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INTRODUCTION — Why This Question Comes Up
Most business owners do not wake up one day and say, “I need a fractional CFO.”
They usually feel the symptoms first.

Cash feels tighter than it should. Profit does not match the effort. The accounting team is working
hard, but the reports come too late to drive decisions. The business has grown, but the financial
infrastructure has not kept up.

That is usually the moment when the owner starts asking better questions:
. Do I need a CFO?
e  Can I afford one?
. What would a fractional CFO actually do?
e  How would I know if the investment is paying off?

This guide is designed to answer those questions in practical business-owner language.

75% OF ALL SMALL AND MEDIUM SIZED BUSINESSES NEED FINANCIAL EXPERTISE

THROUGHOUT THE YEAR

1. What Does a Fractional CFO Actually Do?

A fractional CFO is a senior financial leader who works with your business on a part-time or
retained basis. The role is not simply to produce financial statements. A strong fractional CFO
helps turn financial information into better decisions.

Typical responsibilities may include:
e Improving the monthly close process
Building cash flow forecasts
Creating operating plans and forecasts
Developing KPIs and scorecards
Reviewing pricing, margins, and profitability
Supporting banks, investors, boards, or buyers
Strengthening accounting processes and internal controls
Helping the owner understand what the numbers are really saying

The distinction is important: bookkeeping records what happened. CFO work helps determine what
should happen next.
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2. When Should a Business Hire a Fractional CFO?

The right time is usually when the business has outgrown basic accounting but does not yet need, or
cannot justify, a full-time CFO.

Common signs include:

Revenue is growing, but cash is still tight

Financial statements are late or hard to trust

The owner is making decisions without a reliable forecast

Margins are inconsistent or poorly understood

The company is preparing for financing, sale, acquisition, or major growth
The controller or bookkeeper is capable but needs senior-level support
The business feels reactive instead of disciplined

A good rule of thumb: if financial uncertainty is slowing down decisions, the company may need
CFO-level help.

3. What Is Included in Fractional CFO Services?

The scope depends on the company, but an effective engagement should generally include both
tactical rhythm and strategic insight.

A practical fractional CFO operating cadence often includes:
e A 13-week cash flow forecast
e  Monthly financial statement review
Rolling profit and loss forecast
KPI scorecard
Financial close improvement
Management reporting package
Regular owner or leadership meetings
Specific projects tied to profitability, cash flow, controls, or growth

The best fractional CFO relationships are not random consulting arrangements. They operate from a
repeatable framework.

4. How Much Does a Fractional CFO Cost?

Pricing varies based on company size, complexity, urgency, industry, and scope.

Many fractional CFO relationships are structured as monthly retainers. For an established SMB, a
meaningful retained engagement may often fall in the several-thousand-dollar-per-month range.
Lower-cost arrangements may be appropriate for narrow advisory support, while more intensive
situations involving cash flow pressure, turnaround work, acquisition preparation, or team
leadership may require a higher level of commitment.

The better question is not only, “What does it cost?”

The better question is, “What financial problem are we trying to solve, and what is that problem
costing us now?”
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5. Is a Fractional CFO Worth the Investment?
A fractional CFO should create value in ways that are measurable.

Potential ROI may come from:

e Improved cash flow visibility
Better pricing and margin decisions
Reduced surprises
Faster and more accurate financial reporting
Better working capital management
Stronger lender or investor confidence
Improved profitability
Better owner decision-making
Reduced stress and reactivity

Not every benefit appears immediately as a single line item. Sometimes the value is avoiding a bad
decision, catching a cash shortfall early, improving collections, or helping the business focus on the
right work.

6. Fractional CFO vs. Bookkeeper vs. Controller vs. Accountant
These roles are related, but they are not the same.
A bookkeeper records transactions.
A controller manages the accounting process and financial reporting.
A tax accountant prepares tax filings and advises on tax matters.

A CFO looks forward. The CFO connects accounting, cash flow, operations, strategy, risk, and
decision-making.

Most growing companies need all of these functions eventually. The mistake is assuming one role
automatically covers the others.

7. How to Evaluate a Fractional CFO

When interviewing a fractional CFO, ask questions such as:
e  What types of businesses have you worked with?
How do you improve cash flow?
What does your first 90 to 180 days look like?
What reporting cadence do you recommend?
How do you work with the existing accounting team?
Can you help us understand profitability by customer, product, job, or division?
What does success look like after six months?
How do you communicate with owners?
What are the red flags you usually look for first?

You are not just hiring financial knowledge. You are hiring judgment, pattern recognition,
communication, and execution.
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8. Red Flags to Avoid

Be careful if a provider:
e Talks only in buzzwords
Cannot explain their process clearly
Does not ask for your financial statements before proposing solutions
Overpromises fast results without understanding the business
Focuses only on dashboards but not decision-making
Does not work well with your accounting team
Cannot explain how cash flow, profit, and operations connect
Has no defined cadence for meetings, reporting, and follow-through

A good fractional CFO brings structure. A weak one creates another layer of confusion.

9. How to Prepare for a Fractional CFO

Before starting, gather:
e Recent financial statements
Current chart of accounts
AR and AP aging
Debt schedules
e Payroll summary
e Budget or forecast, if available
e Bank statements
e  Current reporting package
e  Major contracts or customer concentration data
e List of immediate owner concerns

The first phase should focus on clarity: where are we, what is working, what is broken, and what
needs to happen first?

10. What Happens When the Relationship Works?

A successful fractional CFO engagement should leave the business stronger.

The company should have better reporting, better cash visibility, a stronger financial rhythm, and a
clearer understanding of what drives profit. The owner should feel less reactive and more in
control.

The ultimate goal is not just better numbers.

The goal is a better-run business.

DO YOU NEED A CFO?



ABOUT THE AUTHOR

Jon Verbeck is the Managing Director of Verbeck Associates, a fractional CFO and business advisory firm serving
small and mid-sized companies.

For more than 20 years, Jon has helped business owners improve cash flow, strengthen profitability, develop better
reporting systems, and make more confident financial decisions. His experience includes fractional CFO services,
financial forecasting, turnaround advisory, process improvement, KPI development, and strategic planning.

Jon is a CPA, former KPMG audit manager, and former CFO of a high-growth company. He has advised
businesses across manufacturing, distribution, service, healthcare, nonprofit, and professional services sectors, and
was recognized by the Turnaround Management Association for Turnaround of the Year.

Jon writes about cash flow, profitability, financial leadership, and business performance at jonverbeck.com and

verbeckassociates.com.
For more information, visit VerbeckAssociates.com.

DO YOU NEED A CFO?



