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About FSG and CF Insights 
 

FSG is a nonprofit organization devoted to 

increasing the pace of positive social impact.  

FSG consults to community foundations, private 

foundations and corporations on philanthropic 

strategy and evaluation as well as conducts 

research and publishes findings for the field. 

 

CF Insights, a nonprofit division of FSG, was 

launched in 2007 to provide benchmarking data 

on operating models and performance to member 

community foundations.  CF Insights' database 

includes the results of foundationsô Cost-

Revenue Studies as well as field surveys such as 

the Council on Foundations salary survey.  

 

INTRODUCTION  
 

FSG and CF Insights are pleased to provide this user guide to assist community foundations in 

conducting an Activity-Based Costing Analysis (formerly known as Cost-Revenue Study, which 

is the name used throughout this User Guide).  This guide provides step-by-step instructions for 

using the free Cost-Revenue Study tools and for analyzing and presenting the results. 

 

This document is designed to help community foundations conduct a Cost-Revenue Study on 

their own.  Foundations that prefer to have assistance conducting the analysis and/or analyzing 

and presenting the results can contact CF Insights
1
, a nonprofit division of FSG that conducts full 

and partial studies for foundations on a fee basis. 

 

History of the Activity -Based Costing Analysis Approach 

Historically, many community foundations have operated without a clear, detailed understanding 

of the costs of marketing and administering each of their products.  As a result, they have been 

hindered from making informed strategic decisions regarding critical issues such as fees, 

minimum fund sizes, and product mix.   

 

FSG encountered this challenge in its strategy consulting work with community foundations.  To 

address this issue, FSG developed an activity-based costing approach that enables foundations to 

assess the costs and revenues associated with 

each of its products and, therefore, each 

productôs financial sustainability.  This model 

is called the Cost-Revenue Model and the 

process of using this tool is a Cost-Revenue 

Study.   

 

FSG worked with nine community 

foundations
2
 to refine and utilize this tool, 

yielding a small sample set of comparable 

data.  FSG presented the learnings from this 

group in a white paper for the field in 2003 

titled ñStrengthening Community 

Foundationsò
3
 and continues to provide the 

tool free of charge to community foundations.  

Since that time, dozens of foundations have 

utilized the free Cost-Revenue Study tools and 

supporting resources to complete studies of 

their own.   

                                                 
1
 www.CFInsights.org 

2
 Cleveland Foundation, The San Francisco Foundation, The Columbus Foundation, Greater Milwaukee Foundation, 

Arizona Community Foundation, Foundation for the Carolinas, New Hampshire Charitable Foundation, Kalamazoo 

Community Foundation, Philadelphia Foundation 
3
 Available on CF Insightsô web site: http://www.cfinsights.org/Knowledge/ViewArticle/ArticleId/12/Strengthening-

Community-Foundations-Redefining-the-Opportunities.aspx We highly recommend reading this white paper before 

conducting a Cost-Revenue Study, as it provides valuable context for the analysis. 

http://www.cfinsights.org/Knowledge/ViewArticle/ArticleId/12/Strengthening-Community-Foundations-Redefining-the-Opportunities.aspx
http://www.cfinsights.org/Knowledge/ViewArticle/ArticleId/12/Strengthening-Community-Foundations-Redefining-the-Opportunities.aspx


 4 

Value of the Activity -Based Costing Analysis for Community Foundations  

Completing a Cost-Revenue Study can yield significant benefits for community foundations.  

First, it provides a foundation with a clear understanding of the true cost structure of the products 

it offers.  Such insight is vital for making strategic decisions such as which products to prioritize 

in development efforts, what fees to charge and how to allocate foundation staff. 

 

In addition to examining their own cost structures, community foundations have found that 

comparing their Cost-Revenue Study results to those of peer foundations has been extremely 

valuable.  Such benchmarking has led to sharing of best practices and has sparked important 

discussions within foundations about possible strategic options.  CF Insights collects Cost-

Revenue Study results (in addition to other operating model data) and provides its members with 

benchmarking reports to aid decision-making.
4
   

 

How the Activity -Based Costing Analysis Works 

The Cost-Revenue Study approach uses activity-based costing, an accounting method in which 

the staff, direct and indirect costs of completing an activity are identified and assigned to relevant 

products.  First, activities are identified and defined, then cost data is gathered and traced to 

activities; finally, costs are allocated to products or services based on their utilization of activities 

(Figure 1). 

 

Activity-Based Costing Approach of the Cost-Revenue Study 

 
      Figure 1: Illustration of Activity -Based Costing Approach 

 

Through its work with numerous foundations, FSG has developed an extensive list of over 100 

standard staff activities for the Cost-Revenue Model.  These activities are grouped into five 

major activity categories: 

1. Acquiring a new gift or establishing a new fund 

2. Maintaining funds 

3. Making grants 

4. Providing non-grant services to the community 

5. Other staff activities 

 

                                                 
4
 For more information on how to join CF Insights and access such reports, see www.CFInsights.org 

 

http://www.cfinsights.org/
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By the end of the Cost-Revenue Study process, 100% of a foundationôs staff, direct and indirect 

costs are assigned to a matrix of activities and products (Figure 2). 

 

 

 
Figure 2: Illustration  of a Cost-Revenue Model Matrix 

 

Note: Only the five activity categories are shown above.  There are numerous activities under 

each activity category shown here. 

 

Phases of an Activity -Based Costing Analysis 

A Cost-Revenue Study has four major stages (       Figure 3).  Each phase is detailed in a separate 

section in this user guide for your reference. 
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The Cost-Revenue Study Involves Four Phases

II.  Data Collection

III.  Data Analysis

IV.  Implications and 

Recommendations

I.  Preparation Identify team, identify products, develop workplan

Assess the results of the Model, determine 

implications for potential change

Conduct survey of staff time, collect foundation 

financial data

Enter data into Cost-Revenue Model and run analysis

 
        Figure 3: Phases of a Cost-Revenue Study 

 

 

Requirements for Conducting an Activity -Based Costing Analysis  

As with any significant financial analysis, conducting a Cost-Revenue Study requires a 

commitment of staff time, executive and board attention, and foundation resources.  Before 

launching a Cost-Revenue Study, a community foundationôs board and executive staff must be 

committed to understanding the results and implications of the analysis and determining what 

actions to take.  As for staff, a Cost-Revenue Study typically requires two to four months to 

complete, depending on the amount of time staff has available to devote to the data collection 

and analysis.  The bulk of the work is done by a core team (roles detailed in the ñPreparing for 

the Studyò section of this guide).  Other staff members must fill out a survey indicating how they 

spend their time across products and activities.   

 

Free Activity -Based Costing Analysis Tools 

Free tools are available on both CF Insights' website
5
 to assist community foundations in 

completing a Cost-Revenue Study.  The toolkit includes: 

a) This User Guide 

b) Cost-Revenue Model: The primary analysis tool for the study, this is an Excel template 

that is pre-formatted for input of data 

c) Staff Survey Template: An Excel template that each staff member fills out, indicating 

how they spend their time across products and activities 

d) Staff Survey Compiler* : An Excel template that aggregates the results of all staff surveys 

into a weighted average 

e) Communication tools: 

                                                 
5
 http://www.cfinsights.org/Tools/CFActivityBasedCostingAnalysis.aspx 

 

http://www.cfinsights.org/Tools/CFActivityBasedCostingAnalysis.aspx
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i) Kickoff Memo to Staff: a memo for informing staff of the Cost-Revenue Study and 

its purpose as well as their roles 

ii)  Customizable Project Timeline 

iii)  Kickoff Presentation to Board: a set of PowerPoint slides useful for introducing the 

Cost-Revenue Study to the board 

iv) Staff Survey Memo: a customizable memo to send to staff to explain the Staff Survey 

and request their assistance 

v) Presentation Tool: a pre-formatted PowerPoint presentation template that the 

Working Group can use to communicate the results of their Cost-Revenue Study to 

senior management and board members. 

 

*Members of CF Insights also have access to an additional valuable tool called the Allo-Gator, 

an Excel spreadsheet that saves significant time in allocating staff costs and takes the place of the 

Staff Survey Compiler.  This customized template is provided free of charge to CF Insights 

members to assist them in their Cost-Revenue Studies. 

 

We recommend that foundations download all of these tools and have them accessible for 

reference while reviewing this user guide, as it explains how to use each resource. 

 
 

PHASE I:  PREPARATION   
 

The preparation phase of a Cost-Revenue Study is crucial for ensuring the validity and success of 

the analysis.  We encourage foundations to devote sufficient time to thoughtfully completing this 

phase.  The preparation phase has five important steps, as outlined below. 

