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Determining Profitability

Steve Zimmerman, CPA, MBA

 Recap of Previous Session

 Determining Profitability

 Next Session

Today’s AgendaToday’s Agenda

1

2



The Sustainability Mindset Session 3: Determining Profitability

Spectrum Nonprofit Services 2

Recap

RecapRecap

Articulate 
Intended 
Impact

Define 
Programs

Assess 
Mission 
Impact 

Determine 
Profitability

Plot & 
Analyze 
the Map

Make 
Strategic 
Decisions
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RecapRecap

Criterion 
Selected

DefinitionRequired Criteria

X
Relative to other programs, how well does this program contribute to what 
the overall organization aims accomplish?

Contribution to 
intended impact

X
Is this program something that the organization delivers in an 
exceptional manner?

Excellence in 
Execution

Criterion 
Selected

DefinitionPotential Criteria

How many people are touched or influenced by this program?Scale

How profound is the level of intervention with this program?Depth

Is there significant competition or are there similar offerings of this 
program?  Is there an adequate supply of services to meet the demand for 
them in our community?

Significant Unmet 
Need

Does this program build community around the program or the 
organization as a whole?

Community Building

Does this program benefit from and nurture important relationships and 
partnerships inside and outside the organization?

Leverage

RecapRecap

TOTAL
Significant 

Unmet Need
Community 

Building
Excellence in 

Execution
Contribution 

to Impact 

3.503434Daycare

4.004444Social Justice

3.003333New Parent Coaching

2.002222GED Support

2.503223Career Services

1.501221Facility Rental

2.251242Individual Donors

1.751132Foundations

2.001232Special Events
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Determining ProfitabilityDetermining Profitability

Articulate 
Intended 
Impact

Define 
Programs

Assess 
Mission 
Impact 

Determine 
Profitability

Plot & 
Analyze 
the Map

Make 
Strategic 
Decisions

Determining ProfitabilityDetermining Profitability

Programmatic Profitability

Revenue

Deficit

Surplus

Expenses

Profitability or
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Determining ProfitabilityDetermining Profitability

Surplus

Surplus

Surplus

Surplus

Deficit

Deficit

Deficit

Deficit

Surplus

Programmatic Profitability

Determining ProfitabilityDetermining Profitability

Understanding Your
True Program Costs
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What goes into the price?

Nonprofits need to do the same thing!

Coffee beans Water

Paper

Gas for roasting

Strategic planning 
costs

Marketing &
advertising

Accounting

Equipment

Technology
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Determining ProfitabilityDetermining Profitability

Understanding True Costs

Specific Program 
Expenses

Shared Expenses

Administrative
Expenses

Those expenses that relate directly to the program.

Those expenses split between multiple programs 
such as occupancy and technology.

Those expenses related to time spent with the board, 
finance and overall organizational structure and function.

Determining ProfitabilityDetermining Profitability

Expenses are categorized by HOW THEY FUNCTION, NOT by what 
they are. If an expense serves more than one program or activity it is 
considered a shared expense.

For example:
• Pens and paper for classrooms
• Pens in the office supply cabinet

Shared Expenses
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Determining ProfitabilityDetermining Profitability

• Board expenses and other costs 
associated with oversight and general 
management

• Legal, accounting, finance, budgeting, 
general record keeping

• Salary of Executive Director: Except 
what’s allocable to programs & 
fundraising

DOES NOT necessarily include: 

•Rent, telephone, utilities, office 
supplies, postage

•Receptionist’s salary

•All the ED’s salary

Administrative Expenses

Expenses associated with organization function and management. 

