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QUICK VERDICT

Answer-first verdict: the rolling 13-week cash flow dashboard beats the monthly P&L
because it predicts a liquidity rupture 4-8 weeks ahead instead of reporting it 30 days late.
The P&L tells you whether you made money; the 13-week tells you whether you can make
payroll next month. With more than 20 U.S. restaurant chain bankruptcies in 2025
(Restaurant Business, 2025) and costs up 35% over five years (National Restaurant
Association, 2024), the owner who governs on projected weekly cash turns end-of-month
panic into decisions with 60 days of runway.

® Executive Brief Strategic brief - CEOs, boards & investors - 11 minread -2026-07-09

INTELLECTUAL PROPERTY OF MASTERESTAURANT® — EXCLUSIVE FOR SECTOR LEADERS

The monthly P&L is a rear-view mirror: it lands on the 10th of the following month, when you can no longer act
on what happened. The 13-week cash flow is the windshield.
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13 weeks = one fiscal quarter: long enough to see the seasonal cycle, short enough to project with defensible
accuracy for a bank or a partner.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

Anticipation horizon

Cost increase to cover (5 yrs,

MONTHLY P&L (ACCRUAL)

X Reports 30-40 days late

X Detects +35% after the close

13-WEEK CASH FLOW
DASHBOARD

v Projects 4-8 weeks forward

v Anticipates +35% in the weekly

u.s.) plan

Sector bankruptcy risk (U.S. X >20 chains bankrupt, seen late v >20 cases used as early warning
2025)

Menu price pressure (2020- X +31% already happened, no cash v +31% modeled week by week
2025) plan

Decision unit X Accrued profit (paper) v Available liquidity (real bank)

Bank / investor readiness X Static snapshot, low credibility v Rolling forecast, due-diligence

ready

1. Why does the 13-week beat the monthly P&L for the owner?

The rolling 13-week cash-flow board beats the monthly P&L because it predicts a liquidity break 4 to 8
weeks ahead instead of reporting it 30 days late.

The P&L lands on the 10th of the following month: a rear-view mirror on money already spent. The 13-week is
the windshield. It matters now because input costs rose +35% since 2019 and labor another +35% (National
Restaurant Association, 2024): at those margins, a two-week cash gap sinks you. In Colombia the sector lost
-44% of sales in 2024 (Acodrés, 2025) and 1,600 restaurants closed between August 2023 and 2024. I've seen
it in dozens of kitchens: the owner believed he was profitable per his accountant and still couldn't cover Friday's
payroll. The 13-week sees that gap; the P&L never does. The P&L answers «did | make money last month?»;
the 13-week answers «can | make payroll six weeks from now?».

2. Doesn't the P&L measure what | can pay tomorrow?

Only the second question prevents closure. The P&L blends items that move no cash —depreciation,
accruals, provisions— while the cash board only moves what enters and leaves the bank:

the owner's operational truth. A restaurant can post accounting profit and go under from illiquidity the same quar-
ter; in the U.S. more than 20 chains or franchisees filed for bankruptcy in 2025 (Restaurant Business, 2025),
and Technomic counted 348 full-service locations shuttered by bankruptcy in 2024. With the eating-out CPI at
+3.5% year over year (BLS, May 2026), costs run faster than cash. The 13-week separates the accounting re-
sult from real solvency, which is the only thing that pays suppliers. Thirteen weeks equal one fiscal quarter: long
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enough to see the seasonal cycle, short enough to project with precision defensible before a bank or a partner.
A month is too short to anticipate the seasonal dip; a year accumulates so much estimation error that no one be-
lieves it.

3. Why exactly 13 weeks and not a month or a year?

The quarter is the sweet spot.

In this horizon you capture the protein buying cycle —feeder cattle would rise +5% in 2025-2026 per USDA ERS
— and the coffee one, whose arabica jumped +70% in 2024 (Bellwether Coffee) with a combined 50% tariff on
Brazilian beans in 2025. Thirteen weeks give you time to react: renegotiate terms, shift a big purchase, freeze a
hire. At Masterestaurant we call it the maneuvering window: under four weeks and you can't do anything; over a
quarter and you're guessing instead of projecting. A bank finances rolling cash projections, not accounting snap-
shots: the 13-week is the language of operational due diligence. When you request a working-capital line, the
analyst doesn't look at last year's profit; he looks at whether your projected cash covers debt service week by
week. The P&L is historical and auditable, but mute about the future.

4. What does a bank finance: the accounting snapshot or the cash projection?

This weighs more each year: restaurant profitability in Spain fell -0.9% in 2025 on higher costs and regu-
lation (Hosteltur, 2025), and opening a QSR now costs under 150,000 USD (Square, 2024) but sustaining
it demands fine liquidity.

