13-Week Cash Flow Forecast Cheat Sheet
For small business owners who prefer sleep over guesswork
	What it is: A practical weekly cash control tool showing cash coming in, cash going out, and whether the business has enough cash to operate, grow, and avoid Friday payroll panic. It is not an accounting report, a budget, or a wish list. It is a cash visibility tool.



1. Why 13 Weeks?
Thirteen weeks gives a rolling quarter of visibility. It is long enough to spot danger early, but short enough to be realistic and useful.
	Question
	Why it matters

	Will we have enough cash to pay wages?
	Payroll surprises are not character-building.

	Can we pay suppliers on time?
	Supplier trust keeps the business moving.

	Are customers paying late?
	Debtors can quietly strangle cash flow.

	Can we afford new stock or equipment?
	Growth without cash planning is expensive optimism.

	When will cash become tight?
	Problems are cheaper to fix early.


2. The Basic Structure
Simple formula: Opening Cash + Cash In - Cash Out = Closing Cash
	Section
	What it shows

	Opening cash balance
	Cash available at the start of each week

	Cash receipts
	Customer payments and other inflows

	Total cash available
	Opening cash plus receipts

	Cash payments
	Wages, suppliers, rent, tax, loans, overheads

	Net weekly movement
	Receipts less payments

	Closing cash balance
	Cash left at the end of the week

	Minimum cash buffer
	The safety line you do not want to cross


If the closing cash goes negative, do not panic. That is the forecast doing its job. It found the snake before you stepped on it.
3. Cash Inflows to Include
Do not forecast revenue. Forecast cash receipts. Revenue is what you invoice. Cash is what lands in the bank.
	Cash inflow
	Forecasting method

	Customer receipts
	Use aged receivables and expected payment dates

	Cash sales
	Use average weekly takings or sales pipeline

	Deposits
	Include only if contractually expected

	Loan drawdowns
	Include confirmed amounts only

	Grants/funding
	Include only when approval and payment date are reliable

	Owner injections
	Include if formally agreed

	Asset sales
	Include only when likely and dated


4. Cash Outflows to Include
	Cash outflow
	Examples

	Payroll
	Wages, salaries, bonuses, contractors

	Supplier payments
	Stock, materials, subcontractors

	Rent and utilities
	Rent, electricity, internet, water

	Tax
	GST/VAT, PAYG/PAYE, income tax, payroll tax

	Loan repayments
	Principal, interest, leases, asset finance

	Insurance
	Monthly or annual premiums

	Software
	Xero, QuickBooks, SaaS subscriptions

	Marketing
	Ads, agencies, campaigns

	Professional fees
	Accounting, legal, consultants

	Capital expenditure
	Equipment, vehicles, fit-out

	Owner drawings/dividends
	Only if cash allows


Do not hide tax. Tax has a nasty habit of becoming urgent exactly when cash is tight.
5. Weekly Forecast Layout
	Week
	Opening Cash
	Cash In
	Cash Available
	Cash Out
	Net Movement
	Closing Cash
	Warning

	Week 1
	50,000
	30,000
	80,000
	45,000
	-15,000
	35,000
	Green

	Week 2
	35,000
	20,000
	55,000
	60,000
	-40,000
	-5,000
	Red

	Week 3
	-5,000
	70,000
	65,000
	35,000
	35,000
	30,000
	Amber

	Colour
	Meaning

	Green
	Cash position is safe

	Amber
	Watch carefully; action may be needed

	Red
	Immediate action required: stop admiring the problem and fix it


6. Recommended Cash Categories
	Cash receipts
	Cash payments

	Customer receipts
	Payroll

	Cash sales
	Suppliers/stock

	Deposits
	Rent

	Loans/funding
	Utilities

	Other income
	Tax

	
	Loan repayments

	
	Insurance

	
	Marketing

	
	Software/subscriptions

	
	Professional fees

	
	Capital expenditure

	
	Owner drawings

	
	Other payments


Avoid 97 categories. That is not forecasting. That is spreadsheet gardening.
7. Key Assumptions to Track
	Assumption
	Example

