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   The Entrepreneur’s Reality

• Limited cash flow

• Rising operating costs

• Tough competition

• Load-shedding and operational disruptions

• Customers demanding quality, convenience and trust

Therefore, every Rand must justify itself

Small businesses operate under 

constant pressure



Why Traditional 
Budgeting sometimes 
falls Short
•Incremental budgeting asks: What did we 
spend last year?
•Zero-based budgeting asks: Can we justify 
every cost?
•Activity-based budgeting asks: What 
activities drive cost?
•Value-based budgeting asks: What 
spending creates the greatest value?



Value-Based Budgeting Starts with a 
Different Mindset

• Value-Based Budgeting is not about finding 

more things to cut.

• It is about making sure that the most important 

parts of the budget create the greatest value 

for the business.

• Instead of asking:

What should we cut?

Ask: What creates the greatest value?

• It shifts budgeting from reducing costs to 

creating impact.



What is Value-Based 
Budgeting?

Value-Based Budgeting is the process of allocating 
financial resources to activities that create the 
greatest value for customers, employees, stakeholders 
and the long-term success of the business.

Simple Formula
Budget = Strategy in Rand Form

Every Rand should support the future you are trying 
to build for your business.



Why Choose Value-Based 
Budgeting?

Better Business 
Decisions

Aligns spending 
with business 

strategy 

Helps 
entrepreneurs 

prioritise 

Supports long-
term value-

based thinking 

Stronger 
Financial 

Performance

Better use of 
limited cash 

A personalised 
approach 

Increased 
financial 

sustainability 

Greater 
Purpose

Spending 
reflects 

business values 

Creates 
meaningful 

customer value 

Shows the 
bigger picture



Every budget item should answer four important questions.

• Why is this amount included in the budget? 

• Why are we spending this money? 

• Does this create value for customers, employees or other stakeholders?

• Does the value created outweigh the cost? 

If the answer is no, rethink the spending.

Before Creating the Budget, 
Ask...



A simple four-step process.

• Step 1: What is valuable?, Identify what creates value.

• Step 2: What is the order of importance, rank those priorities.

• Step 3: What is the current spending?, review all current spending.

• Step 4: Redirect money towards activities that create the greatest value.

Creating a Value-Based Budget



               Notice that the budget focuses on business goals, not simply expense categories.

Values-based budgeting 
structure

Value Goal Budget Item Budget Actual Variance Priority
Customer 
Experience Website R18 000 R17 500 -500 High

Staff 
Development Training R6 000 R5 500 -500 Medium

Digital 
Marketing Social Media R22 000 R20 000 -2 000 High

Financial 
Stability Cash Reserve R14 000 R14 000 0 High



Case Study: Nando’s Fast-
Food Restaurant

Nando’s: Budgeting for brand meaning

Nando’s is not 
only selling 

chicken.

It invests in 
culture, 
humour, 

design, art and 
customer 

experience.

The value is 
emotional 

connection 
and brand 
memory.

Lesson: Some 
spending 

builds value 
that cannot be 

measured 
immediately.



Before spending one Rand, ask:

• What customer problem does this solve?

• Will it increase revenue or customer retention?

• Will it reduce waste or improve efficiency?

• Will it strengthen the business model?

• Will it still matter six months from now?

If the answer is "No" to most of these questions...Don't spend the money..

The Entrepreneur's Value Filter



Common Budgeting 
Traps

• Spending for appearance before spending 

for value

• Cutting invisible infrastructure too early

• Confusing activity with progress

• Underinvesting in customer feedback

• Measuring only short-term ROI

• Copying competitors instead of funding their 

own value proposition



What Entrepreneurs must understand

How to:

• Identify value drivers

• How to link spending to strategy

• How to test assumptions cheaply

• How to measure customer response

• How to protect cash flow

• How to stop funding ego-driven expenses

Budgeting is not only just accounting, but also 

decision-making. Students and entrepreneurs 

must understand:



Conclusion

Every rand is a strategic decision

• Small businesses do not fail only because they lack money.

• Many fail because money is not connected to value.

• Value-based budgeting teaches entrepreneurs to fund what 

matters.

• The goal is not just to spend less. The goal is to spend better.

Every rand spent is a vote for the business you are building.
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