Narrative Budgeting
for Stewardship



Create a Narrative Budget to Show
Where You REALLY Spend Your Income

Most churches show their detailed, line-item budget to their parishioners as part
of their year-end stewardship program. You know what that looks like . . .
columns of descriptions of expenses, lots of numbers showing last year’s actual
results, this year’s budget, year-to-date results, next year’s budget, and often
even more columns of numbers.

While | believe that such information should be available for parishioners to see —
and, in fact, the Vestry needs to approve that

information — there is no need to use that as Don’t use your line-item
the way you present your financial position budget to explain how you
while you are asking parishioners to pledge use your income. There is a
their financial support for next year. MUCH better way!

There is a much better way to show what you really do with the funds entrusted
to you. You don’t just use the funds to pay your clergy and other employees. You
incur those expenses so that you can help achieve the important ministries of
your church. It’s important that you convey that the contributions to your church
enable you to have outreach programs, provide pastoral care, and conduct
meaningful and fulfilling worship services.

For example, the largest line item in a church’s budget is generally the cost of
clergy and other employees — salary, medical insurance, pension, and other
benefits. But, what is the most effective and enlightening way to present that?
As the costs themselves, or what is accomplished because you incur those costs?

This can be done by creating a Narrative Budget (also known as a Mission-Based
Budget) that shows what you do because you

Show what you accomplish incur those costs. It starts by identifying the
because of the income you five or so ministry areas that are most
receive each year. important in your church. And, then, allocate

the expenses to those ministry areas.
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Let’s take St. Swithin’s Church, and see how easily you can create a budget that is
more meaningful to readers.

Gather some people, including the clergy and the treasurer and others who are
aware of the various ministries in your
church, and select those areas that are most | What are the most important
important. Those areas could include Ministry Areas in your church?
Worship, Music, Formation and Education,
Outreach . . . each church has areas that are vitally important to them, and that is
the place to start.

At St. Swithin’s, they determined that the key areas were Worship & Music,
Outreach, and Formation & Pastoral Care. They also know that some of their
expenses are for Administrative and Building costs. So, they decided they would
allocate their expenses to these Ministry Areas.

They asked the clergy to estimate the amount of time that was spent in these
Ministry Areas, and agreed on percentages of time: 50% of the clergy’s time
during the year was spent on Worship & Music; 20% on Outreach; 10% on
Formation and Pastoral Care; 15% on Administrative matters; and 5% on tasks
relating to the Facilities. They asked the Music Director and the Parish
Administrator to estimate how their time was spent, too.

Converting the Detail Line-Item Budget
into the Narrative Budget

Of course, the church already had its line-item budget. They made sure that all
the expenses were included, and grouped them into natural categories, like
compensation, outreach, and other expenses.

Step 1: Allocate Compensation.

Using the percentages of time that the clergy and others determined how they
spent their time in an average year, they applied those percentages to the dollar
amount of the expenses.
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Example: The clergy estimated that 50% of the year was spent on Worship &
Music. Multiplying the total compensation of $80,190 by 50%, the resulting
$40,095 was put into the column of Worship &

Salary expenses of the clergy | Music. The same was done for the balance of
and other employees are the clergy salary using the percentages they
incurred so you can support had chosen. They determined that time spent
ministries. The purpose of by the Parish Administrator fell into three of
the Narrative Budget is to the Ministry Areas, so spread the time

show that. accordingly.

Once this was done for all of the compensation, they had allocated $104,950 of
the total expenses already, and were well on their way.

Step 2: Allocate Specific Expenses.

There are probably certain expenses that will quickly and easily fall into one of the
Ministry Areas. For example, if Outreach is one of your Ministry Areas, then put
all 100% of the funds in your Outreach budget in that category. Similarly, the
Diocesan Share is considered Outreach by most churches, so put all into the
Outreach category. Look through the other categories, and allocate those to the
Ministry Areas if you can reasonably do so.

