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QUESTIONS 1-5

THE SYSTEM CFO SERIES  |  FREE ASSESSMENT

Section A: Forecast Process and Cadence
Do You Have a Rolling Forecast — or Just a Stale Budget with Monthly Overlays?

The annual budget is obsolete the moment it is approved. Markets shift,
customers churn, competitors move, and the carefully constructed plan becomes
fiction. The rolling forecast replaces this fiction with continuous reality —
extending the planning horizon forward each month or quarter, incorporating the
latest information, and providing leaders with a dynamic view of where the
business is headed rather than where it hoped to be.

A. FORECAST PROCESS AND CADENCE

1 A rolling forecast extends at least 12 months beyond the
current period — the organization always has visibility into
the next four or more quarters, not just the remainder of the
fiscal year.
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2 The forecast is updated monthly or quarterly — with a defined
process, timeline, and participants that produce an updated
view within 5-7 business days of each period close.
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3 Forecast updates are driven by operational inputs — revenue
forecasts incorporate pipeline data, expense forecasts reflect
hiring plans, and capital forecasts align with project
timelines rather than using simple run-rate extrapolation.
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4 The forecast process is streamlined — it takes days, not
weeks, to produce an updated forecast, with technology-enabled
data aggregation replacing manual spreadsheet consolidation.
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5 The rolling forecast coexists with (or replaces) the annual
budget — the organization has defined the relationship between
budget and forecast, avoiding confusion about which number to
manage against.
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SECTION A SCORE:   Total: _____ / 25          Average: _____ / 5
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QUESTIONS 6-10

THE SYSTEM CFO SERIES  |  FREE ASSESSMENT

Section B: Forecast
Accuracy and Driver-Based Modeling
Are Your Forecasts Accurate — and Do They Model the Business, Not Just the Spreadsheet?

Forecast accuracy is the measure of a finance organization's understanding of
its business. Persistent over-forecasting signals optimism bias. Persistent
under-forecasting signals sandbagging. Erratic accuracy signals a lack of
understanding of the business drivers. The System CFO builds driver-based
forecasts that model the cause-and-effect relationships in the business,
producing forecasts that are both accurate and explainable.

B. FORECAST ACCURACY AND DRIVER-BASED MODELING

6 Forecast accuracy is measured formally — the organization
tracks forecast error by line item, by business unit, and by
time horizon, with root cause analysis for material misses.
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7 The forecast is driver-based — revenue is modeled from
pipeline, conversion rates, and pricing; headcount drives
compensation; and operational metrics drive variable costs
rather than using percentage-of-revenue assumptions.
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8 Key assumptions are explicit and testable — every material
forecast assumption (growth rate, win rate, churn rate, hiring
timeline) is documented, sourced, and reviewed for
reasonableness each cycle.
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9 Forecast bias is identified and corrected — the organization
tracks whether forecasts are systematically high or low by
category and adjusts methodologies to reduce persistent
directional errors.
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10 The forecast model is flexible enough to run scenarios quickly
— changing 3-5 key assumptions produces an updated P&L,
balance sheet, and cash flow within hours, not days.
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SECTION B SCORE:   Total: _____ / 25          Average: _____ / 5
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QUESTIONS 11-15

THE SYSTEM CFO SERIES  |  FREE ASSESSMENT

Section C: Scenario
Planning and Sensitivity Analysis
Can You Show the Board Three Versions of the Future — Not Just One?

A single-point forecast creates an illusion of certainty. The real world offers
a range of outcomes, and leadership needs to understand that range to make good
decisions. The System CFO builds scenario planning into the forecast process —
producing base, upside, and downside cases that quantify the impact of different
assumptions and enable proactive contingency planning.

C. SCENARIO PLANNING AND SENSITIVITY ANALYSIS

11 Multiple scenarios are maintained — at minimum, base, upside,
and downside cases are produced with each forecast update,
with clearly articulated assumptions differentiating each
scenario.

1

Non-Ex

2

Ad Hoc

3

Dev

4

Estab

5

Best

12 Sensitivity analysis identifies the highest-impact variables —
the organization knows which 3-5 assumptions, if changed,
would have the greatest impact on revenue, profitability, and
cash flow.
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13 Scenario triggers are defined — specific events or metric
thresholds that would shift the organization from the base
case to an upside or downside scenario are identified in
advance.
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14 Contingency plans are linked to scenarios — the downside case
includes pre-approved response actions (cost reductions,
hiring pauses, investment deferrals) that can be activated
without delay.
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15 The board receives scenario-based reporting — board
presentations include the range of likely outcomes rather than
a single forecast number, with discussion of risks and
opportunities in each scenario.
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SECTION C SCORE:   Total: _____ / 25          Average: _____ / 5
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QUESTIONS 16-20

THE SYSTEM CFO SERIES  |  FREE ASSESSMENT

Section D: Forecast
Governance and Organizational Integration
Is the Forecast Trusted, Used, and Owned Across the Organization?

