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The operating model is the single most important analytical artifact that an FP&A; function produces and
maintains. It is the document — or more accurately, the system of interconnected documents and models
— that translates the business's strategy, commercial activity, and operational decisions into financial
outcomes. Every forecast, every budget, every scenario analysis, and every investment case your team
produces depends on the operating model as its foundation. When the operating model is well-built, the
entire FP&A; function works better. When it is poorly built, no amount of analytical effort downstream can
compensate for the structural weakness at the center.

Despite its importance, the operating model is one of the most misunderstood and underinvested
elements of FP&A; practice. Many companies operate with models that are technically functional but
analytically shallow — models that produce numbers without illuminating the logic behind them, that
cannot be updated quickly when assumptions change, and that require heroic individual effort to maintain
rather than running as a reliable organizational system.

This part will give you a precise understanding of what a great operating model is, how to build one from
first principles, how to govern it effectively, and how to use it as a genuine strategic tool rather than a
spreadsheet maintenance exercise. Whether you are building your first operating model at a Series A
company or rebuilding a legacy model at a pre-IPO organization, the principles in this part will give you the
framework to do it right.

The term operating model is used loosely in finance circles, and that looseness causes confusion. Some
people use it to mean the three-statement financial model — the income statement, balance sheet, and
cash flow statement linked together. Others use it to mean the annual budget in spreadsheet form. Others
use it to mean the long-range plan. None of these definitions is precise enough to be useful.

A true operating model is something more specific and more powerful than any of these. It is a dynamic,
driver-based representation of how the business generates revenue, incurs costs, and produces cash. It is
built around the actual economic logic of the business — the real inputs that determine real outputs —
rather than around accounting categories or reporting formats. And it is designed to answer a specific set
of questions: What happens to our financial results if key operating assumptions change? How do
changes in commercial activity translate into changes in revenue, margin, and cash? What are the most
leveraged points in the business — the places where a small change in performance has a large impact
on financial outcomes?

The distinction between a financial model and an operating model is worth dwelling on. A financial model,
in the traditional sense, is backward-looking in its orientation: it organizes historical financial data into
standard reporting formats and projects those formats forward using relatively simple assumptions about
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growth rates and margin percentages. It answers the question: what do our financials look like? An
operating model, by contrast, is built around the causal logic of the business. It starts with the operational
drivers — the number of customers acquired, the average contract value, the conversion rate at each
stage of the sales funnel, the headcount by function, the unit cost of delivery — and derives the financial
outcomes from those drivers. It answers the question: why do our financials look the way they do, and
what would change them?

This distinction has enormous practical implications. A financial model built around growth rate
assumptions can tell you that revenue will be forty million dollars next year if it grows at thirty percent. It
cannot tell you what combination of new customer acquisition, expansion revenue from existing
customers, and price increases produces that forty million, or which of those levers is most controllable, or
what would need to be true about the sales team's productivity for the plan to be achievable. An operating
model built around the right drivers can answer all of those questions, because the answers are
embedded in its structure.

The operating model is also, importantly, a living document. It is not built once and filed. It is maintained
continuously as the business evolves, updated as new information becomes available, and interrogated
regularly as the business faces new decisions. The quality of the operating model at any point in time
reflects the quality of the FP&A; function's understanding of the business — and that understanding
should be deepening constantly.

The starting point of any operating model is the revenue architecture — the analytical framework that
explains how the business generates revenue from its customers. Getting this right is the most important
structural decision in building the model, because every other element of the model connects to it.

The revenue architecture must reflect the actual commercial logic of the business, not the accounting
classification of revenue. Those two things are often different, and building the model around accounting
categories rather than commercial logic is one of the most common and most consequential mistakes in
FP&A,; practice.

Consider a software-as-a-service business. In accounting terms, revenue is subscription revenue,
perhaps supplemented by professional services revenue. In commercial terms, revenue is the product of
the number of customers on the platform, the average revenue per customer, and the rate at which
existing customers expand or contract their usage over time. A revenue architecture built around
accounting categories will have two lines: subscription revenue and services revenue. A revenue
architecture built around commercial logic will have a customer cohort model that tracks how many
customers were acquired in each period, what they paid at acquisition, how their revenue has evolved
over time, and what the net effect of expansion and churn is in any given period.
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The commercial logic model is dramatically more useful for management purposes, even though it
produces exactly the same accounting revenue. It tells you things the accounting model cannot: the
average payback period on customer acquisition investment, the lifetime value of a customer acquired at
current unit economics, the revenue at risk from customers who joined in a specific cohort and have
shown early signs of engagement decline. These are the insights that drive decisions. The accounting
model cannot produce them.

