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1. EXECUTIVE SUMMARY

TechScale Inc. is a rapidly growing SaaS company focused on providing
Al-powered analytics solutions to mid-market enterprises. Founded in 2020, the
company has experienced 150% year-over-year growth and recently secured
Series B funding to accelerate its market expansion.

This ViVo Pulse diagnostic was conducted to assess organizational readiness for
scale as TechScale prepares to double its workforce and expand into new
international markets. The diagnostic aimed to identify strengths to leverage, risks
to mitigate, and strategic priorities to focus on during this critical growth phase.

Headline organizational insights:

e Strong product vision and technical execution are driving market success
Leadership alignment is solid at the executive level but fragmented in
middle management
Cross-team collaboration shows significant strain under rapid growth
Knowledge management systems are not scaling with the organization

The top 3 strategic priorities identified are:

1. Formalize decision-making protocols to reduce bottlenecks and improve
clarity

2. Implement structured knowledge management systems to support
scaling

3. Strengthen middle management capabilities through targeted
development

Based on the diagnostic findings, TechScale's overall ViVo Pulse score of 1.32/2.00
indicates a neutral foundation for scaling. While the company has strong
fundamentals and market positioning, operational and structural challenges pose
significant risks to sustainable scaling if not addressed in the next 6-9 months.
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2. METHODOLOGY & APPROACH

The ViVo Pulse Framework

The ViVo Pulse diagnostic framework integrates five proven organizational
assessment models into a unified system that provides comprehensive insights
across 13 dimensions organized in three domains. This integration brings together
the Burke-Litwin Model of organizational performmance and change, the McKinsey
7S Framework, the Denison Organizational Culture Model, the Team Diagnostic
Survey, and the Leadership Circle Profile.

This multidimensional approach allows for a holistic assessment that connects
strategic, operational, and cultural elements of the organization, providing a
360-degree view of organizational health and readiness for scale.

Data Collection Process

The diagnostic was conducted through structured interviews with 25 participants
across all levels of the organization:

e 4 Senior Leaders (C-suite and VPs)
e 8 Managers (Directors and Team Leads)
e 13 Employees (representing all departments)

Voice interviews were conducted over a one-week period, with each session
lasting up to 30 minutes. Questions were designed to explore all 13 dimensions of
the ViVo Pulse framework, with additional probes to uncover specific examples
and context.

Note on Data Interpretation:

With 134 indicators assessed through 25 interviews, we acknowledge the
limitations of the sample size. Scores are derived from qualitative analysis of
interview responses, with multiple raters evaluating each dimension to ensure
consistency. Confidence levels for indicators mentioned by fewer participants are
appropriately adjusted to reflect the limited data points.
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Scoring Methodology

The ViVo Pulse framework uses a 0-2.0 scale to evaluate organizational health
across all dimensions:

Score Range Interpretation
1.75-2.00 Strong positive signal
1.50 - 1.74 Functional but fragile
1.01-1.49 Neutral
0.50-0.99 Weak or inconsistent
0.10 - 0.49 Negative signal

Scores are derived from qualitative analysis of interview responses, with multiple
raters evaluating each dimension to ensure consistency and reliability. Perception
gaps between different organizational levels are also measured to identify
misalignments in understanding or experience.
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3. OVERALL FINDINGS

Overall ViVo Pulse Score TechScale's overall ViVo Pulse score is 1.32, indicating a
neutral organizational health with some areas of strength and several
opportunities for improvement. This score suggests that while the organization is
functioning, it has not yet developed the robust systems and practices needed to
support its ambitious growth targets.

Domain Scores

Category scores
20
1.5
1.0
0.5
0.0
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Domain
B Overall Score [ Employee Score Manager Score [l Senior Leader Score

Organizational Culture & Strategy (OCS): 1.58

The highest-scoring domain, reflecting TechScale's strong founding vision and
values. The company has established a clear market position and compelling
product strategy that resonates with employees. However, strategic alignment
becomes weaker at lower levels of the organization.

Leadership, Collaboration & Structure (LCS): 1.21

This middle-scoring domain reveals challenges in cross-team collaboration and
decision-making clarity. While executive leadership is aligned, middle
management lacks consistent practices and clear role boundaries.
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Systems, Resourcing & Scalability (SRS): 1.18
The lowest-scoring domain indicates that TechScale's operational infrastructure

has not kept pace with its rapid growth. Knowledge management and process
robustness show particular weaknesses that could impede scaling efforts.

