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Budgeting maturity framework



Budgeting maturity framework
From ad-hoc budgets to strategic whole



Good budgeting… simples!



Annual Budgets cycle and templates

• Budget sign-off
• Target -> surplus, breakeven, planned 

deficit?
• Forecasts to build on

• The static, once-a-year budget was 
designed for a predictable world nonprofits 
don't operate in

• Need good financial discipline from 
management every month, this transfers to 
budget planning

• Budget templates
• Impact on cash and reserves 



What is the plan?

• When – start and end points
• Who – top-down vs bottom-up
• How – zero-based vs incremental
• Contingency / flexibility

• Risk tolerance
• What is critical



Components of good budgets
• Budget report
• Budgeting vs reserves and cash
• Budgeting for assets / investments
• Discretionary / non-Discretionary
• Project budgets
• Restricted / Unrestricted -> Cost Recovery and the gap



Managing the process
• Including and managing staff -> deadlines
• Consolidation
• Trustees



Mind the Gap

• Test your assumptions
• SLT discussion
• Board decision



How good is your budgeting process?



Beyond budgeting

• Budgets should not be just an annual event – they 
should be lived and owned.

• Accountability, ownership and linkage to strategy is key 
(as per maturity model)

• What is your purpose and aim from budgets?
Bjarte Bogsnes, architect of "Beyond Budgeting", 
argues traditional budgets conflate target-setting, 
forecasting and resource allocation — and therefore 
do each badly.

• I think budgets should link to impact (or at least what 
you do as an organisation)



Defining Impact

• Impact is the long-term change that charitable activities 
make to the people, communities, or the environment

• It must be attributable to the charity  less the deadweight of 
what would have happened with no intervention.

• It answers the deeper question: "So what?" — not just 
what happened, but why it matters.

• SORP 2026, all charities must at least answer (Tier 1): 
① In what way has the charity's work made a difference 
to beneficiaries?
 ② Has the charity's work provided wider benefits to 
society?

Not just activity
Running a programme ≠ making a difference

Not just output
100 people trained ≠ 100 people transformed

Change + Attribution
Change that is real, lasting, and caused by us



The impact chain

From resources to real-world change — each link builds on the last

Inputs

Money, staff, 
volunteers, time, 

assets

→
Activities

What the charity 
does — workshops, 

services, campaigns, 
grants

→
Outputs

What is delivered — 
500 people trained, 

200 people with 
fresh water

→
Outcomes

Changes for 
beneficiaries — new 

skills, confidence, 
employment

→
Impact

Long-term, 
attributable 

difference to lives, 
society, systems

Think of a well in Africa …
Can you tell the story just with numbers or data alone?

Outcomes and Impact

© dreamstime



Impact data

Accountants do money, they don’t do impact 

But its like an iceberg



Getting the balance right - activities

IM
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C
T

(DEFICIT) / SURPLUSLow High

Services neither 
creating 

financial or 
social value

Impactful and 
providing surplus

High impact but 
poor profitability.

Good 
income/surplus but 

poor impact.
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A real example – Age UK

AN EXAMPLE – AGE BRAND 
PARTNER

HELPING YOU THRIVE IN A CHANGING WORLD

IM
PA

C
T

(DEFICIT) / SURPLUSLow High

This area is where services 

neither provide finance nor 

impact. 

We should consider 

stopping activities as 

resources could be      

redirected.

Impactful and providing 

finances for objectives. 

This should be our 

focus.

High impact but poor 

funding. Can we improve 

the profitability?

Keeping costs down 

here is key

High profitability, but 

poor impact. What can 

we do to make these 

more impactful, or do 

they provide income to 

do our charitable work?

H
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Help at Home servicesIndividual 1-1 
Befriending

Old day services in a 
non-purpose built 

premises

Fundraising

Personal Shopper Service

Meals on Wheels

© MKS / Age UK



In SORP

We should align throughout the TAR and FS



Star Chamber

• Originally a Cabinet Office device, "star chambers" 
are formal, safe-space sessions where leaders and 
finance jointly interrogate proposals 

• Bring together CEO/CFO, service heads and a 
"challenge" voice 

• Giving people a voice e.g. IT team
• Ask each proposal to show what it delivers, what it 

costs, and what happens if it's cut or delayed 
• Use it to surface disinvestment options too: what 

should stop, not just what should start 
• Honest, learning environment



Practical budgeting … “must do” lists

1. Change model of day care centres
2. IT systems and AI / Security
3. Fundraising ask
4. Link into local authority partners
5. Advocacy upgrade
6. Communications image database
7. Scope work with nature and older people

Can only 
afford 
to here

Don’t do. 
The organisation will often find the 
time / money (if important enough)
People are often happy to stop things 
or prioritise!



Three takeaways

1. Do the basics well

2. Good budgets link to ownership, accountability, and strategy

3. Try and align your budgets against what you actually do (as a charity)



Q&A
Ask any questions to the panel



Using iplicit as an integral part of 
your good budgeting process



Let’s take a look …

• Analysis in finance

• Self service

• Budgeting and forecasting

• Automation and AI



Thank you.

www.iplicit.com
info@iplicit.com
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