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WHY BUSINESSES NEED MORE
THAN CAPITAL
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Executive Summary

Capital is necessary, but it has never been sufficient. Across
venture-backed startups, middle-market companies, and real
estate sponsors, the businesses that struggle are rarely short on
ambition or even short on access to investors. They are short on
readiness the operational, financial, and governance discipline
that allows outside capital to convert into durable growth rather
than a temporary reprieve. This report examines why businesses
need more than a check: they need a private capital partner
who brings governance discipline, operational expertise, and
financial structuring alongside the funding itself, and they need
to enter any raise with genuine deal readiness and credit
readiness already in place.

This report is organized around three practical questions that
every growing business must answer before approaching the
capital markets: Is the business deal-ready? Is it credit-ready?
And does it have the strategic guidance to know when and why
it should raise capital at all? The sections that follow address
each in turn, supported by current market data and third-party
research, and close with a practical framework businesses can
use to assess their own readiness this quarter.

Key Takeaway

According to Altss 2025-2026 fundraising data, approximately
85% of institutional limited-partner rejections are driven by
operational due-diligence failures rather than weaknesses in the
underlying investment thesis.
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The deal is rarely the problem, the preparation is.

INTRODUCTION

For decades, the pitch behind raising outside capital was
simple: a business needs money to grow, and capital providers
supply it. That framing still holds at the most basic level, but it
obscures what actually determines whether a capital infusion
succeeds or fails. Money does not fix a broken go-to-market
strategy, an undocumented cap table, an unreconciled set of
financials, or a founder who has not decided what the capital is
actually for. It can, in fact, make those problems worse by
giving a company the runway to scale a flawed model further
before the flaw becomes visible.

A private capital partner brings three things a balance sheet
cannot: governance discipline that professionalizes decision-
making, operational expertise that shortens the distance
between strategy and execution, and financial structuring
knowledge that keeps the capital stack sustainable through
multiple rounds or cycles. Businesses that treat a raise as a
single event, rather than the beginning of an ongoing
relationship, tend to under-invest in the partner selection

process and over-invest in maximizing the headline valuation

or interest rate. The data reviewed in this report suggests that
Is a costly mistake.

THE LIMITS OF CAPITAL ALONE
The clearest evidence that capital alone does not guarantee
success comes from startup failure data.

. R Sources: CB Insights, KPMG .
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CB Insights analyzed 431 venture-backed companies that shut
down since 2023 and found that these companies had raised a
combined $17.5 billion in equity funding before failing, with a

median raise of $11 million per company. “Ran out of capital”

was cited in 70% of these post-mortems — but CB Insights is
explicit that this is the final cause of death, not the root
problem. The more revealing causes were poor product-
market fit (43% of cases), bad timing (29%), and unsustainable
unit economics (19%).

In other words, capital extended the runway for these
companies, but it did not resolve the structural issues that
ultimately determined the outcome. The median time from a
company's last fundraise to its eventual shutdown was just 22
months, which clearly shows that fresh capital, on its own,
bought time rather than a solution. This pattern holds a
broader lesson for any business, not only early-stage startups:
an infusion of capital without a corresponding investment in
strategy, governance, and execution capability tends to delay a
reckoning rather than prevent one.

DEAL READINESS

This refers to the state of a company's governance, financial
reporting, legal documentation, and operational records at the
moment it enters a transaction process, whether that is a
capital raise, a strategic investment, or an eventual sale.
outcomes.
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It is not a single document; it is a standing operational
discipline, and the data shows it has a direct and measurable
effect on outcomes.

The Measurable Value of Preparation:

e Higher valuations: businesses that invest in comprehensive
deal preparation have achieved valuations averaging 25%
higher than those entering transactions without adequate
groundwork, according to research cited by the Australian
Institute of Company Directors.

Faster execution: KPMG Australia analysis found that
companies with high deal-readiness scores completed
transactions 30-40% faster than less-prepared counterparts,
reducing the risk of deal fatigue that causes buyers or
investors to re-trade terms or walk away entirely.

Fewer post-closing surprises: thorough preparation — clean
IP assignments, resolved employment agreements, and
documented compliance, reduces the risk of indemnification
claims and escrow disputes after closing.

The Three Pillars of Deal Readiness :

Advisory practice in this area converges on three pillars that
determine whether a company can withstand institutional
scrutiny.

» First, governance clarity: buyers and investors need to know

quickly who has decision-making authority, how approvals
work, and whether ownership is clean and well-documented.
Ambiguity here signhals immaturity and slows every
subsequent step of diligence.

. R Sources: CB Insights, KPMG .
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e Second, financial hygiene: numbers that tie out are not
enough, they need to tell a coherent story, with trends that
make sense in context and anomalies that do not require
detective work to explain.

e Third, documentation discipline: a well-organized,

complete data room, covering the capitalization table,
intellectual property assignments, key contracts, and
corporate records — signhals operational maturity long before
a buyer or investor opens it.
Industry guidance generally recommends that companies begin
deal-readiness preparation 12 to 24 months ahead of an
anticipated raise or sale, precisely because most of the value in
preparation comes from fixing operational and legal issues
while there is no live deal pressure. Waiting until a term sheet or
letter of intent arrives to start organizing the data room
concedes leverage before negotiations even begin.

CREDIT READINESS:

Where deal readiness governs equity transactions and M&A,
credit readiness governs a company's ability to access debt
capital (term loans, lines of credit, and other lending facilities)
on favorable terms. Lenders evaluate more than a single credit
score. According to guidance from the Association for Enterprise
Opportunity, underwriters weigh a full picture of financial
behavior, including payment history, credit utilization, the
consistency of financial reporting, and the separation of
business credit from personal credit.