Once you have completed these allocations, you will probably have allocated
close to three-quarters of your total expenses, so compute the percentage that
has been allocated to each of the Ministry Areas as compared with the total you
have allocated. At this point, St. Swithin’s has allocated 52% of its expenses to
Worship & Music, 26% to Outreach, 7% to Formation & Pastoral Care, 11% to
Administrative costs, and 4% to Facilities. Next, you will use those percentages in
Step 3.

Step 3: Allocate Remaining Expenses.

You will now be left with a number of budget categories that cannot easily be
allocated to any specific Ministry Area . . . in fact, items like church utilities and
property/liability insurance affect all of your ministries. So, use the percentages
you determined in Step 2 to multiply by the total dollar amount of each of these
expenses to allocate them to the Ministry Areas.
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You have now completed the allocation of all of your line-item expenses to the

Ministry Areas.

Step 4: Create a Pie Chart.

You can now create a simple pie chart that will visually show where the money
REALLY goes . . . at St. Swithin’s, you can see

that the majority of their expenses are to
support the Worship & Music ministries.
One-quarter of their expenses are spent in its
Outreach ministries. And another 7%
supports the Formation and Pastoral Care

efforts.

Many will find a pie chart an
easy and effective way to
understand how the money is
spent.

What is even more clearly shown is that only 15% of the expenses are used for
maintaining the buildings and administrative matters.

No one, by simply looking at your line-item budget, could have come to this
understanding . . . which is EXACTLY WHY you need to show this Narrative Budget

instead of the line-item budget.

Create a Pew Card.

Now, take one more step, and you’ll be able to communicate this information to
your parishioners and to visitors. You can print the chart on one side of a sheet of
paper and, on the other side, briefly describe each of the Ministry Areas and the
expenses included in each one. Or, you can go further and print this information
on a tri-fold brochure, and also include pictures of the ministries that are

important to you.

A visitor will better
understand what’s most
important to your church by

seeing information this way .

... and many of your own
parishioners will become
better informed as well!
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Imagine a visitor looking at this information.
Seeing how their donation would be used in
those ministries will make a real impact.
Instead of seeing line items for compensation
and utilities, they will see that you invest their
dollars in areas that are important to them, too
— worship and outreach and Christian
formation. And aren’t THOSE the areas that
are most important?
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Do This NOW!

This is an interesting, fun and easy project to complete. Getting a group of people
together to define the most important Ministry Areas will help you focus on what
really sets you apart from others . . . or it will help you decide that you need to be
more specific with your vision and mission.

Take your current year’s budget and create your Narrative Budget. Make the pew
card, or simply put the chart and descriptions in the pews. I'll bet most of your
parishioners would be surprised to see this information in this way. It’s a way of
educating and exciting everyone, and helping them make the connection between
their pledges and how they are used to change lives.

It is a way to help them understand how you are doing God’s work.

Paul R. Shackford
July 2019

Paul Shackford retired as Chief Financial Officer of the Episcopal Diocese of Newark in 2017.

Create a Narrative Budget.docx Page 5 of 5



40 T 98ed

193png Bunesado

Xs|x"328pNng @AlelIEN JO JUAWAO[PAS( -~ S,UIYIMS 1S

‘§S3YLS OL HSIM NOA

SYIHY AYLSININ FAIF O ¥NO4 FHL ANNANYILIA OL IIN NOA ‘NIHL “NOILYDIYONOD IHL Y04 139aNg DNILVYIO FHL SI 139aNg AISYE-NOISSIN ¥ DNIdOTINIA Y04 LNIOd ONILYVLS FHL

