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(F()R FRACTIONAL CFOS )

Fractional CFOs:

The Capacity Ceiling Audit

you're not out ofF demand. youre out ofF capocity.

FRACTIONAL CFO TOOLKIT - CAPACITY SERIES

Find the client, delivery, and pipeline bottlenecks keeping you stuck around $20K-$30K/month — without hiring a team,

taking on bad-fit clients, or relying on random referrals.

HOW TO

Thisis not beginner advice. i< diagnostic for CFOs diready in demand

USE THIS AUDIT

— Built for established CFOs who already have clients and

demand

— Go through each section and mark what applies right now

— Answer based on how the business actually operates today

do not answer based on what you want to be

true.
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lient Mix
ottleneck

not bad people. bad-Fit clients.

They pay too little, demand too much, ask for custom work, ignore your

advice, and quietly eat the margin that should be going toward growth.

CHECK WHAT APPLIES
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You have at least 1-2 clients you know you should probably replace.
Some clients require way more attention than their retainer justifies.

You have clients who still treat you like a bookkeeper, not a strategic
CFO.

Your best clients are easy to serve, but your worst clients dominate
your calendar.
You hesitate to raise prices because you're worried certain clients will

leave.

You feel busy, but your revenue does not match how much energy the
business takes.

WHAT THIS MEANS

You do not need more clients yet. You need a cleaner portfolio.
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QUICK FIX
Sort your clients into 4 buckets

1 Keep — profitable, aligned, easy
to serve.

2 Upgrade — good fit, but
underpriced.

3 Replace — too much time for
too little money.

4 Remove — draining or
misaligned.

ricing
ottleneck

priced for tasks, not decisions.

So

metimes the reason you feel capped is not because you need more

clients. It's because your pricing no longer matches the value,

complexity, or responsibility of the work.

CHECK WHAT APPLIES

You have clients who are clearly underpaying compared to the value
you provide.

You are still pricing based on hours, tasks, or deliverables.
You feel resistance when quoting $3K—$5K/month retainers.

You know your service creates strategic value, but your pricing still
feels operational.

You have legacy clients on old rates.

— By the end you'll know if the ceiling is your client mix or

delivery

— Your pricing, your pipeline, or your follow-up system

— Or the fact that too much still runs through you

ik you're stil landing your First clients, this isnt
Lor you yet.

THE AUDIT - 6 BOTTLENECKS THAT CAP YOUR GROWTH

Delivery
Bottleneck

every client Feels custom

Custom onboarding. Custom reporting. Custom calls. Custom

da

shboards. That might work at $10K/month. It starts breaking

around $20K-$30K/month.

CHECK WHAT APPLIES

0 O0oO0oooa

Every client engagement feels slightly different.

You rebuild reports, dashboards, or workflows from scratch.
You spend too much time prepping for client calls.

You do not have a repeatable onboarding process.

You do not have standardized client deliverables.

You are still manually doing work that could be templated or
delegated.

You feel like adding another client would create operational chaos.

WHAT THIS MEANS

You do not have a demand problem. You have a fulfillment
constraint.

QUICK FIX
Put every client on one repeatable path
1 Onboarding

3 KPI setup

5 Strategy call structure

2 Financial cleanup or review
4 Reporting rhythm
6 Action item follow-up

7 Monthly decision review

Pipeline
Bottleneck

hope with a calendar-.

Referrals are great. Depending on referrals is not. If most of your

growth comes from word-of-mouth and random introductions, you do

not really have a pipeline.

CHECK WHAT APPLIES

Most of your best clients came from referrals.

You do not know where your next 5 sales conversations are coming
from.

You get leads in waves, not consistently.
You have no predictable front-end offer or lead magnet working.
You are not actively building demand every week.

You only market when your pipeline feels empty.
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You are afraid higher pricing will reduce lead flow. If referrals stopped for 60 days, your growth would stall.
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WHAT THIS MEAN WHAT THIS MEANS

Too-low pricing means too many clients to reach the next stage. That You may be successful, but fragile. When it gets quiet, you panic-

creates delivery pressure — and that is how the trap works. market, accept bad-fit clients, or discount.