A forecast that finance produces but no one else trusts or uses is an expensive
academic exercise. The System CFO builds forecast ownership across the
organization — business unit leaders own their revenue forecasts, department
heads own their expense forecasts, and the consolidated view is a shared
commitment rather than a finance-imposed number. Trust comes from accuracy,
transparency, and accountability.

D. FORECAST GOVERNANCE AND ORGANIZATIONAL INTEGRATION

16 Business unit leaders own their forecast inputs — revenue
owners submit pipeline-based revenue forecasts, hiring
managers submit headcount plans, and department heads submit
expense forecasts with accountability for accuracy.
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17 A forecast review meeting occurs each cycle — bringing
together business unit leaders and finance to review
assumptions, challenge optimism, resolve discrepancies, and
produce a consensus forecast.

1

Non-Ex

2

Ad Hoc

3

Dev

4

Estab

5

Best

18 The forecast is the primary management tool — operational
decisions, hiring approvals, and investment timing reference
the latest forecast rather than the annual budget or prior
period actuals.
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19 Forecast process documentation exists — the methodology,
timeline, responsibilities, system inputs, and approval
workflow are documented so the process does not depend on any
single person's knowledge.
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20 Forecast quality is improving over time — the organization can
demonstrate that forecast accuracy, process efficiency, and
stakeholder satisfaction have improved over the past four
quarters through specific initiatives.
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SECTION D SCORE:   Total: _____ / 25          Average: _____ / 5

OVERALL ASSESSMENT SCORE

Section A: ___ / 25     Section B: ___ / 25     Section C: ___ / 25     Section D: ___ / 25     TOTAL: ___ / 100     AVG: ___ / 5
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GAP TO GOAL

THE SYSTEM CFO SERIES  |  FREE ASSESSMENT

Gap-to-Goal Action Plan
Bridging the Gap — Rolling Forecast Maturity Diagnostic

Transfer your five lowest-scoring questions. For each gap, define the target
state, specific actions, owner, timeline, and success metric. Focus on highest-
impact gaps first.

GAP # Q REF CURRENT TARGET SPECIFIC ACTION TO CLOSE GAP OWNER DEADLINE METRIC

1 Q___ ___/5 ___/5

__________________________________________________

__________________________________________________

______________

______________

__________

__________

_______________________

_______________________

2 Q___ ___/5 ___/5

__________________________________________________

__________________________________________________

______________

______________

__________

__________

_______________________

_______________________

3 Q___ ___/5 ___/5

__________________________________________________

__________________________________________________

______________

______________

__________

__________

_______________________

_______________________

4 Q___ ___/5 ___/5

__________________________________________________

__________________________________________________

______________

______________

__________

__________

_______________________

_______________________

5 Q___ ___/5 ___/5

__________________________________________________

__________________________________________________

______________

______________

__________

__________

_______________________

_______________________

ASSESSMENT SUMMARY

Completed by: ______________________________________   Date: ____________________

Overall average score: _____ / 5          Items scored 1-2 (critical): _____

Items scored 3 (developing): _____          Items scored 4-5 (strong): _____

Top strength: _______________________________________________________________________

Most critical gap: __________________________________________________________________

One action this week: _______________________________________________________________

READY TO GO DEEPER?

This free assessment identified your gaps. The Premium System CFO Toolkits provide

the frameworks, templates, and action plans to close them.  Visit EfuturesCFO.com
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R E A D Y   T O   G O   D E E P E R ?

This Assessment Identified the Gaps.
The Premium Toolkit Closes Them.

PREMIUM: The Constraint Register and Bottleneck Tracker (12 Pages)

The full premium toolkit includes the Theory of Constraints-based

planning framework, driver identification and modeling templates,

forecast accuracy measurement tools, scenario planning worksheets, and

the continuous improvement governance model for evolving from static

budgets to dynamic rolling forecasts.Plus: Access the Super Exclusive 46-Page

System CFO Organizational Finance Assessment Kit

A B O U T   T H E   A U T H O R
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