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These instructions are a companion 
piece to the TREC Budget Template 
and the set of instructional videos that 
walk you through how to use the 
budget template. All these resources 
can be found on TREC’s Resource 
Library. 

Overview 

Your budget is one of your 
organization’s most strategic tools. It’s 
the numerical version of your annual 
operating plan and brings clarity and 
definition to your strategy. A proper 
budget allows you to plan for the long 
term sustainability of your 
organization. 

This robust budget template allows 
you to track revenue and expenses for 
each cost center (individual programs, 
admin and fundraising). Knowing 
which programs are solvent is critical 
to making careful and strategic 
programmatic decisions.  

By using time allocation of personnel, 
you’re able to spread shared 
operating costs across programs, 

giving you a much more exact 
estimate of your actual costs per 
program. 

This budgeting template is a set of 
worksheets that we will do in a 
progression. Don’t worry if it looks 
complex; we will walk you through it 
step-by-step.  

Master Sheet and 
Guidelines 

Master Sheet 
Once you open the budget template 
Excel document, you’ll see that it 
contains various sheets. The first sheet 
is the Master Sheet. This is your final 
product: your annual budget. All the 
information on the Master is 
populated from data you fill in on the 
other worksheets. The only exception 
is that you need to enter the previous 
fiscal year totals on the master sheet. 
Feel free to delete the TREC logo and 
add your own.  

https://www.trec.org/resources/budget-tutorial/
https://www.trec.org/resources/budget-tutorial/
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Do the Sheets in Order 
Start with the Naming Sheet. As you’ll 
see the following sheets only work 
once data is filled out in the previous 
sheets.  
 

Only Enter in Green Cells 
For all worksheets, only input data for 
the highlighted green cells. You’ll see 
that there is some sample data within 
the green cells to show you what to 
do. Make sure you clear all the 
contents from these before adding 
your own. 
 
Note that within the green cells the 
text color is dark blue. This is just 
another helpful format so you can 
make sure you’re not entering data 
where it is not supposed to be 
entered. Never enter data where the 
text is black.   
 

ONLY modify, enter 
data into, or delete cells 
that have green fill with 
blue text. 

 
 

Error Checking Column  
On most sheets you’ll see a pink 
column to the right of all the 
calculations labeled “error checking.” 
This column should always be blank or 
contain a dash (-). If it shows a number 
or error, then you have changed one 
of the formulas or incorrectly added 
the data for that row. Make sure to fix 
all errors or else the whole budget will 
be off. 
 
 

1 - Names Sheet 
 
Work with staff to define the cost 
centers. Your cost centers are all the 
programs you want to track plus 
Fundraising and Admin. For U.S 
organizations, Fundraising and Admin 
are necessary cost centers for 
reporting on your 990. 
 
If additional names are needed, such 
as an additional expense line, please 
contact TREC. Simply adding in a cell 
will not work.  
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Income 
Enter your major income areas here. 
Do not enter individual grants. This 
will be done on the Income sheet. 
Only enter in the major income areas 
such as foundations, individual 
contributions, major events, etc.  

Project Specific Expenses 
Enter expense lines here that are 
specific to projects. For example, you 
should add travel here as well as 
supplies because each project will 
accrue these expenses differently. 
These expenses will be assigned to 
specific programs or projects on the 
Project Specific sheet. 

Shared Expenses 
These are non-project specific 
expenses, such as rent, utilities, staff 
meetings etc. These expenses will be 
automatically spread out across cost 
centers based on the Payroll 
Allocation sheet.  

Your budget line items should reflect 
your expense accounts in your 
accounting software. Take your time 
with this step. Once the budget is set, 

make sure not to change the names 
without first getting various 
perspectives from within the 
organization. 

Do not add numbers to 
the Naming Sheet, it is 
only for setting up your 
naming! 

2 - Income sheet 

As you can see, income is broken 
down into sections: The names of 
these sections come directly from the 
four income sections on the naming 
sheet. If you need to change the name 
of any of the income sections, you 
must do so on the “Names” sheet. 

If you’re unsure how to forecast your 
revenue accurately review TREC’s 
resource “Counting Your Chickens 
Before They Hatch”. 

Enter each source of income in the 
appropriate section. Then to the right, 
allocate the income across your 
projects and functions. There is no 

http://www.trec.org/resources/counting-your-chickens-before-they-hatch/
http://www.trec.org/resources/counting-your-chickens-before-they-hatch/
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need to enter the total in the total 
column, it will be automatically 
calculated. All the numbers added 
under projects will be totaled to the 
right under total program. Add any 
fundraising and admin amounts, if 
applicable. Then check the total 
column to see if it adds up to your 
total.  
 
Make sure that all unrestricted income 
goes under the “Fundraising and 
Unrestricted Income” column. The 
only amounts you should enter under 
projects are restricted income 
amounts. 
 
Make sure the error checking column 
is blank! 
 
Once all income is entered, go check 
it out on the Master. The totals should 
be populated in the Income section of 
the Master.  
 

3 - Personnel 
Expenses Sheet 
 
Schedule A: Payroll 
Planning 
Position/Staff List  
First list all of the staff. List the 
position, the name of the person and 
very importantly, fill in the first column 
FTE (full-time-equivalent). This is a 
calculation of how many hours the 
employee works on a full-time basis. 
For full time put 1.0. Half-time is .5, 
etc. Full time is considered 2,080 
hrs/year (40 hours a week, 52 weeks 
per year). 
 
