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MasterClass 
How to Establish a Vision Centred Budget 

Hey guys, welcome to this MasterClass on How to Establish a Vision Centred Budget. You're 
going to love the material I give you here. This really will be a brilliant aid in your church 
finances and also in vision fulfilment. 

It's important to remember that a budget is more than a financial document. A budget is a 
vehicle to reinforce and enable vision fulfilment. It's important to see that it's more than 
just about expenditure and income, it should reflect the key priorities of the church and be 
seen as a leadership instrument.  

Not something that just the admin person or the treasurer or the business manager handles, 
but it's vital to see it as actually a leadership tool that you can use to shape the direction of 
the church and the focus of the church to fulfil the mission of the church.  

Let’s have a look at six reasons to establish a vision centred church budget. 

1. Clarity 
Just going through a process of putting together a church budget helps you clarify your 
purpose of being on the planet. You're going to work out how to spend money on 
evangelism, on discipleship. You're going to refresh your sense of call, of where your focus 
should actually be.  

This will actually help your team clarify what you're trying to achieve in the next 12 months. 

2. Boosts planning 

The second great reason to establish a church budget is it boosts planning.  

When Peter preaches on the day of Pentecost he tells the crowd that this man Jesus was 
handed over to you by God's deliberate plan. In Acts 2 he says that. Paul reiterates this 
concept that God is a planner when he writes to the Ephesian church "in Him we're also 
chosen having been pre destined according to the plan of him who works everything out in 
conformity with the purpose of His will". 

God is a planner. He planned redemption, He planned creation, He planned your life and I 
think when we get good at planning that's actually Godly.  
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You mightn't agree but I think good financial planning will help you avoid problems and 
fiascos when it comes to your cash flow as well. 

3. Goal setting 
A third reason to establish a church budget is goal setting. Just as budgets clarify that overall 
purpose, mission and assignment you've got as a church, goal setting can really be impacted 
by your church's budget process.  

You might decide that you’re going to reach out to local high school students and you think 
how many high school students do we want to reach. When are we going to reach them? 
How are we going to reach them? So you might have some goals around that.  

Budgets will help you focus in on that because maybe it becomes a key part of your budget - 
raising money for high school ministry. It helps you with your goals, it helps you focus on 
your goals and it actually can create cohesion in your team.  

Goals do create cohesion. When you get the team all heading in the same direction, a 
budget can influence those goals and help you in your goal setting. 

4. It trains your team 
A fourth reason to have a church budget and establish a vision centred church budget is it 
trains your team.  

It trains them to think ahead, it trains them in financial management skills, it trains them in 
budgeting. It's quite possible that your key leaders don't have a personal budget, which 
every leader should have - they should know what they're saving, what they're spending, 
where their income comes from etc and learning how to use faith for income and wisdom 
with expenditure. 

It's vital that you have a budget for personal reasons but also using your church budget can 
train your team in the practical processes and the principles of budgeting. There you go! A 
little thing you mightn’t have thought of that's a good reason to establish a church budget.  

It's a great way to disciple your team in finances. 

5. Share the burden 

A fifth reason to establish a church budget is that it shares the burden. Every pastor carries 
the burden of the church finances and I think lead pastors or senior pastors carry it more 
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than anybody else in the organisation. So when income is down you worry, I did anyway, 
when income was up you were thinking wow, everything is healthy, less pressure on me.  

So what a really healthy budget process does is that it actually shares that burden across 
your team and it shares upon your board, upon your business manager, upon your 
treasurer. Your team get involved and can see where the money's going in different areas 
and why we're spending it this way. Suddenly it kind of spreads the pressure. 

I don't think it alleviates the lead pastor from the primary pressure of being the key 
fundraiser, and I address this in the roadmap of Raising More Money for Your Ministry, that 
really the pastor, the lead pastor, is the primary lead person when it comes to raising money 
in the church so I don't think you ever escape that responsibility. But I do believe that you 
can share the burden through a healthy budget process so you're not carrying it as a pastor 
by yourself. 

Also I think as people focus in on a budget process, across your stewardship team and across 
the department heads, it increases prayer. People begin to pray about this process and what 
they're doing in establishing a vision centred church budget. 

6. Improved communication 

The sixth and last reason, you might have some more but these are my six! It improves 
communication. The budgeting process lifts communication.  

