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How To Weather the Storm
Five Steps to Help Manage Cash Flow Right Now



Disclaimers & Speaker Bio

UNPRECENDENTED TIME IN HISTORY
A lot is still unknown

USING OUR BEST JUDGEMENT
Sharing what we know

CONSULT YOUR CPA, ATTORNEY & ADVISORS
Everyone’s situation is different. 

WE ACCEPT NO LIABILITY FROM TODAY
We are sharing info as we get it.
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• President & CEO GrowthForce

• Outsourced Bookkeeping & Accounting

• TXCPA Houston Board member

• CPA 35 years

• Been through six recessions



www.growthforce.com/EONY

Access the TOOLKIT!

Follow along with our
resources map!



The Five-Steps to Take During a Crisis

GET THE RIGHT MINDSET
What reality are you facing? 

BE VIGILANT ABOUT CASH FLOW
Revise your cash flow forecast. Know the facts.

REVIEW ‘ABOVE THE LINE’ PEOPLE
Who is irreplaceable? Who to furlough?

CUT ‘BELOW THE LINE’ COSTS NOW
Cut here first

PLAY OFFENSE
Get better by ‘sharpening the saw’
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Get the Right 
MINDSET

5

01
What reality are you facing? 



1. This will pass.

2. Your health is your wealth.

3. How bad is it? 
There are 3 Scenarios… 

Get the Right MINDSET
MINDSET
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How bad is it? …3 ScenariosMINDSET

01

SURVIVAL

We may not make it.

RESTRUCTURE

We'lI make it, but need to 
make hard decisions.

STRENGTHEN

We're ok and want 
to get stronger.

It depends on your Scenario– Which one are you in?

A B C

02) Focus on Cash Flow
03) Cut Costs

02) Focus on Cash Flow
03) Cut Costs
04) Review People

04) Invest in People
05) Sharpen the Saw

STEPS TO TAKE



Preparing for the Future – 3 CASES MINDSET
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BEST CASE MID CASE  WORST CASE

• 6 months (September)
• Lose 50% of revenue

• One year (or more)
• Lose 90+% of revenue

• 3 months (June)
• Lose small % of revenue

Stress Test Your Business Model



Fixed Costs$

How do you find your Break-Even Point?

9
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Break-Even $

Break-Even Analysis tool (.xlsx)

Budget Template (fundera.com)

Contribution 
Margin %

= 

MINDSET

http://www.growthforce.com/eony
http://www.growthforce.com/eony


How bad 
is it going 

to be?
What time 
horizon do 
you have?

How much 
liquidity do 
you have?

Ask three questions01
MINDSET



Be Vigilant About 
CASH FLOW

11

02 Revise your cash flow forecast. 
Know the facts.



15 Ways to Implement  Cash F low Improvements  in  Your  Bus iness

Cash Flow 
is about timing…
when money flows in and out

Understand the timing of your cash 
flow during good times and bad.

CASH 
FLOW
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Cash Flow Tips

…to help you manage cash 
flow In your business, 
during a crisis and beyond.

CASH 
FLOW
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Cash Flow Forecasting Tool (.xlsx)

Reporting

Prepare a Cash Flow ForecastCASH 
FLOW
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http://www.growthforce.com/eony


Get LiquidCASH 
FLOW

02

• Convert to cash

• Now getting Phase 3.5 $ (PPP & EIDL)

• Same rules apply

• Not clear what Economic Hardships means

www.growthforce.com/EONY

Financing



Set Up COVID-19 TrackingCASH 
FLOW

02

• Set up a separate bank account

• Track Covid-19 time & expenses in a separate department

• Class/Service item/Job/Not New Expense Account)

• Track time not working / underutilized

• Severe penalties for misuse

Penalties for Misuse of PPP Funds (2 min video)

Financing

http://www.growthforce.com/eony


Collections

15 Ways to Implement  Cash F low Improvements  in  Your  Bus iness

Reduced productivity as a 
result of a diminished 

headcount.

Lower morale among the 
remaining workers, who 

often start to question 
whether there’s a better job 

or a better employer out 
there.

Loss of information due to 
the knowledge that leaves 

the company along with the 
worker.

Increased stress on the 
remaining workers, who 
must compensate for the 

worker who’s left, resulting 
in higher workloads.