True Program Costs

Specific Program 
Expenses

Shared Expenses

Administrative
Expenses

$127,670

$23,309

$15,204

TRUE COST 
= $166,183

Determining ProfitabilityDetermining Profitability
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Determining ProfitabilityDetermining Profitability

Using the Profitability Template

Allocate 
REVENUE in 
the Financial 

Stmt. Tab

Allocate 
EXPENSES 

in the 
Financial 
Stmt. Tab

Fill in salaries 
in the 

SALARY 
PLAN

Fill in  
employees & 
their time in 

the 
STAFFING 

PLAN

Enter your 
FINANCIALS  

in the 
Financial 
Stmt. Tab

Enter in your 
PROGRAM 

NAMES

Your Organization
Basis:  Budget or Actual

Financials / 
Budget

1 2 3 4 5 6 7 8 1 2 3 Admin Shared

Total

Revenues
 Release from Restriction -$                -$          -$           -$           -$           -$           -$           -$                -$         -$                 -$          -$              -$       -$       -$           
 Corporate contributions -                  -           -            -            -            -            -            -                 -           -                   -            -               -         -         -             
 Foundation contributions -                  -           -            -            -            -            -            -                 -           -                   -            -               -         -         -             
 Government contracts -                  -           -            -            -            -            -            -                 -           -                   -            -               -         -         -             
 Individual contributions -                  -           -            -            -            -            -            -                 -           -                   -            -               -         -         -             
 Membership / Program / Events -                  -           -            -            -            -            -            -                 -           -                   -            -               -         -         -             
 Fee for Service -                  -           -            -            -            -            -            -                 -           -                   -            -               -         -         -             
 Miscellaneous -                  -           -            -            -            -            -            -                 -           -                   -            -               -         -         -             
 Interest -                  -           -            -            -            -            -            -                 -           -                   -            -               -         -         -             

Total Income -$                -$          -$           -$           -$           -$           -$           -$                -$         -$                 -$          -$              -$       -$       -$           

Expenses
Personnel Expenses
 Salaries -           -            -            -            -            -            -                 -           -                   -            -               -         -         -             
 Payroll taxes #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0!
 Health insurance #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0!
 Unemployment #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0!

Operating Expenses
 Project expense -                  -             
 Travel/Mileage expense -                  -             
 Awards & recognition -                  -             
 Credit card and bank fees -                  -             
 Depreciation expense -                  -             
 Dues / Subscription Fees -                  -             

Fund Development ActivitiesMission-Specific Activities

Determining ProfitabilityDetermining Profitability
Enter your 

FINANCIALS  
in the 

Financial 
Stmt. Tab

Enter in your 
PROGRAM 

NAMES
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Create a Staffing Plan

Employee/Position %FTE 1 2 3 4 5 6 7 8 1 2 3

Executive Director 100% 0%

Position A 100% 0%

Position B 100% 0%

Position C 100% 0%

Position D 100% 0%

Position E 100% 0%

Position F 100% 0%

Position G 50% 0%

Total: 750% 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00

Total Less Shared: 7.50       

Shared Allocation 
%: Total Time/Total 
Less Shared

0% 0% 0% 0% 0% 0% 0% 0% 0% 0% 0% 0% 0%

Mission Specific Activities Fund Development Activities

Admin Shared
Total 
time

Fill in  
employees & 
their time in 

the 
STAFFING 

PLAN

Determining ProfitabilityDetermining Profitability

Employee/Position %FTE
Advocacy

Prof. 
Develop.

STEM 
Resources

Network 
Gathering

Unrestricted 
Foundations

Membership

Executive Director 100% 15% 5% 5% 20% 15% 20% 20% 100%

Policy Coordinator 100% 80% 20% 100%

Development Coord. 100% 60% 40% 100%

STEM Coord. 50% 50% 50%

0%

Total: 350% 0.95 0.05 0.55 0.40 0.75 0.60 0.20 0.00 3.50

Total Less Shared: 3.50       

Shared Allocation 
%: Total Time/Total 
Less Shared

27% 1% 16% 11% 21% 17% 6% -100% 100%

Mission Specific Activities
Fund Development 

Activities

Admin Shared
Total 
time

Create a Staffing Plan

Fill in  
employees & 
their time in 

the 
STAFFING 

PLAN

Determining ProfitabilityDetermining Profitability
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Tie it into a Salary Plan

Employee/Position Salary
Advocacy

Prof. 
Develop.

