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A Letter to the Leade

Carrying the Numbers Alone

A Letter to the Leader Who Inherited the Budget

You did not go to business school. You went into nonprofit work because you believed in a
mission — education, health, housing, justice, the arts, the environment. Somewhere along the
way, someone handed you a budget and said: this is yours now.

| have coached nonprofit leaders for sixteen years. The pattern repeats: a talented program
director becomes an executive director and discovers that the hardest part of the job is not the
programs. It is the money. Not because the math is complicated — a nonprofit budget is not
advanced calculus. But because the stakes feel paralyzing. Every dollar you allocate is a
decision about who gets served and who does not. Every budget line you cut is a program
someone depends on. And you are making these decisions, often alone, without a finance
background, without a CFO, and without anyone you can be honest with about how uncertain
you feel.

More than one in three nonprofits ended 2024 in deficit — the highest rate in a decade. Over half
have three months or fewer of cash on hand. If those numbers describe your organization, you
already know that nonprofit financial management is not an abstract topic. It is the thing
keeping you up at night.

This guide is not an accounting manual. You can find those at the National Council of
Nonprofits, from any CPA firm, or in a dozen free online courses. This guide addresses the gap
those resources leave open: the human side of financial management. What it takes inside the
leader to read the financial story, make hard decisions with incomplete data, communicate
financial reality to a board without flinching, and build resilience when the funding ground keeps
shifting.

These are leadership capacities, not bookkeeping skills. And they are exactly what coaching
develops.



If you recognized yourself in the paragraph above — the capable leader carrying financial weight
you never trained for — this guide is for you.

Cherie Silas, MCC, CEC
Executive Director, Center for Nonprofit Coaching

Disclaimer: This guide does not constitute legal, financial, or accounting advice. It addresses the
leadership dimensions of financial management. For specific financial, tax, or compliance
questions, consult a qualified CPA or attorney.



CHAPTER 1

The Financial

Confiden€e Gap

You were the best program director in the building. Or the development officer who always
exceeded targets. Or the clinician everyone relied on. Nobody promoted you because of your
accounting skills. And yet here you are, responsible for a six- or seven-figure budget, a payroll
that hits every two weeks whether the grants have arrived or not, and a board that expects you
to present the financials with authority.

One-third of the leaders who apply for coaching at the Center for Nonprofit Coaching are new to

their executive role. Most came from program delivery, not finance. They inherit budgets they did
not create, funding structures they do not fully understand, and board expectations they are not

sure how to meet.

“I don't have a background in finance or management, and I'm trying to learn as | go, but
it's overwhelming. Our tiny budget has meant that I've worn all the hats, often without
compensation.” — From a coaching application: a founder at a small nonprofit

That word — overwhelming — appears again and again. Not because nonprofit financial
management is impossibly complex. But because the gap between what you know and what
you are responsible for creates a specific kind of anxiety that distorts your leadership.

The Landscape Right Now

The financial environment facing nonprofit leaders in 2025 is the most volatile in a decade:
*+ 36% of nonprofits ended 2024 with an operating deficit — the highest rate in ten years of
tracking by the Nonprofit Finance Fund (NFF 2025, n=2,206)

*+ 52% have three months or fewer of cash on hand. Nearly one in five has less than a single
month (NFF 2025)



+ 85% expect service demand to increase while funding contracts (NFF 2025)

The Nonprofit Financial Crisis (NFF 2025)

36% ended 2024 with operatin@z ISR IRCES

52% have <3 months cash on hand
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19% have <1

Source: Nonprofit Finance Fund, 2025 State of the Sector (n=2,206)

+ 86% report inflation-driven cost increases affecting their organizations and the people they
serve (NFF 2025)

+ Only 41% can pay all full-time staff a living wage. For organizations under $250K, that
number drops to 28% (NFF 2025)

These are not abstract statistics. They describe the daily reality of the leader who downloads a
guide called Mastering Nonprofit Finances — the leader who is holding it together, often
improvising, and quietly worried they are the only one who does not know what they are doing.

They are not the only one. The data says the entire sector is navigating the same financial

pressure.

What the Confidence Gap Actually Looks Like

Financial anxiety in nonprofit leaders rarely looks like panic. It looks like avoidance:

The board meeting you did not prepare for. You presented the financials from the template your
bookkeeper prepared, hoping nobody would ask a follow-up question. Someone did. You
answered with enough confidence to get through the moment, but you were not sure the answer
was right. Afterward, you did not check.



The budget conversation you keep postponing. You know the organization needs to rethink its
revenue model. You know two programs are operating at a loss. You know the board needs to
hear this. But you are not confident enough in the numbers to start that conversation, so you
wait for “better data” that never materializes.

The grant you accepted against your judgment. The restricted funding would distort your
program priorities, but the unrestricted revenue was too thin to say no. You took the money. Six
months later, you are managing the compliance burden of a grant that does not align with your
strategic direction, and your staff is stretched across commitments that pulled the organization
off course.

These are not failures of intelligence. They are failures of confidence — and confidence is a
capacity that develops with the right support.

The Financial Confidence Spectrum

Where do you fall?

Avoidant. You delegate all financial decisions to a bookkeeper or board treasurer. You dread the
finance portion of board meetings. You are not sure whether the organization is financially
healthy right now, and you would not know how to find out without asking someone.

Reactive. You manage finances in crisis mode. When cash gets tight, you scramble. You can
read the financial reports your bookkeeper prepares, but you do not use them proactively.
Financial decisions happen when they can no longer be avoided.

Informed. You understand your organization’s financial position. You can explain it to a new
board member in under three minutes. You make budget decisions based on data, not instinct.
You initiate financial conversations rather than waiting for someone to raise them.

Strategic. You use financial data to drive organizational direction. You anticipate funding shifts
before they hit. You build reserves intentionally, diversify revenue proactively, and treat the
budget as a leadership tool rather than an administrative obligation.

Fluent. You think financially as naturally as you think programmatically. Financial narrative is
woven into every stakeholder conversation. The budget tells the story of your mission, and you
tell that story with the same confidence you bring to program outcomes.



