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INTRODUCTION

Why many entrepreneurs raise capital the
wrong way

Access to finance is one of the biggest barriers facing entrepreneurs
worldwide. But the biggest challenge is not only about access - it's
also about strategy.

Many founders approach fundraising reactively. They take the first
loan they are offered. They give away equity because it feels easier
than managing repayments. They under-raise just to get something
over the line. Or they delay raising capital altogether because the
process feels overwhelming.

In the short term, this can provide relief.

In the long term, it can create pressure, dilution, and financial risk that
limits growth.

The problem is not a lack of ambition.
It is a lack of structured financing strategy.

Capital is not just money. It comes with expectations, timelines, costs,
and consequences. The wrong type of capital — at the wrong time -
can slow a business down. The right capital, carefully designed and
sequenced, can unlock meaningful and sustainable growth.

Strategic founders don’t just raise money.
They design their capital.

FINESSE Playbook — Financing Skills for Scaling Entrepreneurs

This Playbook introduces the mindset of a capital architect — a founder
who approaches financing deliberately. Instead of asking, “Who will
give me money?”, capital architects ask:

e What am | trying to achieve in the next 18-24 months?
e What resources will | need to get there?

e What type of capital fits each need?

e How do | minimise cost, risk, and unnecessary dilution?

The FINESSE Playbook introduces Youth Business International’s
Financing Strategy approach and equips you with the key concepts
behind smarter capital raising. It is designed to help entrepreneurs
step back, think strategically, and begin building a financing pathway
that supports sustainable growth, with the opportunity to go deeper
through the full FINESSE training.

Because raising capital is not the end goal.

Building a resilient, scalable business is.
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What is a Financing Strategy?

A financing strategy is your roadmap for securing the capital you When these questions are answered clearly, capital stops being
need to achieve your business goals. stressful and starts becoming strategic.
It is not just about getting moneu. A financing strategy connects:

It is about getting the right type of capital, from the right sources,
at the right time, in the right amounts.

Without a financing strategy, fundraising becomes reactive. With a
strategy, capital becomes a growth tool.

At its core, a strong financing strategy answers five key questions:

Without a strategy, you risk:

What are my capital needs?

What do | need funding for over the next 18-24 months? Taking on expensive or
Equipment? Hiring? Inventory? Product development? misaligned capital
Expansion? Giving away more

What types of capital make sense? ownership than necessary
Should this be funded through grants, debt, equity - Running out of cash before
or blend? reaching meaningful

milestones With a strategy, you can:

Accepting terms that Match funding to specific
limit flexibility business needs

Preserve control and
flexibility

Where should this capital come from?
Banks? Community lenders? Angel investors? Grant
programmes?

How much do | actually need?

A clear, defensible number — not a guess. . - .
Build credibility with funders
How do | bring this all together?

A coordinated plan that sequences funding in a way that
minimises cost and risk.

Raise enough to unlock your
next growth milestone

Q0 0 0 O

Financing strategy is not about chasing funding opportunities.
It is about designing a pathway that supports sustainable growth.
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S ECT I 0 N 1 - V I s I 0 N Examples of Strong Growth Visions:

e Open a second location serving 500 customers per month by

BEFORE CAPITAL month 6 of launch.

e Reach $50,000 in monthly recurring revenue within 18 months.

Capital Follows Clarit
P Y e Expandinto two new markets within 12 months, generating at
Start with Your 18-24 Month Growth Vision least 100 customers each.

e Increase production capacity by 3x within 12 months to meet
projected demand.

e Digitise operations within 9 months to reduce fulfiiment time

Before you decide how much capital you need, or what type, you
must be clear about where your business is heading.

Many founders start with the question: “How much money can |

raise?” by 50%.

Strategic founders start with a different question: “What do | need Notice the difference between:

to achieve over the next 18-24 months?” “Grow the business.” And “Reach 550,000 monthly recurring revenue
Your financing strategy should be built around your growth vision, in 18 months.”

not the other way around.

Strengthening Your Revenue Strategy

What is a Strong Growth Vision?
Clear growth milestones require a strong sales
plan. Visa’s

explore how to develop a structured sales strategy
using the 4 Ps (Product, Price, Place, Promotion),
apply the AIDA model (Attention, Interest, Desire,
and Action), and price effectively to support

sustainable revenue growth.

Specific - Clear about what you want to achieve

Measurable - Tied to concrete outcomes

Achievable - Ambitious, but grounded in your
market and capacity

Relevant - Focused on 3-4 milestones that
transform your business

Time-bound - Set within a defined timeframe

FINESSE Playbook - Financing Skills for Scaling Entrepreneurs



https://www.practicalbusinessskills.org/en/building-and-growing/measuring-success/increase-sales.html

Capital providers want clarity. They need to see how Strong milestones typically fall into four key domains:
their funding will unlock measurable progress.

