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Introduction

There is no question that the youth department (and other youth-fac-
ing departments) are among the most important in a conference. When
managed effectively, these departments help shape the character of the
church’s youth, preparing them for adult life, including building a solid
relationship with Jesus. Additionally, I've always believed that conference
departments, especially the youth department, introduce the concept of
serving the church as a vocation to young people.

Given the importance of this ministry, it's essential that those in youth
department leadership optimize their relationships with conference ad-
ministration, including the conference treasurer.

The reality of conference operations is that money plays a significant
role in almost everything that’s done. From my experience, youth-facing
departments tend to be high users of financial resources. Therefore, it is
crucial for youth directors to understand their conference treasurer, find
positive ways to communicate, and orient their department to align with
the overall vision of conference leadership and the financial landscape of
the conference.

This guide will provide you with the information necessary to foster a
strong relationship with your conference treasurer.

The information will be presented in three sections. The first section
will provide general context to help youth directors approach the confer-
ence treasurer with the department’s needs. The second section will out-
line four things to avoid when interacting with your conference treasurer.
The final section will offer four key actions to take when working with your
treasurer.



What other departments
are in your conference?
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General Information About
Your Conference Treasurer

Conferences come in all shapes and sizes. Some operate on a
shoestring budget, while others have ample resources. Some are geo-
graphically small, while others are vast. Some have a relatively small
membership, while others serve large congregations. Conference treasur-
ers are no less varied. Given this reality, it's important to understand the
“flavor” of your conference treasurer.

What do I mean by “flavor”? Some treasurers are primarily driven by
the bottom line. In other words, they focus on creating a financial envi-
ronment that ensures a positive operating outcome at the end of the year.
They closely monitor every penny and do not play favorites. Departments
are evaluated using specific, evenly applied criteria and are expected to
operate with positive financial results.

Other treasurers may prioritize evangelistic endeavors. They are more
likely to support programs that lead to membership growth and baptisms,
favoring outreach initiatives that draw people into the church.

You likely won't find a treasurer with just one singular “flavor.” Most
have a mix of priorities, but one or two often stand out. Knowing what
these are will almost certainly help you communicate more effectively,
which could lead to a positive financial outcome for your department.

I want to be clear—this is not a guide to manipulating your treasurer
into giving you money. If that's your takeaway, then I have completely
failed to communicate. Understanding your treasurer’s orientation or
“flavor” is a wise way to align your department’s vision with the treasurer’s
financial vision for the conference. When these two are misaligned, neg-
ative consequences can occur. When they are aligned, wonderful ministry
can flourish!

4 Things to Avoid

Every conference treasurer I have known, including myself, is human.
We are susceptible to circumstances, distractions, anger, attempts at
manipulation, compliments, encouragement, and many other factors that
arise in the daily operations of a conference. Since we are all human and
tend to react to both positive and negative stimuli, here is a non-exhaus-
tive list of four things to avoid when interacting with your conference
treasurer.

1. Thinking You are the Only/Most Important Department
in the Conference

We all tend to emphasize what we are passionate about. Since you
are a youth department leader, I assume your passion is for the youth
of our church—and that’s wonderful! Don’t ever lose that passion. As
I mentioned in the introduction, youth-facing departments are some
of the most vital in a conference because they focus on our children,
which is incredibly important.



That said, there are many other important departments in a confer- When will you meet
ence, each led by directors who are just as passionate about their with your treasurer?
work as you are about yours. The job of a conference treasurer is to

take the limited resources available and distribute them across all
conference ministries, of which yours is just one.

The conference executive committee and constituency, often through

the president’s office, will determine the conference’s main vision.

The administration, including the treasurer, then works to align

resource distribution with that vision. Any department director who
approaches administration with the belief that their department

deserves a disproportionate share of resources—or that their agenda

must take priority over others—risks alienating the treasurer.

Directors, regardless of their passion for their department or its

importance to the conference, must understand that conferences
operate with finite financial resources. These resources need to be

distributed optimally across the entire ministry landscape.

There may be times when certain departments receive additional

resources, but these instances are rare. Avoid the mindset that your

department is more important than others or that it should receive

funding at levels you deem necessary, even at the expense of other
departments.

Be passionate about your department and make your case for the re-

sources you need. However, approach this with the understanding that

you are one essential part of a larger system—one cog in a wheel with

many other important parts that also require resources. . L.
List the major items

This attitude will greatly benefit your relationship with your conference in your budget

treasurer.

2. Ignoring Budgetary Limitations

Most, if not all, conferences operate with a budget and have a budget

process. It is imperative that you familiarize yourself with the budget

process that the treasurer implements. Often, treasurers will meet

annually with each department director in preparation for constructing
the annual budget for the upcoming year. If there is no formal time

period on the calendar for you to meet with the treasurer regarding

budgetary planning, I urge you to make an appointment with the
treasurer to review past use of funds, the purposes for which those

funds were used, and a plan for how resources will be allocated (and

how much) during the new year. Treasurers usually start the budget

process in late summer or early fall, so ensure your appointment is
scheduled within that time frame. Being late may limit your ability to

provide meaningful input to the budget process.