The Financial Confidence Spectrum
Most nonprofit EDs operate at Stage 1-2. Coaching moves you toward Stage 4-5.
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Most nonprofit leaders who seek coaching fall somewhere between Avoidant and Reactive. The
goal is not to become a CFO. It is to move toward Informed and Strategic — to develop the
capacity to own your organization’s financial story.

The Distinction That Matters

There is a critical difference between needing an accountant and needing leadership
development.

An accountant teaches you how to read a balance sheet. A financial consultant builds you a
cash flow model. A CPA prepares your 990. These are important services, and none of them is
what this guide is about.

This guide is about the leader who can read the balance sheet but does not trust their
interpretation. The leader who has a cash flow model but avoids looking at it. The leader who
files the 990 on time but could not explain to a board member why the numbers look the way
they do.

The gap is not knowledge. The gap is the confidence to act on what you know — and the
courage to ask for help with what you do not.

“She challenged me to examine my beliefs, thoughts, and habits in ways that led to real
growth.” — An executive at a public health nonprofit



Beliefs about money. Habits of avoidance. Thoughts about what you are and are not qualified to
decide. These are the internal barriers that keep leaders stuck at the Avoidant or Reactive end of
the spectrum — and they respond to structured support in ways that no spreadsheet template

addresses.

Reflection Exercise: The Financial Confidence Audit
Rate yourself 1 to 5 on each statement (1 = strongly disagree, 5 = strongly agree):

1. | can explain my organization’s financial position to a new board member in under three

minutes.
2. I know, within $§10,000, our cash reserves right now.
3. I can name our three largest revenue sources and their renewal dates.

4. | initiated our most recent budget conversation rather than waiting for someone else to

raise it.

5. When a financial surprise hits, my first response is to assess the situation rather than panic.

Total your score. Below 15? You are not alone. The chapters that follow address each of these
capacities — not with accounting instruction, but with the leadership development that moves

you from anxiety to agency.

For a broader exploration of leadership confidence, resilience under pressure, and managing the emotional demands
of the executive role, see our companion guide: Purpose-Driven Leadership (free at cnpc.coach/purpose-driven-

leadership-guide/).



CHAPTER 2

Reading the F inﬁ'f al tory

Your Numbers Are Telling

Your financial reports are not just columns of numbers. They are a narrative about your
organization’s health, direction, and risk. The leader who can read that narrative makes
fundamentally different decisions than the leader who sees only figures on a page.

The problem is that most nonprofit financial reports are designed for compliance, not for
leadership. Your bookkeeper produces a Statement of Financial Position and a Statement of
Activities because the IRS requires them. The format is standardized for auditors, not for the
executive director who needs to answer a more urgent question: Where is this organization
actually headed?

The Four Questions

Every nonprofit financial report — no matter how it is formatted — answers four questions. If you
can answer these from your most recent reports, you are reading the story. If you cannot, the
reports are not failing you. The framing is.

Question 1: Are we solvent? Do our assets exceed our liabilities? Can we meet our obligations?
This is the balance sheet question, and it is the one most leaders feel comfortable with. If the
answer is yes, good. If the answer is trending toward no, you need to know how fast.

Question 2: Are we liquid? Solvency and liquidity are not the same thing. A nonprofit can be
solvent on paper — total assets exceed total liabilities — and still miss payroll next month
because the cash is locked in a multi-year grant that has not disbursed. Over half of nonprofits
have three months or fewer of cash on hand (NFF 2025). The solvency number may look fine.
The liquidity number is the one that wakes you up at 2 a.m.



Question 3: Are we diversified? Where is your money coming from? If one funder accounts for
more than 25% of your revenue, you do not have a funding strategy. You have a dependency.
One in three nonprofits experienced government funding disruptions in early 2025 (Urban
Institute, n=2,737). Among those hit, government grants represented 42% of their total revenue.
The disruption was not inconvenient. For many, it was existential.

Question 4: Are we investing in ourselves? This is the question most nonprofit leaders skip —
and it is the one that determines whether your organization is building capacity or slowly
consuming itself. What percentage of your budget goes to infrastructure, technology, staff
development, and reserves? If the answer is “as little as possible,” you may be caught in what
researchers call the nonprofit starvation cycle.

The Four Questions
Before every board meeting, budget cycle, or major decision

c Are we solvent? a Are we liquid?
Assets > Liabilities Cash available for operations

in ourselves?
Infrastructure, training, reserves

a Are we diversified? ° Are we investing
No single source >25%

The Starvation Cycle

In 2009, researchers Ann Goggins Gregory and Don Howard documented a pattern in Stanford
Social Innovation Review that every nonprofit leader recognizes even if they have never read the
paper. Funders expect low overhead. Nonprofits feel pressure to underreport their true
administrative costs. The gap between what infrastructure actually costs and what
organizations report creates a chronic underfunding of the operational backbone — the
technology, the training, the systems, the people — that programs depend on to function.
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The Urban Institute’s Nonprofit Overhead Cost Study, analyzing over 220,000 IRS 990s and 1,500
in-depth organizational surveys, found the consequences: “nonfunctioning computers, staff
members who lacked the training needed for their positions, and furniture so old it couldn’t be
moved.”

Two-thirds of funders provide inadequate coverage of grantees’ administration costs
(Humentum, 2022). The math is straightforward: when funders will not pay for infrastructure,
and nonprofits will not invest their unrestricted revenue in it, the organization runs on deferred
maintenance. And deferred maintenance eventually breaks something that cannot be deferred.

The Starvation Cycle

Funders expect
low overhead

Infrastructure collapse:
outdated tech,
undertrained staff

Nonprofits underreport
admin costs

Gap creates chronic
underfunding

Source: Gregory & Howard, Stanford Social Innovation Review, 2009

“I feel stuck in the cycle of not enough resources to get the funding we need, and not
enough funding to get the resources we need.” — From a coaching application: an
executive director at a small health nonprofit

That sentence is the starvation cycle in a single breath. The leader sees the trap. They cannot
see the exit — because finding the exit requires stepping back from operations long enough to
think strategically about the problem. And the starvation cycle consumes all available time in
operations.
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What Happens When a Leader Has a Thinking Partner

Without a thinking partner: Your largest funder — 30% of annual revenue — notifies you
in June that they will not renew the grant. Panic sets in. You cut the first programs that
come to mind, freeze the one new hire you desperately need, and draft an emergency
appeal to your donor list. The language conveys desperation rather than confidence.
The board asks what happened at the next meeting; you present a crisis narrative. Three
staff members start looking for other jobs because they can feel the instability.