 

Phase I of the Cost-Revenue Study:  Preparation

II.  Data Collection

III.  Data Analysis

IV.  Implications and 

Recommendations

I.  Preparation 4. Identify 

Products

5. Customize 

Model and 

Staff Survey

2. Discuss 

Workplan

1. Establish 

Team Roles

3. Kickoff 

with Staff

  
 

        Figure 4: Phase I of the Cost-Revenue Study 
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Step 1: Establish Team Roles 

The first step is to designate staff members for the ñWorking Team,ò the group responsible for 

implementing the Cost-Revenue Study.  Designate staff member(s) responsible for each of the 

following tasks: 

¶ Managing the project and coordinating timelines, communication and logistics 

¶ Gathering detailed financial data for the most recent fiscal year 

¶ Coordinating and administering the Staff Survey; auditing the survey data 

¶ Completing the analysis using the Cost-Revenue Model 

¶ Synthesizing data into relevant presentations to share with staff and Board 

 

The Working Team can be configured to fit the needs of individual foundations.  Some 

foundations form Working Teams with three to four members from the finance department and 

possibly the development or program teams.  Other foundations, often small ones, choose to 

have their CFO or another finance staff member complete the entire analysis.  Regardless of the 

configuration of the Working Team, foundations must establish at the beginning what role the 

Executive Director/CEO of the foundation will have on the Working Team.  It is helpful to have 

the Executive Director/CEO involved in at least the planning discussions, including product 

selection. 

 

Step 2: Develop Workplan 

Create a timeline for each of the activities listed in Figure 5, dividing the work among the 

Working Team.  The total duration of the project depends on the availability of the working 

team, the complexity of the foundation's operating structure and programs, and the size of the 

staff.  Most foundations require between 2 and 4 months to complete the analysis.  The following 

timeline shows a typical study. 
 

 
 Figure 5: Sample Timeline for Cost-Revenue Study 
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Time Saving Tip: This timeline template is available on the CF Insights website at 

http://www.cfinsights.org/Tools/CFActivityBasedCostingAnalysis.aspx.  When developing your 

own timeline, simply adjust the template to fit your needs. 

 

Caution: Be careful not to schedule a Cost-Revenue Study during busy periods for finance staff 

such as end of year preparations and audits.  

 

Step 3: Hold Kickoff Meeting with Staff  

Hold a meeting with all foundation staff to communicate the goals of project, outline the 

activities involved, discuss the major questions that the analysis can answer, and identify planned 

or proposed changes to the Foundation's operating model that can be informed by the analysis. 

 

During the kickoff meeting, you should: 

¶ Give an introduction to the Cost-Revenue Study 

¶ Establish the high-priority questions you want the Cost-Revenue Study to address. Some 

questions that other foundations have answered with the analysis: 

 - How much do the different funds and products we offer really cost? 

 - Which products make money for the Foundation and which do we subsidize? 

 - How do our costs compare with other foundations? 

 - Where can we cut back spending while still supporting our mission? 

 -  In an increasingly competitive market, how does the Foundation best position itself for  

    sustainability? 

¶ Identify aspects of planned operational changes that can be informed by the analysis 

¶ Explain the steps involved in the project and inform the staff that their participation will 

be required for the Staff Survey 

 

Two documents available for you to download in the Tools for the Field section of CF Insights' 

website can help you to communicate the purpose and the process of the Cost-Revenue Study: 

¶ Kickoff Memo To Staff: A customizable introductory memo to staff describing the 

purpose and process of the Cost-Revenue Study 

¶ Kickoff Presentation to Staff or Board: A customizable PowerPoint presentation 

introducing the Cost-Revenue Study, including both the purpose and the process of the 

study 

 

Step 4: Identify Foundation Products to Include in the Analysis 

The Cost-Revenue Study will identify the full cost of delivering each of your products and 

services. Some of these will be fee-based products such as donor advised funds, scholarships, 

and field of interest funds.  Others may be non-fee based services and programs such as 

community leadership initiatives. 

 

Based on our experience, foundations should identify and utilize eight to twelve products for 

the Cost-Revenue Study. No foundations we have worked with used fewer than eight products, 

and using more than twelve makes it difficult for staff members to differentiate among products 

when completing the Staff Survey, thereby limiting the accuracy of the analysis. 

 

http://www.cfinsights.org/Tools/CFActivityBasedCostingAnalysis.aspx
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When choosing the products to include in the analysis, the Working Team should engage each 

department of the foundation (finance, program, development, etc.) and the Executive 

Director/CEO in the decision.  The entire Cost-Revenue Study will be driven by the products 

selected so it is crucial to ensure agreement on the product categorizations upfront.   

 

When identifying products, keep in mind the following possible characterizations of a distinct 

product: 

¶ A bundled set of services delivered to customers/donors for a published fee (such as 

donor advised funds, designated funds, scholarships) 

¶ A customized set of services delivered to customers/donors for negotiated fees 

¶ A unique set of activities which represents a significant amount of the Foundationôs staff 

time, is designed to serve the community or the field, but which may not generate 

revenue (such as proactive initiatives or community leadership initiatives) 

¶ A fund or set of funds that need to be separated from another product category because 

including them could distort findings.  For example, one large fund that requires 

significant staff time and customized processes, or donor advised funds advised by a 

committee 

 

Based on our work with community foundations, the Cost-Revenue Model is pre-formatted with 

the products shown here in Table 1.  Use these as an initial guide but feel free to customize this 

list to fit the unique needs of your foundation. 

 
Table 1.  Standard Products in the Cost-Revenue Model (Continued onto next page) 

Product Description 

Agency/Nonprofit 

Endowments 

Fund established by a nonprofit agency for the benefit of the nonprofit agency. 

The community foundation distributes the annual net earnings back to the 

agency for purposes established by the agency 

Designated Funds Fund in which the nonprofit agency beneficiaries have been specified by the 

donor 

Donor Advised 

Funds 

A fund where the donor may recommend investments or eligible charitable 

recipients for grants from the fund 

Field of Interest 

Funds 

Fund that is used for a specific category of charitable activity or a specific 

geographic region 

Geographic 

Component 

Funds/Affiliates 

Arrangement between two community foundations whereby the larger 

foundation holds funds for the smaller foundation, or provides administrative 

support, guidance, or technical assistance to the smaller foundation 

Planned Giving Generally an unconditional promise to give or a split interest arrangement such 

as a charitable lead trust, charitable remainder trust, charitable gift annuity, 

pooled income fund, or perpetual trust held by a third party 

Scholarships Funds established to provide awards for accomplishments or support to 

individuals who are pursuing some training or educational opportunity 

Supporting 

Organizations 

An entity that is not required to meet the public support test because it supports 

a public charity. To be a supporting organization, a charity must meet one of 

three tests which assure that the core foundation has some influence over the 

actions of the supporting organization 

Unrestricted Funds A fund which is not specifically designated to particular uses by the donor, or 

for which restrictions have expired or been removed. Income is granted at the 

discretion of the foundation 
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Product Description 

Community 

Leadership 

Community leadership activities may include community focused strategic 

initiatives, forums, educational events, research, publications, convening task 

forces, etc. The foundation may hold short-term or long-term funds to support 

these activities 

Fundraising/Fiscal 

Sponsorship 

In a fiscal sponsorship relationship, the community foundation collects 

donations on behalf of a grassroots community project. This allows donors to 

receive the full benefits of making a charitable donation. The foundation then 

places the donations in a special restricted fund dedicated only to the support of 

the project, not a permanent fund of the foundation. The foundation may 

provide other fundraising support for these funds. 

Fundraising for 

Operations 

Fundraising activities to support the foundation's operations 

Nonprofit Resource 

Center 

A resource to local nonprofit organizations, offering workshops, publications, 

consulting services, etc. 

Services to Private 

Foundations 

 

The community foundation provides resources to private foundations such as 

administrative, financial, grantmaking, and communications services 

 

Special Initiatives Programs or projects undertaken by the Foundation which would otherwise be 

accomplished by another nonprofit. May include a field of interest fund which 

was created by the community foundation itself, e.g. Womenôs Fund, AIDS 

Fund. Initiatives have their own operating budget which may include full-time 

staff. They may receive grants from other funds within the community 

foundation 

Other Fund Type or 

Service 

Customizable column 

  

 

Time Saving Tip:  The choice of products must be fully established before any further work is 

done; all subsequent steps of the project must use exactly the same products in the same order.  

Be absolutely sure that all members of the Working Team and key senior staff agree on the list of 

products before moving forward. 

 

Caution:  Do not confuse foundation products and services with staff activities.  Be sure that 

each selected product is either a fund type, a customized set of services to donors, a service such 

as a proactive initiative or community leadership program, or a set of anomalous funds that need 

to be separated.  See Step 5 below for a discussion of staff activities. 

 

Step 5: Customize the Model and Staff Survey Template 

Once the foundation establishes which products to analyze, it's time to customize the Cost-

Revenue tools. 

 

Customizing Foundation Products 

The Cost-Revenue Model and the Cost-Revenue Staff Survey Template each include a "Start 

Here" tab to collect preliminary information about the Foundation's products and staff activities.  

In each of these tools, go to this tab and enter your foundation's products in the available yellow 

cells (Figure 6).  If you have fewer than 16 products, simply leave extra cells blank.  The tools 
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will not accommodate more than 16 products.  The product names you enter here will be 

automatically applied to all tabs. 