	Debtor collection timing
	60% collected in 30 days, 30% in 60 days, 10% delayed

	Sales receipts
	Weekly cash sales based on 8-week average

	Supplier payment timing
	Key suppliers paid every second Friday

	Payroll
	Paid fortnightly

	Tax
	GST/VAT paid in Week 6

	Loan repayments
	Monthly on the 15th

	Inventory purchases
	Weekly or monthly order cycle

	Minimum cash buffer
	Example: 25,000


8. Weekly Update Process
	Step
	Action

	1
	Update actual bank balance

	2
	Replace last week forecast with actual receipts and payments

	3
	Update debtor receipts based on latest accounts receivable

	4
	Update supplier payments based on accounts payable

	5
	Add new known commitments

	6
	Review cash gaps

	7
	Agree actions and owners

	8
	Roll the forecast forward one extra week


The magic is not the spreadsheet. The magic is the weekly discipline.
9. What to Review Every Week
	Question
	Action

	Is closing cash below the minimum buffer?
	Trigger corrective action

	Which customers are late?
	Chase, call, escalate, stop supply if needed

	Which payments can be delayed safely?
	Negotiate terms before becoming late

	Are payroll and tax covered?
	Ring-fence cash

	Is stock buying draining cash?
	Reduce orders or clear slow movers

	Are sales converting to cash?
	Review deposits and payment terms

	Are we relying on one large receipt?
	Build a backup plan


10. Simple Corrective Actions
	Problem
	Possible solution

	Debtors paying slowly
	Call top 10 debtors, offer payment plans, tighten terms

	Too much stock
	Delay purchases, discount slow movers, reduce order quantities

	Supplier pressure
	Negotiate extended terms or staged payments

	Payroll pressure
	Delay non-essential spending, accelerate receipts

	Tax pressure
	Set aside weekly tax cash, arrange payment plan early

	Low margins
	Review pricing, discounts, delivery charges

	Too many overheads
	Cancel unused subscriptions, pause low-return spend

	Growth consuming cash
	Require deposits or milestone billing

	Bank balance falling
	Prepare lender pack before crisis point


11. CFO Rules of Thumb
	Rule
	Why

	Forecast cash, not profit
	Profit does not pay bills until collected

	Update weekly
	Old forecasts are financial fiction

	Use conservative receipts
	Customers rarely pay early out of kindness

	Ring-fence payroll and tax
	These are non-negotiable

	Track variance
	Learn where the forecast is wrong

	Use traffic lights
	Owners need clarity, not algebra

	Assign actions
	A forecast without action is decoration

	Keep it simple
	Complexity kills usage


12. Red Flags to Watch
	Red flag
	What it may mean

	Cash balance falls every week
	Business model or working capital problem

	Debtors keep increasing
	Collections process is weak

	Supplier payments pushed out repeatedly
	Cash shortage is being hidden

	Tax unpaid or delayed
	Serious future pressure building

	Inventory rising faster than sales
	Cash trapped in stock

	Sales growing but cash falling
	Growth is underfunded

	Forecast keeps missing receipts
	Debtor assumptions are too optimistic

	Owner drawings continue during cash squeeze
	Discipline problem


Cash problems do not usually arrive suddenly. They send invitations first. Most people just ignore them.
13. Minimum Weekly Cash Meeting Agenda
	Agenda item
	Time

	Opening cash position
	3 mins

	Receipts expected this week
	5 mins

	Payments due this week
	5 mins

	Cash gaps or pressure points
	7 mins

	Debtor actions
	5 mins

	Decisions and owners
	5 mins

	Action
	Owner
	Due date

	Chase ABC customer for overdue invoice
	Accounts
	Wednesday

	Negotiate supplier payment split
	Owner
	Friday

	Delay non-essential equipment purchase
	CFO
	Today


No owner means no action. No due date means someday, and someday is where cash flow goes to die.
14. Best Practice Output
	Output
	Output

	Weekly cash position
	Minimum cash warning

	Receipts by source
	Payments by category

	Net cash movement
	Cash shortfall weeks

	Debtor collection actions
	Supplier payment plan

	Management decisions
	Rolling updated forecast


15. One-Page Summary
A 13-week cash flow forecast helps small business owners answer one brutal question: Will we have enough cash, when we need it?
	Step
	What to do

	1
	Start with actual bank cash

	2
	Forecast weekly cash receipts

	3
	Forecast weekly cash payments

	4
	Calculate closing cash each week

	5
	Compare against minimum cash buffer

	6
	Use traffic lights

	7
	Update weekly

	8
	Take action early

	Final CFO reminder: A business should not be run by checking the bank balance and hoping for the best. That is not financial management. That is business roulette, and the house usually wins.



Prepared by Peter Adams | Fractional CFO
