COMPANION WORKSHEET PACK

Budget Forecasting Methods

A Budget Never Revised Is Fiction That Gets Funded

9 Worksheets - 3 Categories - A4 Print-Ready

High-Volume - Niche-Search - Specific-Case

PT Hibrkraft Kreasi Indonesia - hibranwar.com
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PART 1

High-Volume Worksheets

Universal worksheets — what most operators reach for daily or weekly. Run these on

a reqular cadence regardless of business size or stage.
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PART 1 - WORKSHEET 1

Monthly Budget-vs-Actual Reconciliation

Run on the first working day of each month using last month’s bank statement and purchase records.

Run on the first working day of each month using last month's bank statement and purchase records.

CATEGORY BUDGET THIS MONTH ACTUAL THIS MONTH VARIANCE CAUSE AND
(USD) (USD) (USD) ACTION

1. For every variance above 10 percent of budget in any single category: state the cause in one sentence
and decide whether it will recur next month. Write both answers in the Cause and Action column
before closing the sheet.

2. After completing all rows: is the net surplus or deficit better or worse than last month? If worse for
two consecutive months in the same category, that category needs a budget adjustment — not

another month of monitoring.

3. Which one variance this month, if repeated for three consecutive months, would require an
operational decision? Make that decision now rather than after month three.
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PART 1 - WORKSHEET 2

Weekly Rolling Forecast Update

A 15-minute update every Monday morning. Keeps the 12-month forward horizon current without waiting for quarter-

end.

A 15-minute update every Monday morning. Keeps the 12-month forward horizon current without waiting for quarter-
end.

REVENUE TOTAL EXPENSE ASSUMPTION CHANGE ACTION
PROJECTION (USD) PROJECTION (USD) FROM LAST WEEK REQUIRED

HORIZON

1. For the nearest two months: has any revenue assumption changed since last week — a delayed
order, a new confirmed contract, a customer's revised purchase plan? Update the cell and note the

source of the change.

2. For months three through six: have any cost assumptions shifted — a supplier price change, a new
lease term, a hiring decision made or deferred? Update at the category level only; no need for line-

by-line detail at this horizon.

3. Is any month in the next 12 showing a projected deficit? If yes, identify which cost category is the
primary driver. Write one sentence on what would be required to return that month to surplus — do

not defer this to the quarterly review.
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End-of-Month Budget-vs-Actual Reconciliation with YTD
Tracking

Monthly close reconciliation that carries year-to-date totals forward. Run after the bank statement for the last day of the
month is confirmed.

Monthly close reconciliation that carries year-to-date totals forward. Run after the bank statement for the last day of the
month is confirmed.

BUDGET ACTUAL BUDGET ACTUAL
CATEGORY MTD — MrD  FEURICT vID o vrp R RRiNG?
(USD) (USD) (USD) (USD) ’

1. Read the YTD variance column before reading the MTD column. A small MTD variance can mask a
large cumulative drift. Any YTD variance above 15 percent of the full-year budget for a given

category needs a documented cause and a forward adjustment.

2. Which category has the largest YTD favorable variance? Investigate before treating it as a win —
underspending in a necessary category often means deferred work that will appear as a larger cost
in a later month.

3. After completing the sheet: does next month's budget still reflect current operating conditions, or do
any rows need to be adjusted before the month starts? Write the adjustments now, not after next
month's actuals arrive.
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PART 2

Niche-Search Worksheets

Rare-situation worksheets — high value when the situation hits. Run these only

when the trigger appears, but keep them findable.
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PART 2 - WORKSHEET 1

Zero-Based Budget Rebuild — One Category

For use when a single expense category has not been reviewed from first principles in more than one year. Not for the
full budget — one category at a time, on a rotating annual schedule.

For use when a single expense category has not been reviewed from first principles in more than one year. Not for the
full budget — one category at a time, on a rotating annual schedule.

