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The Hidden
Technology

Risks Affecting
Manufacturing
Growth, Resilience

& Profitability

Most technology risks don’t appear on a balance sheet
until they're already costing the business money.

A practical guide to identifying hidden technology risks before
they impact operations, compliance, productivity or growth.
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Why Technology Risk
Is Now a Business Risk.

Technology can enable growth, efficiency and competitiveness.
But when visibility is limited, it can also introduce risks that affect
productivity, profitability and operational resilience.

This guide highlights the most common hidden risks manufacturing
businesses face, whilst identifying where you may be exposed.
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Hidden Risks Slowing
Manufacturing Growth

Manufacturers invest heavily in the machinery, systems & people that drive output.

Yet the technology quietly underpinning all of it can carry risks that never appear

on a report until they show up as lost production, missed orders or unplanned cost.
Understanding where those risks hide is the first step to protecting growth & margin.

Hidden risk is rising, not falling Assumptions create blind spots
Every step toward a more connected The most expensive words in any
factory adds value and dependency. operation are “it has always worked".
Automation, ERP and cloud systems Systems that run without incident
now support almost every unit of are assumed to be safe when they
output, meaning a single failure can may simply be untested. Ageing
have widespread impact. Risk often hardware, end-of-life software and
builds quietly between budget cycles, undocumented dependencies can all
long before it reaches a report. put production at risk.

Visibility = confident decisions

You can only plan for what you Many businesses first learn of a
can see. Without a clear view of hidden risk when output slows, an
the technology behind production, order is missed or a line stops. By then
investment and capacity decisions rely the cost is no longer technical, it is
on assumptions rather than evidence. commercial, hitting revenue, delivery
Visibility turns “we think” into “we and reputation at once. Acting after
know” and helps prioritise spending the event almost always costs far
where risk is greatest. more than preventing it.

Four questions worth asking

Do we have a complete, current picture Where are our single points of failure,
of the systems production depends on? and what would an outage cost per hour?

Are we investing based on evidence, or How quickly would we know if
on what simply has not broken yet? something critical was starting to fail?
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Mapping Your Technology Risk Exposure

Risk rarely sits in one place. It spreads across the systems, suppliers & processes your operation
depends on every day. Knowing where it concentrates is what makes it manageable.

01 Operational dependencies

The systems each process quietly relies on to keep running.

KEY QUESTION

04 Third-party suppliers and vendors
External services and partners your operation cannot run without.

O 5 Critical business processes
The activities that directly protect output, orders and revenue.

02 Single points of failure
Any one component whose loss would halt production on its own.

O 3 Legacy systems
Ageing hardware and software still doing critical work past their prime.

If a critical system failed tomorrow, how quickly could we assess the impact?

The True Cost of Downtime

The number on the incident report is only the beginning. When production stops, the real cost
splits in two: the losses you can see straight away, and the ones that keep adding up long

after the line is running again.

e Costs you see immediately

Lost productivity

Idle people and machines that still cost
money while output stops.

Operational disruption

Knock-on delays that ripple across shifts,
teams and schedules.

Delayed shipments and production

Orders that slip, backlogs that build and
revenue that is delayed.

e= Costs that stay hidden

Customer impact

Missed commitments that strain
hard-won relationships and trust.

Hidden costs

Overtime, expedited freight and
reputational damage that never
reach the ledger.

These rarely make the downtime
figure, yet they often cost the most and
last the longest.
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a» Fxecutive exercise

Estimate the impact of one hour, one day
and one week of downtime.

Put real numbers against the risk. Using your own figures for output, labour, orders
and penalties, estimate what each period of lost production would cost. Seeing
the total is what makes hidden risk impossible to ignore.

Lost production value
Idle labour cost

Orders and shipments at risk

Penalties or customers lost

The Competitive Advantage of
Compliance

Compliance used to be a box to tick. Today it decides who gets invited to tender and who gets
left out. For manufacturers bidding for larger contracts, strong security and certification are
quickly becoming a commercial advantage rather than an overhead.

Supply chain requirements Customer assurance expectations
Buyers increasingly expect proof your Clients want evidence their data and
systems are secure before placing work. orders are safe in your hands.
Audit readiness Cyber Essentials and certification

Being able to show your controls on pressures
demand, not scramble when asked. Accreditations are fast becoming the
price of entry, not a nice-to-have.

Where it leads...
The growing link between compliance and winning business

Increasingly, compliance is what gets you shortlisted and keeps you there.
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The Visibility Problem °

Most manufacturers are not short of data. They are short of a single, trusted view of it.
Numbers are generated everywhere, but they rarely come together in one place, at the
right time, in a form a decision can safely be based on. That gap between holding data
and being able to use it is the visibility problem, and it quietly shapes almost every call
leadership makes.