The Human Impact of Turnover

Be Firm
If you get a pay date commitment, 

you can call the day before and say, 
“We have you in our system for 

payment tomorrow. Can we count on 
that payment?”

Be Focused
 If the client gives you any feedback 

about your service, make sure you’re 
listening carefully and address any 

concerns immediately. These actions 
will show that you’re serious about 

high quality service—and getting paid.

Be Friendly
Always be friendly and provide the 
highest-level customer service you 

can to help them through the 
process and make it minimally 

stressfull for them as possible. This 
will help the customer feel 

comfortable and eager to help 
resolve the late payment issue.

Be Firm, Focused, & Friendly

Focus on Collections
Follow the 3 F’s of Collections

CASH 
FLOW
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Get a Payment Date 
Commitment

Listen to Feedback 
& Address Concerns

Provide Highest Level 
Customer Service

Reduced productivity as a 
result of a diminished 

headcount.

Lower morale among the 
remaining workers, who 

often start to question 
whether there’s a better job 

or a better employer out 
there.

Loss of information due to 
the knowledge that leaves 

the company along with the 
worker.

Increased stress on the 
remaining workers, who 
must compensate for the 

worker who’s left, resulting 
in higher workloads.

The Human Impact of Turnover

Be Firm
If you get a pay date commitment, 

you can call the day before and say, 
“We have you in our system for 

payment tomorrow. Can we count on 
that payment?”

Be Focused
 If the client gives you any feedback 

about your service, make sure you’re 
listening carefully and address any 

concerns immediately. These actions 
will show that you’re serious about 

high quality service—and getting paid.

Be Friendly
Always be friendly and provide the 
highest-level customer service you 

can to help them through the 
process and make it minimally 

stressfull for them as possible. This 
will help the customer feel 

comfortable and eager to help 
resolve the late payment issue.

Be Firm, Focused, & Friendly

Reduced productivity as a 
result of a diminished 

headcount.

Lower morale among the 
remaining workers, who 

often start to question 
whether there’s a better job 

or a better employer out 
there.

Loss of information due to 
the knowledge that leaves 

the company along with the 
worker.

Increased stress on the 
remaining workers, who 
must compensate for the 

worker who’s left, resulting 
in higher workloads.

The Human Impact of Turnover

Be Firm
If you get a pay date commitment, 

you can call the day before and say, 
“We have you in our system for 

payment tomorrow. Can we count on 
that payment?”

Be Focused
 If the client gives you any feedback 

about your service, make sure you’re 
listening carefully and address any 

concerns immediately. These actions 
will show that you’re serious about 

high quality service—and getting paid.

Be Friendly
Always be friendly and provide the 
highest-level customer service you 

can to help them through the 
process and make it minimally 

stressfull for them as possible. This 
will help the customer feel 

comfortable and eager to help 
resolve the late payment issue.

Be Firm, Focused, & Friendly

FIRM FOCUSED FRIENDLY



Accept 
Credit Cards

15 Ways to Implement  Cash F low Improvements  in  Your  Bus iness

Collections
CASH 
FLOW

02

Why Your Business should accept Credit Cards & Mobile payments (blog) 

http://www.growthforce.com/eony


Follow a written 
credit policy

15 Ways to Implement  Cash F low Improvements  in  Your  Bus iness

Collections
CASH 
FLOW
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Written Credit Policy Basics (blog) 

Don’t let client’s cash flow 
problems become yours

http://www.growthforce.com/eony


Get deposit before 
work begins

15 Ways to Implement  Cash F low Improvements  in  Your  Bus iness

Collections

Get 50% upfront on every 
job – changes your mindset 
from scarcity to abundance

CASH 
FLOW

02



Bill as soon as 
possible

15 Ways to Implement  Cash F low Improvements  in  Your  Bus iness

INVOICE

Billing

Billing weekly 
can significantly 

improve the 
TIMING of 
payments 

CASH 
FLOW

02



Billing

Automate 
Billing & 
Collections

15 Ways to Implement  Cash F low Improvements  in  Your  Bus iness

INVOICE

CASH 
FLOW
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10 Ways to Automate your Accounting System (blog) 

https://www.growthforce.com/blog/10-ways-to-automate-your-small-business-accounting-financial-system