LINE ITEM IN ;[Ié)l?\ll{f:l:l; BITIJSS;INF];ZZiTION ‘B;VL(I)SIIJII\‘IESEHCEONTINUE DECISION: KEEP/
J RENEGOTIATE /
CATEGORY AMOUNT (WHY DOES THIS IF THIS STOPPED ELIMINATE
(USD) EXIST?) TOMORROW?

1. For every line where the 'Would the business continue' answer is Probably yes' or 'I don't know":
that line is a savings candidate. Write one sentence on the effort required to eliminate or renegotiate

it, and one sentence on the risk of doing so.

2. After completing all rows: total the amount flagged for elimination or renegotiation. What
percentage of the category's current monthly spend does this represent? If above 10 percent, this

category review justifies the time invested.

3. Set a follow-up date 60 days from today to verify which flagged items have been acted on. A zero-

based review that produces a list but no completed actions recovered nothing.
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PART 2 - WORKSHEET 2

Three-Scenario Stress Test

Build base case, upside, and downside projections with explicit assumptions and measurable triggers. For use when a
significant business decision — a new hire, a lease extension, a major purchase — depends on which scenario
materialises.

Build base case, upside, and downside projections with explicit assumptions and measurable triggers. For use when a
significant business decision — a new hire, a lease extension, a major purchase — depends on which scenario
materialises.

KEY ASSUMPTION BASE CASE UPSIDE CASE DOWNSIDE CASE TRIGGER FOR SCENARIO SHIFT

1. For the downside scenario: if every assumption in the downside column materialised
simultaneously, does the business remain cash-positive through the next six months? If not, identify
which single cost reduction would restore cash-positive status — and pre-authorize that reduction

now so the decision is not made under pressure.

2. Triggers must meet three conditions: measurable (a specific number, not 'conditions worsen'), time-
bound (when the measurement is taken), and tied to a concrete pre-agreed action. Review each

trigger row and confirm all three conditions are met.

3. For the upside scenario: which assumption is most likely to materialise, and what is the first
operational decision that would need to be made within 30 days if it did? Write that decision in the
margin so it is available when it becomes relevant.
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PART 2 - WORKSHEET 3

Pre-Board CAPEX Justification Sheet

For any capital expenditure above your business’s CAPEX threshold before it reaches the board. Completes the
investment case in writing so board time is spent on the decision, not on reconstructing the background.

For any capital expenditure above your business’s CAPEX threshold before it reaches the board. Completes the
investment case in writing so board time is spent on the decision, not on reconstructing the background.

ITEM DETAIL

1. Payback period calculation must use conservative revenue or savings assumptions — not best-case.
State explicitly which scenario (base or downside) the payback period is calculated from. If the
payback period is acceptable only in the upside scenario, state that in writing before the board
discussion.

2. The 'What happens if we defer this by 12 months' row is not optional. If the deferral cost is zero or
near zero, the board should know that before approving immediately. If the deferral cost is material,
quantify it.

3. After completing this sheet: can the board member reading it reproduce the payback period
calculation from the numbers on this page alone, without asking a follow-up question? If not, one
number is missing — identify and add it.
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PART 3

Specific-Case Worksheets

Pre-framed scenarios — each worksheet walks you through a single, concrete

situation. Read the scenario, then fill in your version of it.
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PART 3 - WORKSHEET 1

Revenue Tracking When 18 Percent Below Budget at
Month 4

Scenario: Your business is four months into the fiscal year. Cumulative revenue is 18 percent below the year-
to-date budget target. The shortfall has appeared consistently each month — not a single bad month. Costs
are running on budget. This worksheet is for diagnosing whether the revenue miss is structural or timing-

related, and for determining the minimum required response before month five begins.

Scenario: Your business is four months into the fiscal year. Cumulative revenue is 18 percent below the year-to-date
budget target. The shortfall has appeared consistently each month — not a single bad month. Costs are running on
budget. This worksheet is for diagnosing whether the revenue miss is structural or timing-related, and for determining
the minimum required response before month five begins.