If you cannot clearly define where you
are going, you cannot design the capital Examples:

to get there. e Reach 100 paying customers
e [Expand into two new cities

e Achieve 60% customer retention e Reach $10,000 monthly
recurring revenue

Examples:
Your growth vision becomes the foundation for:

* ldentifying key milestones e Secure three major distribution partnerships : _
e Estimating resource needs e Achieve 40% gross margin

e (alculating your funding gap e Become cash flow positive

e Designing your capital stack e Reduce customer acquisition
cost by 30%

Clarity reduces risk — for you and your funders. Your ability to deliver and scale
efficiently.

Examples:

e Increase production capacity by 3x

Climate, social, or
community outcomes.

e Hire key leadership roles

The 18-Month

Milestone Framework

Define the 3-4 Milestones that
will Transform Your Business

e Digitise inventory and sales systems

e Reduce fulfilment time from 7 daus to 2 Examples:

e (reate 20 jobs for women
The right milestones or youth _

Your growth vision should be broken down change how lenders and e Serve 1,000 low-income

. . : : , : customers
into 3-4 major milestones over the next investors see your business.
18-24 months. Reduce waste by 50%

A milestone is not a task. It is a meaningful shift When defining milestones, ask:
in your business — something that changes your e Why does this matter? e What resources will it require?
credibility, capability, or growth trajectory. e When will it be achieved? e  How much will it cost?

Your answers will directly inform your financing strategy.
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Your 18-Month Milestone Snapshot
A Simple Strategic Checkpoint

Now 7

Use this page to pressure-test your growth clarity. .

You don’t need a full business plan. But you do need direction.
Step 1: Where Are You Now?

Current monthly revenue: Which milestone, once achieved, will

business as significantly less risky?

e Team size:

That milestone is likely the anchor
for your financing strategy.

| |

e Number of customers: | \ 6 months make lenders or investors view your
| |
| |

e (Cash runway (months):

Step 2: Define Your 3 Key Milestones Capital should be raised to unlock a

meaningful shift — not just to survive.

In the full FINESSE training, you
12 months build a detailed milestone roadmap,

break down activities and resource
requirements, and calculate exact
capital needs. This snapshot is your
starting point.

Milestone 1 (6-9 months):

e What will change? | |

e Why does it matter? | |

e  Estimated cost to achieve: |

Milestone 2 (12-15 months):

e What will change? |

e Why does it matter? |

e Estimated cost to achieve: |

Milestone 3 (18-24 months):

e  What will change? |

e Why does it matter? |

o Estimated cost to achieve: |

FINESSE Playbook - Financing Skills for Scaling Entrepreneurs

18 months

As you begin mapping your
milestones and estimating costs,
simple budgeting and forecasting
worksheets can help organise
your thinking.



https://youthbusiness.org/finesse-training/

SECTION 2: RIGHT-FIT CAPITAL
Not All Capital is Equal

Understanding “Right-Fit” Capital

When you are building a business, it can feel like any money is
good money.

But capital is never neutral.

Every type of funding comes with expectations, timelines, costs, and
trade-offs. The wrong capital can create pressure, restrict flexibility,
or push you away from your long-term vision. The right capital can
accelerate growth while protecting your control and sustainability.

Right-fit capital means alignment.

It means:

e Theinvestor's expectations match your stage of growth

o Therepayment terms match your cash flow reality

e The ownership structure matches your long-term ambitions
o The capital provider respects your mission and values

e The timing supports your milestones

The question is not:
“Who will give me money?”
The better question is:

“Which type of capital fits the specific need, and my goals, as a
founder?”

FINESSE Playbook — Financing Skills for Scaling Entrepreneurs

Why This Matters

Without careful consideration, founders often:

o Take on debt they cannot comfortably repay
o Give away more equity than necessary

o Accept restrictive terms

e Underestimate reporting or governance requirements

o Create pressure to grow faster than the business model allows

With a right-fit approach, you can:

e Match capital to purpose
e Minimise cost and unnecessary dilution

o  Preserve strategic flexibility
e Build stronger long-term partnerships

The goalis not to find “the best” capital. It is to
find the best match.

On the next page, we explore the three main types of capital - and
what each really means for your business.




The Three Core Types of Capital

Grants, Debt, Equity - What You Really Give In Exchange

Most financing falls into three broad categories. Understanding their differences is critical before you make decisions.

What it is:

Money you do not need torepay. Often provided
by governments, foundations or competitions.

What it is:

Money you borrow and repay with interest
over time.

What it is:

An investor provides capital in exchange for
ownership (shares).

Best suited for:

Early-stage ideas, pilot projects, research and
development (R&D), impact-driven initiatives,
long-term assets.

Best suited for:

Businesses with predictable revenue and cash
flow.

Best suited for:

High-growth businesses requiring significant
upfront investment.