The components of a well-built revenue architecture vary by business model, but the analytical principles
are consistent. First, identify the fundamental unit of revenue generation — the customer, the transaction,
the seat, the impression, the shipment. Everything in the revenue model should be traceable back to that
unit. Second, decompose total revenue into its constituent drivers: volume of units, average revenue per
unit, and the mix between different types of units at different price points. Third, build the model so that
changes in any of those drivers flow automatically through to the financial outputs. If the average contract
value assumption changes, the total revenue line should change without manual intervention.

For subscription businesses, the revenue architecture must also account for the dynamics of a recurring
revenue base: new customer acquisition, expansion from existing customers, contraction from customers
who reduce their usage or downgrade, and churn from customers who leave entirely. These four
movements — new, expansion, contraction, churn — are the building blocks of any recurring revenue
model, and a well-built operating model tracks all four explicitly and separately. Aggregating them into a
single net revenue growth assumption is analytically lazy and practically misleading.

For transaction-based businesses, the revenue architecture needs to capture the volume of transactions,
the average transaction value, and the rate at which the customer base transacts over time. For
marketplace businesses, it needs to capture both sides of the marketplace — the supply side and the
demand side — and the take rate that converts gross merchandise value into net revenue. For hardware
or product businesses, it needs to capture units sold, average selling price, and the mix across product
lines and geographies. In each case, the principle is the same: build the revenue model around the actual
economic logic of the business, not around the categories that appear on the income statement.

If the revenue architecture is the engine of the operating model, the cost architecture is the fuel system.
Getting it right requires the same commitment to causal logic and driver-based thinking that characterizes
a well-built revenue model.

The first step in building a sound cost architecture is understanding the difference between fixed costs,
variable costs, and semi-variable costs — not as accounting classifications, but as behavioral descriptions
of how costs actually respond to changes in business volume. This distinction sounds basic. In practice, it
is one of the most frequently and consequentially confused elements of financial analysis.
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Fixed costs, in the strict economic sense, do not change as volume changes. Rent on office space, certain
software licenses, and base salary for roles that are not tied to volume are genuinely fixed over relevant
ranges of business activity. Variable costs, again in the strict sense, change proportionally with volume.
Cost of goods sold in a manufacturing business, payment processing fees in a transaction business, and
cloud infrastructure costs that scale directly with usage are genuinely variable. Semi-variable costs —
sometimes called step-variable costs — are fixed within a range but jump discontinuously when volume
reaches a threshold. A customer success team can handle a certain number of accounts before it needs
to add headcount; the cost is fixed within that range and then steps up.

Most real cost structures are dominated by semi-variable costs, not fixed or purely variable ones. This
matters enormously for financial modeling, because the contribution margin and the operating leverage of
the business depend critically on how costs behave as revenue scales. A model that treats semi-variable
costs as fixed will overstate operating leverage and understate the cost of growth. A model that treats
them as variable will understate operating leverage and overstate the cost of maintaining current scale.
Both errors lead to bad decisions.

The operating model's cost architecture should be built with enough granularity to capture cost behavior
accurately, but not so much granularity that it becomes unmaintainable. The right level of detail is the level
at which cost behavior is meaningfully different: costs that behave the same way should be grouped
together; costs that behave differently should be separated. In most businesses, the meaningful cost
groupings include cost of revenue, sales and marketing, research and development, and general and
administrative expense. Within each of these, the major cost drivers — headcount, hosting and
infrastructure, marketing spend, third-party vendor costs — should be modeled explicitly.

Headcount deserves special attention in the cost architecture of any knowledge-intensive business,
because it typically represents sixty to seventy percent of total operating expense and because headcount
cost is both semi-variable and strategically significant. A well-built operating model has a detailed
headcount plan that tracks current roles, planned new hires, timing of those hires, fully-loaded cost per
role including salary, benefits, taxes, and equity, and attrition assumptions. The headcount plan is not a
separate document; it is integrated into the operating model so that changes in the hiring plan
automatically flow through to the cost structure and the cash forecast.