Treasurers usually seek input from directors during the budget pro-

cess. Once that process is complete, the treasurer will rely on your

input and the agreements made during the budget planning stage.

Throughout the new budget year, there is a clear expectation that
you will adhere to the established budgetary boundaries. Ignoring
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What projects should I
talk with my Treasurer
about?
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those boundaries or failing to communicate with the treasurer when
unexpected expenditures exceed the budget can strain your relation-
ship with the treasurer and potentially disadvantage your department
during the next budget meeting, or even sooner.

To ensure smooth management of budget expectations, make sure to
do the following:

® Follow the budget allocated to you.

® Communicate with the treasurer if unexpected expenses arise
during the year.

® If the expectations for one budget line item differ from what you
anticipated, check with the treasurer to see if you can reallocate
funds from one budget line item to another.

® Check in with your treasurer a few times during the budget year to
ensure you are on track, that your expenses are being recorded as
anticipated, and to determine whether any spending adjustments
are necessary to keep your budget aligned.

3. Raise Funds Outside of Your Budget Without Conferring

with the Treasurer

Youth-facing departments can often raise additional funds beyond
the budget provided by the conference. This is because many people
have a soft spot for children and are inclined to donate to causes that
support them.

The challenge with this reality is that not every department in the
conference can fundraise for their cause. For example, while the IT
department is critical to the operation of a conference, rank-and-file
members are far less likely to be excited about contributing funds to
purchase a much-needed new server than they are about donating to
a scholarship fund to send kids to youth camp.

Departments that run their own separate fundraising programs can
make the treasurer’s job more complicated, as it may appear that one
department is being favored over another. This can create a percep-
tion of unfairness in the distribution of, and access to, resources. As
a result, it can lead to a disconnect between your department and
others that may not have access to the same external funding oppor-
tunities.

I am not suggesting that the youth department should refrain from
fundraising. That would be foolish! We need to give our members
every opportunity to support as many ministries as possible. What I
am saying is that when you can raise funds beyond your budget allo-
cation, coordinate the process with the treasurer—preferably during
your regular budget discussions—so it can be factored into the overall
budget expectations. Your ability to raise extra funds might even make
it easier for the conference to provide funding for that much-needed
server, which, in the end, will help support your department as well!



4. Going Behind the Back of the Treasurer

We are all familiar with the tactic of children going to one parent,
asking for something they want, and when that parent says no, they
go to the other parent to see if the outcome can be changed in their
favor. While I believe most directors would not intentionally use this
approach to secure more resources (such as going to the president
after the treasurer has said no), many inadvertently use variations of
this strategy.

For instance, halfway through the year, a director might realize that

the budgeted amount allotted to their department is not sufficient to
complete a program. Instead of approaching the treasurer, the direc-
tor goes directly to the president to request additional resources. An-
other common approach is when one director “partners” with another
to secure funding for a program that they feel requires more support.

These are just two examples, but I strongly urge directors to avoid
using such approaches when seeking additional funding. Whenever
your department needs extra resources, always go through the trea-
surer. Skipping this step creates confusion within the treasury and
can damage your relationship with the treasurer. Since the treasurer
manages a finite pool of funds for all departments, directors who ap-
proach other directors for funding disrupt the equitable and planned
distribution of resources throughout the organization.

To maintain fairness and clarity, avoid seeking alternative funding
routes that do not involve communicating with the treasurer. Allow the
treasurer to provide input on any arrangements between departments
or additional income streams, so an equitable distribution of funds
can be maintained.

4 Things You Should Do

A good conference treasurer will establish a clear vision for the fi-
nancial health of the conference, aligning it with the overall vision set by
the president and the executive committee. We've reviewed some things
to avoid when working with your conference treasurer; now let’s look at
some things you should do to align yourself and your department with the
treasurer’s vision.

1. Have a Specific Plan

I have interacted with department directors who assume that the
intrinsic importance of their department is sufficient reason to expect
the funding they desire. However, no matter the department or its
importance, nothing could be further from the truth. Your conference
treasurer will appreciate a well-thought-out financial plan that is laid
out logically and within the context of the conference’s financial capa-
bilities.

For instance, if you oversee the operations of a youth camp, which
typically requires substantial funding, it's important to approach

Jot down an outline of
your financial plan

Youth Directors Guide



What areas of my
budget am I worried
about?
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3.

the process strategically. If you collaborate with a subcommittee
comprised of individuals with youth camp experience and perhaps
some financial expertise—inviting your treasurer to be that financial
expert—and create a 3-to-5-year plan to improve facilities and oper-
ations, your treasurer will likely appreciate your foresight. Including
your treasurer in the planning process means that you will already
know, even before the budget meeting, what they are likely to support.
It's a great advantage to walk into a budget meeting with confidence,
knowing what is likely to be approved.

