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	Course Outline
	Money Matters: Better Budgets

	SUMMARY
	This workshop helps participants understand not only the “how,” but the “why” of nonprofit financial management. 


	TARGET AUDIENCE
	Anyone with responsibility for nonprofit financial management including paid and unpaid staff, governing authority members, and others.


	StEPs STANDARDS AND PERFORMANCE INDICATORS
	This workshop curriculum supports the following standards and performance indicators from AASLH’s StEPs program
( www.aaslh.org/steps).

Section Six: Management (MGMT)
· Standard 1: “The institution legally, ethically, and responsibly acquires, manages, and allocates its financial resources in a way that advances its mission.”
Basic Level Performance Indicators
· The institution uses its mission to guide fundraising efforts and in allocation of financial resources. (MGMT 1A)
· Staff compile and recommend an annual budget and the governing authority approves it. (MGMT 1B)
· The governing authority and staff review the budget at least quarterly. (MGMT 1B) 

· The governing authority reviews anticipated cash flow at every meeting. (MGMT 2A) 

Good Level Performance Indicators
· The annual budget anticipates and covers activities outlined in the strategic plan. (MGMT 1B)  

· Development of the annual budget includes input from all programmatic areas. (MGMT 1B)
· The institution has a code of ethics that addresses financial management. (MGMT 1A)


	OUTCOMES
	From taking part in the workshop, participants will: 

1. Feel more confident about budgeting and financial analysis;
2. Feel more confident about developing strategies for talking about financial performance with board and paid/ unpaid staff;
3. Understand how to improve their organization’s financial management and record keeping;
4. Understand museum standards related to the workshop topic;

5. Have a clear idea of what their organization needs to do to meet those standards;

6. Use workshop handouts/materials to help their organization meet standards;

7. Feel motivated to seek additional ways they can help their organization meet museum standards, and 
8. Be encouraged to enroll in the StEPs program.


	WORKSHOP LENGTH
	This workshop is designed to be presented as a 6.5-hour session in a single day.

	EQUIPMENT NEEDED
	1. LCD projector and computer for PowerPoint slides

2. Flip chart, easel, and markers


	WORKSHOP LOGISTICS 
	Room Setup
Meeting rooms often have seating arranged in rows with a podium or table in the front of the room. This type of setup is the least favorable for adult learners. It encourages passive behavior on the part of participants and makes it very difficult for people to engage in dialogue. 

Your workshop will be much more successful if you arrange to have the room set either with one large conference table (for small groups) or with a U-shaped configuration of tables and chairs with participants facing each other and the instructor up front (works particularly well with groups of less than 20); small groupings of round tables with 4─8 people per table works for larger groups. 

Facilities
To increase engagement and participation, answer logistical questions at the beginning of the workshop. It’s possible that many of the workshop participants have not been in the facility before. Explain the location of restrooms, fire exits and procedures, and room security during breaks. These are issues that may distract people if they are not taken care of at the beginning of the day. Once people feel their basic needs have been acknowledged, they are free to give you their full attention. 

Schedule
Adult learners like to know right up front what is planned for the day. Spend two to three minutes at the beginning of the workshop reviewing the agenda including approximate times for breaks and lunch. Again, once people feel their basic needs have been acknowledged, they are more apt to give their full attention to the workshop which means both they and you will have a more successful learning experience.

Adjusting workshop activities to the size, interests, and needs of your group is another great way to create a successful learning experience. For example, depending on the size of the group and the degree to which people engage in dialogue, it may be necessary to adjust the schedule as you go. Plan ahead which activities you could delete if time runs short. 


	ADULT LEARNING PRINCIPLES
	Adults have a different learning process than children. Typically, adults like to have “voice and choice” about their experiences and they like to have some control over the learning process. 
The research on adult learning suggests that retention of learning is a key challenge for mature learners. Adults remember only 10% of what they read and 50% of what they see and hear. But they retain around 70% of what they say themselves and about 90% of what they do. This gives you some good hints about how to structure your sessions. To ensure a successful workshop, give participants plenty of opportunity to make comments, share experiences, ask questions, and when possible, engage in activities where they are doing hands-on tasks that relate to the workshop topic. 
Learning Styles
Participants will have a variety of learning styles so it’s very important to present your information via several modes including visual, thinking, discussion, and hands-on activities.

Visual Learners – You may find visual learners saying things like, “I see,” “Show me,” or “I need to read the instructions myself.” Visual learners benefit from overheads, handouts, graphics, websites, and readings. The room setup is important to visual learners. They need to see what is happening, as well as who is talking. 

Oral Learners – Oral learners are likely to say things like, ”I understand what you are saying” or “This sounds great.” They need to hear discussion and express their questions, thoughts, and conclusions out loud. They may seem to be distracted, offering little eye contact when in fact they are often taking notes and working through what is being said. 