STEM 
Resources

Network 
Gathering

Unrestricted 
Foundations

Membership
Total 

Executive Director 100,000$   $  15,000  $    5,000  $    5,000  $  20,000  $      15,000  $      20,000  $20,000  $      -   100,000$      

Policy Coordinator 80,000$    $  64,000  $         -    $         -    $  16,000  $            -    $            -    $       -    $      -   80,000$        

Development Coord. 60,000$    $         -    $         -    $         -    $         -    $      36,000  $      24,000  $       -    $      -   60,000$        

STEM Coord. 35,000$    $         -    $         -    $  35,000  $         -    $            -    $            -    $       -    $      -   35,000$        

Total Payroll 
Expense: 275,000$  79,000$     5,000$       40,000$     36,000$     51,000$         44,000$         20,000$  ‐$       275,000$        

Mission Specific Activities
Fund Development 

Activities

Admin Shared

Fill in salaries 
in the 

SALARY 
PLAN

Determining ProfitabilityDetermining Profitability

Your Organization
Basis:  Budget or Actual

Financials / 
Budget

1 2 3 4 5 6 7 8 1 2 3 Admin Shared

Total

Revenues
 Release from Restriction -$                -$          -$           -$           -$           -$           -$           -$                -$         -$                 -$          -$              -$       -$       -$           
 Corporate contributions -                  -           -            -            -            -            -            -                 -           -                   -            -               -         -         -             
 Foundation contributions -                  -           -            -            -            -            -            -                 -           -                   -            -               -         -         -             
 Government contracts -                  -           -            -            -            -            -            -                 -           -                   -            -               -         -         -             
 Individual contributions -                  -           -            -            -            -            -            -                 -           -                   -            -               -         -         -             
 Membership / Program / Events -                  -           -            -            -            -            -            -                 -           -                   -            -               -         -         -             
 Fee for Service -                  -           -            -            -            -            -            -                 -           -                   -            -               -         -         -             
 Miscellaneous -                  -           -            -            -            -            -            -                 -           -                   -            -               -         -         -             
 Interest -                  -           -            -            -            -            -            -                 -           -                   -            -               -         -         -             

Total Income -$                -$          -$           -$           -$           -$           -$           -$                -$         -$                 -$          -$              -$       -$       -$           

Expenses
Personnel Expenses
 Salaries -           -            -            -            -            -            -                 -           -                   -            -               -         -         -             
 Payroll taxes #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0!
 Health insurance #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0!
 Unemployment #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0! #DIV/0!

Operating Expenses
 Project expense -                  -             
 Travel/Mileage expense -                  -             
 Awards & recognition -                  -             
 Credit card and bank fees -                  -             
 Depreciation expense -                  -             
 Dues / Subscription Fees -                  -             

Fund Development ActivitiesMission-Specific Activities

Determining ProfitabilityDetermining Profitability
Allocate 

REVENUE
in the 

Financial 
Stmt. Tab

Allocate 
EXPENSES 

in the 
Financial 
Stmt. Tab
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Financials / 
Budget

Therapy 
Case Mgt.

