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Young lawyers advising startups must understand that a business plan is a living framework,

not a static document, as market shifts requiring strategic pivots create ripple effects across

contracts, investor communications, employment decisions and company narrative.

Ioana Good, founder and president of Promova, LLC

Imagine this: It’s early Tuesday morning. After long nights and hard work, a young tech

company has made it past the early stages. It has a functioning product that solves a broad

market need, early traction, and a prospective investor meeting scheduled for that afternoon.

The founders’ pitch deck is ready. It presents the company’s next phase: a refined product,

projected revenue, and the capital needed to support payroll, key hires, and the runway to

grow.
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Then, at 9:12 a.m., the company’s largest customer sends an email: “I know we planned to

add several thousand seats next month, but we need to pause on this. We still see value in

the platform, but after talking with our board, we believe we need to thoroughly evaluate all

solutions on the market. We’ll regroup and circle back in 90 days. Thanks for your patience.”

The message does more than delay a potential sale. A customer the company expected to

help fuel its next stage of growth is suddenly reconsidering its commitment. The growth

strategy supporting the company’s financing is now in question.

By 10 a.m., the founders are confronting questions that will shape far more than their investor

pitch deck. Should they modify the product before raising capital? Delay hiring? Preserve

cash to protect the current team? Rework revenue projections? Alert existing investors?

Change the story they are telling prospective investors and the market?

When the Plan Changes, the Legal Questions Begin

For a young lawyer advising an emerging company, this is where the client looks for more

than legal advice. They need attorneys who understand the business behind the legal

questions: the company’s customers, costs, growth strategy, financing needs and paths to

revenue.

More importantly, they need a partner who recognizes that when those assumptions change,

the ripple effects can reach the company’s contracts, investor communications, employment

decisions, intellectual property strategy and public narrative.

A Business Plan Is a Living Framework

This scenario is increasingly familiar. The U.S. Census Bureau’s latest Business Formation

Statistics, released Sept. 11, reported 531,728 new business applications in August. Each

represents a venture built around assumptions that will be tested quickly in the market.

The lesson is that founders should treat the business plan as a living framework, not a static

document prepared solely to secure financing.
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Lessons From the Classroom and the Market

Brooklyn Law School. Courtesy photo

I recently explored this issue as a guest speaker, along with David Meister, CPA, MBA,

consulting CFO at Meister Finance, in Professor Mitchell C. Littman’s "Transactional Skills:

Startups" course at Brooklyn Law School. The course follows a new company from formation

through financing, growth, and eventual exit. Students examine entity choice, founder and

seed financing, SAFE and convertible-note financing, employment, intellectual property,

securities law, and transactional issues that surface along the way.

Our discussion focused on what a business plan contains, how founders use it to articulate a

vision, and how it supports conversations with prospective investors. But one question kept

bringing us back to the realities of building a company: What happens when the plan must

change?

For founders, that question is unavoidable. For the lawyers advising them, understanding that

question is essential.

A business plan may not be a legal document, but it gives context to nearly every legal

document that follows. It signals the company’s priorities, its anticipated capital needs, the

market it hopes to enter and the risks that could alter its direction.
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“Law students appreciate that the business plan is not a legal document, but it is central to the

legal work that follows,” said Littman and a founding partner at Littman Krooks LLP. “Rather, it

provides the framework for entity formation, founder agreements, financing documents and

investor disclosures. A lawyer who deeply understands the underlying business strategy is

better positioned to identify risks, ask the critical questions and help advise the client to make

the best decisions.”

Reading Beyond the Numbers

Young lawyers don’t have to be business school graduates, CFOs or marketers. But they

should be able to read a plan with curiosity, understand its implications, and recognize when

the company’s explanation of a changing plan needs to be clear, accurate, and consistent.

What assumptions need to hold true for the company’s projections to work? What must

happen before the next financing round? Is the venture dependent on a single customer,

supplier, license, founder, or distribution channel? If the company changes its customer

profile, product, pricing model or hiring plan, what legal and operational consequences follow?

Consider the startup that begins as a consumer-facing company but discovers its more viable

market is with enterprise customers. The business model may now involve longer sales

cycles, more complex data-security obligations, different contract terms, heightened insurance

needs, and a new approach to marketing claims. The company may also need to reconsider

its intellectual property strategy, how it handles customer information, and the type of

financing best suited to its growth.

Or consider a company that delays hiring to conserve cash and instead relies on contractors

or AI-enabled workflows? That decision can raise questions about worker classification,

confidentiality, ownership of work product, cybersecurity and compliance. A thoughtful lawyer

sees the operational decision and understands the legal issues developing beneath it.

The role of legal counsel is not to write the business plan or make the commercial decision for

the founder. It is to help ensure that the company’s legal structure, agreements, disclosures,

and communications remain aligned with the business the company is becoming.

“Founders often think of a business plan as a fundraising tool, but it is really a living decision-

making system,” said Meister. “When revenue, costs, hiring assumptions or customer demand

shift, management needs to understand the impact quickly. The strongest companies are not

the ones that never change course. They are the ones that can explain why they changed

course, what the numbers now show, and what they will do next.”
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A Pivot Requires a Communication Plan and a Clear Story

A pivot without communication can create confusion. Investors, employees, customers, and

prospective partners need to understand what has changed and why.

Corporate storytelling is a business discipline. Companies need to explain meaningful

changes clearly, consistently and credibly, especially when stakeholders are deciding whether

to continue investing their time, capital or trust.

For founders, that means doing more than announcing a revised product, new market focus,

or an updated financial model. They need to explain what they learned, what changed in the

market or operating data, how they are responding, and what remains true about the

opportunity. A vague, overly technical, or inconsistent explanation can erode confidence at

exactly the moment the company needs support.

This becomes particularly important when a company is raising capital. Prospective investors

are looking for leaders who recognize changing conditions, understand the financial and legal

implications, and can articulate a credible path forward.

The same principles apply to customers. Clear communication can strengthen confidence

when customers see that a company is listening, responding to real needs and improving its

offering. In that context, a pivot can signal discipline rather than instability.

Lawyers play a critical role in a company’s success in executing a strategic change. If

investors received earlier materials based on different assumptions, counsel should help

determine whether updated disclosures or conversations are warranted. If a new strategy

changes the use of proceeds, financing timeline, workforce, or key commercial relationships,

the legal team should help make sure relevant documents and stakeholder communications

reflect the new reality.

A startup can have a well-formed entity, sound contracts and an ambitious growth strategy,

but still struggle if customers, investors and partners do not understand why it matters or trust

the people building it. Public relations and corporate communications help translate a

company’s value, credibility and momentum for the audiences that matter.

In the startup world, the ability to pivot is often celebrated. And it should be. But a pivot is not

just a new slide in a pitch deck or a revised line in a spreadsheet. It is a business decision

with legal, financial, reputational, and communications consequences.

Startups will change courses. The young lawyers who understand the business plan, the

assumptions behind it, and the story the company is telling will be better prepared to help
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founders navigate what comes next.

Ioana Good is the founder of Promova, a woman-owned PR, corporate communications, and

branding agency, and co-founder of Find A Rainmaker, a behavioral analysis tool that

identifies revenue-generating roles and helps feed coaching and training. She is a guest

lecturer at Northeastern University School of Journalism and is the author of "In the Spotlight:

Turn What You Know into Thought Leadership That Drives Growth," which will be published in

October 2026 with PLI Press. For any questions, reach out to igood@getpromova.com.
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