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A fast-growing SME almost always reaches the same tipping point: revenue has kept pace with growth, the
management structure hasn't. This gap doesn't show up in the accounts — it shows up in daily life, often
well before anyone names it.

Here are five signals that, together or separately, indicate this moment has arrived — and what each one concretely
means for the organization.

1 — A management position was just created, with no process to sustain it.

It's often the first reflex: hiring a director, a manager, a COQO, once the owner feels they can no longer carry
everything alone. The position exists on the org chart, but without real decision-making authority, without its own
budget, without a clear reporting line to the rest of the team.

The risk isn't immediate — it shows up twelve to eighteen months later, when the person hired leaves, frustrated at
never having been able to truly lead. The signal isn't the absence of a title, it's the absence of the decision-making
power that should come with it.

2 — Commercial growth still rests on a single person.

Many SMEs grow on the owner's charisma and network rather than on a repeatable sales process: no structured
pipeline, no written qualification criteria, no systematic follow-up on open opportunities.

As long as the owner is available, growth continues. The day their time becomes scarce — precisely because the
company is growing — commercial growth plateaus at the same pace, with no other external factor having
changed.

3 — A succession is approaching, with no trained successor.

This isn't only about the owner's retirement. Any planned or unplanned departure of a key person raises the same
question: if knowledge and decision-making power live in a single head, the transition becomes a crisis rather than
a planned event.

The test is simple: for every critical position in the organization, is a successor identified today and actively being
trained — or does the question remain unanswered until the departure is officially announced?

4 — An outside investor or shareholder has just come on board.

New outside capital almost always comes with expectations of more formal governance: regular reporting, tracked
indicators, documented decision processes. A structure that worked very well informally under sole ownership isn't
built for this new regime.

The risk isn't financial at first — it's relational: trust erodes quickly when governance doesn't keep pace with what a
new shareholder expects, well before the results themselves are even in question.



5 — Everyday decisions systematically land on a single person.

Even minor operational decisions end up on the owner's desk, not because they're truly strategic, but because no
one else has been given the authority or the framework to decide.

The result: the company slows down exactly when growth calls for more speed, and the person at the top burns out
on trade-offs that should never have reached them. It's often the most revealing signal — and the easiest to fix once
named.

What these five signals have in common

None of them, on its own, is cause for alarm. But when two or three combine, the gap between growth and structure
doesn't close on its own — it widens, and the reorganization becomes longer, costlier and riskier the longer it's left.

This is precisely the gap we audit, structure and hand over in every mission — without staying any longer than
necessary.
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