What you give in exchange:

Reporting, compliance, and adherence to
specific use restrictions.

What you give in exchange:

Repayment obligations (principal + interest),
regardless of profitability.

What you give in exchange:

A portion of ownership and decision-making
power.

Watch out for:

Strict usage requirements

Heavy reporting obligations

Long application timelines
e Time cost of applying

Watch out for:

o Fixed monthly payments

Cash flow pressure during slow periods

Collateral requirements

Personal guarantees

Watch out for:

o Permanent dilution
o Growth expectations

Board or governance rights

Potential pressure to exit

Grants reduce financial risk,
but they are rarely flexible.

Debt preserves ownership but increases
financial risk if cash flow is unstable.

Equity reduces repayment pressure,
but permanently changes control.

There i1s no universally “safe” type of capital. The right choice depends on your stage, cash flow, ambition and values.

On the next page, we explore implications to consider before bringing capital into your business.

FINESSE Playbook - Financing Skills for Scaling Entrepreneurs




Before You Say Yes
The Three Implications of Capital

Before accepting capital, step back and examine it through three lenses: Strategic, Financial, and Operational.

The best capital strengthens your strategy. The wrong capital distorts it.

When evaluating funding options, do not focus only on how much you are receiving. Focus on what it requires in return, over time.
On the next page, you will assess which types of capital may be the best fit for your business profile.

FINESSE Playbook — Financing Skills for Scaling Entrepreneurs 10



Assess Your Capital Fit
Which Types of Capital Suit Your Business?

There is no universal “best” funding option. The right choice depends on your business model, stage, growth ambitions — and you.
Use the prompts below to assess alignment.

Part 1: Your Business Profile Part 2: Founder Preferences

Stage Reflect honestly:

. ldea / Prototype e How much risk am | comfortable carrying?

.| Early revenue e How important is maintaining full ownership?

.| Established & growing o Dol want external stakeholders involved in decisions?

| Scaling rapidly e How fast do | actually want to grow?

Revenue Predictability e How much reporting and admin capacity do | have?

| lrregular / unpredictable Capital must fit not only your business, but your life and values.

_ | Some consistency

| Stable and recurring
Growth Ambition

. Steady, manageable growth
.| Moderate expansion

. Rapid scaling / high growth

Primary Use of Funds

. Equipment / assets

Inventory / working capital

Hiring In the full FINESSE training, you complete a detailed capital fit
diagnostic that provides tailored recommendations. This page helps
you begin narrowing your direction.

Product development

0O oo

Market expansion

FINESSE Playbook — Financing Skills for Scaling Entrepreneurs
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SECTION 3: CALCULATE YOUR
FUNDING NEEDS

Calculate Your Funding Gap

How Much Do You Actually Need And Why?

Many founders raise money based on instinct. But serious funders
expect evidence.

Your funding gap is the difference between:

e The cash your business will generate, and
o The cash you need to operate, grow, and reach key milestones

This gap can exist even if your business is profitable. Why?
Because profit and cash flow are not the same.

A business can look healthy on paper and still run out of cash.

Two Common Types of Funding Gaps
1. Cash Flow Gap (Short-Term)

This happens when the timing of money going out is faster than
money coming in.

Common causes:

o Customers paying late

e Inventory must be purchased upfront

e Payroll and rent are due before revenue arrives

e Seasonal fluctuations

These gaps threaten survival.

FINESSE Playbook — Financing Skills for Scaling Entrepreneurs

2. Growth Gap (Long-Term)

This happens when you need capital to invest in expansion before
returns materialise.

Common causes:

o Buying equipment or infrastructure
e  Hiring before revenue increases

o Entering new markets

o  Product development

These gaps enable scaling but require patience and planning.

Profit tells you if your model works.
Cash flow tells you if you survive.

Understanding which type of gap you face determines:

e The amount you should raise
e The type of capital you pursue
o The timing of your fundraising

On the next page, we explore how to stress-test your short-term
cash flow risk.

L e




Cash Flow Reality Check

Do You Know When You’ll Run Out Of Money?

( L Timing matters more than totals.

Many businesses fail not because they are unprofitable, but because
they run out of cash. A $20,000 gap over 12 months is manageable.

Before raising capital, you should be able to answer the following with A $5,000 gap next month can be fatal.

confidence: This is why short-term cash flow gaps often require different capital

solutions than long-term growth investments.

Your Liquidity Checklist In the full FINESSE training, entrepreneurs build a structured

.~ How many months of cash runway do | currently have? 12-month cash flow projection to calculate exactly when and how
much funding is required. This checklist is your starting point.

When do my largest expenses fall due each month?

When do customers actually pay me?