—_—

[roo'ssr §1

0SS'Ey
09L
ovt
008°€
000'S
00ST
0088
000°€T
008'T
00S'T
00ST
0sv
007'T
008'T
052
0S€
00S

vOT'LT

00T
005
v0S‘9T

0r0’s

0zL'6T

061°08

0S¢

000'€
005C

00S
06571
006'€
0st's
00005 $

siejjoq

d

siejjoq

d

s1e[joq 14

sie|jog

“1d sie|joqg d

slejjod ‘Pd

|eloL

san|oed

AlRASIUIWPY

a1e) [B10}SEd

yoeannQ

9 UOI}RW.IOS

21sn 13 dIYSIOM

198png

SINIW3SYNESIa TVLOL

|elol
UOIJUdAUOD)

diysplemais

Suiues|d

sijeday 1g asueUIIUIRIA
sjuawanodw|
2oueInsu|

SN YNy
123ndwo) g 1a1do)
12uIa3u| g duoydajp L
$350) DIYPYO
SUOIIEIIUNWIWIOD
104D 2ISNIAl

leyy

diysiom

AyjendsoH

uol3eINP3 UBNSHIYD
S35UAXg BUI0

|leloL
1ioddng Areuiwas

yoeannQ BYio

2JeyS uesadoiq

jesnano

uonesuadwo?) Aleia.09s
[U0IIDIISIUIUIPY YSIIDG

ansqns 1 dwo) isedio
110322410 2ISnN

|ejoL
B_Yyo
sasuadx3
sainn A1030ay
uonesnp3 Suinunuo)
uolsuad
2oueunsu| [edIpalAl
2ouemo||y Aunb3 uisnoHq
19540 A1andas [eos
Asejes
110309y

Tonesuadwo)

XXOZ 4894 3Y3 104--398pNng paseg-uoIssi

135ang WALI-INIT ONILYY3IdO

yaany) jedoasids s,ulyaims ‘is



407 98ed

uonesuadio) JO UoIedO||Y
Xs|x3@8png anneLlep Jo uawdojanaq ~- s UIYIMS ‘IS

'SYIYV AYLSININ FHL OL NOILYSNIdNOD TVLOL FHL ILYIOTIV TIIM IDVINIDYId IHL
A8 INNOWY 1390Ng TY.LOL FHL ONIATIILTNN “VIYY HIVI OL IDVINIDYId ¥ NDISSY NV ‘SYIHY AYLSININ FHL 40 HOVI NI SONIdS FIAOTIING HOVI JNIL HINW MOH ININYILIC - T dILS

SYOPT S 6108 S 8€0'9T S GEET9 S

%0V 7 i 0zs‘c %08

L v 0zL%T %00T

62021 %ST 6108 %0T 8£09T %0C 5600 %08

OO N NN NN NN

$#09°S9T $

05SEr

09.
ovT
008°€
000S
00S'2
0088
000°€T
008'T
00S'T
00S'T
0S¥
00%'T
008'T
052
0S€
00§

¥OT'LT
00T
00S
#0591

0v0°s
0zL'6T

061°08
0sz

000°€
00s‘z

00s
065VT
006°€
0st's
00005 §

siejjoq "10d sJe[joq 12d siejjoqg 10d siejog Pd

aAEISIUIWPY a1e) |eloised yoeanng 1SN 13 dIYsIoOM

3 UOI}eW.I04

198png

SLININISYNESIA TVLOL

|eloL
UOIUIAUOD
diysplemais
Suiuesn
sieday 1 aoueuUIUIRIA
syuawarosdw)
Joueansu|
N Yainydy
Ja3ndwo) g sa1do)
12uIa3U| ig duoydaja L
$1500) PO
suoneluNWWo)
104D 21SNiAl
1eyy

uonedNp3 uensUIY)
Sasusdx3 JoU10

|e10)
1i0ddng Aleujwasg

yoeanno JByio

aueys uesadolq

pesnno

uonnsuadwo) Aip3aas
:UODAISIUNUPY YSIIDd

a1n31sqns ® dwo) 3s1unbio
11032310 2ISNIAI

0304
43430
sasuadx3
sanynn A10322y
uonvanp3 buinupuo)
uoisuad
20upInsul DI1PAN
aoupmoyjy Aynb3z buisnoq
12sfJ0 A314n23s p120S
Aipjos
140309y

uonpsuadwio)y

NOILVSNIdINOD 40 NOILYDOTIY -~ T d3LS
XX0Z 1834 3y} 104--193png paseg-uolssiin
Yoany) |edodsidl s,ulyums 1§