Board members discover what department leaders are thinking. Department leaders can 
discover what the pastor has on their heart. Boards discover all the strategies that the 
pastor is really hot about at the moment. I don't mean hot angry, I mean hot in a good sense 
with passion.  

People begin to understand the bigger picture and also some of the more detailed aspect of 
the picture and the needs of the church outside a particular department get known. So the 
youth guy discovers what the needs of the kid’s church are, or the music department 
discover that even our seniors have needs we have to budget for. I know there's toing and 
froing in all of that when you get a robust team who are chasing their part of the dollar but 
it's good for them to understand that there are more needs than just their department. 

I think as budgeting improves and as the pastor and the board and the department leaders 
get a better handle on the budget and the finances they are actually able to improve 
communication to the church. They can actually outline even projections of what's coming 
up in the next 12 months and that can help the pastor preaching about finances. 

Also I think if you're going to preach about finances and disciple people in finances it's good 
to say hey, we've got a budget back here. We work off a budget and we have expenditure 
and income and we know where the money's coming from, where it's going and the impact 



 

 © Grow a Healthy Church All Rights Reserved   Page | 4  

it's having. So when you disciple people with the personal finance you can say hey do what 
your church is doing. Manage your money as a great steward. 

Vision centred church budget process 
I want to talk you through my vision centred church budget process that I used for many 
years in pastoring and leading our church. You can tweak this to suit your circumstances. 
Your church might be 1000+ plus so those circumstances can be tweaked. If your church is 
70 people then you're going to adjust it and adapt it. I want to give you the skeleton, the 
main process and structures and you can tweak this to suit. 

I would encourage you not just to go oh that's just John’s situation or one situation. We 
have a process that works, it gets by. Maybe just sharpen your process with some ideas that 
I've got here. I think it's not healthy to just do the same process year in, year out. We'll 
spend what we spent last year and add 3% for whatever. I think it's good to re think every 
year your process. 

I love my friend Alex Cook, he says about every 3 years a church should do zero base 
budgeting. In other words, wipe everything out as it were and say if we were starting afresh 
how would we spend our money? I think that's a great thing to do every few years for a 
church just to think about it and go wow, how would we spend our money if we were 
starting again. 

Here's my process. 

Establish a stewardship team 

Firstly, establish a stewardship team. I love that term, rather than a finance team, a 
stewardship team to manage the budget process. A stewardship team would have the 
pastor on it, it would have a chairman / chairwoman chairing the meetings. Not the pastor, 
the pastor shouldn't be chairing this group. It obviously will have the treasurer, the person 
handling the finances and if you've got them, one or two people who are good with budget 
processes and with finance processes. 

The stewardship team will do more than do the budget for the church. I like to see them 
involved in fundraising and looking at ways of boosting the church's giving and being wiser 
in expenditure. A stewardship team of four or five people can really set the church up for a 
brilliant budget process that is vision centred.  

Have a team, don't just have the pastor and the treasurer, have a team gathered around. 
You can pray together and look at it. 

Communicate primary vision and strategies to stewardship team 
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Once you've got that team that the pastor needs to communicate primary vision and 
strategies to the stewardship team and set out some priorities.  

This year we really want to boost our small groups so I want money that we can pour into 
small group leaders. This year we want to boost up the training of greeters so I want some 
finance for that. This year our website needs re doing, we’re going to focus on some social 
media, I'd like some money to spend on that. 

A pastor will communicate primary vision, primary strategies to the stewardship team. Not 
down to nitty gritty detail like I want this sort of website designed by this person for this 
amount of dollars. Just the overall big picture.  

So let the vision focus the budget. Let the vision drive the budget process. Don't let the 
resources, or lack thereof, drive the process. 

Communicate primary vision and strategies to department leaders 

Thirdly, the pastor communicates the primary vision and strategies to department leaders. 
So not only to the stewardship team that the pastor is working with but to the leaders of the 
children's department, music department, media, youth, greeters, seniors, women's, men’s. 
All the different departments a church can have. 

The pastor outlines and says look our focus primarily this year is going to be A, B, C. It might 
be website, Facebook ads, we're going strong on that, and we're going to put a lot money 
into visitors. So we're going to pour some finance into those areas as a percentage of the 
budget more than what we normally do. So you're going to have to tailor the things that 
you're doing in your department so we can fulfil our primary.  

Now that means good communication. That means the pastor well ahead of time 
establishing the primary focal points. 

