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Program Innovation & Planning Tool (PIPT)

A tool designed to 
help managers and 

teams think 
strategically about 

program and budget 
development.

Guides critical thinking 
about approaches, 
partnerships, goals, 

and budgets.

Encourages innovative 
thinking beyond 

traditional 
approaches. 

Used as a 
brainstorming tool 

rather than a 
checklist/ assignment.



Development of the PIPT

• Created to support MCDPH program planning and fiscal 
decision-making.

• Developed with input from Fiscal Analysts, Program Managers, 
and Public Health executive team.

• Evolved through progressive improvements based on real-world 
application.



Sections of the PIPT

1. Health Equity – Addressing root causes of health disparities

2. Target Audience Assessment – Identifying key groups and their needs

3. Collaboration – Partnering for greater impact

4. Decision-Making Criteria – Aligning with public health priorities

5. Goals, Objectives, Activities & Deliverables – Structuring program success

6. Quality Improvement & Accreditation – Ensuring continuous enhancement

7. Evaluation – Measuring impact and effectiveness

8. Admin & Fiscal – Managing resources efficiently
9. Blending, Braiding & Leveraging Funding – Maximizing financial opportunities



PIPT Part 8: Admin & Fiscal

• Support Needed: Timeline, TA required, team support needed, BOS approval needed

• Budget: Goals, Analyst assigned, Requirements of the funder

• Staffing: Optimal staffing for SOW, ID current staff, ID new hires

• Other Expenses: Training, contracts, travel, etc. Can you include admin positions?

• Agreements/MOUs: What is needed? What is required?

• Contracting: Activities and timeline, sourcing, equity, feasibility, contract or PAA

• Budget Considerations: Term, revisions allowed and when



PIPT Part 8: Admin & Fiscal

Final Budget Considerations

• REQUIRED: Develop 2-3 plans for how to spend surplus funding. Does the 

funder allow budgets to rollover or be extended? 

• Don’t forget future planning. How does this budget support the 3-, 5-, and 10-

year goals?

• Is your budget allocation sufficient to cover all the budget items? If the budget 

does not support a CDPH allocation or grant, communicate with your Executive 

Team Member and the Director. We will not be using realignment to supplement 

CDPH allocations and grants.



Successes and Challenges

Successes:

• Facilitates comprehensive 
financial planning.

• Encourages collaboration 
across the department and with 
partners.

• Helps align funding with 
community health priorities.

Challenges:

• Grasping the concept of a 
“thought tool.”

• Initial learning curve for new 
users.

• Ensuring consistent use.



Tips for Success in Using the PIPT

 Use the tool for funding opportunities, not just on-going programs.

 Use the tool as an ongoing reference, not just for budget season.

 Train staff to ensure proper utilization.

 Adapt the tool to fit specific program needs.

 Regularly update and refine based on funding experiences.

 Collaborate with internal and external partners to maximize impact.



Financial Strategies and 
Fiscal Forecasting & 

Planning Tools
Karl Stahlhut, Madera County



California Department of Public Health (CDPH)
Indirect Cost Rate

• CDPH Indirect Cost Rate (ICR) Process Overview
❖ Submission of financial data based on most recent audited financial 

statements
❖ Select ICR Method – 2 Options

1. Personnel Costs (max 25%)* 

2. Allowable Direct Costs (max 15%)*

* You can request ICR higher than the max??!!



REQUEST FOR SPECIAL INDIRECT COST 
RATE FORM

• Request special 

ICR % up to 

“actual calculated” 

actual indirect cost 

rate

• Complete & submit 

request during 

annual submission



Strategic Application of ICR

• Why maximize the ICR % instead of funding direct costs?

❖ Disadvantages:

o  Less $ to fund positions or other direct costs in program budget

❖ Advantages:

o  Offset to actual indirect costs

o  Mechanism to spend down funding faster (situational)

o  Open door for MAA and/or other braided funding opportunities



Strategic Application of ICR (con’t)

• Budgeting Strategies

• Flexibility When Unexpected Vacancies 

Create Spend-Down Issues

• Advocacy for Sufficient Levels of Program 

Funding



Fiscal Forecasting & Tools

Things to Consider

• How are programs doing with spending grant dollars?

• Do I have any issues this month/year/funding cycle?

• Any known upcoming vacancies? What is the plan to spend 

down those salary and benefit savings?

• Fiscal and Program staff must work closely together for best 

outcomes!