QUESTION YOUR ANSWER IMPLICATION FOR NEXT 30 DAYS

1. First, determine whether this is a volume shortfall or a pricing shortfall: is the number of
transactions below budget, the average transaction value below budget, or both? The response is
different in each case — volume requires a customer or pipeline question, pricing requires a product

or market question.

2. If the shortfall continues at the current rate through month six, what is the full-year revenue
outturn? Calculate that number now. Compare it to the full-year cost base. Is the resulting deficit
manageable from existing cash reserves, or does it require an active cost response in the next 30

days?

3. Identify the single revenue assumption in the original budget that, if it had been built differently,
would have predicted this result. Write it down. This is the assumption that needs to be revised in

the rolling forecast before month five — not the revenue total, the underlying assumption.
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PART 3 - WORKSHEET 2

Windfall Allocation When Cash Increases 25 Percent
Above Budget

Scenario: An unexpected contract payment, a favorable tax ruling, or a large bulk order has landed 25
percent more cash into the business than your current-month budget anticipated. The windfall is confirmed
and in the bank account. This worksheet is for allocating it deliberately rather than letting it absorb into

general operating spend.

Scenario: An unexpected contract payment, a favorable tax ruling, or a large bulk order has landed 25 percent more
cash into the business than your current-month budget anticipated. The windfall is confirmed and in the bank account.
This worksheet is for allocating it deliberately rather than letting it absorb into general operating spend.

ALLOCATION PROPOSED RATIONALE (ONE REVERSIBILITY IF
CATEGORY AMOUNT (USD) SENTENCE) CONDITIONS CHANGE

1. Before allocating any of the windfall: is there a recurring cost category that has been underfunded
for the past three months — not because it was discretionary, but because cash was tight?
Underfunded recurring costs should be the first allocation, ahead of new spending. Write those

categories and their deferred amounts before touching this worksheet.

2. Identify the portion of the windfall that represents genuinely one-time cash versus an indication that
a budget assumption was wrong. If the source of the windfall suggests the revenue assumption in
the budget was too conservative, the rolling forecast needs to be updated — the windfall is

information, not just money.

3. For any allocation to a new category not in the current budget: state the exit condition. If you allocate
USD X to a pilot marketing channel, what result by what date would cause you to stop? Write the

exit condition at the time of allocation, not after the money has been spent.
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PART 3 - WORKSHEET 3

Re-Baselining When a New Product Line Launches Mid-
Year

Scenario: A new product line or service offering launches in month five or six of the fiscal year — later than
originally planned, or with different unit economics than the original budget assumed. The existing annual
budget does not reflect the costs or revenue trajectory of the new line. This worksheet is for building a mid-
year re-baseline that covers the remaining months without abandoning the original annual commitment.
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Scenario: A new product line or service offering launches in month five or six of the fiscal year — later than originally
planned, or with different unit economics than the original budget assumed. The existing annual budget does not reflect
the costs or revenue trajectory of the new line. This worksheet is for building a mid-year re-baseline that covers the
remaining months without abandoning the original annual commitment.

BUDGET ORIGINAL ANNUAL ACTUAL REVISED REMAINING KEY ASSUMPTION
ELEMENT BUDGET (USD) YTD (USD) MONTHS (USD) DRIVING REVISION

1. Separate the new product line's financials from the existing business before building the re-baseline.
The re-baseline should show two rows for each cost and revenue category where the new line is
additive: original business continuation and new line addition. Combining them obscures whether

the existing business is performing to plan.

2. The new product line's cost structure in its first six months of operation will not match its eventual
steady-state cost structure. Identify which costs are launch-specific (one-time) and which are
recurring. Build the re-baseline using only the recurring costs as the forward run rate — one-time

launch costs go in the month they occur.

3. What is the minimum revenue the new product line needs to generate by end of fiscal year to justify
its launch costs? Calculate that break-even number now and enter it as the revenue target for the

new line in the re-baseline. The rest is upside.
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