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What has Evolved

• Stages of Growth

• The shift from Investor Value to Customer Value

• The Business Funnel

• What Boards now want to see

• How to deliver 
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Process Maturity Lifecycle
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Stage Use of funds What to accomplish Financial Processes Key measure

Sale or IPO Expand product line, go global, acquisitions Move to adjacent 
markets and geographies Acquisitions, International, Compliance Net Profit

Series C-F Grow to $100M in gross profit Predictable, Profitable, and Repeatable FP&A and Customer Success Gross Profit

Series B Prove Net Expansion Revenue Model Customers buying 2nd and 3rd time Amendments, rev rec, closing, forecasting CMRR per Customer

Series A Prove revenue model Growing 100% Automate cash-flow and billing Unit Economics

Seed Product market fit 10 ecstatic customers Manage cash & payroll Cash
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The harder route

The easier route

???
Customer ValueInvestor Value



Annual

36%

18%

40%

30%

20%

10%

2021 2022 2023 2024

Revenue Growth Rate
Grow at all 
cost

Since the summer of 
2021, growth rate for high 
growth technology 
companies has been cut 
in half…
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as a % of Net New ARR
Client Acquisition Cost

Grow at all 
cost

…and the cost of 
acquiring new ARR has 
nearly doubled.

150%

264%300%

200%

100%

2021 2022 2023 2024

CONFIDENTIAL: INTERNAL USE ONLY
© 2024 The Sage Group plc, or its licensors. All rights reserved.



Net Revenue Retention
Grow At All 
Cost

NRR is experiencing a 
sharp decline, which will 
ripple through the first 
half of 2024.

2021 2022 2023 2024
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Retain And Grow Customers
Help Your Customers on What the Care About (which is what 
you care about!) 

Growth

● Cross-Sell motion
● Providing more value to their 

own customers
● AI

Expense Mgmt

● Streamlining solutions
● Consolidation
● Fewer people
● New processes/protocols

CFOs are helping sales teams more than ever as purchasing 
criteria gets more stringent. Focus on strategy and achieving 
metrics with customers - the solutions will naturally come up
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Agreed model and metrics / single source 
of truth

• Agreed buyer’s journey / 
model

• Agreement on key metrics 
at each stage 

• Agreement on what the 
single source of truth for 
the data is 
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Shared understanding of risk
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Baseline growth is  20%. 
This can be achieved with existing resources 
and repeating what we executed exiting 
current fiscal

Initiatives developed during Planning:  
Example 1: increasing price beyond, due 
to new features, allowing for greater value 
exchange 
Example 2: increasing marketing spend 
and Sales HC driving NCA
Example 3:  new ISV planned to be signed 
driving Upsell
Example 4: committed Roadmap items 
that will drive incremental ARR 

• Methodical approach to risk 

• Agreement on baseline (low 
risk / objective: what can we 
achieve today with existing 
resources)

• Initiatives that will 
accelerate growth (high(er) 
risk / more subjective)
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Key Themes

Ideal Customer Profile

People / Talent

GTM Operations

‒ Leads à Closed Won Deals

‒ BDR expansion

‒ AE coverage Model

Metrics

Pricing (& Packaging)

Sales Productivity & Headcount

4

1 BDR Assessment Begins

2

3 SEM, Social Optimization Project Initiated

ICP Project Initiated

BDR Professionalization Project Begins ICP & Territory Design Info Completed

5

6

VP of Marketing Starts

7

8

Comprehensive Win/Loss Analysis

ICP Phase 1 Complete

9

10

11

12

Sales Leader Leads All Up-Market Opps.

Price Increase Implemented

New Head of Sales Starts

Free trial reduced from 30 to 14 days

Value Creation Initiatives

Driving sales efficiency 
and bookings performance 
by increasing productivity 
per rep while scaling the 
number of reps.

Rep Productivity + 60.4%
Headcount Doubled
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PROACTIVE RISK MANAGEMENT & ACTION PLANS. 
Retain And Grow Customers

This includes meeting new personas (CIO, CFO, new “heads of” during re-orgs)
This also includes getting everyone at the company involved (incl FINANCE!)
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Aware Discover Consider Buy Adopt Use Renew Expand

Attract Engage Delight

1

23

4

5

6

7

8

Moments that matter: start with delight
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Navigating the Political Landscape

o CROs, CMOs, CPOs , CCOs will always want to maintain or increase 

budget

o As valuation is tied to profitability, valuation argument is the most 

compelling rationale for these executives

o Also engage the board and get agreement on overall expense targets

o Set ground rules around expense reductions (no moving around 

money to other departments, looking for net-net reductions)

o Hold the line for everyone to ensure some level of fairness although 

reality is some teams will need to reduce more

o Have Industry benchmarks as backups
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What a Board wants 
to see

They want both:  

