress

Activation Low Medium High

Support Load Low Medium Critical

Sales Cycle Medium Medium High

Churn Low Medium High

Integration Demand Medium High Critical

Metric to Track Target Signal Stop / Rework Signal

Time to first dashboard Less than 10 business days. More than 30 days or repeated custom setup.

Weekly active usage Plant manager reviews dashboard weekly. Dashboard is ignored after onboarding.

Support time/account Declines after first month. Increases with each new customer.

Pilot conversion At least 30-40% paid continuation from qualified pilots. Pilots praised but not paid for.

Best early signal
A plant manager uses the dashboard before
being reminded.

Most dangerous signal
Customers like the analysis but will not pay for
continuation.

Decision rule
Continue only if setup time declines and weekly
usage increases.
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SECTION 19

SWOT
The SWOT highlights a balanced view: the opportunity is operationally credible, but only if the company
avoids overbuilding and keeps implementation under control.

Strengths
Clear pain around downtime and maintenance planning. Narrow MVP can
be validated manually. ROI narrative is concrete.

Weaknesses
SME data quality may be low. Integrations can become messy. Sales
cycles can be slower than expected.

Opportunities
EU focus on SME digitalisation, Industry 5.0 and manufacturing
competitiveness. Partnerships with machine vendors and integrators.

Threats
Incumbent CMMS/EAM providers, cybersecurity concerns, procurement
resistance and limited internal digital skills.

The main strategic strength is that the pain is concrete and measurable. Downtime, repeated failures, maintenance backlog
and spare-part delays are easier to discuss than abstract productivity claims. The main weakness is that the product may
need messy customer data before value appears. That risk can be reduced through a constrained pilot design and strong
templates.

The opportunity is also timing-sensitive. European manufacturing SMEs are under pressure to digitalise, but they often lack
internal capacity to manage complex transformation projects. A product that makes the first step simple can benefit from this
gap. The threat is that incumbents and integrators may absorb the category if the startup cannot demonstrate a differentiated
wedge quickly.

SECTION 20

Risk Matrix
The risk matrix converts the narrative into practical controls. The highest-risk items are support load,
integration complexity and the temptation to oversell prediction before the data foundation exists.

Risk Likelihood Impact Mitigation

Implementation becomes bespoke
consulting

High High Cap onboarding scope, use templates, price custom work
separately.

Customer data is too messy High Medium Start with simple logs and issue tags; delay advanced prediction.

Sales cycles too long for ACV Medium High Focus on owner-managed SMEs and paid pilots with clear gates.

AI claims create trust/liability concerns Medium High Position as decision support; keep human control explicit.

Cybersecurity concerns block adoption Medium High Document data handling, permissions and security posture early.

Incumbents copy dashboard features Medium Medium Compete on speed, segment focus and onboarding simplicity.

RISK PRIORITY  The first version should be judged by speed to value and repeatability, not algorithm sophistication. If the
same implementation work cannot be repeated across customers, the model should be redesigned.

Contract guardrail
Scope setup work explicitly and charge
separately for custom analysis.

Product guardrail
No automated critical decisions; keep human
control visible.

Security guardrail
Document data handling before requesting
operational machine data.

SECTION 21

Validation Roadmap
The roadmap is designed to reduce uncertainty in stages. Each phase has a decision gate so the team does
not continue building simply because work has already started.
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W1-2

Problem proof

Repeated pain?

W3-4

Pilot offer

Paid intent?

W5-8

Manual MVP

Weekly use?

M3-4

Productise

Setup falls?

M5-6

Scale test

CAC works?

Phase Objective Deliverables Decision Gate

Weeks 1-2 Validate maintenance pain and
current workflows.

15 interviews, asset/log examples, pain
ranking.

Do at least 6 target customers describe repeated
urgent pain?

Weeks 3-4 Test paid pilot offer. Landing page, outreach, pilot proposal,
pricing test.

Can at least 3 qualified customers commit to paid
pilots?

Weeks 5-8 Run manual MVP. Dashboard, weekly review, issue tags,
usage tracking.

Do users return weekly and ask to continue?

Months 3-4 Productise repeated work. Import templates, onboarding playbook,
first product workflow.

Does setup time fall with each customer?

Months 5-6 Test repeatable acquisition. Partner tests, content funnel, conversion
metrics.

Is payback plausible at target ACV?

SECTION 22

Recommendation & Sources
The business is worth validating if the team accepts a narrow first wedge: maintenance visibility for
manufacturing SMEs. It is not worth pursuing as a broad predictive AI platform without paid pilot evidence.

