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CASHFLOW FORECASTING AND FINANCIAL
MANAGEMENT OF YOUR DPC PRACTICE

Drew Kitchens, CPA

▸Navigate to https://aafp1.cnf.io/ and tap the 
session titled "Cashflow Forecasting and 
Financial Management of your DPC Practice"

▸OR just point your phone’s camera at the QR 
code to join directly
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Activity Disclaimer
The material presented here is being made available by the DPC Summit for educational purposes 

only. Please note that medical information is constantly changing; the information contained in this 

activity was accurate at the time of publication. This material is not intended to represent the only, nor 

necessarily best, methods or procedures appropriate for the medical situations discussed. Rather, it is 

intended to present an approach, view, statement, or opinion of the faculty, which may be helpful to 

others who face similar situations.

The DPC Summit disclaims any and all liability for injury or other damages resulting to any individual 

using this material and for all claims that might arise out of the use of the techniques demonstrated 

therein by such individuals, whether these claims shall be asserted by a physician or any other 

person. Physicians may care to check specific details such as drug doses and contraindications, etc., 

in standard sources prior to clinical application. This material might contain 

recommendations/guidelines developed by other organizations. Please note that although these 

guidelines might be included, this does not necessarily imply the endorsement by the DPC Summit.

Disclosure Statement

It is the policy of the AAFP and ACOFP that all individuals in a position 
to control CME content disclose any relationships with ineligible 
companies upon nomination/invitation of participation. Disclosure 
documents are reviewed for potential relevant financial relationships. If 
relevant financial relationships are identified, mitigation strategies are 
agreed to prior to confirmation of participation. Only those participants 
who had no relevant financial relationships or who agreed to an 
identified mitigation process prior to their participation were involved in 
this CME activity.

All individuals in a position to control content for this activity have 
indicated they have no relevant financial relationships to disclose.
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What You’ll Learn

Three skills you’ll
walk out with — and
use Monday 
morning.

1
Read
Read your financials with confidence

2
Track
Track the metrics that actually move the needle

3
Forecast
Build a forecast you’ll actually use

Why it matters:  Financial clarity lowers stress, protects patient care, and 
keeps your doors open.
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Learning Objectives

1 Interpret key financial statements to assess the financial health and operational 
sustainability of a Direct Primary Care (DPC) practice. 

2 Monitor essential financial metrics to inform resource allocation decisions that 
support efficient operations and high-quality patient care. 

3
Develop and apply cash flow forecasts to support long-term practice stability 
and informed strategic planning. 
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Why Financial Management Matters in DPC

✓
Recurring revenue changes the game
DPC trades unpredictable fee-for-service billing for steady 
membership revenue.

✓
Predictable only helps if you can see it
Recurring income is an advantage — but only when you track and 
project it.

✓
Cash timing closes practices, not losses
Most failures are a timing gap between money out and money in.

Profit ≠ Cash

PROFIT
“Did we earn more than we spent?”

CASH
“Can we cover next month?”

You can be profitable on paper and still run out of cash.

PART ONE

Understanding Your
Financial Statements
Three reports, three different questions. Learn what each one answers 
— and where to look first.
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The Big Three Statements

Profit & Loss

P&L

Did we make money over a 
period?

Revenue minus expenses across a 
month, quarter, or year.

Balance Sheet

BS

What do we own and owe 
right now?

A snapshot of assets, liabilities, and 
equity on a single day.

Cash Flow

CF

Where did the cash actually 
go?

How money moved in and out — the 
reality check on profit.
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Reading the Profit & Loss

Year to DateLast MonthThis Month

221,80037,10038,400Membership Revenue

24,6003,9504,200Ancillary Revenue (labs, visits)

246,40041,05042,600Total Revenue

29,7004,8005,100Cost of Care (labs, meds)

216,70036,25037,500Gross Profit

88%88%88%Gross Margin

171,30027,40028,900Operating Expenses

45,4008,8508,600Operating Profit

18%22%20%Operating Margin

43,9008,6008,300Net Income

Illustrative example for teaching only — not a pricing or financial recommendation.
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What the P&L Trend Tells You
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Jan Feb Mar Apr May Jun

Total Revenue Operating Expenses
Watch the gap
The space between the bars is your operating 
profit — watch it, not just revenue.

Watch expense creep
Costs rose every month here. Small monthly 
creep compounds into a real squeeze.

Watch the trend, not the month
One slow month is noise. Three in a row is a 
signal.