40 € 2ded

sasuadx3 oyads Jo uolieso|y

Xs|x"193png aAneLe) 0 Juswdo|ana( - S UIYIMS 35

'SYIYY AYLSININ OL STSNIdXT ONINIVINIY FHL FLVIOTIV OL € d3LS NI AOVINIIYId LYHL

3SN T1IM NOA ANV ‘Y4 SNHL @ILVYIOTTV FAVH NOA SISNIdXI 1TV 40 FOVINIIYId TVLOL FHL IAVH NIHL TIM NOA "SYIYY AULSININ FHL OL SINNONY ISOHL ILYIOTIV TIIM IDVINIIYId
3H1 A8 INNOWY 139aN4 TV.LOL FHL ONIATAILINN VIV HOVI OL IOVINIIYId ¥ NOISSY ANV ‘SYIYV AYLSININ FHON YO INO 40 L¥Vd ATHVYI 1) ¥V LYHL SISNIdXI ILYIOTIV LX3N -~ Z dILS

%00T % %IT %L %9z %S papunoy-sasuadx3 paindojly (010, Jo aboyuadiad
%00T %9'E %UTT %89 %Tor WS sasuadx3 paredo|ly [e30) 40 aBeruadiad
[Fog’ezT 3] VIS S SPOVT S 1098 % “GOTEES TSL7995 [%09'59T 3 | SIN3W3ISYNESIA V.LOL
0SLF . = 885 €C oVl v 0SS '€F le3oL
- 09/ UOIJUBAUOD)
= ovt diysplemais
- 008°€ Buiues)d
- ooc-m m:mamz g @duUeBUBJUIBRIA
- 00SC sjuawanosdw|
- 0088 @oueINSU|
- 000°€T RIBN Y21y
- oow..m hwusnr:ou 1] ._w_.aou
L comJ Jaulau| g w:o:nw_m.—.
” 00S‘T $350) 21440
0sv %001 5 - g £z %S 8zv %56 ¢ 0Sv suoppIUNWILIO)
00v'T %00T : i - 5 000'T %00T ¢ 00v'T 404D 2SN
008t %00T z . d 2 0081 %00 Z 008T iy
0sz %00T s . 3 : 0s¢ %00T ¢ 0SZ diysiom
0SE %00T g 3 88 %S¢ - £92 %5L ¢ 0SE Aynydson
005 %001 - - 005 %00T - - zZ 00§ uo)3pINP3 UDLISLY)
535UsdXg 1BI0
OTLT %00T - = - vOTLT %001 = z  vor/T 0301
Z 001 Joddns Aipunwas
Z 00S Yananng 12410
Z 0S99t 240YS UDsa20ig
pBanno
0v0's %001 %05 %0T 910'C %01 0e5'T %05 0v0's uonesuadwo) A1e3a109s
‘uoljeISIUIWPY Ysiied
0zL'6T %00T 0ZL'6T  %00T Tozs'st a3nInsqns 13 dwo) isiuesio
:1030911Q 2SN
061°08 %00T 010t %S 620'CT %ST 6108 %0T 8€0'9T %02 S60°01 %05 061°08 |elol
0St By10
000 sasuadxy
0057 n Atoyoay
008 uoneanpy mr__: U0
0651 uoisuad
- aduelnsu| [eaIpaA
006°E 2ouemo||y Aynb3 uisnoH
0st's 19510 AJIND3S [B120S
00005 $ Aiejes
110303y
ToResuadwos
sie|joq ‘394 sie|jloq 19d siejjoq 30d siejjoq "19d siejjog 1d sle|joq 12d 193png
|exol AAlRASIUIWPY 2.e) |eloiseq yaeanno 2UsnIA g dIysIopn
13 Uoljewo4