The recommended next step is to run a paid pilot programme with three to five manufacturing SMEs in a narrow vertical. The
pilot should produce evidence on data availability, dashboard usefulness, weekly usage, willingness to pay and support load.
Only after those signals are positive should the company invest in deeper integrations or predictive models.

Build now
Landing page, pilot deck, asset/log intake
template, dashboard mockup.

Validate next
Paid pilot conversion, time to first dashboard,
weekly usage, support time.

Avoid
Deep integrations, broad AI claims, automated
safety decisions, free consulting.

Sources used in this sample include: Eurostat, Decrease in industrial production in 2024; Eurostat, Industrial production statistics; Eurostat, Businesses in
the non-financial business economy; OECD, SME Digitalisation to manage shocks and transitions; European Commission, Advanced Manufacturing;
European Commission, European Digital Innovation Hubs Digital Maturity Assessment tool; European Commission, Industry 5.0 resources. All market
figures and scenarios in this sample are illustrative and should be validated before use in a real business plan.

FINAL RECOMMENDATION  Proceed only through paid validation. A polished product built before proof of repeatable
onboarding and weekly usage would create unnecessary risk.

SECTION 23

Appendix A: Market Sizing Logic
A serious business plan should explain how the opportunity is framed, not only state that the market is large.
For this venture, the most useful sizing logic is a bottom-up view based on reachable manufacturing SMEs,
relevant asset intensity and likely adoption readiness.

The addressable market should be narrowed in stages. First, exclude manufacturers without recurring machine utilisation or
meaningful downtime exposure. Second, exclude companies that are too small to pay or too large for the proposed
implementation-light wedge. Third, prioritise verticals where maintenance records already exist in some form, because the
product needs an initial data foundation. This produces a smaller but more actionable market definition than a broad European
manufacturing TAM.
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Sizing Layer Question Planning Treatment

Total universe How many manufacturing SMEs exist in target
countries and verticals?

Use official business statistics and sector filters; avoid overclaiming total
manufacturing as addressable.

Serviceable segment Which of those companies have recurring asset
maintenance pain?

Filter by machine intensity, downtime sensitivity and operations
complexity.

Reachable accounts Which companies can realistically be reached
through outbound, partners or content?

Prioritise geography, language, vertical concentration and
decision-maker access.

Early beachhead Where can paid pilots be won fastest? Choose one or two narrow verticals with clear pain and low
implementation friction.

SIZING DISCIPLINE  The first commercial model should be built around reachable accounts and conversion evidence, not a
broad TAM slide. A smaller market with real paid pilots is more useful than a large market with vague demand.

SECTION 24

Appendix B: Paid Pilot Design
The paid pilot is the key validation mechanism. It should be scoped tightly enough to deliver value quickly and
priced clearly enough to prove willingness to pay.

A good pilot should not be a free consulting project. It should define the assets included, the data requested, the dashboard
delivered, the review rhythm, the support boundary and the continuation decision. The customer should understand that the
pilot is designed to test operational value, not to build every integration or solve every maintenance problem immediately.

Pilot Element Recommended Scope Reason

Asset coverage 10-30 priority assets or one production line. Large enough to reveal patterns, small enough to onboard
quickly.

Data input Machine list, maintenance logs, spare-part notes,
downtime examples.

Uses available data before requesting complex integrations.

Cadence Weekly review with plant manager and maintenance lead. Creates habit and captures qualitative feedback.

Success metric Useful dashboard within 10 business days and weekly
usage thereafter.

Tests speed to value and repeatability.

Commercial structure Paid pilot credited against subscription if continued. Reduces buyer risk without making the work free.

Pilot price logic
Price high enough to prove commitment, low
enough to avoid procurement drag.

Pilot boundary
No deep integrations, no automated decisions,
no open-ended analysis.

Pilot output
Dashboard, issue taxonomy, action list and
continuation recommendation.

SECTION 25

Appendix C: Customer Interview Guide
Customer interviews should be structured around evidence, not opinions. The goal is to discover repeated
pain, current workarounds, budget logic and decision process.

The most common interview mistake is asking whether the customer likes the idea. A better approach is to ask about recent
failures, current tools, time lost, escalation paths, spare-part delays and who gets blamed when maintenance problems affect
production. These questions reveal whether the pain is urgent enough to support a paid product.

Interview Area Questions to Ask What Good Evidence Looks Like

Recent downtime What stopped production recently? How was it discovered?
What did it cost?

Specific events, time estimates, repeated causes and
operational frustration.

Current workflow Where are maintenance notes, tasks and machine history
stored today?

Fragmented records, manual follow-up and reliance on
technician memory.

