
Adapting Your Financial Plan

Pilot CFO Services

7 key steps for establishing or adjusting your financial plan.  
Need help? Contact us to learn more about .

Separate and rank the 
objectives between “must 
achieve to raise the next round” 
and “helpful to achieve” 

Fund the goals with the highest 
urgency and ROI

Assess how much each goal 
costs in terms of resources: 
both people and other 
spending

Forecast your key metrics 
(leading indicators to financial 
results)

Evaluate sources of funding  
and eligible programs

Separate and rank the 
objectives between “must 
achieve to raise the next round” 
and “helpful to achieve” 

Reassess your annual 
company-level goals and 
financial runway
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https://pilot.com/cfo-services/
https://www.ycombinator.com/resources/series-a-guide
https://tomtunguz.com/challenges-of-the-series-b/
https://www.gsb.stanford.edu/insights/entrepreneur-finds-scarcity-great-teacher
https://www.gsb.stanford.edu/insights/entrepreneur-finds-scarcity-great-teacher
https://docs.google.com/presentation/d/1jnFv_Ut7QuDyW6rrsxidTLoCWPp_V_rUwZxJIknIKpE/edit#slide=id.g845ee9d468_0_11
https://hbr.org/2016/12/how-to-prioritize-your-companys-projects
https://hbr.org/2016/12/how-to-prioritize-your-companys-projects
https://a16z.com/2015/08/21/16-metrics/
https://blog.ycombinator.com/startup-school-week-3-recap-anu-hariharan-and-adora-cheung/
https://pilot.com/blog/the-four-basic-financial-statements/
https://pilot.com/rd-credit/
https://www.svb.com/landing-pages/venture-debt
https://www.sba.gov/funding-programs/loans/coronavirus-relief-options/paycheck-protection-program
https://www.sba.gov/funding-programs/loans/coronavirus-relief-options/economic-injury-disaster-loan-emergency-advance
https://hbr.org/2008/02/how-to-win-the-buyin-setting-t-1
https://hbr.org/2020/04/how-to-manage-coronavirus-layoffs-with-compassion
https://www.mckinsey.com/business-functions/organization/our-insights/reorganization-without-tears
https://medium.com/@henrysward/cartas-covid-19-layoff-cbb80e3e8a5d
https://hbr.org/2013/01/how-the-new-year-can-jump-star
https://lattice.com/library/tip-for-making-goal-setting-work
https://pilot.com/cfo-services/


Resource Prioritization Framework


Higher ROI

As Funding 
Permits

Key Projects 

to Fund

As Funding 
Permits

Fund Later

Next Round 
Nice-to-Have

Next Round 
Must-Have
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Assess the relative urgency and ROI for each goal/project


https://pilot.com/cfo-services/


ROI Framework
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Project Inputs Outputs ROI Key Investor  
Milestone?

Create a 
self-serve 
checkout flow

3 10% lift in 
win-rates; 
$500,000

2x Yes$250,000

FTEs  
Required

Expected 
Impact

Multiple Yes/NoFTE Costs, 
Other Spend

Build product X 8 15% add’l 
customers; 
$1,000,000

1x No$1,000,000

Make digital ads 
work

1 Double leads; 
$300,000 in 
LTV


3x Yes$100,000

https://pilot.com/cfo-services/
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Startup Lifecycle

Stage

Time
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 /
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Seed / Series A Series B Series C/D IPO

Common 
Investor 

Questions

Is there a big 
market for your 
product? Can 
you successfully 
build your 
product?

Are you going to 
be the market 
winner? 

What’s the 
long-term unit 
economics of 
this business? 
Can you scale 
this?  

Will this 
generate a lot 
of future cash 
flow?


Common  
Focus Areas

TAM,  
ARR/Revenue,  
Cash Burn


Topline growth, 
market share, 
margins

Gross margin, 
S&M efficiency, 
LTV CAC

Category 
expansion, FCF 
margin, EPS

MVP

Product / 
Market Fit

Channel / 
Product Fit

Maturity

Validate 
problem- 
solution

Iterate on 
product 
market fit

Optimize 
customer 
acquisition 
& retention 
funnel 

Double 
down on 
growth 


Drive  
profitability 


Key challenges and priorities shift over time
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