With a thinking partner: Before reacting, you spend 60 minutes with your coach. She
asks: “What percentage of your budget does this grant represent? What would happen if
you treated this as a reallocation problem rather than a crisis?” You realize the grant is
30% of revenue but only funds 15% of programs — the rest was subsidizing general
operations. The coach asks: “What would a six-month bridge plan look like that protects
the three programs closest to your mission?” Over two sessions, you develop a phased
response: immediate cost containment (not panic cuts), a targeted fundraising push to
two foundations you have been meaning to approach, and a board presentation that
frames this as a strategic pivot rather than a failure. The board leaves the meeting with

a plan, not a crisis.

“| appreciated the objective exploration of situations and scenarios, free of bias and
judgment.” — A professional in the climate and energy sector, describing their coaching

experience

Moving From Numbers to Narrative

The shift from reading financial reports to reading the financial story requires one change:

asking “what does this mean for our mission?” after every number.

Revenue is up 8% this year. What does that mean? If the growth came from a single large grant
with heavy restrictions, it means less flexibility, not more. If it came from a 15% increase in
individual donors, it means your base is growing and your risk is decreasing.
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Program expenses rose 12% while administrative costs held flat. What does that mean? It might
mean efficiency. It might mean you are underfunding the infrastructure that programs depend
on, and the gap will show up next year as turnover, technology failures, or reporting errors.

Your cash position at year-end looks strong. What does that mean? If half of it is restricted
funding that cannot be spent on operations, it means your unrestricted cash — the money you
can actually use to run the organization — may be dangerously thin.

A coach does not interpret your financials for you. A coach asks the questions that change how
you read them.

“His style to listen and ask me guiding questions for deeper thought and awareness of
my goals.” — An executive at a human services organization

Those guiding questions, applied to financial reports, are the difference between a leader who
manages money and a leader who leads with financial clarity.

Reflection Exercise: The Four Questions Applied

Pull your most recent financial statements. If you do not have them handy, request them from
your bookkeeper before you read the next chapter. Answer each question:

1. Solvency: Do your total assets exceed your total liabilities? By how much? Is that margin
growing or shrinking year over year?

2. Liquidity: How many months of cash do you have on hand right now? (Not total assets —
actual cash and cash equivalents.) Is that number above or below three months?

3. Diversification: What percentage of your revenue comes from your single largest source? If
it is above 25%, what would happen if that source disappeared in six months?

4. Self-investment: What percentage of your budget goes to infrastructure, professional
development, technology, and reserves? If you cannot answer this, that is itself an answer.

If the exercise made you uncomfortable, notice that. The discomfort is information. It tells you
where your financial confidence has room to grow.
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For strategic frameworks that connect your financial plan to organizational direction — including how to make
resource allocation decisions when every option has a cost — see our companion guide: Nonprofit Strategy Mastery
(free at cnpc.coach/your-guide-to-nonprofit-strategy/).
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CHAPTER 3

The Cash Flow Problem

Nobody Warns You About

A nonprofit can be healthy on paper and still miss payroll.

This is the financial reality that blindsides more leaders than any other: the timing mismatch
between when money arrives and when bills are due. Your Statement of Activities says you
received a $200,000 grant. What it does not say is that the grant will disburse in quarterly
installments, the first one arrives in 90 days, and your rent, payroll, and insurance are due every
month. The accounting is correct. The cash is not there.

Revenue recognized when grants are awarded — not when funds arrive — creates illusions of
solvency that collapse when you check the bank account. Multi-year grants create complex
timing mismatches that most leaders without finance training do not anticipate. And restricted
funds that look like assets on the balance sheet cannot be spent on the electricity bill.

The Numbers Behind the Problem

*+ 52% of nonprofits have three months or fewer of cash on hand. Nearly one in five has less
than a single month (NFF 2025, n=2,206)

+ Among organizations that have tracked their cash position over time, those with six or more
months of reserves dropped from 36% to 26% between 2022 and 2025 (NFF 2025,
longitudinal subset)
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Cash Reserve Reality

Percentage of nonprofits by months of cash reserves

19% 33% 22% 26%

<1 month 1-3 months 3-6 months 6+ months

. <1 month . 1-3 months . 3-6 months . 6+ months

Source: Nonprofit Finance Fund, 2025 State of the Sector

+ 84% of nonprofits with government funding expect cuts as a consequence of the 2024
election results (NFF 2025)

« In early 2025, the federal government terminated approximately $400 million in AmeriCorps
grants and froze payment systems without warning

+ One in three nonprofits experienced federal, state, or local government funding disruptions
in the first half of 2025 (Urban Institute, n=2,737)

That last statistic deserves a second read. Not one in three government-funded nonprofits. One
in three nonprofits, period. For the organizations that depend on government grants for a
significant share of their revenue, the disruption was existential: those that were hit reported
that government funding represented 42% of their total revenue on average (Urban Institute
2025). Twenty-nine percent of disrupted organizations had already cut staff.

This is not a hypothetical. This is the financial environment you are managing right now.

Why Cash Flow Feels Different from Other Financial Challenges

Budget deficits are painful but legible. You can see them on a report. You can explain them to a
board. You can plan around them.

Cash flow crises are different. They arrive without narrative. The budget says one thing. The
bank account says another. The gap between the two creates a specific kind of leadership
anxiety that is hard to describe to anyone who has not experienced it: the knowledge that you
are technically solvent but operationally vulnerable, and the uncertainty about whether this
month’s obligations will be met.
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“My best attributes as a leader are putting out fires and calming storms. | now realize
that | am not naturally built to manage a team through mundane, day-to-day tasks.
Leadership can be very lonely.” — From a coaching application: an executive director at

a large human services organization

The loneliness that leader describes is sharpened by financial pressure. You cannot tell your
staff that payroll might be late. You cannot tell your board you are worried without sounding
alarmist. You cannot tell your funders that their payment schedule is creating operational strain
without seeming ungrateful. So you carry the cash flow pressure alone, making decisions under
stress that would benefit from another perspective.