Decision process Who would approve a pilot? Who needs to see results? Clear economic buyer and operational champion.

Budget logic What would make this worth paying for monthly? Connection to downtime, labour time, missed tasks or
spare-part planning.

Adoption risk What would stop the team from using another tool? Concerns around setup, data entry, integration or technician
behaviour.



Northline Research | Confidential Maintenance Intelligence Platform for European Manufacturing S © 2026 | Page 18

INTERVIEW RULE  Do not count enthusiasm as validation. Count repeated pain, existing workarounds, budget owner
involvement and willingness to pay for a pilot.

SECTION 26

Appendix D: KPI Dashboard Specification
The first dashboard should be designed around weekly management decisions. It should not try to show
every possible metric.

The dashboard should answer four questions: what needs attention, what keeps repeating, which assets create the most
maintenance load, and what should be done next. If the dashboard cannot support these decisions, adding more visual
complexity will not improve the product. The design should prioritise clarity, actionability and habit formation.

KPI Definition Decision Use

Open maintenance actions Tasks not yet closed, grouped by asset and owner. Shows immediate workload and accountability.

Recurring issue count Repeated failure categories over a selected period. Identifies patterns that may deserve preventive action.

Downtime-linked events Events associated with production interruption. Prioritises issues with economic impact.

Spare-part delay flags Maintenance events delayed by parts availability. Supports stocking and vendor decisions.

Aging tasks Tasks open longer than threshold. Prevents maintenance backlog from becoming invisible.

Illustrative dashboard priority score

Open actions 76

Recurring issues 64

Downtime-linked events 58

Spare-part delays 41

Aging tasks 36

SECTION 27

Appendix E: Financial Model Buildout
A full financial model would translate the business plan into editable assumptions. The purpose is not
precision; it is to make the drivers explicit enough to test.

The model should separate acquisition assumptions, activation assumptions, pricing assumptions, support assumptions and
churn assumptions. These drivers should not be hidden inside a single revenue forecast. If the founder changes onboarding
time, pilot conversion or churn, the model should immediately show how payback and cash needs change.

Model Tab Core Inputs Output

Customer acquisition Outbound volume, reply rate, call conversion, pilot close rate. New pilots and CAC estimate.

Activation Time to first dashboard, onboarding hours, data quality score. Activation cost and implementation capacity.

Revenue Tier mix, MRR per tier, setup fee, expansion rate. MRR, ARR and account-level revenue.

Costs Hosting, AI usage, support hours, implementation labour, sales
tools.

Gross margin and contribution margin.

Retention Weekly usage, churn, expansion, failed onboarding. Net revenue retention and payback.

MODEL STANDARD  The spreadsheet should be decision-useful. If changing one assumption does not teach the founder
something about risk, the model is probably decorative rather than useful.

SECTION 28
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Appendix F: Delivery Checklist
The final business plan should leave the client with clear decisions, not just a polished document. The
checklist below describes what a finished Northline-style deliverable should contain.

Deliverable Area Quality Standard Reason

Executive logic The core recommendation is visible in the first pages. The reader should understand the decision quickly.

Market framing Market size is narrowed into a reachable segment. Prevents generic TAM storytelling.

Customer evidence Segments, pain points and buyer process are clearly
separated.

Improves sales and product prioritisation.

Business model Revenue, pricing, costs and support load are connected. Shows whether the business can actually work.

Risk treatment Major risks have practical mitigations and decision gates. Protects against overconfidence.

Next steps The plan ends with concrete validation actions. Turns analysis into execution.

A good business plan should feel useful after the meeting ends. The client should know what to test, what not to build yet,
what evidence matters and where the plan is most fragile. That is the standard this sample is designed to demonstrate.

SECTION 29

Appendix G: Example Output Architecture
A full client project would not always use the exact same section order. The structure should be adapted
around the decision the client needs to make, while still preserving a clear analytical backbone.

For a founder, the report may focus more heavily on market validation, business model, go-to-market and investor readiness.
For an operator, the report may focus more on customer economics, operational constraints, implementation plan and internal
decision criteria. For an investment-oriented project, the report may place more weight on downside risk, commercial
diligence, market defensibility and financial model assumptions.

The important point is that the deliverable should not become a generic template. The structure below shows how Northline
would adapt a business plan around purpose while keeping the same standards of evidence, clarity and decision usefulness.

Client Need Recommended Output Structure Reason

Founder validating a new
venture

Executive thesis, market logic, customer segments, business model,
MVP, GTM, financial scenario, validation roadmap.

Prioritises fast decision-making and early
evidence.

