Report 1:  Community Budget Report 

In order to have a successful program, it is important to have a solid understanding of your program’s performance metrics. In this series of reports, we are going to examine the key reports you need to generate in order to optimally manage your program’s operation:

It is important for you to understand these basic calculations and how to use them in building your program to meet budget goals. Building your program to meet budget:

Step 1: Establish your Income Budget for each term. 

· This number should be close to the total income generated during the previous year for the corresponding term. Always be conservative when developing your budget. It is better to budget conservatively and exceed your budget goal than to fall short of your goal by budgeting too aggressively. 

Step 2: Establish your Income Budget for each division of classes offered during the term.
· Once again, the numbers should be based on performance from the previous year for the corresponding division and term. The budget numbers should match the percentage of income generated by the division from the previous year. For example, if your division on technology classes generated % of your total income in the previous year, you should target this same percentage in the budget you are developing. 
Step 3: Create realistic budget projections. 

Following are some metrics you can use to assess whether your budget projections are realistic. Let us say, for the purposes of discussion, that your income budget is projected to be $100,000.

The first thing you should do is determine the average fee per course or event you offer.  This can be calculated by dividing your total income by the total number of registrations you have.

If your average fee per course is $50, then you know that you will need to generate 2000 registrations in order to meet your income goal of $100,000.

· Average Fee Per Course/Event $50 =2,000 Registrations 

Fifty dollars is the overall average spent by participants for all courses/events during the year. 

· Average Fee Per Course/Event by Division 
In addition to calculating your overall average course fee, it is important to do a similar calculation for each division of courses you offer. This information gives you the information you need to create the optimal number of courses within each division. Here are some examples:
A. Technology:   Let’s say that you have an average course fee of $100 for your technology courses and typically about 400 registrations are generated within this division. This means your technology division generates about $4000 or 4% of your total income budget of $100,000.
B. Personal Growth: In this division you have an average course fee of $25. The average course fee is determined in the say way as for your overall program. You divide the income generated by the division by the total number of registrations you receive for that division. In this case, you have 1,000 registrations and an income of $25,000. This means you have an average course fee for personal growth classes of $25.  When budgeting for subsequent sessions, you should base your projections on these numbers. In this division, you also know that 50% of your total registration (1000) generate 25% of your total revenue.
C. Recreation: For each division, you should do the same calculation. If you have $36,000 in income in your recreation division, and 600 registrations, then your average course fee for this division is $60: $36,000 divided by 600 Registrations 

For each division, the projected numbers of the budget you are building for the coming year should match the division's overall average during the previous year. You take your total division income and divide it by your total division registrations. 

· Average Participants Per Course/Event 
Another important statistic you need to have is the average number of participants per class, course or event. In our example here, we have projected that we need to have 2000 registrations in order to meet our budget goals, based on the percentages of income we have generated in each division in prior years. Let’s say you have 200 classes that actually make. If you divide 2000 (total registrations) by 200 (total classes that make) you can see that on average, overall, you have 10 participants per class. This tells you that in order to meet budget, you need to have a minimum of 200 classes that make.
This number is your overall average for all courses/events during the year. To calculate this number, take your total registrations and divide it by your total number of active courses/events—courses that make. By dividing the 10 into 2,000 registrations, you find out that you need 200 courses/events.
· Average Participants Per Course/Event by Division
Once you have done the overall calculation for your program, you also need to calculate this number for each division. Do this by taking your total division registrations and dividing them by the total division active courses/events. 

A. Technology: In our example, we have 400 registrations, so we know we need 40 courses/events if the average number of participants is 10.  

B. Personal Growth: In the personal growth division, we have 1000 participants and 125 Courses/Events, thus we have an average of 8 participants per course, on average in this division.  

C. Recreation:  In our recreation division, we have 600 participants and 35 Courses/Events. In this division, then we average 17 participants per course. 

With this information, we can determine exactly how many courses we need to run in each division in order to meet our budget goals.
· Cancellation Rates
We know, from our calculations, that we have to run 40 courses in Technology, 125 in Personal Growth, and 35 in Recreation with average enrollments consistent with past performance in order to meet our budget goals—BUT, we also know that not every course that we run ends up with enough enrollments to run. Therefore, we have to take our cancellation rate into account when planning how many courses to offer. Here is how you need to calculate this number.

Overall, you need to determine your cancellation rate. Let us say it is 20%. Thus, in order to have 200 courses that actually run, we need to offer more than 200 courses. To determine the exact number, subtract 20% (the percentage of classes cancelled) from 100%. This tells you that 80% of your courses ran successfully. If you divide the number of courses that ran successfully, in this case, 200 by .80, you get 250. This means that you need to run 250 courses in order to be able to cancel 20% of them and have 200 courses that run successfully. 
This number is your overall average during the year. You take your total canceled courses/events and divide it by the total percent of courses/events offered. This tells you that you need to offer 50 more courses/events if you want 200 programs to run. 

· Cancellation Rate Per Course/Event by Division 
Just as you have done with all the calculations, you also need to do this calculation by division as well as overall. 
A. Technology:  In our technology division, we know we have a cancellation rate of 5% We also know that we ran 40 successful courses. Thus if we divide 40 by .95, we can see that we need to run 42 courses in order to meet our budget.  == 42 Courses/Events 

B. Personal Growth: In personal growth, we have a 30% cancellation rate. We ran 125 successful courses. Dividing 125 by 70 % or .70, we know we need to offer 178 Courses/Events 

C. Recreation: Our cancellation rate is 15% in recreation. To run 35 successful courses, we need offer 41 courses (35 divided by .85)
These percentages should match the division's overall average during the year. To determine the cancellation rate for your division, take your total number of canceled courses/events in each division and divide it by your total courses/events offered in the division. Thus, if you offer 100 courses and cancel 20 of them, you would divide 20 by 100 and see that you have a cancellation rate of 20%.,. 

· Core vs. New Courses/Events 70% Core (175) & 30% New (75) 

A final consideration for building your program to meet budget is to determine how many new courses to offer. This number is determined by analyzing the performance of your overall core/new courses/ events. You always want to be offering new programs, as well as eliminating core courses/events that are not producing. 

You should determine Core vs. New Courses/Events by Division as well as for your overall program. Knowing that your new courses cancel at a much higher rate than core courses, LERN recommends that you have no more than 30% new courses. When you determine your cancellation rates, you should calculate your new course cancellation rates separately from core course cancellation rates. The rates for new courses may be 50% or more. Combined with core courses, cancellation rates should not be more than about 20%.
A. Computers: 29 Core and 13 New 

B. Personal Growth: 113 Core and 49 New 

C. Recreation:  32 Core and 14 New 

This number is determined by analyzing the performance of your core/new courses/events by division. 
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A. Computers: �
$40,000 �
�
B. Personal Growth: �
$25,000 �
�
C. Recreation: �
$35,000 �
�
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