The cost architecture must also capture the relationship between cost and revenue — not just as a
percentage ratio, but as a causal model. Why does customer success cost what it costs? Because it is
staffed to a ratio of customer success managers to managed accounts, and each customer success
manager has a fully-loaded cost and manages a certain number of accounts. Why does gross margin look
the way it does? Because it is the product of the average selling price, the hosting cost per customer, and
the implementation cost allocated over the expected customer lifetime. Building these causal relationships
explicitly into the model is what transforms it from a spreadsheet of numbers into a genuine analytical tool.
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Unit economics are the financial metrics that describe the profitability of the fundamental unit of the
business — typically a customer, a transaction, or a product. They are among the most powerful analytical
tools available to a finance leader, because they make visible the underlying economic health of the
business in a way that aggregate financial metrics cannot.

The value of unit economics lies in their diagnostic precision. A business can show strong aggregate
revenue growth while its unit economics are deteriorating — if customer acquisition costs are rising, if
average contract values are falling, or if churn is increasing. Conversely, a business can show modest
aggregate growth while its unit economics are strengthening — if the business is becoming more selective
about the customers it acquires, if retention is improving, or if expansion revenue from existing customers
is increasing. The aggregate metrics will tell you that growth has slowed. The unit economics will tell you
whether the quality of the business is improving or declining.

For subscription and SaaS businesses, the core unit economics metrics are customer acquisition cost, the
lifetime value of a customer, and the ratio between the two. Customer acquisition cost is calculated by
dividing total sales and marketing expense in a period by the number of new customers acquired in that
period. This calculation sounds simple, but it requires care: what costs should be included in sales and
marketing expense, how should the cost of marketing programs with long lead times be allocated, and
how should the acquisition cost of enterprise customers — which often involves significant pre-sales effort
over an extended period — be distinguished from the acquisition cost of self-serve or SMB customers?

Lifetime value requires a model of how revenue from a customer evolves over the course of the
relationship: the initial contract value, the expected expansion rate, the expected churn rate, and the gross
margin on that revenue. The ratio of lifetime value to customer acquisition cost — the LTV-to-CAC ratio —
is one of the most widely cited metrics in venture-backed businesses, but it is also one of the most
frequently miscalculated. The calculation depends critically on the assumptions made about churn rate
and expansion rate, which are themselves the outputs of cohort analysis rather than simple averages.

For transaction businesses, the relevant unit economics are the contribution per transaction, the average
number of transactions per customer per period, and the cost of acquiring and retaining a transacting
customer. For product businesses, the relevant unit economics are the gross margin per unit, the average
selling price, and the contribution to overhead and profit that each unit of sales generates.

Regardless of business model, the operating model should be built so that unit economics are visible,
updatable, and connected to the aggregate financial outcomes. When unit economics change — when
customer acquisition costs rise because competition for attention increases, when retention improves
because a new customer success program is working — those changes should flow automatically through
the operating model to the aggregate financial projections. That connection between the micro and the
macro is what makes the model genuinely useful as a management tool.
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Understanding what an operating model should contain is one thing. Building one that actually works —
that is accurate, maintainable, flexible, and fast enough to be useful in real management conversations —
requires attention to structure and mechanics that many finance professionals never receive explicit
guidance on.

The single most important structural principle of a well-built operating model is the clear separation of
inputs from calculations. All assumptions — growth rates, pricing assumptions, headcount plans, cost per
unit, attrition rates, conversion rates — should be explicitly identified and located in a dedicated inputs
section of the model. Calculations should reference those inputs rather than containing hardcoded
numbers. This separation makes the model transparent, auditable, and flexible: when an assumption
needs to change, the change is made in one place and flows through the entire model automatically.

The second structural principle is logical flow. The model should be organized so that outputs flow from
inputs in a direction that is intuitive and traceable. Revenue outputs should follow from commercial inputs.
Cost outputs should follow from headcount and activity inputs. Cash outputs should follow from revenue,
cost, and working capital inputs. When a user wants to understand why a particular output has changed,
they should be able to trace it back to the input that drove the change in a series of logical steps. A model
that requires forensic investigation to understand is a model that will not be trusted.