Monitoring and Forecasting by Division/Program

• Fiscal staff completes analysis

• Analysis reviewed during monthly meetings with Program 

management (includes Program Manager and Supervisors)

• Flags anything unusual (expenditures, revenue, internal charges)

• Builds picture by Program/Division of how the budget will look at 

year-end

• Quarterly analysis of each program provided to Executive Team

• Executive Team notified of any sign of an issue between reports



Position FTE Planning (Madera)



Program Budget Analysis (Madera)
Oral Health 2/3/2026

July 1, 2025 - June 30, 2026

Budget Approved 9/10/2025

TO DATE BALANCE % Remaining

Jul 2025 Aug 2025 Sep 2025 Oct 2025 Nov 2025 Dec 2025 Jan 2026 Feb 2026 Mar 2026 Apr 2026 May 2026 Jun 2026

SALARIES

Program Manager - TM 10,794.00$         $1,210.47 $806.14 $1,708.36 $1,042.36 $1,055.19 $1,245.24 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $7,067.76 $3,726.24 35%

Health Education Coordinator _AA 39,665.10$         $2,670.65 $2,834.98 $2,777.22 $3,016.04 $3,010.20 $2,941.11 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $17,250.20 $22,414.90 57%

Health Education Specialist _ER 31,501.62$         $2,838.88 $2,863.58 $2,863.58 $2,210.14 $2,276.56 $2,282.31 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $15,335.05 $16,166.57 51%

Program Assistant - AR 4,554.30$           $490.38 $449.82 $594.94 $576.23 $602.35 $598.08 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $3,311.80 $1,242.50 27%

Epidimiologist 4,546.33$           $393.26 $406.89 $397.80 $408.85 $407.39 $375.39 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $2,389.58 $2,156.75 47%

TOTAL SALARIES 91,061.35$        $7,603.64 $7,361.41 $8,341.90 $7,253.62 $7,351.69 $7,442.13 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $45,354.39 $45,706.96 50%

BENEFITS

Program Manager - TM 5,936.70$           $219.22 $306.82 $650.20 $188.77 $440.41 $473.94 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $2,279.36 $3,657.34 62%

Health Education Coordinator _AA 21,815.81$         $1,116.51 $1,750.81 $1,715.15 $1,172.39 $1,754.44 $1,783.91 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $9,293.21 $12,522.60 57%

Health Education Specialist _ER 17,325.89$         $958.84 $1,534.61 $1,534.60 $743.49 $1,220.01 $1,244.89 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $7,236.44 $10,089.45 58%

Program Assistant - AR 2,504.87$           $88.81 $171.20 $226.44 $104.35 $229.25 $227.63 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $1,047.68 $1,457.19 58%

Epidimiologist 2,500.48$           $117.38 $202.63 $198.10 $121.09 $201.48 $188.17 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $1,028.85 $1,471.63 59%

TOTAL BENEFITS 50,083.74$        $2,500.76 $3,966.07 $4,324.49 $2,330.09 $3,845.59 $3,918.54 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $20,885.54 $29,198.20 58%

TOTAL SALARIES & BENEFITS 141,145.09$      $10,104.40 $11,327.48 $12,666.39 $9,583.71 $11,197.28 $11,360.67 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $66,239.93 $74,905.16 53%

OPERATING EXPENSES

Facilities Expense 10,973.06$         $0.00 $0.00 $4,114.19 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $4,114.19 $6,858.87 63%

Communications 468.00$               $0.00 $33.41 $23.43 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $56.84 $411.16 88%

Office Supplies 250.00$               $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 $250.00 100%

TOTAL OPERATING EXPENSES 11,691.06$        $0.00 $33.41 $4,137.62 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $4,171.03 $7,520.03 64%

TRAVEL

In County Travel 2,137.00$           $0.00 $0.00 $80.48 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $80.48 $2,056.52 96%

Project Directors Meeting 80.00$                 $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 $80.00 100%

TOTAL TRAVEL 2,217.00$           $0.00 $0.00 $80.48 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $80.48 $2,136.52 96%

OTHER

Copier Charges 251.00$               $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 $251.00 100%

Paid Media 4,000.00$           $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 $4,000.00 100%

Educational Materials 500.00$               $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 $500.00 100%

Behavior Modification Materials 472.00$               $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 $472.00 100%

Food 500.00$               $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 $500.00 100%

KOHA Incentives 520.00$               $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 $520.00 100%

TOTAL OTHER 6,243.00$           $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 $6,243.00 100%

TOTAL DIRECT COSTS 161,296.15$      $10,104.40 $11,360.89 $16,884.49 $9,583.71 $11,197.28 $11,360.67 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $70,491.44 $90,804.71 56%

INDIRECT

25% of S&B 35,286.26$        $2,526.10 $2,831.87 $3,166.60 $2,395.93 $2,799.32 $2,840.17 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $16,559.98 $18,726.28 53%

TOTAL 196,582.42$      $12,630.50 $14,192.76 $20,051.09 $11,979.64 $13,996.60 $14,200.84 $0.00 $0.00 $0.00 $0.00 $0.00 $0.00 $87,051.42 $109,530.99 56%

APPROVED BUDGET YEAR 1



Program Budget Projections (Madera)



CLOSING REMARKS
&

QUESTIONS
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