Fragmented data

Information lives in separate systems
(machines, ERP, finance, quality) that rarely
connect, so no single place shows the true
state of the business at a glance.

The cost Hours lost stitching reports
together, and blind spots
between the systems.

Inconsistent reporting

Teams measure the same thing in different
ways, on different days, so reports rarely
reconcile. Meetings begin by debating
whose numbers are right.

The cost  Slower decisions and steadily
eroding confidence in the data.

The cost of poor visibility
The impact on leadership decision-making

Spreadsheet dependency

The numbers decisions rest on sit in manual
spreadsheets built by individuals, not
systems. One broken formula, or one person
leaving, can compromise them overnight.

The cost  Figures that cannot be fully
trusted, and knowledge tied to
one person.

Limited operational insight

Reporting looks backward. By the time
figures are compiled the window to act has
passed, so problems are managed after
the event, not prevented.

The cost  Reacting to last month instead

of steering this one.

Every gap above lands in the same place: investment, capacity and risk decisions
made on assumption rather than evidence, with real money riding on what no one

can quite see.

KEY QUESTION

Do leadership teams have access to the information they need to make

confident decisions?
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When Technology Becomes a
Barrier to Growth

Growth puts technology under pressure it was never sized for. The systems that comfortably
ran a smaller operation can quietly become the thing holding the next stage back. These are
the moments that test whether your technology is an enabler of growth, or a brake on it.

01 Expanding operations
02 Opening additional sites

03 Managing acquisitions

WARNING SIGNS

More output, shifts and users leaning on infrastructure that was scoped for a smaller business.

Connecting new locations reliably and securely, without each one becoming its own island.

Merging systems, data and ways of working without inheriting hidden risk or lost productivity.
04 Supporting changing customer demands

Meeting new expectations on speed, data & service without re-engineering everything each time.

05 Future readiness
Having the headroom to take on the next opportunity the moment it arrives, not months later.

Signs your technology is starting to hold growth back

None of these are dramatic on their own. Together they are a reliable early signal
that the technology base needs attention before it starts to cost you opportunities.

Systems are difficult to scale

Every increase in volume needs
disproportionate effort or cost.

Teams create workarounds

Staff build their own fixes because the
systems no longer fit the work.

Reporting becomes more manual

More time spent pulling numbers
together than acting on them.

Growth creates operational complexity

Each new step forward makes the
operation harder to run, not easier.
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Strengthening
Operational Resilience

Resilience is the ability to keep operating, and recover quickly, when something goes wrong.
Itisn’t a single product; it's a set of habits and plans that determine how well the business
absorbs disruption. These are the areas worth pressure-testing.

01 Business continuity planning
A documented plan for keeping critical operations running.

O 2 Disaster recovery readiness
The ability to restore systems and data within a known timeframe.

O 3 Recovery testing
Proof the plan actually works, tested, not just written down.

04 Leadership preparedness
Clear roles and decisions ready before an incident happens.

05 Responding to disruption
The capacity to act calmly and quickly under pressure.

Self-assessment framework

Measure your confidence across six areas

Score each area from 1 (little confidence) to 5 (fully confident and tested). The lowest scores show
where hidden risk is most likely to be slowing your growth, and where attention will pay back fastest.

Governance low (D G & & &
Risk low D GED GED GED @G Hioh
Compliance low (D G & & &
Visibility low (D G &6 & &
Resilience low (D G & & @& -
GrowthReadiness Low (D G G & @& -
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Leadership Questions for
Better Decisions

You do not need to be technical to lead well on technology. You need the right questions.
These five bring hidden risk into the open and turn it into decisions the leadership team can
plan, budget and act on with confidence.

01 02
Where are our Do we understand
biggest technology our operational
related risks? dependencies?

03 04
How resilient Do we have suflicient
are our critical visibility to make
systems? informed decisions?

05

Is technology helping or hindering the future
growth of our business?

From Assumption to Confidence

The greatest challenge is often not the risks that have been identified, but those that remain
undiscovered. The businesses that stay ahead aren’t the ones with the newest technology -
they're the ones who understand their own risks clearly, and act on them early.

Confidence Clarity Control

Decide knowing exactly One honest view of risk A prioritised roadmap
where you stand. and readiness. you own.

You don’t have a technology problem.
You have a visibility and decision problem.
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How Confident
Are You in Your
Technology
Decisions?

This guide is a starting point for identifying potential areas
of risk and exposure. The Technology Confidence Assessment
provides a structured review of:

Leadership & Strategy Compliance & Customer Assurance
Governance & Ownership Visibility & Decision-Making
Operational Resilience Future Readiness & Growth Enablement

Gain a clearer

view of your risks, Book a Technology
l‘esilience and Confidence Assessment

readiness for
growth. 01246 266 130