Dimension Scores
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Top 3 Highest-Scoring Dimensions:

1. Vision & Strategic Direction (1.72) - Strong, compelling vision from
leadership

2. Trust & Integrity (1.65) - High trust in leadership intentions and ethics

3. Organizational Culture (1.61) - Positive, mission-driven culture

Top 3 Lowest-Scoring Dimensions:

1. Knowledge Management (0.92) - Critical weakness in documentation and
information sharing

Process Robustness (1.05) - Inconsistent processes across teams

3. Cross-Team Collaboration (1.12) - Silos forming between functional areas

N
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Role-Based Analysis

Senior Leaders consistently rate dimensions higher (average 1.52) than Managers
(1.28) and Employees (1.21), indicating a significant perception gap. This 0.31 gap
between leadership and frontline staff suggests that executives may have an
overly optimistic view of organizational health.

The largest perception gaps appear in:

Knowledge Management (1.02 gap)
Decision-Making Quality (0.77 gap)
Strategic Alignment (0.68 gap)
Resource Availability (0.56 gap)

Key Patterns & Insights

1. Founder-centric decision-making is creating bottlenecks as the

organization grows
2. Tribal knowledge is prevalent, with critical information often residing with

early employees

3. Middle management layer lacks consistent practices and clear authority
boundaries

4. Technical excellence is prioritized over operational scalability

5. Cultural cohesion remains strong but is showing signs of strain with recent
rapid hiring
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4. DOMAIN ANALYSIS: ORGANIZATIONAL CULTURE &
STRATEGY (OCS)

Strategic Alignment

2.00

Organisational Culture Trust & Integrity

Organisational Culture & Strategy (OCS)

== QOverall Score == Employee Score Manager Score == Senior Leader Score

Strategic Alignment

Score: 1.42

Score Breakdown:

e Senior Leaders: 1.85
e Managers: 1.37
e Employees: 117

Key Indicators:

Written strategy exists: 1.75

Strategy is understood by most staff: 1.22

Team OKRs or goals are aligned with strategy: 1.18
Strategic priorities are stable: 1.53
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Analysis:

TechScale has a well-documented strategy that is clearly understood at the
executive level but becomes increasingly diluted as it cascades through the
organization. While the company's mission and vision are widely embraced, the
tactical execution of strategy varies significantly between teams. The recent
growth has created challenges in maintaining alignment, particularly as new
hires are onboarded without comprehensive strategic context.

"Our leadership has a very clear vision for where we're going, but sometimes it
feels like each department is taking a different route to get there!" - Manager

"l understand our overall mission, but I'm not always sure how my daily work
connects to our strategic priorities." - Employee

"We have a solid strategy document that we review quarterly with the executive
team, but I'm not sure how widely it's shared beyond that." - Senior Leader

"When priorities shift, we don't always get clear explanations about why or how it
connects to the bigger picture." - Manager

Quick Wins:
e Create a one-page strategy summary for all employees with quarterly
updates
e Implement monthly all-hands meetings focused on strategic progress and
priorities

e Require team leads to explicitly connect sprint goals to strategic objectives

Structural Fixes:

e Develop a formal strategy cascade process from company OKRs to team
and individual goals

e Implement quarterly strategy review sessions with cross-functional
representation

e Create a strategic alignment dashboard to track and visualize progress on
key initiatives
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Trust & Integrity

Score: 1.70

Score Breakdown:

e Senior Leaders: 1.82
e Managers: 170
e Employees: 158

Key Indicators:

Leaders follow through on commitments: 1.68
Transparency is normalised: 1.72

People trust company communications: 1.63
Ethical concerns are taken seriously: 1.78

Analysis:

Trust & Integrity emerges as one of TechScale's strongest dimensions, with
consistent scores across all organizational levels. The founding team has
established a culture of transparency and ethical behavior that has largely been
maintained through the company's growth. Employees express high confidence
in leadership's intentions and commitment to the company's values. This strong
foundation of trust provides a solid platform for addressing the operational
challenges identified elsewhere.

