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Evaluate your  
programs  based 
on how well they 
line up with your 
mission

List your programs in 
order from most core to 
least core (do not factor 
in staffing or funding)

Not Core

Somewhat 
Core

Core

•Opportunistic 
program

•On the side lines

•Long standing 
program

•Known secondarily for 
this work

•Directly aligns with 
mission

•Flagship program
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Evaluate the 
funding

List programs  in order of 
those that are fully 
funded  to those that are 
not funded

Not Funded

Partially 
Funded

Funded

• Not covering costs 
of program

• Prospective only

• Covering program 
costs but not shared 
costs

• Program and shared 
costs covered

• Money in hand 
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Income 
generating 
program

Core 
Program: 
Funded

Non-Core 
Program: 

Not 
Funded

Program 
Needs 

Funding

Low    High
         Mission Alignment
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This is a 
winner!

Focus your 
cuts here!

This work is licensed under a Creative Commons Attribution 4.0 International License. | trec.org



Evaluate the 

contribution 
of each staff  
person 

List your staff and 
contractors in order from 
most core to least core 
(do not factor in program 
assignment or funding)

Not Core

Somewhat 
Core

Core

• Short term and 
contractors

• Poor performers

• Long term

• Solid performers

• Management

• Synonymous with 
organization
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CUT UNFUNDED PROGRAMS, 
ESPECIALLY THOSE THAT ARE NOT 

CORE TO YOUR MISSION

Action Step:
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