Illustrative example for teaching only — not a pricing or financial recommendation.
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The Balance Sheet

A snapshot on one day — what you own, what you owe, what’s left over.

$ASSETS

52,000Cash & equivalents

3,400Accounts receivable

18,600Equipment (net)

74,000Total Assets

$LIABILITIES & EQUITY

9,500Credit line balance

12,800Equipment loan

22,300Total Liabilities

51,700Owner’s Equity

Cash is the line to watch
$52,000 on hand. Against ~$29K average monthly expenses, 
that’s roughly 1.8 months of runway.

Current ratio ≈ 5.8
Current assets vs. short-term obligations. Comfortably above 
1.0 means short-term bills are covered.

Illustrative example for teaching only — not a pricing or financial recommendation.
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The Statement of Cash Flows

The reality check: how cash actually moved — and why the bank balance changed.

Operating activities

Net income 8,300

+ Add back depreciation 700

− Increase in receivables (400)

Net cash from operations 8,600

Investing activities

− Purchased new equipment (3,200)

Net cash from investing (3,200)

Financing activities

− Loan & credit line payments (2,100)

− Owner draw (2,500)

Net cash from financing (4,600)

Where the cash went

Operations  +$8,600

Investing  −$3,200

Financing  −$4,600

Net change  +$800
Profit was $8,300 — but cash only grew 

$800.

Illustrative example for teaching only — not a pricing or financial recommendation.
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Interpreting Financial Health

Five signals to scan every month — healthy vs. worth a look.

REV

Revenue trend

HEALTHY
Steady or rising

WATCH
Two+ months falling

NET

Net income

HEALTHY
Consistently positive

WATCH
Swinging or negative

CASH

Days cash on hand

HEALTHY
Growing buffer

WATCH
Shrinking fast

DEBT

Debt level

HEALTHY
Stable & serviced

WATCH
Rising to fund 

operations

MGN

Margin stability

HEALTHY
Holding steady

WATCH
Quietly eroding
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PART TWO

Metrics That Guide
Decisions
You can’t track everything. Learn the short list that tells you when to hire, 
spend, or hold.
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The Metrics That Matter

Financial Health

●
Monthly Recurring Revenue (MRR)
Your predictable membership base

●
Gross & operating margin
How much of each dollar you keep

●
Net income
The bottom line, tracked over time

●
Avg. price per member
Revenue ÷ active members

●
Tax & cash reserve targets
Set aside before you spend

Operational Health

●
Overhead ratio
Operating costs as a % of revenue

●
Burn rate & runway
Net cash burned and months it buys

●
Days cash on hand
Buffer if revenue paused

●
Marketing as % of revenue
Spend vs. members gained

●
Panel size per provider
Members served vs. capacity

15

16



6/25/2026

9

15

Where the Money Goes: Overhead

Payroll & benefits

Rent & facilities

Software & tech

Cost of care
(labs/meds)

Marketing

Other

Reading your cost mix

▸
People are the model
In most DPCs, payroll is the largest line by far — and the one 
most tied to capacity and care.

▸
Know your biggest lever
A small % shift in your top one or two lines moves profit more 
than cutting the small stuff.

▸
Compare to yourself
Watch how your mix shifts over time — that trend matters 
more than any single benchmark.

Illustrative cost mix — every practice differs. Not a benchmark or recommendation.
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How Healthy Finances Protect Patient Care

Patient
Care

Healthy margins
Money to reinvest

Invest in time & staff
Smaller panels, more access

Better care & experience
Patients feel the difference

Retention & referrals
Membership stays strong

Stable, growing revenue
Back to healthy margins
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PART THREE

Building a Cash
Flow Forecast
The forward-looking tool that turns all of this into decisions you can 
make with confidence.
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What Is a Cash Flow Forecast?

A month-by-month projection of the cash you expect to

come in and go out — so you can see your bank balance

before it happens.

✓ Forward-looking
Not last month — the next 12 months.

✓ Cash, not profit
Tracks the bank account, not accounting income.

✓ A decision tool
Answers ‘can we afford this, and when?’