"Even when we miss targets, leadership is transparent about what happened and
what we're doing about it. That builds a lot of trust." - Employee

"I've never felt that | couldn't raise a concern, ethical or otherwise. There's a
genuine openness to feedback here." - Manager

"Our founders are incredibly consistent in walking the talk. They don't ask
anything of us that they wouldn't do themselves." - Employee

"We've maintained a 'no surprises' culture even as we've grown, which has been
critical to maintaining trust." - Senior Leader

Quick Wins:

e Formalize the "Ask Me Anything" sessions with leadership that are already
happening informally

e Create a dedicated channel for sharing business updates and context in
real-time
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e Recognize and celebrate examples of transparency and integrity publicly

Structural Fixes:

Develop a formal ethics framework and decision-making guide
e Implement regular pulse surveys to monitor trust levels as the organization

scales
e Create a cross-functional ethics committee to address complex issues

[Content for Organizational Culture would follow the same structure]
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5. DOMAIN ANALYSIS: LEADERSHIP, COLLABORATION
& STRUCTURE (LCS)

Vision & Strategic Direction

2.00

Decision-Making Quality

Support for Teams
Role Clarity & Accountability Cross-Team Collaboration
Leadership, Collaboration & Structure (LCS)
== QOverall Score == Employee Score Manager Score == Senior Leader Score

Decision-Making Quality

Score: 1.30

Score Breakdown:

e Senior Leaders: 1.65
e Managers: 118
e Employees:1.08

Key Indicators:

e People know who is responsible for decisions: 1.15
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e Decisions are made in a timely manner: 1.05
e Feedbackis considered in decisions: 1.42
e Reversals or delays are rare: 1.12

Analysis:

Decision-making at TechScale shows significant strain under the company's rapid
growth. While the founding team has established clear decision rights among
themselves, the expanding organization lacks formalized decision protocols. This
has resulted in bottlenecks, with too many decisions escalating to senior
leadership. Middle managers often lack clarity about their decision authority,
leading to delays and occasional contradictory directions to teams.

"Sometimes I'm not sure if | can make a call or if | need to run it up the chain.
When in doubt, | escalate, which | know adds to the bottleneck." - Manager

"Our founders are brilliant decision-makers, but they're becoming a bottleneck as
we grow. We need to distribute that authority more effectively." - Senior Leader

"I've seen the same decision revisited multiple times because it wasn't clear who
had the final say." - Employee

"When decisions do get made, they're usually good ones. The problem is how
long it takes to get there!" - Manager

Quick Wins:

e Create a RACI matrix for commmon decision types across departments
e Implement a "decision log" to track and communicate key decisions
e Establish clear escalation thresholds for different types of decisions

Structural Fixes:

Develop a formal decision-making framework (e.g., RAPID or similar)

e Train middle managers on effective decision-making and delegation
Implement regular decision retrospectives to improve the process over
time

[Content for other LCS dimensions would follow the same structure]
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6. DOMAIN ANALYSIS: SYSTEMS, RESOURCING &
SCALABILITY (SRS)

Resource Availability

1.50

Leadership Pipeline Process Robustness

Operational Resilience Knowledge Management

Systems, Resourcing & Scalability (SRS)

== QOverall Score == Employee Score Manager Score == Senior Leader Score

Knowledge Management

Score: 0.92

Score Breakdown:
e Senijor Leaders: 1.15

e Managers: 0.91
e Employees: 0.71
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Key Indicators:

e Information is easy to find: 0.75

e Documentation is current and accessible: 0.68

e Knowledge is shared between teams: 1.05

e Onboarding includes relevant know-how: 1.20
Analysis:

Knowledge Management emerges as TechScale's most critical weakness, with a
score that indicates weak or inconsistent practices. The company's early success
was built on close collaboration among a small team, but this informal approach
has not scaled effectively. Tribal knowledge is prevalent, with critical information
often residing with early employees rather than in accessible systems. New hires
face a steep learning curve, and knowledge silos between teams are creating
inefficiencies and occasional duplicated work.

The following quotes represent some of the more critical perspectives, while the
overall score (0.92) reflects a broader range of experiences:

"If you want to know how something works, you need to know who built it and
hope they're available when you need them." - Employee

"Our documentation is always out of date because we move so fast. It's easier to
just ask someone than to trust what's written down." - Manager

"We've started documenting our processes in the last quarter, which has helped
new team members get up to speed faster." - Manager

"I can usually find what | need, but it takes longer than it should and often
requires asking multiple people." - Employee

Quick Wins:

e Implement "Documentation Fridays" with dedicated time for updating
knowledge bases

e Create a central directory of subject matter experts for key systems and
processes

e Establish a "buddy system" for new hires to accelerate knowledge transfer

Structural Fixes:

e Develop a comprehensive knowledge management strategy and
dedicated ownership
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e Implement a modern, searchable knowledge base with clear governance

and update protocols
e Integrate documentation requirements into the development and project

management lifecycle
e Create standardized onboarding pathways for each role with knowledge

checkpoints

[Content for other SRS dimensions would follow the same structure]
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7. HIDDEN HEROES & POTENTIAL BLOCKERS