Sources: ShareVault, Crowley
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What Undermines Credit Readiness

Multiple hard credit inquiries in a short window, which can
temporarily depress a credit score and signal distress to
underwriters.

Missed or late payments, which can remain visible on credit
reports for years and are treated as a strong negative signal
in underwriting.

Small, ignored collections or old debts, which resurface
during underwriting even when a business owner considers
them immaterial.

Failure to separate personal and business credit, which limits
a company's ability to build an independent borrowing
capacity as it grows.

Real GDP Growth: Total economy grew by 3.38% (2024 total)
and 4.07% in Q4 2025, while the standalone services segment
expanded by 4.15% YoV.

Because lenders look for consistency over time rather than a
single snapshot, credit readiness is best treated as an ongoing
operating discipline: reviewing personal and business credit
reports quarterly, tracking debt utilization in real time through
accounting tools, automating recurring bill payments, and
maintaining a cash reserve to absorb slow months without
missed payments. Businesses that build this discipline before
they need financing are positioned to secure more competitive
rates and faster approvals when a genuine capital need arises,
rather than scrambling to fix a weak profile under time
pressure.

Cri mMmsonoa k-africa Sources: ShareVault, Crowley Law LLC Crimson Oak




KNOWING WHEN AND WHY TO RAISE CAPITAL

Perhaps the least appreciated function of a strong capital
partner or advisor is not helping a company raise money — it is
helping a company decide whether, when, and how much to
raise in the first place. Capital raising advisory data consistently
shows that founders overestimate the value of Iinvestor
introductions and underestimate the value of pre-outreach
structuring. As one industry analysis of capital-raising outcomes
puts it, the advisor's job is not simply to open doors; the more
urgent need is institutional readiness, not just investor reach.

Defining Readiness Before Outreach

Advisory frameworks recommend that companies evaluate
readiness across five dimensions before any investor
conversation begins: a locked mandate defining the amount,
structure, and target investor profile; a consistent set of
materials with metrics that are verified and identical across the
pitch deck, financial model, and legal documents; a qualified
investor list filtered by check size, sector thesis, and structural
fit; sufficient operating runway to run a full, unhurried process;
and a clear method for measuring whether the advisor
relationship is adding value beyond the introductions

themselves.

The cost of skipping this work is measurable. According to data
cited in capital-advisory industry analysis, approximately 85% of
institutional limited-partner rejections trace back to operational
due-diligence failures rather than a weak investment thesis.
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Common readiness gaps include an undefined mandate
(@amount, structure, and use of proceeds still open), the absence
of an organized data room, inconsistent metrics across the deck,
model, and board materials, and an outreach plan that relies on
cold email rather than warm relationships or credible
introductions. Each of these signals to an investor that the
company has not yet done its own internal work and each is
fixable in the months before outreach begins, at far lower cost
than fixing it mid-diligence.

Timing Is a Structural Decision

A recurring theme in current advisory research is that
fundraising timing is a structural readiness decision, not a bet
on market conditions. Guidance from Carta on fundraising
cadence recommends founders target 24 to 30 months of
runway between institutional rounds specifically to allow time
for a structured process — mandate definition, materials
preparation, investor qualification, outreach sequencing, and
diligence management, rather than a reactive scramble.
Companies that start this process while they still have real
optionality negotiate from a materially stronger position than
those who wait until cash pressure forces the timeline.

MARKET CONTEXT

It is worth stating plainly what the current Nigerian market data
shows: the ultimate constraint on local businesses is not a
complete absence of capital pools. Despite severe foreign

exchange fluctuations, the long-awaited Pension Industry

Infrastructure Fund (PIIF) is actively unlocking a share of
Nigeria's N31.32 trillion in total pension assets, with Pension
Fund Administrators (PFAs) expanding alternate investments
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into local infrastructure, real estate, and corporate
credit.

Simultaneously, data from the African Private Capital
Association (AVCA) reveals that despite a contraction in global
fundraising, West Africa—led aggressively by Nigeria—
consistently commands the highest volume of venture and
private capital deals on the continent

CONCLUSION: WHY THE RIGHT PRIVATE CAPITAL
PARTNER MATTERS

Beyond structuring transactions and determining the optimal
timing for a capital raise, a private capital advisor brings a level
of credibility that businesses often cannot replicate on their
own. Investors are more inclined to engage seriously with
companies that are presented through professional, well-
organized channels, and an experienced advisor helps protect
against undervaluation by benchmarking terms against
comparable transactions and negotiating from an informed
market position.

However, the value of a private capital advisor extends well
beyond investor introductions. Successful capital raising is rarely
determined by access to investors alone; it is driven by the
quality of preparation, the appropriateness of the capital

structure, and the ability to execute a disciplined fundraising

process from start to finish. A private capital advisor works
alongside management to assess funding requirements,
determine the most suitable  financing strategy, prepare
investment materials, coordinate due diligence, engage
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prospective investors, negotiate commercial terms, and guide
transactions through to successful completion.

Equally important, an advisor helps businesses determine
whether external capital is the right solution in the first place

and, if so, what type of capital best aligns with the company's

long-term objectives.

Professional advisory also enables business leaders to remain
focused on running and growing their businesses while
experienced professionals manage the complexities of
fundraising a process that is often lengthy, resource-intensive,
and highly technical. This distinction matters because, as the CB
Insights failure data demonstrates, long-term business success
is driven by operational execution rather than the fundraising
process itself. By combining strategic guidance, transaction
expertise, and market credibility, a private capital advisor
improves not only the likelihood of securing capital but also the
prospects of creating sustainable long-term value.
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Our Servic

Our comprehensive range of consulting services includes:

—

Private Capital ( Debt,
Equity & Placement)

Business Advisory &
Research

Digital Tax People &
Transformation Advisory Operations
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