Team preparing an investor
conversation

Executive summary, market opportunity, product strategy, traction
assumptions, financial model, risks, use of funds, roadmap.

Translates analysis into an investor-readable
narrative.

Operator assessing a launch Market context, customer need, operating model, pricing, channel plan,
implementation requirements, risk controls.

Connects commercial logic to execution
feasibility.

Investor or partner reviewing an
opportunity

Market framing, commercial diligence, competitor landscape, unit
economics, sensitivity analysis, red flags and decision gates.

Focuses on downside protection and
assumption quality.

Report format
PDF report, optional spreadsheet model and
optional executive deck.

Revision logic
One focused revision round to refine clarity,
scope or assumptions.

Not included by default
Legal advice, tax advice, regulated investment
advice or guaranteed outcomes.

SECTION 30

Appendix H: Source & Assumption Protocol
The credibility of a business plan depends on how clearly it separates facts, estimates, assumptions and
recommendations. That separation is especially important when public market data is incomplete or when the
client is exploring a new venture.

Northline-style work should label the strength of evidence behind each major claim. Public statistics can support market
context, but rarely prove demand for a specific product. Competitor research can show how the market is currently served, but
not whether a new entrant can acquire customers profitably. Interviews can reveal pain, but only paid behaviour can validate
willingness to pay. A good business plan makes these distinctions visible.

For this reason, each project should maintain an assumption log. The assumption log records what is known, what is
estimated, what remains untested and which decision depends on that assumption. This prevents the document from
sounding more certain than the evidence allows and gives the client a practical roadmap for validation.
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Evidence Type Useful For Limitation How to Treat It

Official statistics Market context, industry scale,
macro trend framing.

Often too broad for specific customer
demand.

Use for context, not as proof of
product-market fit.

Competitor evidence Pricing logic, positioning, feature
norms and market maturity.

Competitors may serve different
segments or economics.

Use to identify gaps and strategic
constraints.

Customer interviews Pain discovery, workflow mapping
and buyer language.

Positive comments may not convert into
payment.

Treat as qualitative evidence until paid
behaviour appears.

Pilot data Usage, onboarding effort,
willingness to pay and support load.

Small sample sizes can mislead. Use as strongest early evidence but keep
testing.

Financial model Driver logic, sensitivity and capital
needs.

Only as good as its assumptions. Use to expose risk, not to create false
precision.

ASSUMPTION PROTOCOL  Every major recommendation should be traceable to evidence or labelled as an assumption. If
a claim cannot be sourced, tested or explained, it should not be presented as fact.

This protocol is part of what makes the deliverable commercially useful. The goal is not to make the client feel certain. The
goal is to show what is attractive, what is fragile, what needs validation and what decision should be made next.

A practical assumption log also makes the report easier to update. If interviews disprove one customer segment, or if paid
pilots show a different pricing ceiling, the client can update the model and recommendation without rewriting the entire plan.
This is especially important for early ventures, where the first version of the plan should guide testing rather than pretend the
future is already known.

Assumption Current Evidence Validation Action Decision Impact

SMEs will pay for maintenance
visibility before prediction

Supported by pain logic, not yet proven
by paid behaviour.

Run paid pilots with narrow asset
scope.

Determines whether to build product
or stop.

Setup can be completed quickly Possible if logs and asset lists already
exist.

Measure time to first dashboard
across pilots.

Drives margin and onboarding
capacity.

Weekly dashboard can become a
habit

Conceptually plausible for plant
managers.

Track weekly review frequency and
actions closed.

Drives retention and expansion.

Support load can decline with
templates

Assumed based on repeatable
workflows.

Log support requests and classify
repeated tasks.

Determines whether model scales.

Pricing can support founder-led
sales

Indicative only until pilots convert. Test pilot fee and subscription
continuation.

Determines viable CAC and sales
motion.

FINAL QUALITY CHECK  A strong business plan does not remove uncertainty. It organises uncertainty so the client knows
which actions will create the most evidence.

Review Question Expected Standard Why It Matters

Is the recommendation clear? The reader can state the next decision in one sentence. Prevents the report from becoming descriptive
only.

Are fragile assumptions visible? The highest-risk assumptions are labelled and linked to
validation actions.

Shows where confidence is earned, not assumed.

Is the plan actionable? The next 30-60 days are translated into concrete tests or
deliverables.

Turns analysis into movement.

Is the scope controlled? The report states what should not be built, sold or promised
yet.

Protects the client from wasting time and money.

This final review step is deliberately practical. The value of the document is not only in the analysis itself, but in whether the
client can use it to make a sharper decision with less wasted effort.