OO o

Do | have seasonal fluctuations in revenue? Practical Ways to Strengthen Cash Flow V’SA
What month would my cash balance go negative if nothing strong cash flow management goes beyond
changed? budgeting. Practical tactics include negotiating

supplier payment terms, offering small discounts for early customer
payments, opening a business credit line for flexibility, and carefully
comparing financing options like invoice financing or merchant

If you cannot answer these precisely, you are making funding cash advances before committing.

decisions in the dark. As part of Visa’s support for small businesses, they provide
practical guidance on managing payments, credit options,
and day-to-day financial discipline.

. How much working capital do | need to stay stable for the next
6-12 months?

Common Cash Flow Traps

e Paying suppliers upfront while customers pay 30-60 days later Visa’s Practical Business Skills resources also offer guidance

e Buying inventory that sits unsold and prevent unnecessary cash strain.

e Stacking fixed loan repayments
Overestimating how quickly sales will grow

FINESSE Playbook — Financing Skills for Scaling Entrepreneurs
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Planning for Long-Term Investment

Once your short-term cash flow is stable, the next question is:

What will it take to grow?

Growth almost always requires investment before it generates returns.

You may need to:

These investments often create a temporary funding gap because the
cost comes first, and the revenue comes later.

The Growth Investment Lens

Before raising capital for expansion, ask:

Different investments require different types of capital.

Funding Growth, Not Just Survival For example:

o Equipment with predictable returns may suit asset financing
or grants.

e Hiring for strategic expansion may suit equity.
e Inventory tied to confirmed orders may suit short-term debt.

Purchase equipment or infrastructure
Hire key team members

Enter new markets

Develop new products

Invest in technology or systems

What exactly am | investing in? .
How much will it cost upfront?
How many months until it generates returns?

What is the risk if returns take longer than expected?
How will this change my revenue, margins, or capacity?

FINESSE Playbook — Financing Skills for Scaling Entrepreneurs
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SECTION 4: THINK LIKE
A CAPITAL ARCHITECT

Design Your Capital. Don’t Chase It.
By now, you have:

o Defined your growth vision

e |dentified your key milestones
o  Assessed right-fit capital

e Calculated your funding gaps

Now comes the strategic shift.

Most entrepreneurs ask:“Who will give me $25,000?”
Capital architects ask: “What does each part of this
$25,000 need to fund, and which capital fits each part?”

Smart founders stack capital intentionally
- layer by layer, purpose by purpose.

Capital stacking allows you to:

e Minimise cost

e Reduce unnecessary dilution

o Avoid excessive debt pressure

o Leverage credibility between funders

e Reach meaningful milestones before raising again

The goal is not complexity. The goal is alignment.
On the final page, you’ll map your own simplified
capital stack.

Avoid over-dilution, over-leverage,

or complex structures too early.

The Capital Step 4: Coordinate Timing

Architect Approach Ensure capital arrives in the right
order, so repayments or obligations

do not begin before returns.

Step 2: Match Capital to Purpose

Not all capital should fund everything.
Choose the most appropriate type for each need.

FINESSE Playbook - Financing Skills for Scaling Entrepreneurs




Build Your Capital Stack

A Simple Strategic Plan.

Use this page to map a simplified version of your financing strategy.

Step 1 Break Down Your Funding Need

Use Case | Amount Needed Best Capital Type Why This Fits Timing

Equipment

Inventory

Hiring

Buffer

Keep your stack simple - ideally 2-4 capital sources with clear Raising too little can leave you stuck halfway, with no new proof
purpose. points and less credibility.
Step 2: Avoid the Under-Raising Trap Raise to unlock a milestone, not just to buy time.

One of the most common founder mistakes is raising just enough to
survive, but not enough to unlock a meaningful milestone.

Ask yourself:

o Whatis the next milestone that will make funders see my
business differently?

e How much capital is required to reach it fully?

e Have | added a 20-30% buffer for delays or unexpected costs?

Do | have enough runway to complete the plan?

FINESSE Playbook - Financing Skills for Scaling Entrepreneurs



Your Next Step Continue Building Your V’SA
The FINESSE Playbook introduces the core principles of strategic BUSIHE=EKIliS

financing. As part of its commitment to

In the full FINESSE training, entrepreneurs: supporting small businesses, Visa offers Practical

Enrol on the full FINESSE programme here.

Because financing strategy is not a one-page exercise,
1t is a disciplined process.

Raise the right capital.
At the right time.

For the right reasons.

FINESSE Playbook © 2026 by Youth Business International
1s licensed under CC BY-NC-ND 4.0

Business Skills — an online resource with tools, guides
and a quick business lifecycle questionnaire to help
Complete a capital fit diagnostic you identify where you are and what to focus on
Develop a 12-month cash flow projection next. Example resource on financial management,
Model multi-year growth scenarios I payments, growth and business operations.

Design a fully integrated capital stacking plan N Visit

Build a detailed 18-24-month milestone roadmap
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