Kinesthetic Learners – You can lose kinesthetic learners if you do not have enough breaks and activities. They prefer actively interacting with people and objects to support their learning. 

Managing Challenging Participants
One of the most challenging aspects of training or group facilitation is effectively handling difficult group members. Here are a few typical behaviors along with suggestions to help you deal with each. These situations will require your best communication and facilitation skills. 

The Non-Participant – Engage these people by calling the person by name, directing an easy, non-threatening question to them, or responding to negative body language by asking if there is something they are unclear about or not complete with. Check in with them on breaks to see what’s going on. 

The Monopolizer – Some people attempt to control groups by talking, interrupting, and answering all of your questions. If you do not get this type of person under control you will lose other participants’ attention and interest. Summarize the monopolizer’s comments quickly and move on. Use hand signals and body language to recognize others. Interrupt if the monopolizer’s behavior continues. Ask for input from those who have not been heard from. 

The Challenger – Generalize. Remind the group that there is no “one way” but that you are providing information on proven practices and solutions. Cite sources when appropriate. Use “I” statements such as “I recommend.”

The Inquisitor – Generalize. State that there may be many answers. Invite others to express opinions. Remind the group that facilitators are not experts. Ask for input from others in the group.

The Distracter – You may encounter a person who is intent on distracting others during the workshop. Side jokes, talking while you are presenting, and pulling you and others off focus are typical behaviors. Remind people that others are very interested in getting as much out of the course as possible and refer to the time schedule as a way of bringing them back. Sometimes simply standing silent and waiting for them to stop has a big affect. 

The Wanderer (going off on tangents) – Ask if you may put this topic on an issues list that the group will come back to, if time permits. Return to the scheduled topic. You might also suggest that participants who would like to continue this discussion can do so during a break or over lunch.


	MATERIALS
	For this workshop, participants should bring:

1. Their organization’s most recent annual budget and financial report, or materials related to them.  

2. Calculator

The instructor should bring:

1. This curriculum and other notes/materials they have prepared 

2. PowerPoint slides on a flash drive or laptop computer
3. Copies of the following seven workshop handouts for all participants: 

· Exercise One – Where Does the Money Go?
· Exercise Two – Preparing a Budget

· Exercise Three – Wayward Symposium

· Exercise Four – Hometown Historical Society

· Handout Five – Resources for Further Reading

· Handout Six – Glossary of Terms

· Handout Seven – Self-Study Work on Budgets and Reports
· Handout Eight – Dashboard Example

· Optional: Many people like to receive a copy of the workshop’s PowerPoint slides 


	INSTRUCTOR  PREPARATION
	Instructors are encouraged to adapt the curriculum to meet their audience’s needs. They may want to also add their organization’s logo to workshop handouts and other materials. The PowerPoint slides were created using PowerPoint version 2007. Instructors are advised to carefully check the slides for any image or text shifts or other changes that may have occurred when the file was downloaded to their computer. 

Reminder: by using these curriculum materials, instructors agree to credit AASLH and StEPs during the workshop. 
Instructors may also want to consult the following materials as part of their preparation for teaching the workshop:
Basic Guide to Non-Profit Financial Management http://managementhelp.org/finance/np_fnce/np_fnce.htm
Berger, Steven. Understanding Nonprofit Financial Statements, 3rd ed. Published by BoardSource. Available for purchase at http://www.boardsource.org/Bookstore.asp?Item=1082 or may be borrowed through your local public library’s interlibrary loan service. 

Costello, Thomas M. and Patricia E. Williams. “Managing Through Hard Times.” AASLH Technical Leaflet 250. Nashville: AASLH, 2010. Available for download purchase from AASLH at http://bit.ly/bL053I
Dropkin, Murray. Bookkeeping for Nonprofits: A Step-by-Step Guide to Nonprofit Accounting. Hoboken, NJ: Jossey-Bass, 2005.


Dropkin, Murray and Jim Halpin. The Budget-Building Book for Nonprofits: A Step-by-Step Guide for Managers and Boards, 2nd ed. Hoboken, NJ: Jossey-Bass, 2007.

Gerritson, Stephen. “Preparing an Earned Income Strategy: A Blueprint for Change.” Technical Leaflet 165. Nashville: AASLH, 1988. Available for download purchase from AASLH at http://bit.ly/bL053I
Minnesota Council of Nonprofits’ financial management section
http://www.mncn.org/info/basic_fin.htm#budgeting
Handout Six: Glossary of Accounting Terms


	EVALUATION
	This curriculum was developed by AASLH with funding from the Institute of Museum and Library Services. AASLH needs your help in gathering data for grant reporting requirements and to make sure this curriculum meets project outcomes. AASLH may ask you to complete a brief, online survey about your experience using this curriculum. Please complete the survey at your earliest convenience after presenting the workshop. 