The 90-Day Cash Visibility Window

Cash flow management does not require complex financial modeling. It requires four practices:

1. Know your number. At any given moment, you should know two things: how much
unrestricted cash you have, and how many weeks of operations that covers. Not your total bank
balance — that includes restricted funds you cannot spend on operations. Your unrestricted,
available cash. If you do not know this number right now, find it before you read the next section.

2. Set your floor. What is the minimum cash balance below which your organization faces
operational risk? For most nonprofits, the floor is one month of operating expenses. Below that,
you are one delayed grant disbursement away from a crisis. The industry benchmark is three to
six months of operating reserves (National Council of Nonprofits), but the immediate priority is
knowing your floor — the line that triggers action.

3. Build the early warning. Look 90 days forward. What revenue is expected? What is confirmed
versus probable? What are the fixed costs that will hit regardless? A simple spreadsheet with
three columns — Week, Expected In, Expected Out — projected 12 weeks ahead gives you more
operational control than any annual budget. Update it every Monday. It takes ten minutes.

4. Normalize the conversation. Cash flow should be a standing item in your internal leadership
conversations, not a topic that only surfaces when something goes wrong. When you and your
team talk about cash position regularly, it stops being a crisis indicator and becomes an
operational metric — like attendance numbers or program completion rates. Regular
conversation removes the stigma and creates shared ownership.
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The 90-Day Cash Visibility Window is not a sophisticated financial tool. It is a habit. And habits
develop through practice, accountability, and support — which is why leaders who work with a
coach on financial discipline tend to sustain it longer than leaders who adopt the practice alone.

“| appreciated the objective exploration of situations and scenarios, free of bias and
judgment.” — A professional in the climate and energy sector

That “free of bias and judgment” matters in a cash flow conversation. The leader who is honest
about their cash position — in a space where honesty carries no political consequence — makes
better decisions than the leader who manages the narrative instead of managing the cash.

The Restricted Funding Trap

Restricted funding is a gift and a constraint. A $500,000 program grant looks like organizational
strength. In practice, it is $500,000 that cannot pay for the accountant, the IT system, the office
lease, or the executive director’s salary — unless those costs are explicitly allocated in the grant
budget. And many funders negotiate those allocations down.

Two-thirds of funders provide inadequate coverage of grantees’ administration costs
(Humentum, 2022). The result: organizations with large restricted grants often face the paradox
of appearing well-funded while their operational infrastructure — the unrestricted core that
keeps everything running — is starved.

If your organization carries significant restricted funding, the cash flow question becomes: what
is the unrestricted cash position? That is the number that determines whether the lights stay on
when a grant disbursement arrives two weeks late.

Reflection Exercise: Cash Reality Check

Answer these four questions from memory. Do not look anything up. The accuracy of your
answers — or the difficulty of producing them — tells you something about your cash flow
visibility:

1. What is your current unrestricted cash balance?
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2. How many weeks of operations does that cover?
3. What is your biggest incoming disbursement in the next 90 days, and when does it arrive?

4. What happens to your cash position if that disbursement is delayed by 30 days?

If you answered all four with confidence, you are ahead of most nonprofit leaders. If you could
not answer the first one, start there. Everything else follows from knowing the number.

For technology strategies that can streamline financial tracking and reporting — including how to move beyond
spreadsheets without breaking the budget — see our companion guide: Mastering Digital Transformation (free at

cnpc.coach/nonprofit-digital-transformation-guide/).
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CHAPTER 4

Talking About Money

The most dangerous financial skill gap is not budgeting. It is communication.

The leader who cannot translate financial data into a compelling narrative for the board loses
governance support. The leader who cannot articulate need to funders without sounding
desperate loses funding. The leader who cannot have honest financial conversations with their
team creates an information vacuum that staff fill with anxiety and rumors.

Financial communication bridges the gap between knowing your numbers and leading through
financial reality. And it is the financial leadership skill most nonprofit executives avoid
developing — because the conversations feel risky, the stakes feel personal, and the preparation
feels overwhelming.

Three Financial Conversations

Every nonprofit leader has three financial audiences. Each requires a fundamentally different
communication approach.

Three Financial Audiences

Same data, different story for each audience

Narrative format, Frame with confidence. Context without crisis.
invite engagement. True-cost transparency, Explain constraints
10-min: Where are we? not overhead apology. behind decisions.
Where headed? What Show investment logic, People support what
do | need from you? not just line items. they understand.
. J \\ J L J
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Conversation 1: The Board

Seventy-six percent of nonprofit CEOs say their board does not spend enough time on
fundraising (BoardSource, Leading with Intent 2023). That statistic is a proxy for a deeper
problem: many boards do not engage substantively with the organization’s financial reality
because the way financial information is presented does not invite engagement.

A 20-page financial packet distributed the night before a board meeting is not financial
communication. It is a compliance exercise. The board members who read it come prepared.
The ones who did not — and there are always several — sit through the finance committee
report nodding at numbers they have not absorbed. Nobody asks the hard question because
nobody wants to look unprepared.

The alternative: a 10-minute financial narrative that answers three questions the board actually
needs answered. Where are we right now? (One number: months of cash on hand.) Where are
we headed? (One trend: revenue trajectory versus expense trajectory.) What do | need from you?
(One ask: a decision, an introduction, a fundraising commitment.)

When financial information is presented as narrative rather than spreadsheet, board
engagement changes. The conversation shifts from reviewing numbers to discussing direction.

“Our organization has experienced incredible growth over the past 5 years. We've
quickly outgrown our ED’s entrepreneurial skills, and we want to continue to empower
his growth as a leader that can guide the organization through a maturation phase.” —
From a coaching application: a board chair at a medium-sized social enterprise

That board chair is describing, indirectly, a financial communication gap. The ED built the
organization through entrepreneurial skill — personal fundraising, scrappy budgeting, doing
everything. But at scale, the board needs a different kind of financial relationship: one where the
ED presents financial strategy, not just financial reports. The shift from reporting to leading is a
communication skill, and it requires practice in a safe environment before it happens in a
boardroom.