Salary/Wage 
Enter the salary or wage, but not both. 
If the person is salaried, enter the 
amount under salary current year. If 
the person is paid an hourly wage, 
enter the amount paid per hour under 
“Wage Current Year” and estimated 
amount of hours for the year under 
“Base Annual Wage Hours.”   
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Overtime  
Enter anticipated overtime hours if 
applicable for hourly staff. The 
overtime total self-calculates at time 
and a half.  
 
Changes to Payroll/ Note 
These columns are to track any 
expected salary changes. For 
example, if project staff will be getting 
a review and possible raise mid-year, 
calculate out this expected increase 
for the fiscal year; (difference between 
new salary and old salary divided by 
part of the year. E.g. $50,000 salary 
increased by 10% but effective for only 
half year = (55000-50000)/2= $2500 
increase. Enter $2500 into the 
appropriate cell and add a note. 
 
Schedule B: Payroll Tax 
and Benefits Planning 
Remember to only fill in the green 
cells. This section is split into payroll 
taxes and benefits: 
 
Employer Social Security  
Enter in the current rate as well as the 
ceiling for this rate. The totals will 
calculate automatically.  
 

Employer Medicare  
Enter percentage paid if applicable.  
 
SUI (state unemployment insurance) 
Enter in current rate and ceiling.  
 
WBF (worker’s benefit fund) 
Enter appropriate percentage.  
 
Benefits 
Add benefits here. These can be 
added as monthly amounts, or 
percentages depending on your 
benefits package.  
 
Make sure the error checking column 
is blank! 
 

Before the personnel 
expenses show up on 
the master, you have to 
fill out the Program 
Allocations sheet. 
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4 - Program 
Allocations Sheet 
 
Again, only enter data to the green 
cells, everything else auto-populates.  
 
This is the sheet where you spread out 
personnel’s time across your various 
cost centers.  
 
For each staff, you have four quarters 
where you need to allocate their time 
as percentages across your cost 
centers. Don’t worry if they are full-
time or half-time, this is already 
figured in from the Personnel 
Expenses sheet. Just list their time as 
percentages of their total time 
worked. Make sure to look at the error 
checking column, this will ensure your 
percentages add up to 100%. 
 
The rest of this sheet doesn’t need any 
work, leave it as is. The rest is 
informational and the percentages are 
used to allocate expenses across 
programs. The last row of the sheet is 
quite informative; it shows your total 
personnel costs for each cost center. 
 

5 - Project Specific 
Sheet 
 
This sheet allows us to add up and 
break down your project specific 
expenses across your cost centers.  
 
As you can see, the project specific 
expenses from your naming sheet 
have populated here and you are now 
able to list out the various expenses 
within them.  
 
List the expenses and break out the 
expenses across the cost centers. Do 
not enter anything into the total 
column, the total will sum 
automatically.  
 
If you need another expense line, copy 
the row at the bottom of the sheet that 
says “direct expense detail line”. 
Copy the whole row and insert it 
where you need it.  
 
Remember to make sure the error 
checking column is blank. 
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6 - Shared Operating 
Sheet 
 
Only enter data into the green cells. 
Unlike the Project Specific sheet, the 
expenses entered on this sheet will 
automatically spread out across your 
costs centers. Therefore, all you need 
to do is enter the total for each line 
item.  
 
After enter the total for a line item, the 
cost will be automatically spread out 
based on information from the Payroll 
Allocation sheet. The amount 
allocated to each cost center is equal 
to the percentage of total staff time 
allocated to that program. This 
percentage can be seen on line 153 of 
the Payroll Allocation Sheet.  
 
If you need another expense line, copy 
the row at the bottom of the sheet that 
says “op exp detail line -standard”. 
Copy the whole row and insert it 
where you need it.  
 
Enter only the total and watch the 
magic spread across the sheet.  

 
Now, check all error 
checking columns on all 
sheets, and then go look 
at the Master. You did it! 

 
 

Using Your Budget 
 
Now that your budget is complete 
there are many ways you can modify, 
share, and use your budget for 
analysis. 
 

Formatting and Sharing 
Once your budget is complete you 
should save it and create an additional 
copy for any alterations you make in 
the future. It will be helpful to have this 
original to refer back to later.  
 
When sharing the final budget, you 
should copy and paste the master 
sheet into a separate document in 
order to keep the salaries confidential. 
You may also find it useful to hide rows 
and/or columns that you don’t need. 
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Analysis of your Programs 
This may be the first time you are 
seeing the full costs for your programs 
including all the shared operating 
costs.  
 
With this data you can see which 
programs are running at a deficit and 
make informed decisions. For 
example, if a program is running at a 
deficit you may want to re-allocate 
unrestricted funds to subsidize the 
program or re-allocate staff time away 
from it. In whichever way you use the 
data, the bottom line is that now you 
have what you need in order to make 
informed decisions.  
 

Track your Budget 
Check your budget regularly. You 
should be running budget to actual 
comparisons monthly but also update 
this budget with notes as you move 
through the year and see how you can 
improve on it next year.  
 

Following Up 
If you come across any issues with the 
budgeting process, or need further 
assistance please don’t hesitate to 
contact us. It is our mission at TREC to 
provide you with the tools and 
expertise that you need. We welcome 
your questions and feedback! 
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