Diego F. Parra repeats it in every board meeting: whoever arrives at the bank with a defensible 13-week negoti-
ates rate; whoever arrives with a P&L prays. The rolling projection turns the owner into a credible counterpart,
not a nervous applicant. The minimum board is built with three blocks and thirteen columns: opening balance,
cash inflows (sales by channel, event receipts) and outflows (payroll, suppliers, rent, taxes, debt). One
week's closing balance is the next week's opening; that's where all the rolling magic lives. You don't need
expensive software: one disciplined sheet suffices if you update it every Monday with the real numbers from the
closed week.

5. How do you build the board without turning it into an Excel monster?

The mistake | see over and over is jamming in fifty rows of accounting detail and abandoning it within a
month. Keep it to <15 outflow lines.

With producer prices at +3.0% in 2025 (BLS, PPI) and food 35% above February 2020 (USDA ERS, 2026),
weekly discipline is what separates reacting in time from discovering the hole when cash is already gone.
Fifteen minutes each Monday beat a perfect P&L that arrives late. The early signal is the week your projected
closing balance crosses below your minimum cushion: the board lights it up weeks ahead while the P&L doesn't
even hint at it. That crossing tells you the exact date money will run short if you don't act, and gives you time to
pull levers before the crisis. It's the difference between managing and firefighting. With large-chain menu prices
+42% between 2020 and 2025 (One Haus) versus a +31% industry-wide (National Restaurant Association /
BLS), whoever doesn't project cash passes those costs through badly and bleeds without noticing.

6. What early signal does the board give that the P&L hides?

In Mexico restaurants contribute 15.3% of tourism GDP (SECTUR/CANIRAC) and in Brazil bars and
restaurants add 3.6% of GDP (ABRASEL, 2024):
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huge sectors where the individual owner fails from illiquidity, not from lack of sales. The 13-week anchors that
early alert to the Masterestaurant framework. When the board marks the crossing below the cushion, you acti-
vate four levers in order: renegotiate supplier terms (from 15 to 30 days), freeze large non-urgent purchases, ac-
celerate pending collections and, only last, tap the credit line. The 13-week tells you which lever and when, be-
cause you see each move's effect across the thirteen columns before executing it. This is impossible with a
P&L, which only confirms the damage the following month. With the services producer price index at +3.2% in
2025 (BLS, PPI) and the -44% sales drop Colombia lived in 2024 (Acodrés), the margin for error is zero.

7. What do | do the week the board fires the alert?

Diego F. Parra insists: payroll is sacred and you protect it by projecting, not praying. An owner who runs
cash with the Masterestaurant board doesn't live Friday scares;

he lives with the next break already identified and defused. The P&L answers 'did | make money last month?'.
The 13-week answers 'will | be able to make payroll in 6 weeks?'. Only the second question prevents closure.
The P&L mixes non-cash items (depreciation, accruals). The cash dashboard moves only what enters and
leaves the bank: the owner's operating truth. A bank funds rolling cash forecasts, not accounting snapshots: the
13-week is the language of operational due diligence.

POINT BY POINT

Monthly P&L vs. 13-week dashboard: the verdict

CRISIS ANTICIPATION

A - MONTHLY P&L (ACCRUAL) P&L: sees it B - MASTERESTAURANT 13-week: sees it

30-40 days late 4-8 weeks ahead

Verdict: 13-week wins: turns end-of-month panic into a decision with runway.

BASIS OF THE DECISION

A - MONTHLY P&L (ACCRUAL) P&L: B - MASTERESTAURANT 13-week: real

accrued paper profit bank liquidity

Verdict: 13-week wins: cash, not profit, is what bankrupts restaurants.
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CREDIBILITY WITH BANK/INVESTOR

A - MONTHLY P&L (ACCRUAL) P&L: static B - MASTERESTAURANT 13-week: rolling

snapshot forecast for due diligence

Verdict: 13-week wins: it's the financial language a third party will fund.

SIDE-BY-SIDE COMPARISON

Monthly P&L: the paper profit REACTIVE

X Accrual: books revenue and costs even when no money has entered or left the bank.
X Lags: useful for taxes, useless for deciding tomorrow's purchase order.

X Blind to cash seasonality: a strong month on paper can be a dry month at the bank.

13-week dashboard: the real liquidity MASTERESTAURANT

v/ Cash basis: real inflows and outflows, week by week, refreshed every Monday.
v" Rolling: each closed week pushes a new one to the end; the horizon never shrinks.

v Predictive: the liquidity rupture shows up in the bank row before it happens.

SIDE-BY-SIDE COMPARISON

Side-by-side comparison

MONTHLY P&L (ACCRUAL) 13-WEEK CASH FLOW
DASHBOARD
Anticipation horizon X Reports 30-40 days late v Projects 4-8 weeks forward
Cost increase to cover (5 yrs, X Detects +35% after the close v Anticipates +35% in the weekly
u.s.) plan
Sector bankruptcy risk (U.S. X >20 chains bankrupt, seen late v >20 cases used as early warning

2025)
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MONTHLY P&L (ACCRUAL) 13-WEEK CASH FLOW

DASHBOARD
Menu price pressure (2020- X +31% already happened, no cash v +31% modeled week by week
2025) plan
Decision unit X Accrued profit (paper) v Available liquidity (real bank)
Bank / investor readiness X  Static snapshot, low credibility v Rolling forecast, due-diligence
ready

THE NUMBERS THAT MATTER

The cost of governing without a cash dashboard

35 %

higher food and labor costs over 5 years (U.S.)