 

 

Customize Foundation Products in the ñStart HereòTab of Each Tool 

Foundation 

Products and 

Services

Staff 

Activities

 
   Figure 6: Customizing Products in the Model 

 

Once you have entered your foundationôs products, it is time to determine if you want to add 

activities.  The Cost-Revenue Study is an activity-based costing model, so the analysis takes 

place at the level of individuals' daily activities.  Community foundation staff activities fall into 

five major categories: Acquiring Gifts, Maintaining Funds, Making Grants, Providing Non-Grant 

Services to the Nonprofit Community, and Other Staff Activities.  For each category, FSG has 

developed a detailed list of the common activities making up the category.  Staff are asked to 

allocate their time over the list of activities first, then spread the time for each activity across the 

foundation products if possible. 

 

Go to the second tab of the Cost-Revenue Model called ñStaff Costs.ò  Review the list of 

activities in column B and their definitions in column C (Figure 7).  For most foundations, this 

extensive list is sufficient for the analysis.  However, if desired, you may add up to two new 

activities per category - up to 10 activities total. 

 

As with products, new activities are added through the "Start Here" tab of the Cost-Revenue 

Model and the Cost-Revenue Staff Survey Template.  Cells are provided for up to two additional 

activities per activity category.  The new activities will then appear in all other tabs. 
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Review the List of Staff Activities Before Adding Additional Activities 

Staff 

Activities

 
   Figure 7: Reviewing Staff Activities in the Model and Staff Survey 

 

Caution:  It is very important NOT to modify activities in any tabs other than the "Start Here" 

tab.  In particular, do not: 

  -Delete an activity from the list 

  -Rearrange/change the order of the list of activities 

  -Modify the five activity categories 

 

 

Customizing the Staff Survey Compiler 
Foundations that are not members of CF Insights will not have access to the Allo-Gator tool for 

automatic allocation of staff time and aggregation of all staff time sheets.  These foundations 

should use the intermediate Staff Survey Compiler which aggregates all staff, but does not 

complete automatic allocations.  The Compiler contains the same "Start Here" tab for 

customizing foundation products and staff activities. 

 

Maintaining Consistency Across Tools 

It is absolutely essential to maintain consistency across all tools.  In the Model, Staff Survey and 

Compiler, be sure to enter exactly the same products and customized activities in exactly the 

same order. 
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PHASE II:  DATA COLLECTION  
 

The two major inputs to the Cost-Revenue Model are detailed financial data for the fiscal year 

being studied and the results of a survey of staff about how they spend their time.  This section of 

the user guide provides a comprehensive listing of the required data as well as instruction on 

collecting both sets of data. 

 

Phase II of the Cost-Revenue Study: Data Collection

II.  Data Collection

III.  Data Analysis

IV.  Implications and 

Recommendations

I.  Preparation

6. Gather 

Foundation 

Data

7. Complete 

Staff Survey

Schedule 

Staff Survey

  
        Figure 8: Phase II of the Cost-Revenue Study 

 

Step 6: Gather Foundation Data 

 

The Cost-Revenue Model requires data on operating expenses, personnel cost, and revenue by 

product type in addition to detailed data on individual funds, gifts and grants (separate data 

needed for grants approved and grants paid).  All of this data must be collected in Excel format. 
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Required Data (all data must be from the fiscal year being studied): 

a) Itemized operating expenses (Figure 9) 

Sample Itemized Operating Expenses: Appropriate Level of Detail

Full Year

Budget Actual $ Var

Expenses

Direct Expenses Indirect Expenses

Salaries 3,691,554  3,621,527  70,026     Occupancy 807,447       800,949      6,498       

Benefits 1,012,234  967,268     44,965     Depreciation 370,556       351,346      19,210     

Payroll Taxes 261,797     249,020     12,776     Subtotal 1,178,003    1,152,295   25,708     

Subtotal 4,965,582  4,837,816  127,767   

Insurance 63,674         51,695        11,979     

Accounting & Audit 103,500     85,850       17,650     Interest 98,165         113,374      (15,209)   

Consulting 120,752     308,484     (187,734) Technology Management 214,143       201,646      12,497     

Legal 75,000       63,273       11,727     Maintenance & Repairs 63,222         69,840        (6,618)     

Subtotal 299,250     457,606     (158,357) Telephone 43,314         44,965        (1,651)     

Subtotal 482,518       481,519      999          

Meetings & Events 310,876     430,706     (119,830) 

Professional Development 129,749     103,424     26,326     Total Indirect Expenses 1,660,521    1,633,815   26,706     

Subtotal 440,625     534,129     (93,504)   

Total Expenses 7,845,367    8,064,192   (218,825) 

Marketing/Sponsorships 2,500         8,291         (5,791)     

Newsletters 85,195       88,917       (3,722)     

Annual Report 72,525       87,377       (14,852)   

Website 24,000       3,153         20,847     

Publications/Printing 141,345     177,914     (36,569)   

Subtotal 325,565     365,652     (40,087)   

Office Supplies 104,300     128,056     (23,756)   

Postage & Delivery 32,525       32,732       (207)        

Recruitment & Temp Help 17,000       74,387       (57,387)   

Subtotal 153,825     235,175     (81,350)   

Total Direct Expenses 6,184,846  6,430,378  (245,531) 

 
       Figure 9: Sample Operating Expenses 

 

b) Fully loaded personnel cost for each staff position at the foundation, whether filled or 

vacant during the year 

i) Includes salary, benefits, and any individual training/education fees 

ii)  Note: only include vacant positions if you intend to fill them within the next year 

 

c) Total revenue by product, including fee revenue and any non-fee revenue 

 
                 Table 2.  Example of Revenue Data Required 

 Donor Advised 

Funds 

Scholarships Othersé. 

Admin Fee Revenue $X $X $X 

Disbursements From 

Operating 

Endowment/Reserve 

$X $X $X 

External Gifts/Grants 

to Operations 

$X $X $X 

Interest Income $X $X $X 
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Fee for Service 

Revenue 

$X $X $X 

Other Revenue $X $X $X 

 

d) Data on all funds active during the year.  This includes all funds that existed at some 

point during the year, even if they closed or had a $0 balance at year end.  The required 

data for each fund are: 

i) Fund identification (ID) number (whatever format your foundation uses is fine as 

long as each fund has a unique ID number) 

ii)  Fund name 

iii)  Year the fund was established (fiscal year)  

iv) Year the fund closed (if applicable) 

v) Fund market value (as of end of fiscal year) 

vi) Endowed or pass-through designation (Note: ñendowed fundsò are funds that have a 

perpetual investment horizon.  They usually have a set payout rate/spending policy, 

and are set up to exist for a longer time period.  ñNon-endowed fundsò are funds that 

do not have a perpetual investment horizon, do not have a set payout rate/spending 

policy, and could be drawn down to $0 due to grantmaking within a short time period 

if the donor or foundation chose to do so.) 

vii)    Fee structure applied to the fund 

viii)  Product category for the fund  

IMPORTANT: Use the product designations you defined for the Cost-Revenue 

Study.  These product names may be different from the designation in the 

foundationôs database.  Some extra mapping may be required to match funds to 

their product designations. 

ix) Indication of whether the donor is living or not (yes/no) 

x) Indication of whether there is a committee associated with the fund (yes/no) 

xi) Indication of whether there is an RFP process associated with the fund (yes/no) 

xii)  Indication of whether these funds are invested outside the regular pool of funds 

(yes/no) 

xiii)  Indication of whether this fund includes real estate assets (yes/no) 

xiv) Indication of whether this fund includes other non-liquid assets (yes/no) 

 

 

 

 



 17 

 
                 Table 3.  Example of Fund-level Data Required 

1 2 3 4 5 6 7 8 9 10 11 12 13 14 
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2              

3              

 

e) Data for all gifts that occurred during the fiscal year, with the following information on 

each gift: 

i) Gift ID number 

ii)  Amount of gift 

iii)  Date of gift 

iv) Type of gift (i.e., cash, stock, privately held stock, real estate, other non-liquid assets, 

etc.) 

v) Recipient fund ID number 

vi) Product category for the recipient fund  

(1) IMPORTANT: Use the product designations you defined for the Cost-Revenue 

Study.  These product names may be different from the designation in the 

foundationôs database. 

vii)  Indication of whether this gift was for a memorial/honorarium (yes/no) 

viii)  Indication of whether this was a matching gift (yes/no) 

 
                  Table 4.  Example of Gift Data Required 

1 3 4 5 6 7 8 9 

Gift ID 

Number 

Gift 

Amount 

Date of 

Gift  

Type of 

Gift  

Recipient 

Fund ID 

Number 

Recipient 

Fund 

Product 

Memorial / 

Honorarium

? 

Matching 

Gift?  

1        

2        

3        
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f) Data for all grants that were approved during the year, with the following information on 

each grant: 

i) Grant ID number 

ii)  Amount of grant approved 

iii)  Fund ID from which grant was authorized 

iv) Product category for the fund from which grant was authorized 

(1) IMPORTANT: Use the product designations you defined for the Cost-Revenue 

Study.  These product names may be different from the designation in the 

foundationôs database. 