As you craft your plan, be both realistic and flexible. This ties back to
understanding the “flavor” of your treasurer and being familiar with
the general financial landscape of the conference. If your plan stays
within those parameters, the likelihood of a successful outcome for
you, your department, and the conference as a whole is very high.

Follow the budget as closely as possible

I know I've already mentioned this from the opposite perspective, but
it underscores the importance of the issue: Follow your budget! No
treasurer likes dealing with a director who comes to the budget meet-
ing asking for more money for next year when they’ve been unable to
stay within the agreed-upon budget guidelines for the past year. We
all know there are ups and downs and unexpected events that can
cause overruns. The best course of action is to involve your treasurer
when these occur (don’t wait until the budget meeting) and seek their
advice on how to resolve the issue.

Keeping your treasurer in the loop throughout the year helps ease
more difficult conversations that may arise during budget meetings.
When issues come up, review your budget to see if there’s flexibility to
cover the cost from another area within your existing budget. If that's
the case, communicate the plan to your treasurer. They may be able
to adjust the budget accordingly. If there’s no way around an unex-
pected expense, inform your treasurer and consult with them on how
to handle it. Being transparent with your treasurer is almost always the
best approach.

Make sure all your sub-department heads understand the portion of
the overall budget they oversee for the year. Meet with them period-
ically to ensure they are operating within the expected parameters.
Over the years, I've found that one of the areas needing the most
oversight is the camps. That's why the first point in this section—fol-
lowing a long-term plan—is so important. A well-structured plan can
help smooth out the financial ebbs and flows of annual operations.

Be Prepared at Budget Time

Often, your treasurer will provide a template for communicating your
budgetary needs for the upcoming year. This template may include
actual costs and budget figures from the current and previous years.
Make sure to review this template with your staff, especially those who
oversee portions of your overall budget. Get input from each person



on how things are progressing in the current year, what their plans are
for the coming year, and what the anticipated costs will be.

Once you've gathered this information, consolidate it within the
format provided by your treasurer. When you attend the budget meet-
ing, it's ideal to bring the staff members responsible for portions of
the budget so they can explain their needs firsthand. If that's not pos-
sible, you need to be well-prepared to explain the financial needs of
each area, along with your overall perspective. A detailed explanation
of the needs will be greatly appreciated.

Sometimes the treasurer will also provide a suggested budget for the

coming year. If that’s the case, carefully review each line item and

make specific notes where your needs deviate from the suggested

amounts. Make every effort to align your changes with the overall sug-

gested budget. If this isn't possible, stay as close as you can to the

suggested budget and be prepared to justify why the budget you're

requesting exceeds the suggested figures. Who will you involve in

L. gathering information

4. Keep God as the Priority for your budget?

People with a passion for something usually want to take ownership of

it—that’s human nature. But for those of us working in the Seventh-day

Adventist Church, we have a higher calling. There’s nothing wrong with

being passionate about what you do—never lose that! However, it's
important to remember that we defer to God. He is in charge. This is

His church, His ministry, and the youth are His. We are His. He is in

control, and we are His agents to accomplish His purposes.

As you interact with your conference administrators—especially your
conference treasurer—leading with the understanding that you are

doing your best to fulfill the calling God has placed on your heart, and

that you wish to do so within the structure established by conference

leadership, is a recipe for success. As I mentioned before, these sug-
gestions are not intended to be manipulations to secure funding for

your department—that would be a misunderstanding. Rather, they are

tools to help your department align as smoothly as possible with the

overall conference vision and goals, resulting in a successful outcome
that glorifies God and blesses His people.

Approaching your ministry leadership in this way will also help you

better understand your treasurer’s position when finances are tight

or when funding falls short of your expectations. This is God’s church,

and He doesn’t need a single penny to accomplish His will. Yet, He

chooses to work through human abilities and structures, which have
inherent limitations, to fulfill His purposes. Therefore, connecting with

Him daily, asking for discernment and wisdom to lead your minis-

try, must be your top priority. He will provide what you need to lead,
whether resources are abundant or scarce.
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Conclusion

May God bless you as you passionately lead your department and help
spread the message of our soon coming Savior!
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“The youth department and other youth-
facing departments are among the most
important in a conference.”

The reality of conference operations is that money
plays a significant role in almost everything that’s
done, and youth-facing departments tend to be high
users of financial resources. Therefore, it is crucial
for youth directors to understand their conference
treasurer, find positive ways to communicate, and
orient their department to align with the overall
vision of conference leadership and the financial
landscape of the conference.

This guide will provide you with the information
necessary to foster a strong relationship with your
conference treasurer.
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