Conversation 2: Funders
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The starvation cycle persists partly because nonprofit leaders underreport their true costs to
funders. Not because they intend to deceive, but because the alternative — telling a funder that
their grant does not cover the administrative overhead required to deliver the program — feels
like complaining. Or like admitting you cannot manage. Or like risking the relationship.

Only 5% of the 1.8 million IRS-registered nonprofits have earned a Candid Seal of Transparency.
The sector as a whole struggles with financial disclosure, and the struggle begins with individual
leaders who do not feel confident enough to be fully transparent.

The communication skill that changes this is framing. Not “your grant does not cover our
overhead.” Instead: “For every dollar of program service, our infrastructure costs are X. Funding
the program at the proposed level means the organization absorbs SY in unreimbursed
administrative costs. Here is how we propose to address that gap.”

That reframe requires financial literacy, which the leader already has or can develop. But it also
requires confidence — the belief that you have the standing to have this conversation, and that
the relationship is strong enough to handle honesty. That confidence rarely develops in

isolation.

Conversation 3: Your Team

Staff know when the organization is in financial trouble. They read the body language. They
notice the hiring freeze. They hear the conversations that stop when they walk into the room. In
the absence of transparent financial communication from leadership, they fill the gap with

worst-case assumptions.

Sixty-seven percent of nonprofit employees said they were looking for new jobs or would be
within a year (Candid, 2024). The top reasons: too much work with too little support, limited
growth opportunities, and inadequate pay. Financial communication with staff does not mean
sharing the bank balance in an all-hands meeting. It means providing enough context that your
team understands the financial constraints driving the decisions that affect their work, their
compensation, and their future.

When staff understand why the hiring freeze is in place — and that leadership has a plan to
address it — they make different decisions about whether to stay. Silence costs more than
transparency.
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What Happens When a Leader Has a Thinking Partner

Without a thinking partner: Your organization has operated without a reserve fund for
three years. You know you should raise this with the board, but you feel underprepared.
You are not sure how to explain why reserves matter in a way that does not sound like
you are asking for a raise or admitting you cannot manage the budget. The finance
committee chair is an accountant who asks pointed questions you cannot always
answer. You add “discuss reserves” to the next board agenda, then remove it when you
run out of time to prepare. This cycle repeats quarterly.

With a thinking partner: Your coach asks: “What specifically are you afraid will happen if
you bring up reserves at the next board meeting?” You name it: looking incompetent,
being questioned about where the money has been going, having the board second-
guess your management. The coach asks: “If the board chair asked those exact
questions, what would your honest answers be?” You realize your answers are actually
strong — you have been operating lean by design to maximize program spending, and
reserves are the next stage of financial maturity, not a correction of a mistake. The
coach helps you prepare a 10-minute presentation that frames reserves as a sign of
growth, not a confession of weakness. You present at the next meeting. The finance
committee chair says it is the clearest financial presentation you have given.

“Expert at helping me recognize and realize my own strengths and insights, helping me
gain confidence in my role and my decisions.” — A nonprofit professional, describing
their coaching experience

Why Financial Communication Is a Confidence Problem

Every financial conversation a nonprofit leader avoids has a cost. The board meeting where
reserves were not discussed means another quarter without a reserve policy. The funder
conversation where overhead was not addressed means another year of absorbing
unreimbursed costs. The staff conversation where financial context was not shared means
another departure that could have been prevented.

23



The pattern behind all three: the leader knows what needs to be said and does not feel confident
enough to say it.

Fifteen percent of CNPC coaching applicants cite board relations as a primary coaching need.
When you read their applications, the underlying theme is almost always communication —
specifically, the confidence to have direct conversations with governance bodies about
organizational direction, including finances.

Coaching develops this capacity not by teaching presentation skills but by helping the leader
surface and examine the beliefs that block honest communication. The belief that financial
transparency makes you look weak. The belief that the board will judge you. The belief that
funders will walk away if you ask for what the program actually costs. These beliefs are
testable. Most of them, when examined, turn out to be less true than they feel.

Reflection Exercise: The Financial Conversation Audit

Think about your most recent interaction with each of these audiences. Be honest:

1. Board: When was the last time you told your board something financially difficult — not a
surprise, but a proactive disclosure? What stopped you from doing it sooner?

2. Funders: When was the last time you told a funder that their grant terms created
operational strain? If never, what would need to change for you to have that conversation?

3. Team: Does your staff know the organization’s financial position well enough to understand
the decisions that affect their work? If not, what are you protecting them from — and is that
protection actually helping?

If the word “confidence” appeared in any of your answers, the gap is not information. It is
leadership capacity. The next two chapters address the resilience and strategic focus required
to sustain financial leadership — including the emotional work that makes these conversations
possible.

For a deeper exploration of the board-ED relationship — including how to build a governance partnership that
supports rather than micromanages your leadership — see our companion guide: Nonprofit Strategy Mastery (free at

cnpc.coach/your-guide-to-nonprofit-strategy/).
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CHAPTER 5

Building Financial

Resilience

The nonprofit funding environment in 2025 is more volatile than at any point in the past decade.
Leaders who built their organizations on stable government grants are watching those grants
freeze, shrink, or disappear. Leaders who relied on a broad individual donor base are watching
that base erode. Leaders who did everything right — diversified revenue, built reserves, managed
costs — are still feeling the squeeze because the entire sector is contracting at once.

Financial resilience is not about having a perfect budget. It is about building the capacity to
absorb shocks, adapt quickly, and sustain operations through uncertainty.

The Data on the Current Disruption

+ 36% of nonprofits ended 2024 with a deficit — the highest rate in a decade (NFF 2025,
n=2,206)

+ §592.5 billion in charitable giving in 2024 (Giving USA 2025) — a record total, but growth
concentrated among mega-gifts and high-net-worth donors

« Total fundraising dollars rose 3.5% in 2024, but the number of donors dropped 4.5% (AFP
Fundraising Effectiveness Project, Q4 2024). Fewer donors giving more money means
greater concentration risk.