Hidden Heroes

Individual Frequency Strengths & Contributions
of Mentions

Sarah Chen 18 mentions | Described as the "unofficial wiki" of the
organization; consistently helps others navigate
complex systems; proactively shares knowledge
across team boundaries

Miguel 14 mentions | Excels at translating technical concepts for
Rodriguez non-technical teams; builds bridges between
product and engineering; known for finding
pragmatic solutions to cross-functional challenges

Priya Sharma 12 mentions | Creates clarity from ambiguity; helps teams
prioritize effectively; maintains calm under
pressure and helps others stay focused on key
objectives

David Kim 9 mentions Deeply understands customer needs; brings
market insights into internal discussions; helps
teams connect their work to customer value
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People Blockers

Individual Frequency Problematic Behaviors/Actions
of
Mentions
James Wilson 11 mentions | Creates bottlenecks by requiring excessive reviews;
(Director of changes requirements late in development cycles;
Product) communicates inconsistent priorities to different
teams

Victoria Chang 8 mentions | Frequently overrides team decisions without
(VP of explanation; creates competing priorities; tends to
Engineering) micromanage rather than empower teams
Robert Taylor 7 mentions | Hoards information as a source of power; blocks
(Engineering cross-team collaboration; resistant to process
Manager) improvements
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System & Process Blockers

System/Process | Frequency Impact & Consequences
of
Mentions
Knowledge 19 mentions | Current wiki is fragmented and outdated; search
Management functionality is poor; no clear ownership of
System documentation; causing significant rework and

delays for new team members

Sprint Planning | 14 mentions | Inconsistent across teams; priorities change

Process mid-sprint; dependencies not identified early
enough; resulting in missed deadlines and quality
issues

Onboarding 12 mentions | Lacks structure; heavily dependent on buddy

Process availability; missing role-specific training paths;
new hires take 3-4 months to become fully
productive

Decision 10 mentions | Too many approval layers; unclear escalation paths;

Approval decisions get stuck in email threads; slowing down

Workflow execution and creating frustration

Tech Stack 8 mentions | Multiple overlapping tools; inconsistent adoption

Fragmentation across teams; No integration between systems;

creating data silos and reporting challenges
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8. SUCCESS STORIES / CASE STUDIES

Case Study 1: Cross-Functional Product Squads

The recent reorganization into product-focused squads that include engineering,
design, product management, and customer success representatives has
significantly improved delivery speed and quality. Teams report 40% faster
time-to-market and a 25% reduction in post-launch issues since the change. The
squad model has created stronger ownership and accountability while breaking
down previous silos between functions.

"The squad model has been transformative. Having all disciplines at the table
from day one means we catch issues early and build with the customer in mind
from the start. It's not perfect yet, but it's a huge improvement over our previous
approach." - Product Manager

Case Study 2: Customer Advisory Board

The establishment of a formal Customer Advisory Board has created a valuable
feedback loop that informs product development and go-to-market strategies.
The structured engagement with key customers has led to the identification of
three new product opportunities that are now in development, representing a
potential 30% expansion in the company's addressable market.

"The Customer Advisory Board has changed how we think about product
development. Instead of building what we think customers want, we're
co-creating with them. It's led to some breakthrough insights that we would have
missed otherwise." - Senior Leader
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9. STRATEGIC RECOMMENDATIONS

Top Priorities to Accelerate Business Objectives

Implement a Comprehensive Knowledge Management System
Formalize Decision-Making Frameworks and Authorities
Strengthen Middle Management Capabilities

Establish Consistent Cross-Team Collaboration Mechanisms
Develop Succession Planning and Contingency Protocols

OoNWN

Implementation Timeline

Immediate (0-30 days):

Conduct a knowledge audit to identify critical documentation gaps
Create and distribute a RACI matrix for commmon decision types
Launch weekly cross-functional leadership forums to break down silos
Implement "Documentation Fridays" across all teams

Begin succession planning for key leadership roles

Short-term (30-90 days):

Select and implement a company-wide knowledge management platform
Develop and deliver decision-making training for all managers

Create standardized onboarding pathways for each role

Establish quarterly OKR process with clear alignment to company strategy
Launch a middle management development program

Develop basic contingency plans for critical business functions

Medium-term (90-180 days):

Implement formal decision-making framework (RAPID or similar)
Develop knowledge management metrics and governance