 
     Table 5.  Example of Approved Grant Data Required 

1 2 3 4 

Grant 

ID 

Number 

Approved 

Grant 

Amount 

Fund ID 

Number 

Fund 

Product  

1    

2    

3    

 

g) A list of all grant payments made during the year, with the following information on 

each: 

i) Grant ID number 

ii)  Amount of grant payment 

iii)  Date of grant payment 

iv) Product category for the fund from which grant was authorized 

(1) IMPORTANT: Use the product designations you defined for the Cost-Revenue 

Study.  These product names may be different from the designation in the 

foundationôs database. 

 
     Table 6.  Example of Grant Payment Data Required 

1 2 3 4 5 

Grant 

ID 

Number 

Payment/ 

Check 

Number 

Amount of 

Grant 

Payment 

Date of 

Grant 

Payment 

Product 

1     

2     

3     
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h) Other grant data by product type 

i) Number of grant proposals reviewed by product type 

ii)  Number of returned grants by product type 

 
    Table 7.  Example of Other Grant Data Required 

 Donor Advised 

Funds 

Scholarships Othersé. 

Number of Grant 

Proposals Reviewed 

   

Number of Returned 

Grants 

   

 

 

Note on Foundation Data: 

If some data points are not available, you may need to modify any staff time allocation rules that 

reference that piece of data.  See the section in Chapter III titled "Step 8: Customize Allocation 

Rules" for a discussion. 

Time Saving Tips:   

Á Export all foundation data into Excel to enable fast calculations.   

Á For downloads from the foundationôs database, keep each download in its own worksheet of 

an Excel workbook.  In a new sheet, use pivot tables or =countif( ) and =sumif( ) statements 

to roll everything up to the level of products. 

 

Caution:  Be sure that you are using the product types that you designated for the purposes of the 

Cost-Revenue Study.  These may not correspond to the product codes in your accounting system, 

so some additional mapping may be required. 

 

 

Step 7: Administer Staff Survey 

 

For most community foundations, staff costs make up the majority of total foundation costs.  

Therefore, the Cost-Revenue Study analyzes staff costs in a very detailed manner by examining 

the activities performed by staff for each product.  

 

Using the Staff Survey Template, staff members fill out a time sheet showing the division of 

their time over the staff activities and across the foundation products during the entire fiscal year 

being studied.  In the data analysis phase, each staff member's time sheet data will be converted 

into cost and rolled up to the whole staff; the result is a breakdown of total foundation staff costs 

over the activities and products. 

 

Schedule the Staff Survey 

The Staff Survey typically takes each staff member approximately 1-1.5 hours to complete.  

Schedule a time for each staff member to meet with a member of the Working Team to go over 

the time sheet and begin to fill it out.   
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At a small foundation, the whole staff may want to sit together to complete the Staff Survey.  

This ensures that each staff member understands the activities and products in the same way.  

Larger foundations can meet by department.  A member of the Working Team should be present 

at these meetings to explain the time sheet and answer questions. 

 

As everyone is busy, be sure to schedule the Staff Survey working sessions well in advance to 

ensure that everyone can meet together.  

 

Time Saving Tip:  If staff are sitting together to complete the Staff Survey, they will probably be 

using printouts of the survey.  After these meetings, have each staff member put their responses 

into an electronic copy of the survey.  This allows each staff member to check for errors and 

make any necessary adjustments, then email their completed survey in an electronic format to the 

Working Group for streamlined analysis. 

 

Complete Staff Surveys 
When meeting with staff, begin by explaining the purpose of the Staff Survey.  Explain that the 

survey is designed to capture how staff actually spent their time during the course of the year, 

which is not necessarily how their job descriptions say they should spend their time.  Staff 

should take their time filling in the survey and try to be as accurate and realistic as possible.  

Explain the importance of accurate data given the large role of staff costs in the analysis. 

 

Emphasize to the staff that they are not being evaluated; this data is being collected to help the 

foundation understand its true costs.  As such, you expect much of their time to fall outside the 

areas designated in their job description. 

 

Next, orient the staff to the Staff Survey format.  Provide each staff member with either a 

printout or an electronic copy of your foundation's customized survey.   Figure 10 shows the 

layout of the staff time sheet. 

 

Note that the following instructions for the Staff Survey also appear in the separate PowerPoint 

available on the CF Insights website called Overview Presentation and in the Word document 

called Staff Survey Instructions. 
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Staff Survey: Employees Divide Their Time Over the List of Activities

and then Spread it Across the Foundation Products and Services 

Before filling in the survey, staff should familiarize themselves with 

the lists of staff activities and foundation products and services

Foundation Products and Services

Staff 

Activities

Processin

g gift 

reports

1

7

Processin

g other 

non-liquid 

assets

1

6

Processin

g real 

estate gifts

1

5

Publicly traded 

stocks, mutual 

funds, closely 

held stock, etc.

Processin

g stock 

gifts 

through 

outside 

brokerage

1

4

Publicly traded 

stocks, mutual 

funds, closely 

held stock, etc.

Processin

g stock 

gifts 

through 

custodian

1

3

Includes 

corporate match

Processin

g 

matching 

gifts or 

grants

1

2

Includes MC/Visa 

gifts

Processin

g standard 

gifts, 

including 

gift receipt 

and 

pledges

1

1

Conductin

g an 

introductor

y meeting 

with a new 

donor

1

0

Includes 

preparing new 

fund checklist, 

letter of 

directions, and 

fund file and 

mailing welcome 

letter

Setting up 

a new 

fund, 

including 

acknowled

gement 

correspon

dence

9

Including CGAs, 

Pooled Income 

Fund, Insurance, 

CRT, CLT, 

working with 

Planned Giving 

Services, etc.

Establishin

g deferred 

gifts

8

Includes 

brochures, 

newsletters, white 

papers, and other 

mailings 

(electronic and 

hard copy)

Creating 

and 

sending 

marketing 

materials 

to current 

donors

7

Includes 

brochures, 

newsletters, white 

papers, and other 

mailings 

(electronic and 

hard copy)

Creating 

and 

sending 

marketing 

materials 

to  

potential 

donors

6

Merrill Lynch, etc.

Establishin

g new 

investment 

relationshi

ps/alliance

s

5

Donor services 

first meeting with 

a new donor

Conductin

g 

seminars 

for 

nonprofits 

and 

profession

al advisors

4

Developing 

professional 

advisor network 

through proactive 

contacts and 

presentations 

(EXCLUDING 

seminars) in 

order to build trust 

and educate them 

about the 

Foundation. This 

includes 

responding to 

inquires, 

distributing 

materials, and 

providing 

professional 

development 

opportunities 

through Advisor 

newsletter, 

Planned Giving 

Design Center, 

etc.

Developin

g and 

maintainin

g 

relationshi

ps with 

Profession

al 

Advisors, 

including 

providing 

informatio

n

3

Includes 

positioning, 

marketing 

campaign, 

advertising, public 

relations targeted 

to donors, 

speaking 

engagements, 

press releases; 

etc. 

(EXCLUDING 

seminars)

Building 

awareness 

of the 

Foundatio

n and 

creating 

desired 

perception

s among 

potential 

donors

2

Proactive and 

responsive 

interaction to 

develop trust, 

build 

relationships, and 

educate them 

about the 

Foundation.

Researchi

ng and 

developing 

relationshi

ps with 

donor 

prospects

1

Descriptions

Acquiring 

/ 

Establishi

ng a New 

Fund or 

Acquiring 

a New 

Gift

N

u

m

b

e

r

Ot
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r 
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nd 

Ty
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or 
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ce

:
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al 
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g. 
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, 
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Co
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m
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er
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Su
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ng 

Or

ga

niz
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on

s

Sc

ho

lar

shi

ps
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an

ne

d 
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ic 

Co
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s
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el

d 

of 
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er
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t
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r 
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r
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Other Products/ServicesFund Types

Foundation Products and Services

T

i

m

e

Activities

Processin

g gift 

reports

1

7

Processin

g other 

non-liquid 

assets

1

6

Processin

g real 

estate gifts

1

5

Publicly traded 

stocks, mutual 

funds, closely 

held stock, etc.

Processin

g stock 

gifts 

through 

outside 

brokerage

1

4

Publicly traded 

stocks, mutual 

funds, closely 

held stock, etc.

Processin

g stock 

gifts 

through 

custodian

1

3

Includes 

corporate match

Processin

g 

matching 

gifts or 

grants

1

2

Includes MC/Visa 

gifts

Processin

g standard 

gifts, 

including 

gift receipt 

and 

pledges

1

1

Conductin

g an 

introductor

y meeting 

with a new 

donor

1

0

Includes 

preparing new 

fund checklist, 

letter of 

directions, and 

fund file and 

mailing welcome 

letter

Setting up 

a new 

fund, 

including 

acknowled

gement 

correspon

dence

9

Including CGAs, 

Pooled Income 

Fund, Insurance, 

CRT, CLT, 

working with 

Planned Giving 

Services, etc.

Establishin

g deferred 

gifts

8

Includes 

brochures, 

newsletters, white 

papers, and other 

mailings 

(electronic and 

hard copy)

Creating 

and 

sending 

marketing 

materials 

to current 

donors

7

Includes 

brochures, 

newsletters, white 

papers, and other 

mailings 

(electronic and 

hard copy)

Creating 

and 

sending 

marketing 

materials 

to  

potential 

donors

6

Merrill Lynch, etc.