+ New donor retention stands at just 13.8% (AFP FEP, Q3 2024). For every 100 first-time
donors you acquire, 86 will not give again.

+ 84% of nonprofits with government funding expect cuts. 65% anticipate cuts larger than
10% of their government revenue (NFF 2025)

* 29% of nonprofits that experienced government funding disruptions in early 2025 had
already cut staff (Urban Institute 2025)
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These numbers describe two simultaneous pressures. On the revenue side: government funding
is contracting, the donor base is shrinking, and growth is driven by a smaller number of larger
gifts you cannot count on recurring. On the expense side: inflation has increased operating
costs, staff compensation expectations have risen, and the demand for services keeps
climbing.

The leader navigating both pressures at once is doing something that no spreadsheet model or
strategic plan, by itself, prepares you for: making consequential financial decisions under
sustained uncertainty, with insufficient data, while managing the emotional toll on yourself and
your team.

The Resilience Triad

Financial resilience in nonprofits rests on three pillars. Most organizations lean heavily on one
and neglect the others. Developing all three simultaneously is what separates organizations that
survive disruption from organizations that are destabilized by it.

Pillar 1: Reserve Building

The industry benchmark for operating reserves is three to six months of operating expenses
(National Council of Nonprofits). Over half of nonprofits fall below the three-month threshold.
Among the organizations hit by 2025 government funding disruptions, inadequate reserves
turned a funding delay into an organizational crisis.

Reserve building is not complicated in principle. In practice, it collides with one of the deepest
tensions in nonprofit culture: every dollar in reserves is a dollar not spent on programs. A board
member asks: why are we sitting on $200,000 when there are people to serve? The answer —
because without reserves, a single funding shock could shut down every program — requires the
leader to make the case for investment in organizational stability. That case is a communication
challenge as much as a financial one.

Start with a reserve policy, not a reserve fund. A board-approved policy that targets a specific
reserve level (three months of operating expenses, for example) creates the institutional
permission to set money aside. Without the policy, reserve building feels like hoarding. With the
policy, it is governance.

Pillar 2: Revenue Diversification
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The Bridgespan Group’s landmark research on how nonprofits scale found a counterintuitive
result: over 90% of large nonprofits (§50M+) grew by concentrating in a single funding category,
not by diversifying (Bridgespan, 2024 update). For the majority, the dominant revenue source
accounted for 90% or more of total funding.

What does this mean for a $300K organization reading a guide about financial resilience? It
means that diversification advice needs context. Diversification reduces risk for small and mid-
sized nonprofits with thin margins — losing 30% of revenue when you have three months of cash
on hand is an existential event. But diversification also carries costs: each revenue stream
requires attention, relationships, compliance, and reporting. The question is not “are we
diversified enough?” but “is our revenue mix intentional, or did we end up here by accident?”

The leader who can answer that question is making a strategic decision, not following a rule.
And strategic financial decisions are the territory this guide is about.

Pillar 3: Contingency Planning

Contingency planning is the resilience pillar most nonprofits skip entirely. A contingency plan
answers the question: If our revenue drops 20% in the next six months, what specifically do we
do?

Not “we cut costs.” Specifically: which costs? In what order? Who decides? What programs are
protected, and on what criteria? At what point do we communicate with staff? With the board?
With funders? What triggers a conversation about organizational restructuring versus temporary

austerity?

A contingency plan created before a crisis is a decision framework. A contingency plan
improvised during a crisis is panic with a spreadsheet. The difference between the two is
preparation — and preparation requires someone asking you the questions you are not asking
yourself.
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The Resilience Triad
Three pillars of nonprofit financial resilience

Reserve Building Revenue Diversification Contingency Planning

Board-approved policy Intentional mix. Pre-crisis decision
targeting 3 months Flag if single source framework: what triggers
operating expenses >25% of revenue cuts, who decides
\ J \ J \ J

Foundation: Financial Fluency — understanding, communicating, and leading with numbers

“Met me where | was at with goals and objectives, open to pivoting depending on the

needs in a particular moment.” — A professional in the climate and energy sector

“Open to pivoting depending on the needs in a particular moment” is the precise description of
adaptive financial leadership. The budget you approved in January is a starting point. The
budget you are actually managing in July reflects everything that changed since then. Financial
resilience means treating the budget as a living document and developing the judgment to pivot
without panic.
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What Happens When a Leader Has a Thinking Partner

Without a thinking partner: You founded the organization seven years ago at a kitchen
table with a $5,000 personal investment. Now you have a $400K budget, eight
employees, and three major funders. You are still tracking expenses in the same
spreadsheet from year one. You know you need accounting software, a bookkeeper,
maybe a part-time finance person. But every dollar you spend on infrastructure is a
dollar not spent on programs, and you cannot shake the feeling that overhead is waste.
A board member suggests a fractional CFO. You Google the cost: $3,000 to $10,000 per
month. You close the tab and go back to the spreadsheet.

With a thinking partner: Your coach asks: “What would your organization look like in
three years if you invested in financial infrastructure now versus continuing as you are?”
You describe two futures: one where you are still the bottleneck for every financial
decision, and one where financial management runs without you holding every piece.
The coach asks: “What is the actual cost of not investing? How much of your time is
spent on financial tasks that someone else could do better?” You calculate: twelve
hours per week — 30% of your work time on tasks you are not trained for and do not
enjoy. At your salary, that is $30,000 worth of executive director time spent on
bookkeeping. A part-time bookkeeper costs $15,000. The coach did not tell you to hire a
bookkeeper. She asked questions that let you arrive at the math yourself.

