Why Family Offices Should Stop Hiring
Consultants For Industrial Turnarounds
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The operator gap that defeats most family-office-backed manufacturing transformations.



. The Consultant Arrives. The
Factory Does Not Change.

The Familiar Objectives The Familiar Sequence

Increase productivity A family office acquires a
Reduce cost manufacturing company — or

: decides to modernise an existing
Improve margins

industrial asset already within the
Professionalise operations

family portfolio.

Prepare the business for
growth A respected consulting firm is
hired. A diagnostic is conducted.
Workshops are organised.
Benchmarking studies are

presented. A transformation

roadmap is produced.
The presentation is impressive.

The factory remains largely
unchanged.

Twelve months later, management wonders why results failed to
match expectations. The answer is often uncomfortable. The

transformation was designed by people who understood consulting —

not by people who understood factories.



The Difference Between Knowing and Doing

Industrial transformation is one of the few disciplines where knowledge alone is insufficient. A consultant may
understand lean manufacturing, Six Sigma, industry benchmarks, organisational design, and performance frameworks
— yet still be completely unprepared to transform a production facility.

Because factories do not operate inside
PowerPoint presentations.

They operate inside physical reality.

— Machines break
— Materials arrive late
— Engineering releases incomplete drawings

— Supervisors make imperfect decisions

— Customers change specifications

— Production schedules collapse

/N The factory becomes a living system of constant compromise. Understanding this environment requires
something more than theory. It requires operational scars.



The Industrial Credibility Gap

One of the most expensive mistakes family offices make is assuming all consultants are equally capable of leading
industrial transformation. In reality, there are two very different categories.

The Advisory Consultant The Operator Consultant

e Provides analysis e Has carried production targets

e Produces reports e Managed factories

o Facilitates discussions e Recovered delayed programmes
e Develops recommendations o Negotiated with suppliers

e Measures progress o Delivered results under pressure



One Studies the System. The Other Has Lived
Inside It.

The Operator Consultant Has:

01

Carried production targets

Personally accountable for output, quality, and delivery.

02

Managed factories

Led teams through daily operational complexity.

03

Recovered delayed programmes

Navigated real crises with real consequences.

04

Built teams and delivered results

Under pressure, with limited resources.

The difference is significant. One studies the system. The other has lived inside it.



Why Manufacturing Is Different

A Bank A Software Company A Factory
Can often improve performance Can improve performance Improves performance through
through policy. through process. execution.

Execution cannot be outsourced to frameworks. It must be built into the operating model itself.

The Challenge of Interconnected Problems

Engineering Procurement
Most manufacturing problems are deeply interconnected. release planning
A production delay may appear to be a scheduling issue. discipline
In reality, it may originate from multiple compounding
sources.
Warehouse Quality control
(® An advisor who has never managed these management
interactions firsthand often struggles to identify
the true source of failure. Symptoms become
mistaken for causes. Supplier Leadership

performance behaviour



The Hidden Cost of Theoretical
Transformation

The financial impact extends well beyond consulting fees. Poorly designed transformation programmes create
significant secondary consequences that compound over time.

—0— —0— —0—

Initiative Fatigue Organisational Resistance Capital Misallocation
Employees become overwhelmed Teams stop believing change Investment is directed toward

by programmes that create initiatives will deliver meaningful software, systems, and projects
activity without producing results. Future transformation that fail to address root causes.
improvement. Confidence becomes progressively more Resources are consumed without
deteriorates. Teams disengage difficult to execute. generating operational return.

from the very change they need
to embrace.



Organisational Resistance

When transformation programmes repeatedly fail to deliver,
something more damaging than disappointment occurs. Teams

stop believing change initiatives will deliver meaningful results.
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This is not cynicism. It is a rational response to repeated Improvement Plag

experience.

Future transformation becomes more difficult. The
organisation develops an immune response to change — not
because people resist improvement, but because they have
learned that these particular programmes do not produce it.

/\ Each failed initiative raises the credibility threshold for
the next one. The cost of theoretical transformation is

therefore not just financial — it is cultural.



Capital Misallocation

Where the Money Goes

Investment is directed toward software, systems, and projects
that fail to address root causes.

ERP implementations. Digital dashboards. Automation projects.
Lean training programmes.

Each individually defensible. Collectively misaligned with the
actual constraints limiting performance.

() When the diagnosis is wrong, the prescription is
wrong. And in manufacturing, wrong prescriptions
are expensive.