You may also receive a request to collect your workshop participants’ email addresses so that AASLH can send them a link to a brief online survey. The purpose of the participant survey is to evaluate the curriculum, not the instructor’s performance. There are no questions that ask when or where the person participated in a workshop or who the instructor was. If you are asked to include your workshop participants in the survey, AASLH will request that you 
provide it with your participants’ email addresses. AASLH will then send them a link to the online survey. Also, be assured that AASLH will not use instructors’ or participants’ email addresses for any purpose other than to send a link to the one-time survey. AASLH is willing to share the survey questions and all survey results with workshop instructors and service organizations.
Instructors and their organizations or agencies may want to distribute their own survey to workshop participants at the conclusion of the workshop. 


Workshop Curriculum

30 minutes

Welcome, Introductions, and the StEPs program




Introduce yourself and thank host institution. Ask participants 



to briefly introduce themselves, including the organization each


 
represents. Review location of restrooms and other facility details 



and give estimated times for breaks and lunch. 

  

Slides 1─ 13 

Introduction to the StEPs Program




StEPs is a voluntary, self-study program developed by the
 


American Association for State and Local History for small- and
 


mid-sized history organizations. The program uses standards, 



assessment questions, and recommendations (called performance 


indicators) to help organizations rate their policies and practices in 


six standards sections.  



AASLH developed StEPs with help from more than 130 volunteers 




from across the country. It was piloted at 47 sites located in 14 states 



from Maine to Alaska, California to Maryland, and Mississippi to 




Minnesota (plus Connecticut, Delaware, Massachusetts, New 




Hampshire, Ohio, Rhode Island, Texas, and Vermont). The pilots 




included all-volunteer organizations, historic houses, private nonprofit,

 

government-affiliated, and tribal sites.
StEPs is the perfect entry level program for organizations that do not 
feel ready for other assessment programs like AAM’s Museum
Assessment (MAP) or Accreditation programs. StEPs has no application, no eligibility requirements, and no deadlines. With StEPs, the history museum community now has specific recommendations for what an organization needs to be doing in order to meet national standards. The recommendations are divided into three levels (Basic, Good, and Better) which allows for incremental improvement. 



Many of the recommendations StEPs presents can be achieved 




without large sums of money. New or revised policies and practices, 



such as drafting a collections management policy or training people in

 


proper collections housekeeping, require more time than money.  







StEPs rewards an organization’s progress with certificates each time 



it reports back to AASLH that it has achieved Basic, Good, or Better 



performance indicators in a section of the program. This is a great way 



for an organization to highlight its accomplishments and be 




rewarded for its work. Each participating organization is eligible for a 



total of 18 certificates (6 sections multiplied by 3 certificate levels – 



Bronze, Silver, and Gold). Organizations interested in learning more 



about the StEPs program can go online to www.aaslh.org/steps.

15 minutes

Goals for this Workshop

Slides 14─16   
What we will cover in this workshop




Briefly summarize the outcomes listed on page three of this guide. 


Remind the audience that it’s not just about the math. It’s about 



understanding what the math means.



Ask participants what they hope to learn during this workshop. 



Use the flip chart and 
markers to record the questions and issues 



participants raise.

45 minutes

Part One: It All Starts with Your Plan

Slides 17─18 

Distribute the handout for EXERCISE ONE: Where Does the Money Go? 



Instruct the group to:

Take their organization’s budget or financial information they brought 
with them and total how much they spend on:

· Collections (museum, archives, library, whatever)

· Public service (education, programs, exhibitions)

· External affairs (public relations, marketing, membership)

· Development (fundraising)
· Maintenance of buildings and grounds

· Administration

· Anything else

If they didn’t bring any financial materials, they can use the sample on 
the back of the sheet. Make sure everything is in one of those categories, 
including salaries and benefits if they have paid staff. Label exactly what 
is in “anything else.” Calculate the percentage each represents of the 
total.

Ask, “Are you surprised by the percentages?” “What did you think 
they would be?” Allow for audience comments as time allows.
Next, have participants trade worksheets with someone who does not 
know their organization well. Ask them to:
1. Look at your partner’s worksheet. 

2. Do not ask questions; just ask for brief clarification, if needed.

3. What does this tell you about that organization?

4. Share your observations with your partner. 

Have participants take back their own worksheet. Ask:
1. What does your partner’s feedback tell you? 

2. Does your organization’s spending match its priorities or goals (either as articulated in its long range if it has one, or in your general understanding of the organization’s goals)? 