“Provided frameworks and tools to support our growing team and organization.” — A
nonprofit professional, describing their coaching experience

The Emotional Work of Financial Resilience

Financial resilience requires something that most financial guides do not acknowledge:
emotional capacity. The leader who has to cut a program that serves real people carries that
weight personally. The leader who has to tell staff there will be no raises this year carries that
conversation into every subsequent interaction. The leader who watches their cash balance
drop toward the floor they set in Chapter 3 does not sleep the same.
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“In a busy nonprofit, | can get ‘stuck in the weeds’ working on daily urgent issues, and
never leaving time for critical and strategic thinking. I'd like to develop strategies that
work for me and for our organization.” — From a coaching application: a leader at a
large arts education nonprofit

Getting “stuck in the weeds” during financial pressure is not a time management problem. It is
an emotional coping mechanism. Operational tasks are concrete, completable, and controllable.
Strategic financial thinking is uncertain, consequential, and uncomfortable. Under stress, human
beings default to what feels productive rather than what is important. Recognizing this pattern
is the first step toward breaking it.

Building financial resilience is not just a matter of reserves, diversification, and contingency
planning. It is also building the personal resilience to make hard financial decisions without
burning out. And that is where coaching has its strongest case: not as a financial tool, but as the
leadership development that sustains a leader through financial storms.

Reflection Exercise: The Resilience Stress Test

Answer three scenario questions honestly. Do not plan. React. Notice where your confidence
holds and where it fractures.

1. Your largest funder announces a 25% cut to next year’s grant. What is the first thing you do?
Who do you call? What do you cut?

2. A key staff member gives notice on the same week you learn that a grant renewal was
denied. You cannot afford to replace them at their current salary. What are your options?

3. The board asks you to present a three-year financial sustainability plan at next month’s
meeting. You have 30 days. Do you know where to start? Do you have the data you need?
Who would you ask for help?

If your honest answer to any of these included “I would figure it out alone,” that isolation is itself
a resilience risk. The hardest financial decisions are the ones no leader should navigate without
a thinking partner.
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For the personal leadership skills that underpin financial resilience — managing stress, building emotional
intelligence, and sustaining your own well-being while leading through uncertainty — see our companion guide:
Purpose-Driven Leadership (free at cnpc.coach/purpose-driven-leadership-guide/).
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CHAPTER 6

Your Next Step

You have just read about five financial leadership capacities that determine whether a nonprofit
thrives or stalls under financial pressure: the confidence to own your organization’s financial
story, the ability to read the narrative behind the numbers, the discipline to manage cash flow
before it manages you, the communication skills to translate financial reality for boards,
funders, and staff, and the resilience to sustain financial leadership when the ground keeps
shifting.

If you recognized yourself in even one chapter, this guide has done its job. But recognition is not
change.

Five Actions for This Week

You do not need to overhaul your financial management this month. You need to do one thing
differently this week in each of the five areas:

Financial confidence: Open your most recent financial statements. Find one number you cannot
explain — not because the number is complex, but because you have been avoiding it. Write
down what you think it means. Then check with your bookkeeper or accountant. The act of
asking builds the confidence that avoiding never will.

Financial narrative: Pick one metric from your financials and write a two-sentence story about
what it means for your mission. Not the number. The meaning. Practice saying it out loud. That
is the start of financial communication.

Cash flow: Answer the first question from Chapter 3’s reflection exercise: what is your current
unrestricted cash balance? If you do not know, find out today. Write it on a sticky note where you
will see it every Monday.

32



Financial communication: Identify one financial conversation you have been postponing. With
the board. With a funder. With your team. Set a date for it. Not a date for “preparing to have the
conversation.” A date for having it.

Financial resilience: Tell one person — a colleague, a board member, a friend — about one
specific financial commitment you are making for the organization. Ask them to check in with
you in two weeks. The act of saying it out loud changes the dynamic.

These are small. That is the point. Sustainable change starts with actions small enough to
execute this week — not ambitious overhauls that collapse under the weight of your schedule.

Why External Support Accelerates Financial Leadership

Every chapter in this guide included a reflection exercise you can do alone. You can develop
financial confidence, communication skills, and resilience through self-directed effort. Many
leaders do.

But the research on coaching is clear about the difference structured support makes:

A meta-analysis of 39 randomized controlled trials — the gold standard of research design —
found that coaching produces a moderate, statistically significant positive effect across
leadership and personal outcomes (de Haan et al., Academy of Management Learning &
Education, 2023, n=2,528). This is the most rigorous evidence base for coaching effectiveness
published to date.

The effects are largest where they matter most for financial leadership: goal attainment showed
the strongest coaching effect (g=1.29) in a separate meta-analysis of workplace coaching
studies (Frontiers in Psychology, 2023). Self-efficacy and behavioral outcomes — the capacity to
act on what you know rather than remaining stuck in avoidance — also showed significant

improvement.

For leaders navigating organizational change — which is what financial restructuring, revenue
diversification, and reserve building are — coaching serves as a buffer against the negative
consequences of change, with subordinates of coached managers showing decreased turnover
and increased engagement (Huflejt-Lukasik et al., Frontiers in Psychology, 2022; Grant, Journal
of Change Management, 2013).
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And the ROI numbers: the most rigorous single-company coaching ROI study found 529% return
on investment, rising to 788% when improved retention was included (MetrixGlobal Associates,
2001). Ninety-six percent of coached leaders said they would repeat the process (ICF/
PricewaterhouseCoopers Global Coaching Client Study, 2009).

The Evidence for Executive Coaching ROI

529% 5.7x 7x 96%

Return Median ROI Would repeat

MetrixGlobal 2001 Manchester Inc. 2001 ICF/PwC 2009 ICF/PwC 2009

Fortune 500 study 100 executives Global study Coached leaders

How Coaching Supports Financial Leadership Specifically

The connection between coaching and financial capacity is not abstract. It maps directly to the
five chapters you just read:

34



Financial Leadership

What Coaching Provides

Capacity
Financial confidence A safe space to surface and examine the beliefs — about money,
(Ch. 1) competence, and authority — that block financial leadership. Pattern

recognition for avoidance behaviors.

Reading the financial Questions that change how you interpret your own data. Not answers —

story (Ch. 2) questions. The kind that make you see what was already there.

Cash flow discipline Recurring accountability for the 90-Day Cash Visibility Window. The

(Ch.3) discipline to check the number every week, not just when something feels
wrong.

Financial A confidential space to rehearse board presentations, funder

communication (Ch. conversations, and staff disclosures before they happen. Feedback without

4) political consequence.