Starting cash

+ Expected inflows

− Expected outflows

= Projected ending cash
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The Forecast Formula

Projected Cash = Starting Cash + Inflows − Outflows

Cash Inflows

Membership drafts (the core)

New-member enrollment

Ancillary: labs, visits, dispensing

Occasional: refunds, interest

Cash Outflows

Payroll & benefits

Rent & utilities

Labs, meds & supplies

Software & subscriptions

Taxes & owner pay

Loan / credit-line payments

Net Each Month

Inflows minus outflows

Carried into next month’s start

Reveals the low point early

Turns surprises into plans
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A 12-Month Forecast, Visualized
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Projected cash balance Net cash flow

The trough
Cash bottoms out around Month 6. 
You can see it now — five months 
early — and plan for it.

What it lets you do
Delay a hire, line up a credit 
cushion, or push enrollment —
before it’s urgent.

Illustrative example for teaching only — not a pricing or financial recommendation.
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Build It: Step by Step

1

Start with cash on 
hand

Pull today’s real bank 
balance — that’s Month 0.

›

2

Project recurring 
revenue

Active members × average 
draft, adjusted for realistic 

growth and churn.

›

3

List costs by month

Fixed (payroll, rent, 
software) and variable (labs, 
meds, marketing). Include 

taxes, owner pay, loan 
payments.

›

4

Roll the balance 
forward

Each month’s net carries 
into the next. Find the low 

point — and watch it.
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Stress-Test the Downside
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Month 3 Month 6 Month 9 Month 12

Base case Slower growth Cost spike
Ask ‘what if?’

Slower growth
Enrollment comes in half as fast as hoped.

Cost spike
A key hire or rent increase lands early.

The point
If the worst case still clears zero, you can 
move. If not, you adjust now.

Illustrative example for teaching only — not a pricing or financial recommendation.
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Putting Forecasts to Work

✓ Review monthly, reforecast quarterly
Compare forecast vs. actual each month; update assumptions every quarter.

✓ Decide against the trough, not the peak
Time hires and big purchases around your projected low point.

✓ Hold a cash reserve target
Build a buffer first; know how many months of runway it buys.

✓ Let it drive the big calls
Hiring, space, equipment, vendor contracts — run them through the forecast first.
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Case Study: A Practice’s First Three Years

A hypothetical solo DPC that managed cash deliberately. Figures illustrative.

MEMBERS

60 → 420

over 3 years

CASH ON HAND

1.2 → 4 mo

of expenses

OVERHEAD RATIO

Trending down

as panel filled

CASH-FLOW POSITIVE

Month 14

and held
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$100K

$120K

$140K

Y1Q1 Y1Q3 Y2Q1 Y2Q3 Y3Q1 Y3Q3 Y3Q4

The shape that matters
An early dip while building the panel —
expected and survived because it was 
forecast — then steady climb.

Illustrative example for teaching only — not a pricing or financial recommendation.
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Case Study: Decisions on the Timeline

1

Month 1
Launch lean

Owner-only; tight cash by 
design.

2

Month 8
Hit reserve target

Built ~3 months cash before 
spending.

3

Month 14
Added first staff

Only after forecast cleared the 
trough.

4

Month 20
Paused a 2nd hire

Scenario showed a dip —
waited a quarter.

5

Year 3
Reinvested

Space + ancillary, funded from 
cash.

Illustrative example for teaching only — not a pricing or financial recommendation.

26

Tools to Make This Easier

◆ Cloud accounting

Several well-known platforms automate 
bookkeeping and generate your three 
statements.

◆ A simple forecast model

A spreadsheet with the formula from today 
is enough to start — no special software 
required.

◆ Dashboards & reporting

Add-on tools can visualize metrics and 
trends pulled from your accounting system.

◆
A bookkeeper and
fractional CFO

Outside help — part-time or as-needed —
keeps records clean and the forecast 
honest.

◆ A recurring money date

The most important ‘tool’: a standing 
monthly hour to review numbers and 
reforecast.

◆ Templates & community

DPC peer groups and member 
organizations share starter templates and 
worksheets.
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Summary & Key Takeaways

1 Know your three statements
Each answers a different question — read them together.

2 Track a few metrics, consistently
Five watched monthly beats twenty watched never.

3 Forecast forward, test the downside
See the trough early; decide against it, not the peak.

4 Cash is survival; profit is the goal
Protect the bank balance and the mission follows.

You don’t have to be an accountant — but you do have to know your numbers.

Live Content Slide
When playing as a slideshow, this slide will display live content

Social Q&A for Cashflow Forecasting and Financial 
Management of your DPC Practice
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QUESTIONS?

Drew Kitchens, CPA
dkitchens@goodmancpa.com

goodmancpa.com
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