$3SN3dX3 J141D3dS 40 NOILYDOTIV -~ ¢ d3LS
XXO0Z 1834 3y} 104--393png paseq-uoissiiAl
yaany) |edodsid3 s, ulyams 1§



40 v 98ed

asuadx3 Bujuiewsy Jo uonedo||y
Xs|x'398png aAneLleN jo Juawdoaaa( -- S,UIYUMS IS

"SVIHY AYLSININ FHL OL SISNIdXT ONINIVINTY FHL ILYIOTTV ‘C dILS INOYS SIDVINIIYI IHL ONISN ‘ATIVYNIS -- € dALS

papunoy--sasuadx3 pajnaojly [p10L Jo abojuariad

sasuadx3 pajedo||y (210 Jo a5ejuadiad

%00T %b %IT %L %92 %25
%00T %L € %UTL %89 %T9C WETS
%09'G9T 9909 3% ETEBL S €CETILS €SCEV S 15998 S #09'S9T
0S5'EV 7551 89C1 vOE'E TIT 0L 9TEWC 0S5Ev
09Z %00T 0¢ %P v8 %IT €5 %L 86T %92 S6€ %zS £ 09Z
ort %00T 9 %t ST %IT or %L 9€ %92 174 %ZS £ OpT
008 %00T z5T %Y 8IY %TT 99z %L 886 %92 9261 %S £ 008°€
000°S %00T 00z %V 0SS %IT 0S€ %L 00€T %92 0092 %zs £ 000G
005C %00T 00t %Y sLz %IT (741 %L 059 %92 00€°1 %25 € 005
0088 %001 z5¢ %Y 896 %IT 919 %L 88z’e %92 95y %25 € 0088
000°€T %001 0zs %Y 0£Y'T %IT 016 %L 08€'E %92 0949 %S € 000°€T
008°T %00T 44 %Y 861 %IT 9zr %L 891 %92 9€6 %zs € 008T
00S°T %00T 09 % 591 %IT s01T %L 06€ %92 08, %z§ £ 00S'T
00§t %00T 09 %Y 59T %IT S01T %L 06€ %92 08, %zs € 00S°T
oSt %00T : - - 14 %S f:144 %56 0st
00v'T %00T 7 4 g - 00v'T %00T 00%'T
008'T %00T : - 5 - 0081 %00T 008‘T
0st %00T 5 - - - 0S¢ %00T 052
0S¢ %00T - 2 88 %S¢ - €92 %SL 0s€
005 %00T - - 00S %00T - . 005
vOT'LT %007 - - - YOT'LT %00T - $OTLT
00T
00S
v0S°9T
ov0‘s %001 705 %0T 9T0C %0v - - 0257 %05 0r0‘s
0zL'6T %001 - & 4 - 0ZL'6T  %00T 0ZL'6T
061°08 %00T 010y %S 6207T %ST 6708 %0T 8E0'9T %02 S60'0p %05 06T'08
0s2
000'€
00SC
00S
06SvT
006'€
0S¥'s
000'0S $
siejjog ‘PVd sie|jog ‘Pd siejjog ‘d siejjog d siejjoq ‘12d siejjog ‘d umm_u:m
[elol Sal}|oe4 [AnEASIUIWPY 9.e) |eioised yoeaunnQ SN ] Q_r_m‘_o>>

R Uonew.loS

SIN3W3SYNGSIa TV.LOL

|1ej0L
uofuanuo)
diysp1omals
burunap)
sajnday g aoupuauIBN
syuawanodwy
aoupansu|
sannnn yaanysy
423ndwo) g 431do)
J2us3ju] %9 auoydajay
51500 29fJ0
SUOIEdIUNWIWO)
104D 2IsniAl
ey
diysiopm
Ayjendsoy
uo(eINPI URHSUYD
S55UAX3 BIIO