Financial resilience The emotional support to make hard financial decisions without burning

(Ch.5) out. Sustained focus on strategy when operational crises pull you back into
the weeds.

How the Coaching Process Works

If you have never worked with a coach, the process may feel unfamiliar. Here is what it looks like
at the Center for Nonprofit Coaching:

Step 1: Preparation and Application

You submit a brief application at cnpc.coach/apply. It takes about five minutes. You describe
your role, your organization, and what you are hoping to address. This is not a test — there is no
wrong answer. It helps us understand your situation so we can match you with the right coach.

Step 2: Coach Matching

Within a few business days, you receive a shortlist of ICF-credentialed coaches who match your
needs. You review their profiles, select your preferred options, and schedule an introductory call.
This is your choice — if the fit is not right, you choose someone else.
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Step 3: Targeted Coaching

You work with your coach for six sessions, typically over three to six months. The sessions
focus on the specific challenges you bring — financial confidence, board communication, cash
flow discipline, resilience under funding pressure — not a generic curriculum. Your coach uses
guided inquiry: asking questions that help you examine your thinking, surface your assumptions,
and develop your own solutions.

This is not consulting (telling you what to do) or training (teaching you content). It is a
structured process of supported self-development that builds lasting capacity.

“The framework and thoughtful coaching guided me towards decision making that
made for a stronger organization.” — A nonprofit professional

Step 4: Holistic Monitoring

Throughout the engagement, progress is monitored. There is a midway check-in and an end-of-
engagement survey. If the coaching relationship is not working, you can request a different
coach at any point. The goal is not to lock you in. It is to make sure you are getting value.

The Financial Case for Coaching

In a guide about financial management, the cost question is content, not just a selling point.

“I am so grateful to have found this program, as my previous searches for coaching
have been far out of the scope of resources of our organization or my own pockets.” —
From a coaching application: an executive director at a medium-sized nonprofit in New
York

Market-rate executive coaching runs $2,500 to $12,000 for a comparable six-session
engagement. A financial consultant charges $15,000 to $60,000 or more. A fractional CFO costs
$3,000 to $10,000 per month. At the Center for Nonprofit Coaching, pricing is structured by

organization size:
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Small org (<$250K/ Medium org (<$500K/ Large org (>$500K/

yr) yr) yr)
Individual coaching (6 $300 $400 $600
sessions)
Team coaching (6 sessions) $500 $700 $1,100

A single hour with a mid-tier fractional CFO costs more than CNPC's entire six-session individual
coaching engagement for a small nonprofit. And the fractional CFO improves the organization’s
financial systems. Coaching improves the leader’s financial capacity — permanently.

This is 85% or more below market rate. It is possible because our coaches are experienced ICF-
certified professionals who volunteer their time to serve the nonprofit sector. They are not
beginners building hours. Most hold PCC or MCC credentials and bring years of dedicated
coaching experience.

CNPC Coaching vs. Market Rate

Market rate coaching $2.500 — $12,000

Financial consultant $15,000 — $60,000+

CNPC individual - $300 — $600

85%+ below market rate — ICF-credentialed volunteer coaches

“Providing professional coaching for non-profits at reduced costs makes an important
service much more accessible.” — An executive at a community action agency
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For a small nonprofit that cannot afford a financial consultant but whose leader needs support
navigating a budget crisis, building reserves for the first time, or developing the confidence to
lead a board through a difficult financial conversation — $300 for six sessions is a financial
decision that makes sense. It is the same kind of strategic investment in capacity, rather than
just operations, that this entire guide has been about.

Who This Is For

The Center for Nonprofit Coaching serves leaders at 501(c)(3) nonprofit organizations,
government agencies, and analogous mission-driven organizations. If you lead a nonprofit and
you recognized yourself in any chapter of this guide — avoiding financial decisions, struggling
with board communication about money, managing cash flow by instinct, carrying the financial
weight of the organization alone — you are exactly who this program was built for.

“I| feel more grounded, effective, and better equipped to contribute to my organization.”
— The director of an environmental nonprofit

Your Financial Leadership Development Plan
Before you close this guide, take ten minutes and write down three things:
1. Where you are right now. Look back at the Financial Confidence Audit from Chapter 1. What
is your score? Which of the five areas is your biggest gap?

2. What you want to change. Of the five financial leadership capacities covered in this guide,
which one — if you developed it over the next six months — would make the biggest
difference in your organization’s financial health?

3. What your next concrete step is. Not your next five steps. One step. This week. It might be
one of the exercises from this guide. It might be a conversation with your board chair. It

might be an application at cnpc.coach/apply.

Continue Your Development
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This guide focused on the financial leadership capacities that make sound financial
management possible — the human side of the numbers. For the personal leadership skills that
underpin financial effectiveness, and for the strategic and technological dimensions of
organizational leadership, we have three companion guides:

* Purpose-Driven Leadership — self-awareness, emotional intelligence, decision-making,
team leadership, resilience

* Nonprofit Strategy Mastery — strategic clarity, organizational assessment, execution, board
alignment

+ Mastering Digital Transformation — technology adoption, data strategy, digital culture

Each is available at cnpc.coach/resources.

Apply for Coaching

If this guide resonated, coaching is the natural next step. Not because we said so — but
because five chapters of reflection exercises showed you the gap between where you are
financially and where your organization needs you to be, and you already know whether you can
close that gap alone.

The application takes five minutes: cnpc.coach/apply

The Center for Nonprofit Coaching has served nonprofit leaders since 2010. We are a 501(c)(3)
ourselves. We hold the Candid 2026 Gold Seal of Transparency. Our coaches volunteer their
professional time because they believe in the sector you serve.

You do not have to figure out finances alone.

Center for Nonprofit Coaching PO Box 1278, Red Oak, TX 75154 +1 (855) 755-CNPC cnpc.coach
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You do not have to carry it alone.

The application takes five minutes.
Our coaches volunteer their professional time
because they believe in the sector you serve.

cnpc.coach/apply

Center for Nonprofit Coaching
PO Box 1278, Red Oak, TX 75154
+1 (855) 755-CNPC

cnpc.coach
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