Restructure teams to optimize for cross-functional collaboration

Create comprehensive career pathing and succession planning for all key
roles

Establish regular organizational health monitoring

e Implement and test contingency protocols across the organization

Momentum Enablers

TechScale has several strengths that can be leveraged to accelerate these
improvements:
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Strong technical talent with problem-solving mindset (score 1.68)

High trust in leadership intentions and ethics (score 1.65)

Compelling product vision that motivates teams (score 1.72)

Successful squad model that can be expanded (score 1.58)

Engaged Customer Advisory Board providing market insights (score 1.62)
Clear mission and values felt company-wide (score 1.61)

Trusted middle managers emerging as culture carriers (score 1.45)

Narrative Cues

For Investors:

"We've pressure-tested our internal systems and are ready for structured scale.
We're moving from founder intuition to operational discipline, strengthening our
operational foundation to match our technical excellence. Our investments in
knowledge management and decision frameworks will reduce dependencies on
key individuals and accelerate our ability to onboard new talent effectively."

For Internal Communications:

"We've clarified how we work, so people can focus more and duplicate less. We're
building on our strengths while addressing the friction points you've identified. By
clarifying how decisions get made, improving how we share knowledge, and
strengthening collaboration across teams, we'll reduce friction and help everyone
contribute more effectively to our shared mission."
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10. FINAL STRATEGIC PATH FORWARD

Grounded Narrative

TechScale stands at a critical inflection point. The company has achieved
product-market fit and demonstrated strong technical capabilities, but its
operational infrastructure has not kept pace with growth. The founding team's
vision and technical excellence have driven success to date, but the increasing
complexity of the organization requires more formalized systems and practices.
Without addressing the identified gaps in knowledge management,
decision-making, and cross-team collaboration, TechScale risks losing its
momentum as coordination costs increase and scaling inefficiencies emerge.

Risks to Address

Over-reliance on tribal knowledge and founding team expertise (score 0.92)
Decision bottlenecks slowing response to market opportunities (score 1.05)
Coordination challenges between rapidly growing teams (score 1.12)
Inconsistent onboarding leading to variable performance of new hires
(score 1.20)

Middle management gaps creating execution inconsistency (score 1.18)
Lack of succession planning creating key person dependencies (identified
as consistently not mentioned)

7. Insufficient contingency planning creating operational vulnerabilities
(identified as consistently not mentioned)

INNOINEES

o 0

Strategic Focus for Next 90-180 Days

Codify and distribute organizational knowledge

Formalize and delegate decision-making authority

Strengthen middle management capabilities

Align individual and team goals with strategic priorities
Establish consistent cross-functional collaboration mechanisms
Develop succession plans for key roles

Create and test contingency protocols for critical functions

NN WN

Recommended Next Steps

Present diagnostic findings to executive team and align on priorities
Develop detailed implementation plans for top recommendations
Establish metrics to track progress on key improvement areas
Conduct follow-up pulse survey in 6 months to measure impact

Use findings as input for next strategic planning cycle

ONWN
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11. CONSISTENTLY NOT MENTIONED INDICATORS

Indicator Domain Dimension % of Interviews Not
Mentioned

Leadership Pipeline: SRS Leadership 68%
Succession Planning Pipeline
Process Robustness: SRS Process 62%
Compliance Monitoring Robustness
Operational Resilience: SRS Operational 58%
Contingency Planning Resilience
Strategic Alignment: OCS Strategic 54%
Strategy Review Process Alignment

The consistent absence of these indicators suggests potential blind spots in the
organization. Particularly concerning is the lack of mention of succession
planning and contingency planning, which could create significant vulnerabilities
as the company scales. These have been incorporated into our strategic
recommendations to address these critical gaps.
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12. APPENDICES

Appendix A: Complete Indicator Scores [Comprehensive table of all 134 indicator
scores]

Appendix B: Methodology Details [Detailed explanation of the interview
methodology, scoring approach, and analysis process]

Note on Data Interpretation: This report analyzes 134 indicators from 25 interviews.
While this provides valuable qualitative insights, we acknowledge the limitations
of drawing precise quantitative conclusions from this sample size. Scores should
be interpreted as directional indicators rather than definitive measurements.
Confidence levels for indicators mentioned by fewer participants have been
appropriately adjusted to reflect the limited data points.

Appendix C: Raw Data [CSV export of anonymized data]

Appendix D: Sentiment Volume Indicators [Analysis of the frequency and role
distribution of themes]

Note: This report was generated by Rhea within the ViVo Pulse framework for the
WattNext Diagnostic System. All scores are based on the 0-2.0 scale as defined in
the ViVo Pulse scoring rubric.
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