B30l
poddng Ateuiwas
yoeannQ J84y10
a.eys uesa0lg
pesnng

uonesuadwo) Aieyeudas
{uoneISIUIWPY Yystied

21n3sqns ¢ dwo) isiuedio
11030841 2ISNA

|eloL
BYy1I0

sasuadx3

samnn Aopay

uonesnp3 Suinunuo)

uoisuay

oueInsu| [eAP3A
2ouemoy|y Ayinb3 Suisnoy
13550 ANundag [eos
Asejes
110303y

Tonesuaduwo)

S3ISNIdX3 ONINIVINFY 40 NOILYIOTTV -~ € d3LS

XXOZ 4894 93 104--328png paseg-uoissiinl

yainyd jedodsid3 s,ulyaims 1S



% ‘san|oo4

%TT ‘@Anpasiujwpy

%L ‘2102
[0103SDd B UOIIDULIOS

%92 42031100 "

* * * §309 buliaffo 1noj fo ipjjoq Yyan3g aiaym
yaany) |pdoasidy s,uiyims °1s

%zS “Isn g diysiom




"$1502 dAI1RJISIUIWIPE JBY]0 pue
92140 Se [|oMm Se ‘48118|smau Ajyiuow Jno 4abuassapy
3y Jo uonnquisip pue uollesedasd ayl sspnppul siy|

(%1T) 000°8TS
$150) anNDLISIUIWIPY

"2oeds uno asn '$J19Y10 pue sisuolysiied yum

oym asoy3 yum Supjdom pue ‘sguip|ing A1010a4 pue yaunyd awiy [eJolsed spuads os|e 403294 UNQ 'S}Npe pue YyinoA
9y} 4o 2dueualulew pue siedas sapnjoul Alo3aied siy| ‘uaJp|iyd 404 UOIIRINPS UBIISIIYD BPN|IUL SBISIUIW INO
(%v) 00095 (%) 000°TTS

Sal3ij1on4 34D [D10ISDG pUD UOIIDWI.I0H

"9J0W pue ‘DAlIQ POO ‘©Siwold Ajiwed * * * saISIuIW

40ea41N0 INO YUM puads SIS0 pue 1030aJ JNO Jey) awll ‘Ayjeyndsoy pue ‘ieje ay3 jo uonjesedald salas

9Y3 Jo uoiuod e pue ‘SIay3lo 01 pue S, ulyHMmS ‘1S 01 ‘Sallsiuiw 1492U00 pue AJISIUIW dISNW “4104d JNO {SIDIAISS |eI1SANY|
s11 oddns 01 8sa201Q ay3 01 98pa|d uno sapn|oul yoeasinQ Jay1o pue 1s14eyon3 AjoH o sa21AI9S sapnjoul Aloga1ed siyl
(%92) 000°€vs (%25) 000485

YonaiynQ 1SN pup diysiom

:poddns suoijeuop asay] ‘9ielidoidde se paledo||e usaq dALY S$3SOJ 3SOY] ‘SSIIISIUIL JUBIBHIP
|eJOADS 109)4E ‘1031034 3y} 03 SullejaJ 9soyl Suipndul ‘s3s02 Auew 32UIS "SJI00pP JNO BPISINO pue Ydainyd JNo Uulyum
yroq ajdoad Auew jo saal ay3 SuiSueyd ‘Allunwwod Jno ul duasasd juepodwi ue uoresaa3uod Siyl dew eyl
$31J43SIUIW AUBW 9Y310NpUOd U dM ‘31 Yoy ‘4eY3 0S S, UIYHMS "1S 03 93nq1I3U0d SI19Y30 pue siauolystied JesA yoeq

19b6png uoIsSIN
yaany) |pdoasidy s,uiyiims °1s