Internship 
Program

Family 
Caregiver 
Support

Outreach/
Marketing
Program

Gen. 
Marketing & 
Engagement

Individual 
Giving

Grants Event Special Event Corporate Admin Shared

Total
Expenses
Personnel Expenses
 Salaries 411,890           197,614       39,140       5,932         14,036         18,111          49,107       2,746          20,793     20,211              1,614        24,332   18,252   411,890      
 Payroll taxes 32,614             15,647        3,099         470            1,111           1,434           3,888         217             1,646       1,600                128           1,927     1,445     32,614        
 Health insurance 24,228             11,624        2,302         349            826              1,065           2,889         162             1,223       1,189                95             1,431     1,074     24,228        
IRA Match 9,357              4,489          889            135            319              411              1,116         62               472          459                  37             553        415        9,357          
Payroll & Benefits Fees 2,819              1,352          268            41             96                124              336            19               142          138                  11             167        125        2,819          
Dental Insurance 1,984              952             189            29             68                87                237            13               100          97                    8              117        88          1,984          

Operating Expenses
Contract Services 10,050             10,050        10,050        
Equipment 4,630              4,630     4,630          
General Operating/Admin 22,269             1,000          85                217            11               106          101                  11             11,141   9,598     22,269        
Marketing and Advertising 5,730              5,230           500        5,730          
Occupancy 38,797             38,797   38,797        
Office Expenses 12,850             12,850   12,850        
Professional Development 3,785              3,785     3,785          
Travel & Meetings 2,700              2,700     2,700          

Total Expenses 583,703$         242,729       45,887       6,955         16,455         26,548          57,790       3,230          24,483     23,796              1,903        39,668   94,258   583,703      

Shared Allocation % 0 51% 10% 1% 3% 5% 12% 1% 6% 6% 1% 5% -100%
Shared Allocation 0 47,691        9,813         1,298         2,747           4,370           11,236       624             5,493       5,368                499           5,119     (94,258)  -             
Direct & Shared Expenses 290,420       55,700       8,253         19,202         30,918          69,026       3,854          29,977     29,164              2,402        44,786   -         583,703      

Administration Allocation % 0 54% 10% 2% 4% 6% 13% 1% 6% 5% 0% -100%
Administration Allocation 0 24,135        4,629         686            1,596           2,569           5,736         320             2,491       2,424                200           (44,786)  -             

Fully Allocated Expenses 583,703$         314,556       60,329       8,939         20,798         33,487          74,762       4,175          32,468     31,588              2,602        -         -         583,703      

Net Income / Subsidy 3,500$             (213,900)$    (50,129)$    (6,058)$      (20,798)$       (33,487)$       186,218$    27,915$       27,512$    64,258$            21,968$     -$       -$       3,500$        

Mission-Specific Activities Fund Development Activities

Determining ProfitabilityDetermining Profitability

Programmatic Profitability

Revenue

Deficit

Surplus

Expenses

Profitability or
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Using the Profitability Template

Allocate 
REVENUE in 
the Financial 

Stmt. Tab

Allocate 
EXPENSES 

in the 
Financial 
Stmt. Tab

Fill in salaries 
in the 

SALARY 
PLAN

Fill in  
employees & 
their time in 

the 
STAFFING 

PLAN

Enter your 
FINANCIALS  

in the 
Financial 
Stmt. Tab

Enter in your 
PROGRAM 

NAMES

Determining ProfitabilityDetermining Profitability

Determining ProfitabilityDetermining Profitability

Allocating Revenue

• Does this activity generate the 
revenue?

• Would we still receive this revenue if 
an activity went away?

25
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• Government contracts
• Restricted foundation grants

• Fee for service money

Unrestricted Revenue

• Unrestricted contributions by 
individuals or foundations

• Special events

Allocating Revenue

Determining ProfitabilityDetermining Profitability

Specific Revenue

Financials / 
Budget

Therapy 
Case Mgt.