Establishin

g new 

investment 

relationshi

ps/alliance

s

5

Donor services 

first meeting with 

a new donor

Conductin

g 

seminars 

for 

nonprofits 

and 

profession

al advisors

4

Developing 

professional 

advisor network 

through proactive 

contacts and 

presentations 

(EXCLUDING 

seminars) in 

order to build trust 

and educate them 

about the 

Foundation. This 

includes 

responding to 

inquires, 

distributing 

materials, and 

providing 

professional 

development 

opportunities 

through Advisor 

newsletter, 

Planned Giving 

Design Center, 

etc.

Developin

g and 

maintainin

g 

relationshi

ps with 

Profession

al 

Advisors, 

including 

providing 

informatio

n

3

Includes 

positioning, 

marketing 

campaign, 

advertising, public 

relations targeted 

to donors, 

speaking 

engagements, 

press releases; 

etc. 

(EXCLUDING 

seminars)

Building 

awareness 

of the 

Foundatio

n and 

creating 

desired 

perception

s among 

potential 

donors

2

Proactive and 

responsive 

interaction to 

develop trust, 

build 

relationships, and 

educate them 

about the 

Foundation.

Researchi

ng and 

developing 

relationshi

ps with 

donor 

prospects

1

Descriptions

Acquiring 

/ 

Establishi

ng a New 

Fund or 

Acquiring 

a New 

Gift

N
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Foundation Products and Services
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i

m

e

Activities

 
   Figure 10:  Layout of the Staff Survey Template 

 

 

Once they are familiar with the structure of the survey, walk the staff member(s) through the 

process of filling out the time sheet.  We recommend that staff proceed with the survey as 

follows: 

 

1) Divide your total time for the year among the five major activity categories (Figure 11).  

This provides a starting point for then dividing the time in each category into detailed 

activities.  Donôt worry if the numbers change as you go ï this is often an iterative 

process. 

 

Note: Everyoneôs time must add to 100%, even if a staff member works part-time.   
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When filling out the Staff Survey, first consider how 100% of your time 

breaks up among the five major activity categories 

This provides a rough guideline for you to work from;

these numbers will probably change as you spread your time

down over individual activities within the categories

å25%

å10%

å15%

å20%

å30%

Number

Acquiring / Establishing a New Fund 

or 

Acquiring a New Gift

Descriptions

1 Researching and developing Proactive and responsive interaction to develop trust, build 
2 Building awareness of the Foundation Includes positioning, marketing campaign, advertising, public 
3 Developing and maintaining relationships Developing professional advisor network through proactive 

é
Number Maintaining Funds Descriptions

25 Responding to donor inquiries / requests Excludes any responsive maintenance with intent of new gift 
26 Proactively maintaining relationships with Proactively providing information regarding additional ways for 
27 Planning and holding events or Includes lunches, award events, educational sessions, donor 

é
Number Making Grants Descriptions

50 Providing general information to potential Outreach to potential grantees, responding to inquiries, 
51 Providing grantmaking consulting or Responding to donors' inquiries or pro-actively providing 
52 Partnering with donors Connecting donors to community grantmaking programs

é
Number

Providing Non-Grant Services to the 

Nonprofit Community
Descriptions

53 Holding and attending events or Hosting or attending community events; convening on social 
54 Defining and participating in community Includes work both internal and external to the Foundation
55 Conducting or producing research

é

Number Other Staff Activities Descriptions

56 Providing management and supervision Includes performance reviews, goal setting by supervisors 
57 Receiving or providing professional Includes training, annual goal setting, attending external 
58 Attending internal staff or committee Includes general staff communications, including all staff 

é

 
   Figure 11 

 

2) Looking at the lists of detailed activities within each activity category, identify and 

highlight which of the individual activities you perform in your role (Figure 12). 

 

Next, highlight the activities that you conduct in your role

Your total time for each of the five major activity categories

will be divided among the highlighted activities in that category

Number
Acquiring / Establishing a New Fund or 

Acquiring a New Gift
Descriptions

1 Researching and developing relationships with donor prospects
Proactive and responsive interaction to develop trust, build relationships, and educate them 

about the Foundation.

2
Building awareness of the Foundation and creating desired perceptions among potential 

donors

Includes positioning, marketing campaign, advertising, public relations targeted to donors, 

speaking engagements, press releases; etc. (EXCLUDING seminars)

3
Developing and maintaining relationships with Professional Advisors, including providing 

information

Developing professional advisor network through proactive contacts and presentations 

(EXCLUDING seminars) in order to build trust and educate them about the Foundation. This 

includes responding to inquires, distributing materials, and providing professional development 

opportunities through Advisor newsletter, Planned Giving Design Center, etc.

4 Conducting seminars for nonprofits and professional advisors Donor services first meeting with a new donor

5 Establishing new investment relationships/alliances Merrill Lynch, etc.

6 Creating and sending marketing materials to  potential donors Includes brochures, newsletters, white papers, and other mailings (electronic and hard copy)

7 Creating and sending marketing materials to current donors Includes brochures, newsletters, white papers, and other mailings (electronic and hard copy)

8 Establishing deferred gifts
Including CGAs, Pooled Income Fund, Insurance, CRT, CLT, working with Planned Giving 

Services, etc.

9 Setting up a new fund, including acknowledgement correspondence
Includes preparing new fund checklist, letter of directions, and fund file and mailing welcome 

letter

Number Maintaining Funds Descriptions

25
Responding to donor inquiries / requests regarding current funds (reactive and 

transactional)

Excludes any responsive maintenance with intent of new gift or donor engagement.  Includes 

changing fund, payout options

26 Proactively maintaining relationships with current donors
Proactively providing information regarding additional ways for donors to accomplish their 

charitable goals while enhancing relationship with the Foundation.

27 Planning and holding events or educational programs for donors or potential donors Includes lunches, award events, educational sessions, donor site visits/ donor tours, etc.

28 Providing support services for planned/deferred gifts Including CRT, CLT, Gift Annuities, Insurance, etc.

29 Producing and sending fund statements
Includes quarterly fund statements, quarterly donor report, specialized fund statements, audit 

confirmation replies, etc.

30 Reconciling nonpooled investments Separate trusts, advised funds, and supporting organizations

31 Reconciling pooled investments  

32 Conducting asset transfers and annual rebalancing calculations  

 
   Figure 12 
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3) Within each activity category, divide your time for the category among the individual 

activities in the category (Figure 13).  If your activities are consistent over extended 

periods of time, it is helpful to think about how your time is spent over a day, week, or 

month and allocate percent of time over that period.  However, if some of your activities 

are cyclical, like responsive grantmaking or working on special initiatives, you will need 

to account for the percent of time spent on these activities annually. 

 

Figure 14 gives time conversions to aid staff members in converting time to percentage of 

time.  This conversion table is also available in Appendix A of this User Guide and 

should be handed out to staff as a reference during the survey process.  

 

In the column titled "Total % of Time per Activity", enter the percent of 

your total time spent on each highlighted activity over the past year. 

Number
Acquiring / Establishing a New Fund or 

Acquiring a New Gift
Descriptions

1 Researching and developing relationships with donor prospects
Proactive and responsive interaction to develop trust, build relationships, and educate 

them about the Foundation.

2
Building awareness of the Foundation and creating desired perceptions among potential 

donors

Includes positioning, marketing campaign, advertising, public relations targeted to donors, 

speaking engagements, press releases; etc. (EXCLUDING seminars) 15%

3
Developing and maintaining relationships with Professional Advisors, including providing 

information

Developing professional advisor network through proactive contacts and presentations 

(EXCLUDING seminars) in order to build trust and educate them about the Foundation. 

This includes responding to inquires, distributing materials, and providing professional 

development opportunities through Advisor newsletter, Planned Giving Design Center, etc.

2%

4 Conducting seminars for nonprofits and professional advisors Donor services first meeting with a new donor

5 Establishing new investment relationships/alliances Merrill Lynch, etc.

6 Creating and sending marketing materials to  potential donors
Includes brochures, newsletters, white papers, and other mailings (electronic and hard 

copy) 8%

7 Creating and sending marketing materials to current donors
Includes brochures, newsletters, white papers, and other mailings (electronic and hard 

copy)

8 Establishing deferred gifts
Including CGAs, Pooled Income Fund, Insurance, CRT, CLT, working with Planned Giving 

Services, etc. 5%

9 Setting up a new fund, including acknowledgement correspondence
Includes preparing new fund checklist, letter of directions, and fund file and mailing 

welcome letter

Make sure that all activities add up to 100%

 
   Figure 13 
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Time Conversions

Do not factor in vacation or sick time.

