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Executive Summary

There's a phenomenon that hits almost every second-stage company: the
business is growing, revenue is up, customers are happy — and yet the CEO
feels perpetually cash-stressed. The bank account feels tight. Payroll feels like
a cliff every two weeks. Growth opportunities get passed up because "we're
not sure we can afford it." This isn't a cash problem. It's a visibility problem.
This paper introduces the Cash Confidence Gap — the dangerous space
between what your business actually has and what you feel you have — and
provides a simple, implementable system to close it: the 13-week rolling cash

forecast. You don't need more money. You need to see the money you have.
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Part 1: The Cash Confidence Gap

The Symptom Everyone Recognizes

Ask any second-stage CEO how cash feels, and you'll hear some version of:
"We're doing well, but it never feels like it."

"l check the bank account every morning like it's a heart monitor."

"We had a great quarter, but | still couldn't take a distribution.”

“l turned down a growth opportunity because | wasn't sure we could
cover it."

This is the Cash Confidence Gap in action. The business has cash. The
business will have cash. But the leader doesn't know that — so they operate
from fear instead of data.

Why Growing Companies Feel Broke

The paradox of growth is that it consumes cash before it generates it. You
hire before the revenue hits. You buy inventory before it sells. You invest in
capacity before it's utilized. This is normal. This is healthy. But without
visibility into when cash comes and when it goes, every decision feels like a
gamble. The result:

Conservative decisions that slow growth

Reactive scrambles that could have been prevented

Stress that compounds into burnout

Missed opportunities that competitors seize

The Real Problem: You're Flying Blind

Most second-stage companies have financial statements. They know what
happened last month. But they don't know what will happen in weeks 4, 8,
or 12. They're driving by looking in the rearview mirror. What you need
isn't more cash. It's a windshield.
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Part 2: The 13-Week Rolling Cash Forecast

What It Is

A 13-week rolling cash forecast is exactly what it sounds like: a week-
by-week projection of cash in and cash out for the next 13 weeks (one
quarter). Each week, you update actuals, adjust assumptions, and roll

forward. It's simple. It's manual. And it's transformative.

Why 13 Weeks?
« Long enough to see around corners (you'll catch problems 6-8
weeks before they hit)
« Short enough to be accurate (you're not guessing about next year)
« Matches your planning horizon (most operational decisions play

out in one quarter)

What It Shows You
At a glance, you can answer:

« What's my cash position next Friday? In 4 weeks? In 10 weeks?
When will we hit our low point? How low?

Do | have room to hire, invest, or take a distribution?
What breaks if a big receivable is late?

What happens if we win that new contract?

These aren't accounting questions. They're decision questions. And

you can answer them in 15 minutes once the system is built.
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Part 3: How to Build Yours in One
Afternoon

Step 1: Start with What You Know

Open a spreadsheet. Create 14 columns:
o Column A: Line items (Cash In, Cash Out categories)
o Columns B-N: Week 1 through Week 13

Row 1: Starting Cash (this week's actual bank balance)

Step 2: Map Your Cash Inflows
List every source of cash:
« Customer payments (by expected timing, not invoice date)
» Recurring revenue / subscriptions
» Deposits or retainers
o Other income (interest, refunds, etc.)

The key: Use when you'll receive it, not when it's "due." Be realistic. If
customers pay in 45 days, model 45 days.

Step 3: Map Your Cash Outflows
List every use of cash:
« Payroll (fixed dates — you know these)

Rent / lease payments

Vendor payments (use realistic timing)

Loan payments
Taxes (estimated and actual)

Owner distributions (if planned)

One-time expenses (equipment, projects)
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Part 3: How to Build Yours in One
Afternoon

Step 4: Calculate Weekly Ending Cash

For each week:

Ending Cash = Starting Cash + Cash In — Cash Out
That ending cash becomes next week's starting cash.

Step 5: Review and Update Weekly (15-30 Minutes)
Every week:
« Replace Week 1 projections with actuals
Add a new Week 13
Adjust any assumptions that changed

Look at the low point — is it acceptable?

Decide: any actions needed?

That's it. No special software. No accountant required. Just a spreadsheet
and 30 minutes a week.
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Part 4: What Changes When You Have
Cash Clarity

1. Fear Becomes Confidence
When you know cash will be tight in Week 7, you can act in Week 2. You
can:

 Accelerate collections

 Delay discretionary spending

« Negotiate payment terms

« Arrange a line of credit before you need it

The stress doesn't disappear — but it transforms from panic into planning.

2. You Make Growth Decisions with Data

Instead of "Can we afford to hire?" you ask:

"If we hire in Week 3, what does cash look like in Weeks 8-12? Can we
sustain it?"

You can model the impact before you commit. You can say yes with

confidence — or no with clarity.

3. You Catch Problems 6-8 Weeks Early
Most cash crises aren't surprises. They're surprises to leaders who weren't
looking. A 13-week forecast shows you the cliff while you still have time to

turn.
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Part 4: What Changes When You Have
Cash Clarity

4. Your Team Gets Aligned
When leadership shares cash visibility with the team (even at a high level),
behavior changes:

« Sales focuses on collections, not just closes

» Ops manages costs with awareness

« Everyone rows in the same direction

5. You Stop Checking the Bank Account Every Morning
This might be the biggest win. When you know where cash is headed, you
don't need to obsess over daily balances. You check the forecast once a

week — and then go run your business.
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Part 5: Common Mistakes to Avoid

Mistake 1: Over-Engineering It
This is not a financial model. This is not a budget. It's a cash flow forecast
— simple and operational. Don't add complexity. Don't build dashboards.

Start with a basic spreadsheet and improve over time.

Mistake 2: Using "Due Dates" Instead of Reality
Your forecast is only useful if it reflects when cash actually moves. If
customers pay late, model late. If you hold vendor checks until the last

minute, model that. Reality over idealism.

Mistake 3: Set It and Forget It
A forecast that isn't updated weekly becomes useless within a month. The

value is in the rhythm — weekly review, weekly adjustment, weekly clarity.

Mistake 4: Keeping It in Your Head
If the CEO is the only one who knows cash position, you've created a
bottleneck and a single point of failure. Document it. Share it (at least with

your leadership team). Make it a system, not a secret.
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Conclusion: Close the Gap

The Cash Confidence Gap is real. It affects nearly every growing company at
some point. But it's not inevitable — and it's not complicated to fix. A simple
13-week rolling cash forecast, updated weekly, gives you:

Visibility into what's coming
Confidence to make decisions
Time to prevent problems
Freedom from daily cash anxiety

You don't need more money. You need to see the money you have. Build your
forecast this week. Update it every week. And watch the gap close.
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Implementation Checklist

Use this to get started:
o Create a 13-week spreadsheet (Weeks 1-13 as columns)
o List all cash inflows with realistic timing
o List all cash outflows with realistic timing
« Calculate weekly ending cash
« Identify your lowest cash point — is it acceptable?

e Schedule 30 minutes every Monday to update

 Share visibility with at least one other leader

Use the forecast before every major spending decision

Nperspective CFO & Strategic Services
provides fractional CFO and strategic
financial guidance for Florida's growing
companies. For more resources, visit
www.nperspective.com
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