Internship 
Program

Family 
Caregiver 
Support

Outreach/
Marketing
Program

Gen. 
Marketing & 
Engagement

Individual 
Giving

Grants Event Special Event Corporate Admin Shared

Total

Revenues
-$                -              -$           -$           -$             -$             -$           -$            -$         -$                 -$          -$       -$       -$           

 Corporate contributions 14,500             -              -            -            -               -               -            -              -           -                   14,500      -         -         14,500        
 Membership 103,437           100,556       2,881         -               -               -            -              -           -                   -            -         -         103,437      
 Grants 32,000             -              -            -            -               -               -            32,000        -           -                   -            -         -         32,000        
 Individual contributions 256,020           -              -            -            -               -               256,020     -              -           -                   -            -         -         256,020      
 Events 165,546           -              -            -            -               -               -            -              59,900     95,646              10,000      -         -         165,546      
 Fee for Service 10,300             100             10,200       -            -               -               -            -              -           -                   -            -         -         10,300        
 Endownment Release 4,400              -              -            -            -               -               4,400         -              -           -                   -            -         4,400          
 Interest 1,000              -              -            -            -               -               560            90               80            200                  70             -         1,000          

Total Income 587,203$         100,656$     10,200$     2,881$       -$             -$             260,980$    32,090$       59,980$    95,846$            24,570$     -$       -$       587,203$    

Fully Allocated Expenses 583,703$         314,556       60,329       8,939         20,798         33,487          74,762       4,175          32,468     31,588              2,602        -         -         583,703      

Net Income / Subsidy 3,500$             (213,900)$    (50,129)$    (6,058)$      (20,798)$       (33,487)$       186,218$    27,915$       27,512$    64,258$            21,968$     -$       -$       3,500$        

Mission-Specific Activities Fund Development Activities

Determining ProfitabilityDetermining Profitability
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Net Income / Subsidy 3,500$             (213,900)$    (50,129)$    (6,058)$      (20,798)$       (33,487)$       186,218$    27,915$       27,512$    64,258$            21,968$     -$       -$       3,500$        

Financials / 
Budget

Therapy 
Case Mgt.

Internship 
Program

Family 
Caregiver 
Support

Outreach/
Marketing
Program

Gen. 
Marketing & 
Engagement

Individual 
Giving

Grants Event Special Event Corporate Admin Shared

Total

Mission-Specific Activities Fund Development Activities
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Using the Profitability Template

Allocate 
REVENUE in 
the Financial 

Stmt. Tab

Allocate 
EXPENSES 

in the 
Financial 
Stmt. Tab

Fill in salaries 
in the 

SALARY 
PLAN

Fill in  
employees & 
their time in 

the 
STAFFING 

PLAN

Enter your 
FINANCIALS  

in the 
Financial 
Stmt. Tab

Enter in your 
PROGRAM 

NAMES

Determining ProfitabilityDetermining Profitability

Allocate 
REVENUE in 
the Financial 

Stmt. Tab

Allocate 
EXPENSES in 
the Financial 

Stmt. Tab

Fill in salaries 
in the 

SALARY 
PLAN

Fill in  
employees & 
their time in 

the 
STAFFING 

PLAN

WhenWho

Staffing Plan

Salary Plan

Allocate Expenses

Allocate Revenue

October 31stComplete Template

Determining ProfitabilityDetermining Profitability
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Next Steps

Coming UpComing Up

Articulate 
Intended 
Impact

Define 
Programs

Assess 
Mission 
Impact 

Determine 
Profitability

Plot & 
Analyze 
the Map

Make 
Strategic 
Decisions
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Cohort TimelineCohort Timeline

TitleDate

The Matrix Map ProcessSeptember 19
th

Mission Impact AssessmentOctober 3
rd

Determining ProfitabilityOctober 17
th

Plotting Your Matrix MapOctober 31
st

Strategic Imperatives of the Matrix MapNovember 14
th

One-On-One Coaching
November 1

st
through 

December 1
st

HomeworkHomework  Review and complete the profitability 

template that you started today in 

preparation for our October 31st session

 A recording of this webinar will be available 

later this week and can be found at

– https://spectrumnonprofit.com/t-rowe-price-foundation-the-

sustainability-mindset/
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Steve Zimmerman 
stevez@spectrumnonprofit.com

Alexander Porte
aporte@spectrumnonprofit.com
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