Call the bank, landlord and 
suppliers

15 Ways to Implement  Cash F low Improvements  in  Your  Bus iness

…Be honest & 
transparent about 

your situation

Payments
CASH 
FLOW

02



Payments

Pay Slowly Rule

15 Ways to Implement  Cash F low Improvements  in  Your  Bus iness

CASH 
FLOW

02

• Pay On-Time, But Not Early
• Have a thick skin
• Implement Bill.com

Automate Bookkeeping with Bill.com (blog) 

https://www.growthforce.com/blog/learn-to-automate-small-business-bookkeeping-with-bill.com


Payments

Manage Interest 
Rates

15 Ways to Implement  Cash F low Improvements  in  Your  Bus iness

CASH 
FLOW

02

• Review credit cards
• Pay highest rate bills first
• Use low interest debt to pay high 

interest debt



15 Ways to Implement  Cash F low Improvements  in  Your  Bus iness

CASH 
FLOW

02



Cut “Below the Line” 
COSTS

28

03
Cut everything you can



Traditional 
Financial 
Statements Designed for 

compliance 
Not actionable

Traditional View



What is “Above the Line” vs “Below the Line”

Income

Gross Profit Margin

Cost of Goods Sold (COGS)
Above the Line

Top Line

The Line

Net ProfitBottom Line

Below The Line

Direct Labor
Direct Materials

Indirect Expenses
(Indirect Labor & Overhead)

COSTS

03



Ø Look at all Overhead (Indirect) costs
• People are not in the office 
• Cut non-essential company expenses

Ø Consider Outsourcing to save money
• Turn fixed cost into variable cost
• If don’t need 40 hours of HR/IT/Accounting
• Typically save 30-40%

Cut Below the Line Costs

31

Get the Guide to OutsourcingCOSTS

03

http://www.growthforce.com/eony


Review “Above the 
Line” PEOPLE

32

04 Who’s irreplaceable? 
Who to furlough?



AICPA: People Drive Profits

Source: AICPA/CGMA Report “Rebooting Business: Valuing the Human Dimension,” 2012

PEOPLE

04



What's the real Cost of Turnover?
PEOPLE

04

Cost of Turnover (blog)

https://www.growthforce.com/blog/the-real-cost-of-employee-turnover-its-more-than-you-think


Which People Drive Profits?PEOPLE

04

• Who are your most valuable people?

• Who can you afford to keep?

• Who do you need to furlough? 



Making Furlough/Hiring Decisions

TIME PER UNIT

# OF HRS AVAIL.

FURLOUGH (or HIRE)?

# OF UNITS

PEOPLE

04

Get the data.

What is your UNIT?

How many UNITS will you have?

How much TIME do you NEED?

How much TIME is AVAILABLE?
# OF HRS NEEDED



Which People Drive Profits?PEOPLE

04

Management Report Matrix (.pdf)

http://www.growthforce.com/eony


Play Offense

38

05 Sharpen the saw



• Lowest Salaries
• Cheap Benefits
•High Turnover OK

• Invest in Training/People fit Culture
• Reward and Recognize 
• Retain Top Talent

Employees as an Expense Employees as an Asset

Mind Shift: From Expenses to AssetsHow do you view your employees?OFFENSE

05



OFFENSE

05 Sharpen the Saw

Now’s the time to Focus on Improvements in your business! 

• Create a scenario-based budget

• Automate your systems / processes

• Train your people



SUMMARY & Resource Center

MINDSET

CASH FLOW

REVIEW PEOPLE

CUT COSTS

PLAY OFFENSE
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Break-Even Calculator (.xlsx)
Budget Template (fundera.com)

Guide to Outsourcing (.pdf)

Cash Flow Forecasting (blog)

www.GrowthForce.com/eony

Activity Based Costing (blog)

StrengthenAutomate Your Back Office (blog)

http://www.growthforce.com/eony
http://www.growthforce.com/eony
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What is GrowthForce? 

For Service Businesses and NonProfits

Your Bookkeeping and Accounting Solution…

to gain peace of mind.

to save money.

to focus on what matters.

to make data-driven decisions.

www.GrowthForce.com/eony | covid-19@growthforce.com

http://www.growthforce.com/eony