The third structural principle is appropriate granularity. The model should be detailed enough to capture
the behaviors that matter and simple enough to be maintained without heroic effort. The right level of
granularity is not the same for every business, but a useful heuristic is this: model explicitly anything that
accounts for more than five percent of a key financial outcome, and aggregate everything else into
sensible categories. A model with five hundred line items is not more accurate than one with fifty line items
if the additional lines are based on arbitrary allocations rather than real causal relationships.

Time dimensionality is another critical structural decision. Most operating models run on a monthly basis
for the current year and then roll up to annual periods for future years. This is a sensible structure for most
purposes, but it requires attention to seasonality: a business with significant seasonal patterns needs to
model those patterns at the monthly level, not just assume that revenue and costs are evenly distributed
across twelve months. The cash flow implications of seasonality are particularly important — a business
can look profitable on an annual basis while running dangerously low on cash in certain months if the
seasonal dynamics of cash collection are not modeled explicitly.

Version control and documentation are the unglamorous but essential elements of operating model
governance. The model should be versioned systematically — each major update should be saved with a
version number and a date — so that it is possible to reconstruct what the model showed at any point in
time. Key assumptions should be documented explicitly, ideally in the model itself, so that a new analyst or
a CFO reviewing the model six months later can understand the logic without having to reverse-engineer
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it. These practices are almost universally neglected in the early stages of building a finance function, and
they almost universally become painful in their absence when the person who built the model leaves the
company or when a board member asks why the forecast has changed significantly from the prior period.

A well-built operating model has the potential to be much more than a forecasting tool. When it is
embedded in the management system of the organization — when it is the shared analytical foundation for
planning, performance management, and strategic decision-making — it becomes a genuine competitive
advantage. Building that kind of operating model requires deliberate choices about how the model is used,
who owns it, and how it connects to the broader organizational processes.

The most powerful use of the operating model is as a scenario planning tool. Because the model is built
around explicit driver assumptions, it can be used to simulate the financial impact of changes in those
assumptions quickly and credibly. What happens to our cash position if revenue growth is ten percentage
points below plan? What is the financial impact of hiring twenty additional engineers six months earlier
than planned? What does our margin trajectory look like if we acquire customers at current unit economics
for the next twelve months versus if we improve CAC efficiency by twenty percent? These are the
guestions that senior leaders and boards ask constantly, and an organization with a well-built operating
model can answer them in minutes rather than days.

The operating model is also the foundation of the annual planning process. Rather than building the
budget from scratch each year — which is how many organizations approach it, resulting in a planning
process that is both time-consuming and disconnected from strategic reality — the operating model
provides a continuously maintained baseline that the planning process updates and interrogates. The
planning conversation shifts from populating a spreadsheet with numbers to discussing the assumptions
that drive the numbers: what are our growth expectations and why, what is the right level of investment in
each function given those growth expectations, and what are the risks and opportunities that could cause
actual results to diverge from plan?

The operating model also plays a critical role in investor communications, particularly for venture-backed
companies where the board is actively engaged in financial oversight. When board members ask
guestions about performance — why did gross margin decline this quarter, what is driving the increase in
customer acquisition cost, when do we expect to reach cash flow breakeven — the quality of the answer
depends directly on the quality of the operating model. A finance leader who can trace any financial
outcome back to its operational drivers, and who can show how changes in those drivers would affect
future outcomes, will earn the board's confidence in a way that a finance leader armed only with
accounting reports never can.

Ownership of the operating model is a question that deserves explicit attention. In many organizations, the
operating model is effectively owned by whoever built it — a specific analyst or finance manager who
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understands its architecture and maintains it. This creates fragility: when that person leaves, the model
becomes a black box that others are afraid to touch. The alternative is to treat the operating model as
organizational infrastructure — to document it thoroughly, to train multiple people on its mechanics, and to
establish a clear process for how it is updated and governed. The CFO or VP of Finance should be the
executive owner of the model, in the sense of being accountable for its quality and its accuracy, even if the
day-to-day maintenance is delegated to a team member.

The operating model, no matter how sophisticated its driver-based architecture, ultimately needs to
produce the standard financial outputs that investors, boards, and lenders require: the income statement,
the balance sheet, and the cash flow statement. These three statements, properly linked, tell the complete
financial story of the business. Building the linkages between the operating model and the three-statement
model is one of the most technically demanding aspects of financial modeling, and it is also one of the
most important.