Department leader budgets 

This leads me to my next point which may be a bit of a shock for you. Department leaders 
should submit a budget three months before the end of the financial year, as a minimum. In 
other words, get well ahead of the game.  

So the pastor needs to even get more than three months out so that around about August, 
yep seriously, the pastor needs to be thinking where's our primary focus. Have I got some 
things I really want to centre on? He might talk to his board and his team but he gets some 
things going in his heart in August so that by September he's able to say to his Department 
leaders and to his stewardship team, this is where I’m getting a sense of the focus. 

Now that can be refined as the months roll on but I don't think you want to wait until 
December 31st to set up the next financial year, and I'm thinking a January - December 
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financial year, that's how our church operates. Calendar year and financial year are locked 
together just to make it easier to align events and programs etc with the calendar year and 
the financial year.  

So I reckon as a pastor you need to be months ahead. Now as a smaller church you're 
probably going to have more wriggle room on that. As the church gets larger you need to 
back out the timeline. But don't leave it for the last minute. 

Don't be afraid also that if you kind of shoot some things in August and by November you're 
going you know what I’ve got a sense that we need to shuffle this around and make this 
work differently, go ahead and do that.  

The great thing is that you've got a plan in place, you can always adjust a plan. If you have 
no plan, everyone's flying by the seat of their pants and it just feels like you're playing catch 
up all the time. 

Prepare draft budget 

You're a few months out, you've shared vision and strategies as the pastor with the 
stewardship team and department leaders. The department leaders have worked out and 
nutted out their stuff, they're good to go.  

Then the stewardship team will prepare a budget with all the projected incomes and 
expenditure. So all the operating costs of salaries, benefits, mortgage, rent, lease payments, 
insurances, repairs and maintenance, administration, utilities etc etc. Then the stewardship 
will put all those things together and look at all the income streams that are coming into the 
church and prepare that as a draft budget. 

Can I say this, it's important in every vision centred church budget that provision is made for 
savings. Even if the savings regime is 1%, have a savings regime. 

As I look back over the years of my pastoring, one of the things I think I would like to have 
been stronger at, and we did it in various ways at various times, I think I would have been 
far stronger at restricting salary growth and boosting savings growth. I think it would have 
stood our church in better stead. We did a lot of things and we got through but they're a 
couple of things I would change looking back. 

So there you go! Learn from my mistakes, learn from my failures and my wisdom that has 
been gained in hindsight.  

Have a savings provision, even if it's very low. Try to get it up to 10%, that's what you should 
be aiming for, both personally and with the church, but get it up to at least 1%-5% Build 
towards that 10%, I think it's helpful if you can do that. 

Fine tune the budget 
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Fine tune the budget as the stewardship team until it's balanced or until you come up with 
an agreed faith gap. I've had more than one church budget where we've gone through it as 
a stewardship team and we've gone through it as a board and everyone has said, we haven't 
got a balanced budget, we're short so alright we're going to have a faith gap. We're going to 
believe the Lord to fill that gap.  

Now you don't want millions of dollars in your faith gap. You don't want to be stupid about 
income. You want to use faith for income, wisdom with expenditure. You don't want to be 
silly about your expenditure. So we would have faith gaps and I've seen the Lord fill those 
faith gaps. 

At other times I've seen us tighten our expenditure to make the faith gap. To pull the belt in 
and go you know what, it's not working the way we want it to work, we're going to tighten 
our expenditure to make sure that we get through the year. You have to be smart about this 
as the year rolls on. 

I personally don't have a problem with having a faith gap in a budget. That's kind of doable, 
believable, like yeah this will stretch us but we believe God. Leave a bit of space there for a 
miracle. Don't tighten it down so hard that you don't give the Lord time and room to move. 

Now some accountants will probably disagree with me a bit on this but I like to leave space 
for some faith.  

Present the budget 

The stewardship team should present the budget to the pastor who has been part of the 
process as part of the stewardship team, and the board. So the board should receive 
something that's detailed and big picture that they go through.  

Then if it needs to go to members for a vote then so be it, some churches do that, some 
don't. But there needs to be an approval of the budget in that process by a board that 
ultimately has legal responsibility for the church.  

Then department leaders are informed about the what and why behind the budget 
decisions. How much they're going to get, how much they're not going to get. So as long as 
they're informed and they're kept in the process then I think that's ok. Keep them in touch 
with why you're deciding to spend less money in their area and more money in another 
area. As long as it's fair and there's a sense of equity about it, then people will live with it in 
a more healthy way as time rolls on. 

