
Annual Budgeting 

& Forecasting 
Checklist

Setting up your business’s budget can be a complex 
task, and it’s not always clear where to start. Use 
this checklist to understand the questions to ask 
yourself and your team, and the kind of information 
you’ll need to create an effective budget.



General 
Questions to ask about the overall state of your business

What are your financial targets for your next milestone event?  
(e.g. round for VC companies or medium-term goals)

What are the major changes to your business in 2021 (positive or 
negative) vs. the prior year?

What area will remain the same or constant based on last year? (e.g. 
gross margin, headcount etc.)

Any non-financial KPIs that you would like to add as a driver for your 
budget?

Who are the key decision makers and approvers for budget?

When is your budget deadline?

What do you want to financially achieve in 2021?

What do you believe are the largest levers available to achieve 
those goals?

Learn what goes into a business budget, and how it can help 
you better understand the your company’s health - and what 
you need to do next to meet your growth goals.


How to Create (and Use) Your Business Budget


Further Reading: General Budget Questions



 

https://pilot.com/blog/how-to-create-and-use-your-business-budget/


Income Statement
Expectations around expenses and revenue

Revenue

COGS

Are you planning to roll out any new product lines or pursue other special 
projects or initiatives in 2021?

Are any new COGS items happening in 2021?

What are your latest expectations for growth?

What are your latest expectations for gross margin improvements?

Will you keep prices the same, lower them, or raise them?

For example, perhaps you plan to reduce wage costs through 
automation. If so, how much will it cost to automate?

How much additional revenue do you expect these efforts

to bring in?

Do you plan to enter new markets, target new customers, or use new 
sales strategies?

How much will these initiatives cost?

Learn what information is included in your Profit & Loss 
statement (also called your income statement), and how it helps 
you better run your business.


 How to Read a P&L Statement


Further Reading: Your Income Statement



https://pilot.com/blog/how-to-read-a-profit-and-loss-statement/


Income Statement

Operating Expenses

Net Income

What’s the hiring plan for employees, including any major/executive hires?

Do you have an updated hiring plan for contractors?

Are there any new marketing or sales plan being followed?

Any major new programs or spending?

Any rate increases with existing expenses?

Are you expecting to hit profitability in 2021?

Is there an expected operating margin goal that you need to hit?

Are additional office expenses needed for these new hires?

For example, are your vendors likely to change pricing? Are

you planning to switch to lower-cost vendors? If there is a tradeoff 
of cost vs. quality, what is the revenue impact?

Expectations around expenses and revenue

Learn the purpose of each financial statement, how to read 
them, and how they work together to give you a more complete 
picture of the state of your business.


 The Four Basic Financial Statements


Further Reading: Your Financial Data



https://pilot.com/blog/the-four-basic-financial-statements/


Balance Sheet
Considerations for processing your expenses and  revenue

Assets

Liabilities

Equity

Accounts Receivable

Accounts Payable

Are there any planned / expected fundraising or financing event for 2021? 
If so, how much?

Inventory

Unearned revenue

What is the average number of days it takes to collect on receivables 
 (the amount of money customers owe based on the value of what they 
have purchased before that date)?

What is the average number of days you have to pay your invoices?

What is the average number of days that it takes for inventory to convert 
to sales?

Would you like to project unearned revenue?

What is the percentage of customers who prepay?

Which driver would you like to use to drive unearned revenue?

Granular revenue schedule (by invoice)

As a % of bookings and billings

As a % of revenue (i.e. 2/3 of revenue growth rate)



Not sure where to start? Get expert help with budgeting, 
forecasting and more with Pilot’s CFO services.



pilot.com/cfo-services

https://pilot.com/cfo-services/