JIC 3
QUICK FIX QUICK FIX

Stop pricing what you do. Price the problem you solve. Install a simple weekly pipeline rhythm

— Better decisions — Cash clarity

1 One clear lead magnet 2 One clear audience

— Margin improvement — Strategic financial leadership

3 One clear pain point 4 One follow-up sequence

— Reduced owner confusion — Improved business control

5 One call-to-action 6 One weekly review of lead flow

Founder Dependency
Bottleneck
this is the silent killer.

Sales Conversation
Bottleneck

more calls isn't the answer. better calls are.

If too many conversations are with people who cannot afford you, do not You are the strategist. The delivery person. The salesperson. The

understand your value, or are not ready to act, the issue is usually follow-up person. The operator. The brand. The system. That works

upstream positioning. until it does not.

CHECK WHAT APPLIES CHECK WHAT APPLIES
You take calls with people who are clearly too early. Most client decisions still run through you.
Prospects ask for pricing before they understand the value. You personally handle every important client touchpoint.
You often hear "let me think about it." You are the only person who can sell the offer well.

You get people who like the idea of Fractional CFO support but cannot
afford it.

You are the only person who understands the delivery process.

If you took a week off, fulfillment or sales would slow down.

You spend too much time educating prospects. Your business cannot grow unless your personal capacity grows.

ooo0ooooo

Your sales calls feel more like free consulting than qualification. You are afraid to add leads because you are already stretched.

000 DbOOooo

You attract people who want help, but not people ready to invest.
peop P peop Y WHAT THIS MEANS

WHAT THIS MEANS You have not built a business machine yet. You have built a high-
Your marketing may be creating interest, but not enough buying value personal practice — and that creates a ceiling.
intent. Your funnel needs stronger filters.
QUICK FIX
QUICK FIX

Add qualifying language before the call

Name the 3 areas that depend too much on you

— Sales — Delivery
"This is built for Fractional CFOs already doing roughly $20K+/month

who want to scale beyond referrals, clean up their client mix, and build a

— Client communication — Reporting

— Follow-up — Lead generation & onboarding

more predictable lead flow system."
"What would need to be documented, templated, automated, or

— The right people will lean in. The wrong people should feel slightly
called out.

delegated for this to stop depending entirely on me?"

Your Capacity Ceiling Score

count how many sections Felt true For you.

Where is your ceiling right now?

0-1

SECTIONS CHECKED

You may not have a serious capacity ceiling yet. Your next focus is likely pipeline growth and better sales consistency.

2-3

SECTIONS CHECKED

You are starting to hit the edge. Growth is still possible, but the business will get heavier unless you clean up the bottlenecks now.

4-5

SECTIONS CHECKED

You are likely stuck in the messy middle. You have traction, but the model is too dependent on your time, referrals, custom
delivery, and inconsistent pipeline.

6 You do not need "more hustle." You need a better operating model. More clients will probably make the problem worse until

SECTIONS CHECKED capacity, positioning, delivery, and lead flow are fixed first.

scored 4 or more? Start with your lowest-hanging bottleneck — not the one that feels most urgent. Fix capacity before you add volume.

YOU'RE CAPPED WHEN — YOU'VE BUILT THE MODEL WHEN —

Every engagement is built from scratch — Every client runs the same repeatable path

Legacy clients sit on old rates — Pricing reflects decisions, not deliverables
Leads arrive in waves, not weekly — Lead flow is a weekly rhythm, not a scramble

Nothing moves unless you move it — Adding a client doesn't add chaos

i every engagement is built Lrom scratch you are not
scadling a CFO Firm - you are Freelancing at a higher price
Poin+,

More leads will not create freedom.

A messy client mix More predictable revenue

Delivery that's too custom Better-fit clients
Pricing that's too low Cleaner delivery and stronger positioning

Everything still runs through you A pipeline that doesn't depend on referrals

Session

Book Your

Build simple, predictable lead generation systems
Attract better-fit prospects and reduce referral dependency

Create more consistent sales conversations

Book Your Brainstorm Session —
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