3. Do your organization’s accomplishments match its spending?

45 minutes

Part Two: Building Better Budgets
Slides 19─25

Use the slides as frames for a discussion about current budgeting 




practices. Reinforce the idea of a budget as a planning tool.




Distribute the handout for EXERCISE TWO: Preparing a Budget 
In groups of 4─6 (depending on the size of the audience), ask participants to discuss the case and the four questions. Then bring the group back for general discussion, questions, and comments. Key observations:

· The document is a budget, not the actual income and expenses. What should you be working from in order to create a budget for the upcoming year?

· A 3% increase in cost of living is a key number. What costs are likely to rise at that rate?

· Staff always think they are underpaid, but some are. Comparable salary surveys are invaluable.

Other observations and questions:

· Is the $3,500 of “special projects” in the grant revenue line reflected in the expenses or would those projects be in addition to what’s here? (If so, the budget is not actually balanced.)

· Several expense lines are $5,000… that looks like lazy budgeting.

· Education programs are budgeted to lose $4,000 ($5,000 expenses less $1,000 income). Is that margin typical for the organization? Is it consistent with your organization’s values?

· What is a “draw” on the endowment represented by $13,000? (5% or less is customary and prudent.)

Slides 26─27

Calculations that you might do for next year’s budget.

· What do they tell you?

· More questions to ask.

Slide 28

How might you change the process for next year? Ask the audience for 



suggestions and list them on the flip chart.  
60 minutes

Lunch

30 minutes

Part Three: Numbers in Context

Slides 29─34

Numbers need to be in context. Analysis of cash:

· Comparables
· Averages

· Strategic Plan Goals

· History




All of which are used to build a budget.

Slides 35─37

One single number: What does it mean? How to understand

30 minutes

Part Four: Variance Analysis

Slides 38─51
When actuals are different from the budget, how do you make sense of the difference? Do variance analysis to track down the source of the differences. 

Distribute the handout for EXERCISE THREE: Wayward Symposium and use the example and group discussion questions from the handout to explain variance analysis.

30 minutes

Part Five: Financial Reports

Slides 52─56
Distribute the handout for EXERCISE FOUR: Hometown Historical Society Budget. 


Instruct the group to look at Hometown Historical Society’s 10/31/08 budget report. Is it clear? Does it include the information you need? What narrative would you write to help board members understand the report?

Financial reports need more than just numbers. Don’t forget to make use 
of graphics, key metrics, and learning styles to help board members 
clearly understand the organization’s finances. Consider these  
questions to answer in supplemental notes, graphs, etc., for the board:

1. Overall, how are we doing?
2. Do you have an explanation for the drop in city funding? Do you think this trend will continue? 
3. What percentage of memberships are in the fourth quarter? What has the renewal rate been this year?

4. Will the annual appeal printing and mailing cost $400 or less?
5. What might be done to raise education program revenue?
6. Looking back, was it wise to hire a second part-time staff member this year? 

7. Do rising building costs need to be examined?

8. Two months from the end of the fiscal year, where do you think we’ll end the year?

15 minutes

Break

45 minutes

Part Six: Sources of Revenue

Slides 57─59

There’s no magic mix or number for revenue streams. Ask audience 



members to go back to their own budget or financial statement. What 



are the percentages for each of the following: 




· Earned

· Raised

· Investment income

Question: how to treat membership? Some consider it philanthropy (raised) and some basically a bulk purchase of services and discounts (earned). 
Is your budget balanced? Is one part disproportionately large? How 
might you grow the other parts?

45 minutes

Part Seven: Best Practices and Questions

Slides 60─65

Review of best practices.




Key Idea:

The important questions are more conceptual. How are we spending our resources? Are we spending them wisely? Are we achieving what we want to achieve? 

Return to the flip chart and review the list of participant questions recorded at the beginning of the workshop. Were participants’ questions answered? Other questions? Comments?

Distribute Handouts Five, Six, Seven, and Eight for take-home information.
Slide 66

End
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AASLH encourages the use of this curriculum by museum service providers, consultants, and others who present training to historical societies, historic houses, and other organizations. While permission to use and adapt the curriculum for education and training purposes is not necessary, we do require credit to AASLH and its StEPs program, including the AASLH website address, whether the user’s work is in print, electronic, or spoken format. 














About the American Association for State and Local History


The American Association for State and Local History is the only national association dedicated to the people and organizations that practice state and local history in order to make the past more meaningful to all Americans. From its headquarters in Nashville, Tennessee, AASLH provides a variety of programs and services, as well as leadership in the national arena. AASLH's members are American leaders in preserving, researching, and interpreting traces of the past to connect the people, thoughts, and events of yesterday with the creative memories and abiding concerns of people, communities, and our nation today. History organizations are foremost education institutions, and they excel in creating the enlightened, engaged citizenry that the founders envisioned. 
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