The Root Cause Problem

Theoretical transformation partners often treat symptoms
rather than causes. Capital follows the recommendation. The
constraint remains. Performance does not improve.




Management Distraction

Senior leadership spends significant time supporting initiatives that generate limited operational value.

Steering Committees

Regular governance meetings consuming
executive bandwidth without advancing
operational performance.

Workshop Facilitation

Management time invested in structured sessions
that produce frameworks rather than factory
improvements.
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Progress Reviews

Reporting cycles that measure activity rather than
outcomes, creating the appearance of momentum.

Diagnostic Reviews

Repeated assessments that identify the same
issues without resolving the underlying operational
causes.

G The opportunity cost of management distraction is rarely captured in transformation programme budgets — but

it is real, significant, and entirely avoidable.



Delayed Performance Recovery

The most damaging consequence of all. The organisation loses time. And in manufacturing, lost time compounds
rapidly.

Why Time Is the Scarcest Resource The Compounding Effect

Every month of delayed performance recovery
represents margin that cannot be recovered. Customers
who cannot be retained. Capacity that cannot be
deployed. Competitive ground that cannot be reclaimed.

A twelve-month transformation programme that produces 3

no operational improvement does not simply cost the

consulting fee. It costs twelve months of the 4
performance gap between current state and potential

state. 1 Lostmargin

2 Lost customer confidence
3 Lostteam morale

4 Lost competitive position



The Family Office Blind Spot

Family offices often possess extraordinary financial expertise. Many successfully manage real estate portfolios,

investment funds, private equity holdings, and public market investments. Industrial operations introduce a

fundamentally different challenge.

(@) Factories are not financial assets. They are
operating systems. Performance depends upon
thousands of interconnected decisions
occurring every day.

What Family Offices Typically Evaluate

Brand reputation Presentation
quality

Previous client Strategic

lists frameworks

These factors matter. But they rarely predict execution
capability.

The More Important Question

The question that is most often overlooked when
evaluating transformation partners:

Has this individual personally carried operational
responsibility for the type of transformation being
proposed?

Not whether they have studied it. Not whether they have
advised on it. Whether they have owned it.




The Operator Advantage

Operators approach transformation differently. They begin by
identifying constraints — not theories, not benchmarks.
Constraints.

Where does work stop?

Where does information stall?

Where does material wait?

Where does management create bottlenecks?

Where does margin disappear?

@ The objective is not to produce recommendations. The objective is to improve performance. This distinction
changes every conversation — because factories rarely suffer from a lack of ideas. They suffer from a lack of
execution.



What Family Offices Should
Hire Instead

The most successful industrial transformations typically combine two
capabilities. Neither alone is sufficient. Together, they are transformative.

Strategic Thinking

The ability to design a future-state operating model. To understand
where the business needs to go, what the target architecture looks
like, and how to sequence the journey from current state to desired
state.

Operational Experience

The ability to execute inside real-world manufacturing environments.
To navigate the gap between the plan and the factory floor — and to
close it through leadership, not through frameworks.

Strategy without execution produces reports. Execution without
strategy produces activity. Transformation requires both.




The Credentials That Actually Matter

Family offices should therefore seek advisors who have personally demonstrated operational accountability — not
because theory lacks value, but because theory becomes exponentially more valuable when tested against reality.

Led production organisations

Personally accountable for output, quality, cost, and delivery performance.

Managed operational turnarounds

Recovered underperforming facilities under real commercial pressure.

Delivered factory expansions

Scaled manufacturing capacity while maintaining operational continuity.

Controlled manufacturing budgets

Owned P&L responsibility for industrial operations.

Built supply chains and managed workforce performance

Created the operational infrastructure that manufacturing performance depends upon.

Owned delivery accountability

Stood behind commitments made to customers, investors, and boards.



Final Thought

Industrial transformation is not an academic exercise. It is not a

benchmarking exercise. And it is certainly not a presentation exercise.

It is a leadership
exercise.

The factories that successfully transform are rarely guided by those
who merely understand best practice. They are guided by those who
understand what happens when best practice collides with reality.

For family offices investing millions into manufacturing assets, that
distinction may determine whether a transformation programme
creates enterprise value — or simply creates another report.

The Fundamental Truth

In industry, results do not emerge from
knowing what should happen.

They emerge from knowing how to make it
happen.

The gap between those two things is where

most transformation programmes fail.

And it is precisely where the right operator
partner makes all the difference.
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