1 Hour per week every week = 2.50% 1 hour per year = 0.05%

2 Hours per week every week = 5.00% 2 hours per year = 0.10%

3 Hours per week every week = 7.50% 3 hours per year = 0.14%

4 Hours per week every week = 10.00% 4 hours per year = 0.19%

5 Hours per week every week = 12.50% 5 hours per year = 0.24%

6 Hours per week every week = 15.00% 6 hours per year = 0.29%

1 Day per month every month = 4.62% 7 hours per year = 0.34%

2 Days per month every month = 9.23% 8 hours per year = 0.38%

1 Day per week every week = 20.00% 9 hours per year = 0.43%

2 Days per week every week = 40.00% 10 hours per year = 0.48%

3 Days per week every week = 60.00% 20 hours per year = 0.96%

4 Days per week every week = 80.00% 30 hours per year = 1.44%

1 Day per year = 0.38% 40 hours per year = 1.92%

1 Week per year = 1.92% 50 hours per year = 2.40%

1 Month per year = 8.33%

Assumptions

ÅBased on 40 hour work week

Å2080 Hours per Year

Å175 Hours per Month

Å5 Days per Week

 
          Figure 14: Annual Time Conversions for Staff Survey 

 

4) For activities that can be allocated to specific products and services, spread the time for 

the activity over the products and services.  For each activity, try to spread the time 

completely over the products and services, so that the percentages of time allocated to 

each product and service add up to the total percentage of time spent on that activity.  It is 

acceptable to leave a blank for some products and services, as long as all the products and 

services add up to the number in the ñTotalò column for that activity (Figure 15). 
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Spread the time in the ñTotalòcolumn over the

"Foundation Products and Services" as relevant. 

Continued

Time

Fund Types

Total

Agency / 

Nonprofit 

Endowments

Designated Donor Advised Field of Interest

Geographic 

Component 

Funds / Affiliates

Planned Giving Scholarships
Supporting 

Organizations
Unrestricted

Number Maintaining Funds

25
Responding to donor inquiries / requests regarding current funds (reactive and 

transactional) 10% 0.50% 8% 0.20% 1% 0.30%

26 Proactively maintaining relationships with current donors

27 Planning and holding events or educational programs for donors or potential donors 2%
28 Providing support services for planned/deferred gifts

29 Producing and sending fund statements

30 Reconciling nonpooled investments 3% 0.70% 1.5% 0.50% 0.30%
31 Reconciling pooled investments

32 Conducting asset transfers and annual rebalancing calculations

Activities

Foundation Products and Services

 
   Figure 15 

 

5) Spread an activity completely or not at all.  For activities that cannot be allocated to 

specific products and services, leave the row blank. 

 

If you do not know how to allocate your time on a particular activity to specific products 

across the row, or feel it would not make sense to do so, do not enter any numbers under 

the list of ñFoundation Products and Servicesò.   For example, it may not be possible to 

assign time spent "Maintaining information systems" or "Creating Annual Report" to 

specific products.  In that case, leave all the Products and Services columns blank in that 

row (Figure 16). 

 

For activities that are not spread over the products, costs will be allocated based on pre-

determined allocation rules.  Please try to allocate your time if at all possible. 
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Spreading Time Across Products and Services (Continued):

Some Activities Cannot be Allocated to Products

Time

Fund Types

Total

Agency / 

Nonprofit 

Endowments

Designated Donor Advised Field of Interest

Geographic 

Component 

Funds / Affiliates

Planned Giving Scholarships
Supporting 

Organizations
Unrestricted

Number Maintaining Funds

25
Responding to donor inquiries / requests regarding current funds (reactive and 

transactional) 10% 0.50% 8% 0.20% 1% 0.30%

26 Proactively maintaining relationships with current donors

27 Planning and holding events or educational programs for donors or potential donors 2%
28 Providing support services for planned/deferred gifts

29 Producing and sending fund statements

30 Reconciling nonpooled investments 3% 0.70% 1.5% 0.50% 0.30%
31 Reconciling pooled investments

32 Conducting asset transfers and annual rebalancing calculations

Activities

Foundation Products and Services

OK

 
   Figure 16 

 

6) Check totals and make adjustments as necessary (Figure 17). 

 

Check that the ñTotalòcolumn sums to 100% and that the

product allocations sum to the correct total for each activity

Total Cost (salary plus benefits): $5.00 Functional Area:

Name:

Time

Total

Agency / 

Nonprofit 

Endowments

Designated Donor Advised Field of Interest

Geographic 

Component 

Funds / Affiliates

Planned Giving Scholarships
Supporting 

Organizations
Unrestricted

Community 

Leadership

Fundraising / 

Fiscal 

Sponsorship

Fundraising for 

Operations

Nonprofit 

Resource Center

Services to 

Private 

Foundations

Special 

Initiatives (e.g. 

Women's Fund, 

AIDS initiative)

Other Fund Type 

or Service:

(Please name)

__________

Number

Acquiring / Establishing a New Fund 

or 

Acquiring a New Gift

Descriptions Suggested Allocation Rule

1
Researching and developing 

relationships with donor prospects

Proactive and responsive interaction to develop trust, build 

relationships, and educate them about the Foundation.

2

Building awareness of the Foundation 

and creating desired perceptions among 

potential donors

Includes positioning, marketing campaign, advertising, public 

relations targeted to donors, speaking engagements, press 

releases; etc. (EXCLUDING seminars)

3

Developing and maintaining relationships 

with Professional Advisors, including 

providing information

Developing professional advisor network through proactive 

contacts and presentations (EXCLUDING seminars) in order 

to build trust and educate them about the Foundation. This 

includes responding to inquires, distributing materials, and 

providing professional development opportunities through 

Advisor newsletter, Planned Giving Design Center, etc.

24 Other Acquiring New Gifts/Funds 2: ______________________________(Please specify) # of new gifts/funds

Number Maintaining Funds Descriptions Suggested Allocation Rule

25

Responding to donor inquiries / requests 

regarding current funds (reactive and 

transactional)

Excludes any responsive maintenance with intent of new gift 

or donor engagement.  Includes changing fund, payout 

options

26
Proactively maintaining relationships with 

current donors

Proactively providing information regarding additional ways for 

donors to accomplish their charitable goals while enhancing 

relationship with the Foundation.

27

Planning and holding events or 

educational programs for donors or 

potential donors

Includes lunches, award events, educational sessions, donor 

site visits/ donor tours, etc.

Number Making Grants Descriptions Suggested Allocation Rule

50 
Providing general information to potential 

grantees

Outreach to potential grantees, responding to inquiries, 

providing pre-grant technical assistance, sending letters, 

advertising funding availability, finding potential scholarship 

recipients, etc.  ALL PRE-GRANT  

51 
Providing grantmaking consulting or 

advice to donors or potential donors

Responding to donors' inquiries or pro-actively providing 

information to donors

52 Partnering with donors Connecting donors to community grantmaking programs

Number
Providing Non-Grant Services to the 

Nonprofit Community
Descriptions Suggested Allocation Rule

53

Holding and attending events or 

convening constituencies and funders in 

the community

Hosting or attending community events; convening on social 

issues and to leverage funding (not passive)

54
Defining and participating in community 

initiatives
Includes work both internal and external to the Foundation

55 Conducting or producing research

Number Other Staff Activities Descriptions Suggested Allocation Rule

70
Providing management and supervision 

of staff
Includes performance reviews, goal setting by supervisors 

71
Receiving or providing professional 

development

Includes training, annual goal setting, attending external 

workshops, etc.

72
Attending internal staff or committee 

meetings

Includes general staff communications, including all staff 

meetings, etc.

Total (Must match total above) $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00

Total check Allocation Under

Activities

Foundation Products and Services

Fund Types Other Products/Services

100%

If necessary, adjust numbers to fix discrepancies

 
   Figure 17 
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7) Provide your completed Staff Survey Template to the designated person on the Working 

Team. 

 

A member of the Working Team should be designated to collect all Staff Surveys and check to 

make sure that each has been filled out completely.  If not, s/he should go back to the staff 

member to finalize the Staff Survey. 

 

Time Saving Tip:  Use the total checking aids in the Staff Survey document to make sure that the 

percentages entered in the Staff Survey Template add up to 100% 

 
 

PHASE III:  DATA ANALYSIS 
 

Once all required data has been collected, foundations must get it ready for entry into the Cost-

Revenue Model.  The Model then uses all of these data pieces to analyze the cost of each product 

and activity. 

 

Phase III of the Cost-Revenue Study:  Data Analysis

II.  Data Collection

III.  Data Analysis

IV.  Implications and 

Recommendations

I.  Preparation

11. Apply 

Model

9. Apply

Allo-Gator

8. Customize 

Allocation 

Rules

10. Categorize 

Operating 

Expenses

  
        Figure 18: Phase III of the Cost-Revenue Study 

 

 

Step 8: Customize Allocation Rules 

 

In the Staff Survey, staff members individually allocated their time as completely as possible.  

Often, some staff members are not able to allocate the total amount of time that they spent on an 

activity across specific products.  To finalize the staff time data, this un-allocated time will be 

allocated across products according to formulas called ñallocation rulesò. 
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FSG has developed custom allocation rules for each activity to place this un-allocated time.  For 

example, suppose a staff member spends 10% of their time on "Issuing grant payments" but was 

not able to further break this time up across the products and services (i.e., they were unable to 

report the relative proportions of fund types from which they are issuing grant payments).  The 

time should be allocated in a way that is proportional to the number of grant payments they are 

processing from each product type.  Thus, the suggested allocation rule for this activity is "# of 

Grant Payments."  This means that the 10% will be divided among the products in a manner 

proportional to the relative numbers of grant payments that were made from each product during 

the year. 