Questions around budgeting process 

Let me bounce around a couple of questions around budgeting process. 
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How much should we spend on what? 

This is a question that I often get asked and often talk about with pastors and boards - how 
much should we spend on what. Let me give you my general thoughts on it, and I've pulled 
from various resources for this as well. 

On salaries, I like to get churches in the 40%-45% range, although I've got in a document 
here 45% - 55%. I think you can get up to 55% for short seasons, as long as you have very 
minimal debt or lease costs. Preferably, I’d rather live at 45% than 55%, however you can 
have seasons where you lift it up for special projects, special events or various things in the 
stage of the church’s life or where you have no debt and no lease costs and you think we 
can afford to have more staff. 

But I think 45% is where I'd be aiming. 

15% to ministry budgets. I'm going anticlockwise around this little diagram. Your worship, 
kids, youth etc etc. 

15% - 25% on facilities. Debt repayment, lease payments, utilities. You may raise separately 
funds for debt demolishing. That's a good word isn’t it! Debt demolition fundraising - I love 
that idea! We did a big mortgage buster one year offering from our church to slice a whole 
bundle of money off our mortgage in one big hit. 

10% that you set aside to go firstly as savings into your cash reserves. Cash reserves, I'll talk 
about them in a little moment, need to be part of your whole budgeting process, your 
financial process. I talk about this in the Raise More Money roadmap as well. But also the 
cash reserves, take 10% out as much as you can to keep your cash reserves high. 

I think also once you've topped up your cash reserves through savings, you've got savings 
set aside, if your cash reserves are really healthy and you've got a good savings program for 
cash reserves have a look at what is hot in the church and pour out of that 10% into what's 
really working.  

So say your children's program is really developing, it's really going well. Take that 10% or 
part of that 10% and throw it at what's already burning, put petrol on the fire. Say your 
small groups are really exploding, you've got 70% of your church in small groups. Put some 
money into training leaders and developing small groups even bigger and better than what 
you've got. 

So that 10% savings is designed to build up cash reserves. Once your cash reserves are nicely 
comfortable, you're feeling settled and you’ve got quite a few months in the bank, think 
about giving that money into what is hot. 

How much should we give away? 
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Church leaders wrestle with this question. Should we be giving away a percentage of our 
income? Some churches do it, they believe that they should give 10% of their income away. 
I'm not a fan of that, our church used to do it way back in a previous life. 10% of our income 
went into missions and the thing I didn't like about that was it was like secret giving. Our 
church kind of didn't know, kind of knew that 10% of their giving was going to our missions 
program.  

People didn't have that heart connection because they weren't giving directly to it. So I 
stopped that and I created a separate fundraising program for our Beyond ministries that 
people could give directly to the missions programs of the church, local and global. So their 
heart would follow their money and they'd have a connection between their giving and the 
end result of their giving. 

You have to work out you own philosophy on that but I've explained what I did and what I 
prefer. 

How much cash should you have in reserve? 

I think it's important to think strongly and healthily about cash reserves. When you've got a 
cash reserve it allows you to move through seasons where the church is under pressure and 
you think things aren't too well. If big givers leave, people lose some work, lose jobs, it 
allows you to cover that seasonal variation. 

It can also help you with emergency building repairs. I remember once when the wooden 
framework of our stage got infested with white ants and they demolished the thing. We had 
to pull it down and put in a metal stage. It cost thousands of dollars which we didn't have 
budgeted. We had cash reserves and were able to do it. You take a hit in your cash reserves 
but you think ok, at least we were able to do this. 

Also if you’ve got cash reserves and you've got a ministry opportunity that pops up out of 
nowhere and you go man I'd love to get involved in that and we have cash reserves, lets dig 
into them, not all of them, and take $2,000, $5,000, $10,000, $20,000 whatever is 
appropriate for you and throw it at that opportunity because this is a unique opportunity for 
us. 

I think at the very least you should have three months cash reserves available, of your 
reoccurring expenditure in the life of the church. I think in terms of your operation, your 
salaries and your lease, three months I think should be your base and if you can get it up to 
six months then even better.  

I think when you get it under three months you're going to feel strain and pressure and 
therefore you need to trim a bit and build it up towards that three month mark. Take some 
pressure off you as well. 

There you go. How to establish a vision centred budget for your church. 
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God bless you. I hope you've enjoyed and been helped by this masterclass. 

 