31 %

U.S. menu prices rose (Feb 2020-Apr 2025)

20.

U.S. chains or franchisees in bankruptcy (2025)

348

full-service locations closed by bankruptcy (U.S. 2024)

35 %

food-away-from-home CPI
rose year over year (May 2026)

3.0 %

final-demand Producer Price Index rose (U.S. 2025)

VISUALIZATION

The numbers, visualized
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Sources: National Restaurant Association 2024 - National Restaurant Association / BLS 2025 - Restaurant Business
2025 - Technomic 2024 - U.S. Bureau of Labor Statistics 2026

Chart by masterestaurant.com

REAL CASE

“I had an owner whose P&L was green three months straight, and he still couldn't pay his suppliers. The
problem was never profit: it was cash timing. We built his 13-week dashboard on a Monday; by Thursday
he knew that in week 7 he'd run out of liquidity because rent and two payables landed together. He
renegotiated terms with two suppliers and moved a CapEx. He didn't lose a single day of service. The P&L
would never have warned him in time.”

— Diego F. Parra, founder of Masterestaurant
HOW TO APPLY IT IN YOUR RESTAURANT

How to build your 13-week dashboard this week

@ 1. Set today's bank balance as ground zero
Take the real available balance in the bank (not the P&L figure) as of Monday. That number is
the master row of the dashboard: everything else moves it up or down. Without an honest

ground zero, the forecast is fiction. Include cards awaiting settlement and find out how much
cash is truly available.
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@ 2. Project inflows per week with your real ticket and turnover
Estimate sales week by week using your historical average ticket and table turnover, adjusted
for seasonality. Don't average the month: a holiday week and a dry week are different cash
universes. Discount the collection lag on delivery and cards (48-72 h).

@ 3. Load EVERY outflow, including the non-monthly ones
Payroll, suppliers, rent, utilities, taxes, debt installments and one-off CapEx, each in the exact
week it hits the bank. Prime cost (food cost + labor) is your biggest outflow: split it out to read
the weekly contribution margin, not just the balance.

@ 4. Read it every Monday and act on the first red week
The rolling dashboard lives or dies on Monday discipline: you close the real week, push a new
one to the end, and hunt for the first negative bank row. That week is your alarm; you have 4 to
8 weeks to renegotiate terms, move a CapEx or adjust purchasing before it hurts.

FAQ

Owner FAQ

Why 13 weeks and not 4 or 267?

13 weeks equal one fiscal quarter: it's the longest horizon you can still project with defensible accuracy and the
shortest that captures the seasonal cycle. Fewer means blindness; more than 13 becomes guesswork. It's the
treasury standard for distressed restaurants and for banks.

Does the cash dashboard replace the monthly P&L?

No, it complements it. The P&L measures accrued profitability and serves taxes and EBITDA; the 13-week
measures real liquidity and serves survival. An owner who only watches the P&L can go bankrupt with paper
profit: over 20 U.S. chains failed in 2025 (Restaurant Business, 2025).

How often should | update it?

Every Monday, no exceptions. You close the real week with bank figures, push a new week 13 to the end and
reread the first red row. Weekly discipline is what gives you the 4-8 week runway to act before the liquidity
rupture becomes irreversible.

Does it help if my restaurant is profitable?

It helps especially. Paper profitability doesn't make payroll; cash timing does. With costs up 35% over five years
(National Restaurant Association, 2024) and menu prices up 31% (NRA/BLS, 2025), even a profitable business
can hit a dry cash month. The dashboard sees it coming.

www.masterestaurant.com - Executive Brief - 13-Week Cash Flow: The Minimum Dashboard for Owners Who Hate Surprises Page 8 of 9



DATA & SOURCES

Sector data 2026 (official sources)

Verifiable industry benchmarks from official, non-commercial sources (government, industry associations,

market research) - not competitors.

Metric

Excedente de comida generado por foodservice

Valor del excedente de comida de foodservice

Desperdicio de foodservice enviado a vertedero

Participacion de restaurantes de servicio
completo en el excedente de foodservice

Participacién del foodservice en el desperdicio
de comida de EE. UU.

Inflacién de precios de comida fuera de casa

Propiedad Intelectual de Masterestaurant® — Exclusivo para Lideres de Sector -

Benchmark 2026

12,5 millones de toneladas en 2024

$157 mil millones en 2024,
equivalente al 14% de las ventas

78,4% (9,73 millones de toneladas)
en 2024

Mas del 43% del excedente total

17,9% del excedente total del pais
en 2024

+3,6% en 2024

Source

ReFED, U.S. Food Waste
Report 2024

ReFED 2024

ReFED 2024

ReFED 2024

ReFED 2024

U.S. Bureau of Labor
Statistics (CPI) 2024

masterestaurant.com
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