Capital deployment matrix

A strategic tool for deciding where, when, and how to deploy capital for maximum velocity, resilience, and return.

Capital Deployment Tier

Purpose

What to Fund

Why It Matters (Based on
Manuscript)

Decision Tests

1. Liquidity Protection

Preserve survival & operational
stability.

Working capital, AR acceleration, AP
optimization, inventory turns.

The manuscript states “Cash flow,
not profit, is the lifeblood” and
leaders must master the seven levers
of liquidity.

Does this shorten the Cash
Conversion Cycle? Does it reduce
existential risk?

2.Velocity Enablement

Fund systems that increase speed of
execution.

Automation, CRM/ERP integration,
workflow tools, hiring A-players in
bottleneck roles.

“Capital becomes a strategic weapon
deployed for velocity, not comfort.”

Does this increase Leading Indicators
(LTM, cycle time, throughput)?

3. Margin Expansion

Strengthen unit economics and cost
discipline.

Process automation, cost-to-serve
reduction, pricing infrastructure, QA
systems.

“Margin protection ensures growth
strengthens rather than weakens the
business.”

Does this improve LTV:CAC, gross
margin, or cost-to-serve?

4. Capacity Scaling
(CapEx)

Expand capacity only when demand
is validated.

Production capacity, infrastructure,
tooling, cloud scaling, delivery
capacity.

“CapEx must pass strict capacity
tests.” and must be tied to validated
demand.

Is demand proven? Does capacity
unlock revenue without linear cost
growth?

5. Strategic Moats

Build long-term defensibility.

Datainfrastructure, proprietary tech,
IP, customer lock-in systems.

“Build defensibility through
systemized, exceptional service and
data moats.”

Does this create a barrier
competitors cannot easily replicate?

6. Market Capture
(Offense)

Deploy capital to seize market share
quickly.

Pre-emptive offers, blitzscaling
campaigns, aggressive pricing
experiments.

“Prioritize speed over efficiency to
secure first-mover advantage.”

Does this buy speed, customers, or
data faster than competitors?

7. Founder Leverage &
Governance

Strengthen leadership capacity and
system architecture.

Leadership development, coaching,
governance systems, forecasting
tools.

“Your company can only scale as
high as your emotional capacity.”

Does this increase leadership
bandwidth and reduce founder
dependency?
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