• REVENUE and EBITDA
• Consistent double 

digit top line growth
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• Tactical KPIs as back-up (Headcount metrics, product specific LOGO’s, Lead conversion metrics). Mix of leading and 
lagging indicators

• Don’t open presentations with too much details -> start high level and click down

• Have back-up and ready to dive in, when hard questions come around

• Actions and conclusions from KPI & results analysis
• Always link back to the strategic initiatives
• Don’t only show numbers, then folks come up with their own conclusions

What to show
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Acquisition 
Metrics

CAC

ACV/CAC

Growth 
Metrics

Recurring Revenue 
(ARR/MRR)

CMRR

Renewal Rates

Retention 
Metrics
NRR%/GRR%

Churn Rates (Rev & 
Customer)

Customer Lifetime

LTV

LTV/CAC

Economic 
Metrics

Gross 
Margin

EBITDA

Top 10 KPIs
first (focus on 
SAAS metrics
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• Transparency

• Here is what we’re doing, here’s how we’re tracking, 
here are the metrics

• They want to be part of the strategic discussion

• Can’t let the PE firm lead, if so, then the CEO & CFO 
are not doing their job

• They DON’T want to get into people management 
or day-to-day tasks, that’s your job

• IF they get into detailed tasks, it could be a sign 
they have LOST trust in the management team

How to manage the Board of Directors
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What not to do
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• Never give a deck of numbers with no narrative

• Don’t act without knowing their investment, and growth thesis

• Don’t call them into day-day tactical work

• Don't come with problems: Come with Solutions, Options and Pro's & Con's for each

• Transparency

o  Don’t cover up mistakes, rather, own it and share a recovery plan/lessons learned
o  The struggle is often around ‘how much’ do you share?  Learn and communicate with each other.

o  Not too hot, not too cold, just right

• Don’t assume: The importance of self-respect in getting to know each other

• Sort things out before it gets vulnerable

• Don’t be afraid to ask for help , a second opinion or input on a strategy
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The Finance Tech Stack Checklist

1

2

3

4

5

6

Set up your foundation: 
Build your GL

Know your billing use case

Know your revenue recognition 
scenario

Where is your data coming 
from for Reporting

How to anticipate exceptions 
in the selling process

Compliance
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Avoid Manual Integrations

CRM

Billing

Rating

Payments

Pre-paids

Tax

Rev rec

Travel & 
Expenses

Fixed 
Assets

Multi-
entities

Reporting

Forecasting

More 
integrations 

= 
More

 manual 

No system of 
record

=
No accuracy
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Trust

Insights

Accounting

Continuous

Eliminate
the close

Continuous
assurance

Know the
unknowns
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Leverage Automation with AI
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Process Maturity Lifecycle
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Stage Use of funds What to accomplish Financial Processes Key measure

Sale or IPO Expand product line, go global, acquisitions Move to adjacent 
markets and geographies Acquisitions, International, Compliance Net Profit

Series C-F Grow to $100M in gross profit Predictable, Profitable, and Repeatable FP&A and Customer Success Gross Profit

Series B Prove Net Expansion Revenue Model Customers buying 2nd and 3rd time Amendments, rev rec, closing, forecasting CMRR per Customer

Series A Prove revenue model Growing 100% Automate cash-flow and billing Unit Economics

Seed Product market fit 10 ecstatic customers Manage cash & payroll Cash
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Start
• Core financials
• AI in the GL
• Subscription billing
• Usage Billing
• Revenue recognition
• Dimensional, 

interactive reporting with 
dashboards

• SaaS metrics
• FP&A

Start simple, scale big

+
Salesforce 

integration

+ 
Planning

and budgeting

+
Multi-element arrangements

Multi-entity
Banking cloud

+ 
Fixed assets

Multi-currency
Pre-paids

+ 
International tax

Global consolidations

+ 
Advanced audit
SOX compliance
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500+ SaaS, subscription, 
usage, and project billing 
scenarios, with rev rec

200+ investor metrics 
created up to 80% faster

Up and running in as little 
as 60 days

Costing 40% less than 
buying the tech stack 

parts separately

The core 
essentials for 

every SaaS 
from startup to 
IPO and beyond
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When you get it right
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The Billing Forecast
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Renewal forecasting to increase NDR
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Revenues, over cohorts, over time
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Budget vs. actuals
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Cash forecasting
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When it all comes together
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The Modern SaaS Finance Academy
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• Seven different finance roles – New or Tenured

• CPE-credits

• 27 Courses taught by peers

• 20 minutes in length 

• Product-agnostic

• www.SageU.com/ModernSaaSFinance
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What has Evolved

• Stages of Growth

• The shift from Investor Value to Customer Value

• The Business Funnel

• What Boards now want to see

• How to deliver 
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Thank you!

tinyurl.com/SageSaaS

linkedin.com/in/davidappelsf
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