The income statement is the most straightforward connection. Revenue and costs flow directly from the
operating model into the income statement format, organized according to the accounting classification
the company uses. The operating model's revenue architecture maps to the revenue lines on the income
statement; the cost architecture maps to the cost and expense lines. The primary task at this stage is
ensuring that the operating model's granularity is sufficient to support the income statement's reporting
requirements — that the cost centers and revenue categories in the model correspond to the line items
that the accounting system tracks and that the board expects to see.

The balance sheet connection is more complex, because it requires modeling the timing differences
between when economic activity occurs and when cash changes hands. Accounts receivable represents
revenue that has been earned but not yet collected; accounts payable represents expenses that have
been incurred but not yet paid; deferred revenue represents cash that has been received for services not
yet delivered. Getting these working capital dynamics right is essential for producing an accurate cash
flow forecast, and it requires understanding the payment terms and collection patterns that characterize
the business's relationships with its customers and suppliers.

The cash flow statement is the output that matters most for operational management purposes,
particularly in growth-stage businesses where cash runway is a primary constraint. The cash flow
statement shows not just whether the business is profitable but whether it is generating or consuming
cash, and at what rate. A business can be profitable on an accrual basis while burning cash rapidly if it is
growing working capital aggressively or investing heavily in capital assets. Conversely, a business can be
showing accounting losses while generating cash if its customers pay in advance.

The most common error in building three-statement models is treating the cash flow statement as a
derivation rather than a primary output. The cash flow statement should be built explicitly, with each line
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item connected to the assumption or calculation that drives it, rather than derived mechanically from the
income statement and balance sheet using accounting formulas. Building it explicitly forces the model
builder to think carefully about the cash dynamics of the business — the timing of collections, the terms of
supplier payments, the capital expenditure requirements — in a way that mechanical derivation does not.

A well-built operating model that is poorly governed will degrade over time into an unreliable artifact that
nobody trusts. Governance is the set of practices and disciplines that keep the model accurate, current,
and organizationally useful — and it is as important as the technical quality of the model itself.

The first governance requirement is a clear update cadence. The operating model should be updated on a
defined schedule — typically monthly, following the financial close — to incorporate actual results for the
completed period. This update should replace the forecasted numbers for the closed period with actual
figures, reforecast the remainder of the year based on current information, and produce a variance
analysis that explains the difference between plan and actual at the driver level, not just the financial
outcome level. A model that is updated sporadically, or that contains a mix of actual and forecasted figures
without a clear demarcation, will produce unreliable outputs and erode confidence in the FP&A; function.

The second governance requirement is a formal assumption review process. The operating model's
assumptions should be reviewed explicitly at defined intervals — at least quarterly, and more frequently
when business conditions are changing rapidly. The assumption review should ask: are the assumptions
in the model still consistent with what we are observing in the business? Have any of the key drivers
changed in ways that require model updates? Are there new risk factors or opportunities that should be
incorporated into the scenario analysis? This review should be a structured conversation between the
FP&A; team and the senior leadership of the business, not an internal exercise conducted in isolation.

The third governance requirement is change control. When significant changes are made to the model —
changes to its structure, to its core assumptions, or to its calculation logic — those changes should be
documented and communicated to the stakeholders who rely on the model. Undocumented changes
create confusion and erode trust: when a board member notices that the revenue forecast has changed
materially from the prior month, they need to be able to understand quickly whether the change reflects
new information about the business or a change in modeling methodology. Change control disciplines
ensure that distinction is always clear.

The fourth governance requirement is model validation. Periodically — at least annually, and whenever
major structural changes are made — the operating model should be independently reviewed for accuracy
and logical integrity. This review should check that the model's formulas are working correctly, that the
linkages between sections are producing the intended results, that the assumptions are internally
consistent, and that the model's outputs are reconciling correctly to the accounting system's actuals. In
larger organizations, this validation might be conducted by an internal audit function or by an external
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financial advisor. In smaller organizations, it should be conducted by a senior finance team member who
did not build the model themselves.

The appropriate complexity and structure of an operating model depends significantly on the stage of the
company, the complexity of the business model, and the analytical maturity of the finance function.
Building a model that is more complex than the business requires is as much a mistake as building one
that is too simple — it wastes capacity, creates maintenance burden, and can actually obscure rather than
illuminate the key business dynamics.