 

Number

Acquiring / Establishing a New Fund 

or 

Acquiring a New Gift

Descriptions Suggested Allocation Rule

1
Researching and developing 

relationships with donor prospects

Proactive and responsive interaction to develop trust, build 

relationships, and educate them about the Foundation. # of New Funds Established

4
Conducting seminars for nonprofits and 

professional advisors
Donor services first meeting with a new donor # of Gifts

5
Establishing new investment 

relationships/alliances
Merrill Lynch, etc. # of New Funds Established

6
Creating and sending marketing 

materials to  potential donors

Includes brochures, newsletters, white papers, and other 

mailings (electronic and hard copy) # of Gifts

7
Creating and sending marketing 

materials to current donors

Includes brochures, newsletters, white papers, and other 

mailings (electronic and hard copy) # of Funds

8 Establishing deferred gifts
Including CGAs, Pooled Income Fund, Insurance, CRT, CLT, 

working with Planned Giving Services, etc. 100% to Planned Giving

11
Processing standard gifts, including gift 

receipt and pledges
Includes MC/Visa gifts # of Gifts

12 Processing matching gifts or grants Includes corporate match # of Matching Gifts
13 Processing stock gifts through custodian Publicly traded stocks, mutual funds, closely held stock, etc. # of Stock Gifts

When a Staff Member Does Not Divide Their Total Time

for an Activity Across the List of Products and Services,

an Allocation Rule will be Applied to Spread the Time

Allocation rules divide the un-allocated time across the products and 

services in proportion to an appropriate piece of foundation data

For each activity, FSG has developed 

a suggested allocation rule

 
   Figure 19: Suggested Allocation Rules 

 

Look in column D of the "Staff Costs" tab in the Cost-Revenue Model to review the allocation 

rules suggested by FSG (Figure 19).  Consider whether each rule represents the principal driver 

of staff time required for that activity at your foundation.  If not, designate a different allocation 

rule that uses data in one of the rows of the ñAllocation Rule Dataò tab.  For example, if you 

choose to use an allocation rule based on the number of grants for each product, use the data in 

row 23 (# of Grants Approved) of the Allocation Rule Data tab (Figure 20). 
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Available Options for Customized Allocation Rules (1 of 2):

Spread Time in Proportion to Desired Piece from ñAllocation Rule Dataò

Å$ Fee Revenue

Å$ Value of Gifts Received

Å# of Gifts

Å# of Matching Gifts

Å# of Stock Gifts

Å# of Real Estate Gifts

Å# of Non-Liquid Asset Gifts

Å# of Memorial/Honorarium Gifts

Å# of Funds

Å# of New Funds Established

Å# of Funds with Non-Pooled                                                          

Investments

Å# of Funds with Living Donors

Å# of Funds with Real Estate

Å# of Funds with other Non-Liquid 

Assets

Å$ Audit Total (Gross) Assets

Å$ Asset Value of Funds with RFP 

Processes

Å# of Grant Proposals (Approved and 

Denied)

Å$ Value of Grants Approved

Å# of Grants Approved

Å# of Grant Payments

Å# of Returned Grants

Available Allocation Rule Data by Product/Service

 
   Figure 20: Customizing Allocation Rules 

 

Alternatively, you may choose to allocate all of the un-allocated time for an activity to one 

product or two products based on your knowledge of that activity (Figure 21). 

 

Available Options for Customized Allocation Rules (2 of 2):

Designate All Time to a Specific Product

Number Activity Suggested Allocation Rule Customized Allocation Rule

42
Defining and participating in 

special initiatives
100% to Special Initiatives 100% to Community Leadership

Number Activity Suggested Allocation Rule Customized Allocation Rule

15 Processing real estate gifts # of Real Estate Gifts 100% to Preferred Donor Advised

This foundation does not have any Special Initiatives, so they chose to 

allocate time for this activity to Community Leadership.

At this foundation, almost all real estate gifts go to a special fund type 

called Preferred Donor Advised.
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   Figure 21: Customizing Allocation Rules 

 

Keep track of these modified allocation rules for later use - for example, copy the list of activities 

and allocation rules into a new spreadsheet and record your modifications (Figure 22). 

 

Determine Whether Any Allocation Rules Need to Be Modified;

Keep Track of the New Rules in a Separate Document for Later Use

For each activity, the allocation rule should reflect

the principal driver of staff time required for that activity

Number Activity Suggested Allocation Rule Customized Allocation Rule

25

Responding to donor inquiries / requests 

regarding current funds (reactive and 

transactional)

# of Funds with Living Donors

26
Proactively maintaining relationships with 

current donors
# of Funds

27

Planning and holding events or 

educational programs for donors or 

potential donors

# of Funds 100% to Donor Advised

28
Providing support services for 

planned/deferred gifts
100% to Planned Giving

29 Producing and sending fund statements # of Funds with Living Donors

30 Reconciling nonpooled investments # of Funds with Non-Pooled Investments

31 Reconciling pooled investments # of Funds

32
Conducting asset transfers and annual 

rebalancing calculations
# of Funds $ Audit Total (Gross) Assets

33
Maintaining fund files and electronic and 

paper records
# of Funds

34
Calculating spending policy and admin 

fees
# of Funds

35
Participating in annual fund 

representative meetings
# of Funds with Living Donors

36 Holding and selling real estate # of Funds with Real Estate

37
Holding and selling other non-liquid 

assets
# of Funds with other Non-Liquid Assets

38
Implementing and maintaining additional 

services for donors or funds
# of Funds with Living Donors

39
Developing and monitoring Foundation 

budgets
$ Audit Total (Gross) Assets

40
Providing general accounting for the 

Foundation
$ Audit Total (Gross) Assets # of Funds

41
Producing financial statements and 

related audit activity for the foundation
$ Audit Total (Gross) Assets

 
   Figure 22: Keeping Track of Customized Allocation Rules 

 

 

Caution:  If you were unable to collect some piece of the Allocation Rule Data, any allocation 

rules that use this data will need to be modified.  For example, a foundation that finds it too 

difficult to track grant proposals by product may change any rule using "# of Grant Proposals" to 

"# of Grants Approved" as a good proxy. 

 

Step 9: Allocate Remaining Staff Time and Aggregate Staff Costs  

 

Once the allocation rules have been customized, the next step is to apply them to relevant staff 

time and costs.  CF Insights members receive a free customized copy of the Allo-Gator, a tool 

which completes the allocations automatically and aggregates the whole staff, saving significant 

time.  Non-CF Insights members will need to apply the allocation rules manually. 

 

Applying Allocation Rules Manually (without the Allo-Gator) 

 

On each staff member's completed Staff Survey, find the activities which were not fully allocated 

across the products and services (these rows will be red and Column X will show "Allocation 

Under").  Then, for each of these activities, apply the allocation rule your foundation selected for 
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that activity (Figure 23).  The row will go back to yellow and the error message will disappear if 

the allocations add up to the correct percentage. 

 

Non-Member Foundations (1 of 2):

Un-allocated Staff Time Must be Allocated Across the Products by Hand

If possible, avoid mistakes by writing formulas for the allocation rules

9
Setting up a new fund, including acknowledgement 

correspondence

7.00% 5.00% 2.00%

10
Conducting an introductory meeting with a new 

donor

11
Processing standard gifts, including gift receipt and 

pledges

12 Processing matching gifts or grants 12.00%

13 Processing stock gifts through custodian

14 Processing stock gifts through outside brokerage
3.00% 3.00%

15 Processing real estate gifts

16 Processing other non-liquid gifts 9.00% 8.00% 1.00%

This staff member did not allocate their time for this activityé

12 Processing matching gifts or grants 12.00% 3.41% 2.99% 0.11% 0.98% 4.51%

éApply an allocation rule to spread the time across the products and services

 
   Figure 23: Completing Time Allocations by Hand 

 

 

Once all staff surveys are completely filled out, you can add them together using the Staff 

Survey Compiler, a free aggregation tool available the CF Insights' web site. To do this, 

complete the following steps: 

1) Enter your foundation's products and staff activities in the "Start Here" tab of the Compiler.  

Use exactly the same products and activities (in the same order) that you used in the Cost-

Revenue Model and Staff Survey Template. 

2) Each staff member of your foundation will have a tab for their data in the appropriate 

department.  For each person, enter their name, fully loaded staff cost, and FTE amount into 

cells of their tab.  Copy all the yellow cells of their completed, fully allocated staff survey 

and paste the data as values into the yellow cells of their tab in the Compiler (Figure 24).
6
 

3) The Compiler then converts staff time to cost and aggregates the whole staff.  Final staff cost 

results appear in the "Total Foundation Staff Cost" tab. 

 

 

                                                 
6
 To paste data as values, click on Edit in the toolbar at the top of the Excel screen and select ñPaste Special.ò  From 

the pop-up box of options, select ñValuesò 
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Copy Completed, Fully Allocated Staff Time Sheets into the Compiler 

Completed Staff Time Sheet

Staff Memberôs Tab in the Compiler

 
   Figure 24 

 

Using the Allo-Gator 

 

We recommend that foundations performing a Cost-Revenue Study become members of CF 

Insights in order to be able to compare their results with peer foundations in the database, and 

also to receive a customized version of the Allo-Gator.  The customized Allo-Gator is a tool that 

will reflect your foundation's unique products and services and any customized activities or 

allocation rules that your foundation selected.   

 

Step a: Provide CF Insights staff with a blank copy of your Staff Survey Template and a list of 

modified allocation rules (Figure 22).  CF Insights staff will customize the Allo-Gator to these 

specifications and provide it for your use.  Send these documents to info@cfinsights.org. 

 

Step b: Orient yourself to the Allo-Gator.   

The Allo-Gator is an Excel document with multiple tabs and pre-programmed formulas.  The 

first tab provides instructions on using this tool.  There are tabs for inputting allocation rule data 

and Staff Survey data, and calculations tabs where staff data is aggregated by department and, 

finally, for the whole foundation (Figure 25). 

 

Familiarize yourself with each of these tabs and review the instructions, tips and examples in the 

first tab. 

 

Important: Do not delete any parts of the Allo-Gator, even if your staff did not use some of the 

activities or if your staff is small and many of the tabs are unused.  Also, do not rename any tabs.  

These modifications will interfere with the pre-programmed formulas. 
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Allo-Gator Components 

Instructions

Total Staff Cost

Department Cost

Department Cost

Department Cost

Individual Staff Member Cost

Individual Staff Member Cost

Individual Staff Member Cost

Individual Staff Member Cost

Individual Staff Member Cost

Individual Staff Member Cost

Allocation Rule Data

 
   Figure 25: Allo -Gator Components 

 

Step c: Enter Staff Survey data 

Each staff member has an individual tab in the appropriate department (Figure 26).  On each tab, 

enter the data from each staff memberôs Staff Survey according to the detailed instructions 

below. 
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Using the Allo-Gator (2 of 7): Enter Staff Survey Data First

Use one tab for each staff 

member;  be sure to use a tab 

in the correct department

Enter the staff memberôs name, FTE, 

and fully loaded personnel cost

Time 

percentages 

from staff 

survey

 
   Figure 26 

 

Entering Staff Time Sheet Data: Detailed Instructions 

Proceed as follows when entering a staff member's time sheet data into their individual tab of the 

Allo-Gator. 

Important: the method of entering the data from a given row depends on whether the staff 

member fully allocated that row or not.  Follow these instructions carefully - do not simply copy 

the entire time sheet into the Allo-Gator! 

1. Copy and paste total time percentages for each activity from the time sheet to the Allo-Gator.  

To do this, copy and paste the values from Column E, rows 7 through 116, into Column F in 

the Allo-Gator tab. 

2. For each row of the time sheet, determine whether the staff member fully allocated the time 

in Column E across the products and services or not.  The time is fully allocated if that row 

of the time sheet is yellow and there is no error message in Column X.  The time is not fully 

allocated if the row is red and Column X displays "Allocation Under." 

o    If the staff member did fully allocate the time in Column E, an allocation rule is not 

needed.  Columns H through W in the Allo-Gator contain allocation rule formulas 

which need to be overwritten with the staff member's self-reported percentages. To do 

this, copy and paste in the values in columns G through V from the time sheet, 

including zeros and blanks (Figure 27). 

o If the staff member did not fully allocate the time in Column E, the allocation rules in 

the Allo-Gator are needed.  Make sure the total percentage in Column E has been 

copied into Column F of the Allo-gator, but do not touch columns H through W of 

that row in the Allo-Gator.  The allocation rule formulas will go into effect in that 

row after the "Allocation Rule Data" tab has been populated (Figure 28). 
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Using the Allo-Gator (3 of 7):

Entering Data from a Staff Member for a Particular Activity

Case 1: The Staff Member Did Fully Allocate Their Total Time for the 

Activity across the Products and Services

7

Creating and 

sending marketing 

materials to 

current donors

12.00% 0.00% 4.00% 0.00% 0.00% 3.00% 5.00% 0.00% 0.00%

7

Creating and 

sending marketing 

materials to 

current donors

12% 4% 3% 5%

The staff member spends 12% of their time on this activity and was able to fully 

allocate the 12% across the products and services

Completed staff survey

Key in the total in Column F and the allocations in columns H through W.

IMPORTANT As in the example, enter zeros in unused cells of this row.  

Allocation rule formulas are not needed for this activity; this ensures that they 

are removed.

Staff memberôs tab in Allo-gator

 
   Figure 27 

 

 

7

Creating and 

sending marketing 

materials to 

current donors

12%

Using the Allo-Gator (4 of 7):

Entering Data from a Staff Member for a Particular Activity

Case 2: The Staff Member Did Not Fully Allocate Their Total Time for 

the Activity across the Products and Services

The staff member spends 12% of their time on this activity, but was not able to 

allocate the time to specific products and services

Completed staff survey

Key in the total in Column F.  Do not touch the rest of the columns; these cells 

contain allocation rules that will be applied when you complete the Allocation 

Rule Data.

Staff memberôs tab in Allo-gator

7

Creating and 

sending marketing 

materials to 

current donors

12% #REF! #REF! #REF! #REF! #REF! #REF! #REF! #REF!

 
   Figure 28 
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In the Allo-Gator, error messages appear and rows turn red when the time allocations in a row do 

not add up to the total percentage in Column F, and also when the entries in Column F do not 

sum to 100%.  Until allocation rule data is filled in later, many rows will be under-allocated and 

turn red.  Do not worry about error messages until all data, including allocation rule data, has 

been filled in.  If errors still exist at that point, review the cells that are being added into the total 

and fix any errors (Figure 29). 

 

Using the Allo-Gator (5 of 7):

Error Messages Indicate that Various Totals are Incorrect

0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% Allocation Under

Includes troubleshooting phone, fax, desktop and printer 

problems, assisting external users (e.g. website users)

______________________________(Please specify)

______________________________(Please specify)

Total (Must match total above) 9.00%

Total check Allocation Under

Includes troubleshooting phone, fax, desktop and printer 

problems, assisting external users (e.g. website users) $0.00

$0.00

______________________________(Please specify) $0.00

______________________________(Please specify) $15.00

Total (Must match total above) $26.00

Total check Allocation Over

Many errors will be fixed when allocation rule data is entered; do not try to 

do anything about error messages until all data has been entered

 
   Figure 29 

 

Step 4: Enter Allocation Rule Data 

After all staff data has been entered, it remains to provide data for the allocation rules.  All the 

required data should have been exported from the foundation's system.  If you did not put the 

allocation rule data in the necessary format already, use Excel formulas to add and count all the 

fund, gift and grant data and key in a value for every yellow cell in the "Allocation Rule Data" 

tab (Figure 30). 
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Using the Allo-Gator (6 of 7): Allocation Rule Data

Complete all yellow cells in the ñAllocation Rule Dataòtab using the foundation 

data collected earlier

When finished entering this data, check that the allocation rules have 

been applied in individual staff tabs
 

   Figure 30 

 

As allocation rule data is keyed in, the allocation rules in each staff member's tab are applied to 

allocate any remaining time.  Department tabs convert staff time to cost and add up the total staff 

cost for the department.  Finally, the "Total Foundation Staff Cost" tab aggregates all the 

departments (Figure 31). 
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Using the Allo-Gator (7 of 7): Final Output from the Allo-Gator

The final output is in the ñTotal Foundation Staff Costsòtab.  In this 

sheet, total staff cost is spread over the activities and  allocated 

across the products and services.

 
   Figure 31 

 

The total calculations on the "Total Foundation Staff Costs" tab of the Allo-Gator will be one 

input to the Cost-Revenue Model. 

 

Caution:  Do not simply paste a staff member's entire time sheet into their tab in the Allo-Gator.  

This will overwrite all the allocation rule formulas.  Enter time sheet data according to the 

detailed procedure above. 

 

Do not delete any parts of the Allo-Gator, even if your staff did not use some of the activities or 

if your staff is small and many of the tabs are unused.  This will cause problems in the formulas.  

Also, do not rename any tabs; enter staff member names at the top of the person's sheet.   

 

Step 10: Categorize Operating Expenses 

 

Now that you have calculated staff costs for the Cost-Revenue Model, the next step is to turn to 

non-staff costs.  The Cost-Revenue Study categorizes non-staff costs in two ways, Direct and 

Indirect, depending on whether the item can be allocated to specific activities and products. 

 

"Direct" non-staff costs are costs which can be allocated to specific staff activities and 

foundation products and services.  Direct non-staff costs may include such things as donor 

forums for a particular product, marketing expenses for a particular product, rent for a room 

dedicated to a certain program, or legal expenses related to processing particular unusual gifts.  

"Indirect" non-staff costs cannot be specifically allocated due to their nature and will be allocated 














