At Series A, the operating model should be lean and focused. The most important output is the cash
forecast: how much cash does the business have, how fast is it burning, and when does it need to raise
more? The revenue model should be simple enough to be updated quickly as commercial traction
develops, because the assumptions at this stage are inherently uncertain and will change frequently. The
cost model should focus on headcount and the key variable costs, with appropriate contingency for the
expenses that always emerge when a company is building from scratch. The three-statement model is
important for board communication, but the cash flow statement is the primary management tool.

At Series B and C, the model needs to grow in sophistication to match the growing complexity of the
business. Revenue streams are multiplying, the go-to-market motion is more established and therefore
more modelable, and the cost structure has enough history to support more precise behavioral analysis.
This is typically the stage at which the FP&A; function moves from a simple financial model to a genuine
driver-based operating model, with explicit treatment of unit economics, cohort dynamics, and
department-level cost drivers. The planning process becomes more organizationally complex, involving
more stakeholders and requiring more coordination, and the operating model needs to be structured to
support that complexity.

At Series D and E, the operating model is typically managing significant complexity: multiple product lines,
multiple geographies, an established but evolving go-to-market motion, and a cost structure that is large
enough for small percentage changes to have significant absolute impact. At this stage, the model may
need to be segmented — with separate sub-models for different business units or geographies that roll up
into a consolidated view — and the governance requirements become more demanding. The model is
also increasingly important for investor relations: the analytical sophistication of late-stage growth equity
investors and pre-IPO preparation processes requires a model that can withstand detailed scrutiny and
answer precise questions about business dynamics.
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Building a world-class operating model is not a project with a clear completion date. It is an ongoing
organizational capability that improves over time as the finance function deepens its understanding of the
business and invests in better tools and processes. But there are specific actions you can take in the near
term to begin or accelerate that journey.

The first action is to audit your current operating model honestly. Ask a set of diagnostic questions: Is the
model built around the actual economic logic of the business or around accounting categories? Can you
change a key assumption — the churn rate, the average contract value, the hiring plan — and have the
change flow through the entire model automatically? Can a new team member understand the model's
logic without extensive explanation from the person who built it? Are the assumptions explicit and
documented? Is the model reconciling accurately to actual results? The answers to these questions will
reveal the most significant gaps and help you prioritize where to invest improvement effort.

The second action is to define your revenue architecture precisely. Write out, in plain language, the
commercial logic that drives your revenue: what is the fundamental unit of revenue generation, what are
the key drivers that determine how many units you generate and at what price, and how does the existing
revenue base evolve over time? Then check whether your operating model reflects that logic explicitly. If it
does not, the revenue architecture is the first thing to fix, because everything else in the model depends

on it.

The third action is to identify the three to five unit economics metrics that are most critical to your business
model and make sure they are calculated explicitly in the operating model and reviewed regularly. If you
cannot currently produce those metrics from the model without manual calculation, that gap should be
closed as a priority.

The fourth action is to establish a formal monthly model update process. Define clearly who is responsible
for updating the model after close, what the update should include, what quality checks should be run
before the updated model is distributed, and who should receive it. The discipline of a regular,
well-governed update process will do more for the long-term quality of the operating model than any single

technical improvement.
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The operating model is the financial engine of the business. When it is well-built, it gives the entire
organization a shared analytical foundation for decision-making — a common language for discussing
business performance, evaluating strategic options, and allocating resources. When it is poorly built or
poorly governed, it creates confusion, erodes trust, and forces every major analytical exercise to start from
scratch.

Building a great operating model requires investment: in time, in analytical skill, in organizational
discipline, and in the governance practices that keep the model alive and accurate over time. That
investment pays back many times over in the quality of the decisions it enables and the credibility it builds
for the finance function.

The operating model is not a static artifact. It is a living representation of the finance team's understanding
of the business, and that understanding should be deepening constantly. The best finance leaders treat
the operating model as one of the most important things they own — not because it is a beautiful piece of
financial engineering, but because it is the analytical foundation on which every important conversation
about the future of the business is built.
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Part 3 — Driver-Based Planning: The Architecture of a Modern Financial Plan

With the operating model in place, the next step is understanding how to build a planning architecture
around it. Part Three covers driver-based planning in depth — how to identify the true drivers of your
business, build driver trees that connect operational activity to financial outcomes, and use that framework
to transform the annual budgeting conversation from a negotiation over line items into a genuine strategic
discussion about what it takes to win.
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