Completing the IAPD UPDATE Budget



This budget format is designed to capture actual costs on a quarterly basis throughout the life of the project, and to compare them to original cost estimates.  This allows both the State agency and FNS to see easily and clearly where costs are changing from the approved estimates, determine where new approvals are needed, and to make adjustments as appropriate in preparing for remaining project phases.  This sample budget format is three years long.  State agencies should add or subtract time as appropriate for the project.   All cost categories should be the same as in the original approved IAPD budget.  Per FNS ADP Handbook 901, changes over $25,000 or more than 90 days must be approved by the Regional Office.  



The first column should match the original approved IAPD budget.  The figures in this column will never change.  

The second column, Revised Project Cost Estimate, should be made up of actual costs to date, at the time of the report, PLUS the estimates for remaining quarters.  If the estimates for the remaining future of the project need to change to reflect new expected realities in upcoming quarters, this is where those changes will be reflected.  They must be accompanied by narrative notes explaining the nature and extent of changes to future estimates.

As the project progresses, the State agency is likely to determine that some original cost estimates were inaccurate, and should seek approval for some new estimates before the expenditures are made. The Estimated Costs to Date column, should reflect whatever estimates are most recently approved, or for which approval is being sought in the narrative, for that cost center.  For example, if the original estimates were revised, explained in narrative, and approved if appropriate, then column 2 would change.  The portion of that revised estimate that should have already occurred would then be reflected in column 3.  This is different than Actual Costs to date, in that changes in estimates to date were projected into the future.  Actuals to date reflect the past.  For example, the original approved cost may have been $400.  Later, you may have projected that revised estimated costs would be $500.  Then halfway through the project, when this budget is submitted, the estimated costs to date would be $250, or half of your total estimate, but actual costs may be $275, or $245.  Column 1 is your original total estimate for that cost item.  Column 2 is your revised total cost estimate for that item.  Column 3 is the portion you expected to have spent by the reporting date.  Column 4 is what you really spent by the reporting date.  

Actual Costs to Date should reflect exactly that, for each cost center listed. Unliquidated obligations should be included in actual costs.  Significant differences between estimated and actual costs should be explained in narrative, even if they don’t exceed $25,000.  For example, a change in travel costs from an expected $10,000 to an actual $20,000 is, of course, not a $25,000 change.  However, since it is a 100% change, the Regional Office would want to know more.

% Change to Date is a calculated column.  Actual Costs to Date is divided by Estimated Costs to Date to show the percent change.  In other words, actual costs to date will be compared to the most RECENTLY APPROVED estimates, in the 3rd column, not to the originally approved estimates.  So while the Regional office does want to keep original cost estimates in mind, in the first column, changes throughout the project are expected.  As changes are anticipated and approved, the numbers in columns 2 and 3 will change.  



For example:  



The original approved figure for contractor services is $3000, with $250 in each of the quarters over three years.  The spreadsheet looks like this:



��Total�Project�Cost����Original Total Project Cost Est.�Revised Project Cost Estimate�Estimated Costs to Date�Actual Costs to Date�% Change to Date��Outside Contractor�$3000������

At the end of the first year of the project, it turned out that, due to some added features, the contractor costs will be $3300, with $250 in the first quarter,  and $350 in each of the 2nd, 3rd, and 4th quarters.  However, the State did not seek prior approval for these changes, because they were less than threshold approval requirements.



At the end of the 1st year, the spreadsheet looks like this:



��Total�Project�Cost����Original Total Project Cost Est.�Revised Project Cost Estimate�Estimated Costs to Date�Actual Costs to Date�% Change to Date��Outside Contractor�$3000�$3000�$1000�$1300�30%��

The FNS Regional Office is comparing actual costs to the most recently approved estimates as the project moves along.

�

If the State agency did seek and obtain Regional approval for the new expectations, the spreadsheet at the end of the first year would look like this:



��Total�Project�Cost����Original Total Project Cost Est.�Revised Project Cost Estimate�Estimated Costs to Date�Actual Costs to Date�% Change to Date��Outside Contractor�$3000�$3300�$1300�$1300� 0%��

As in the Budget Spreadsheet template for the original IAPD, the cost centers on this template are based on Handbook 901.  The actual line items here should be changed by the State agency, if necessary, to match the original IAPD so that comparisons across time are consistent.  If new cost centers need to be added that were not in the original approved IAPD estimates, make sure that these are explained in the narrative.  Do not fill in the Original Total Project Cost Estimate column if these new items were not on the original IAPD.  Put the figures for any additions in the Revised Project Cost Estimate column, with estimates by quarter in the subsequent pages.  If there are any questions about what was included in various line items in the original IAPD budget, please review the instruction sheet for that budget template, and the separate sheets for calculating staff costs and detailed hardware costs.



The Totals sections should correspond to the quarter by quarter breakdown in the pages that follow.



In the quarter by quarter pages, the Estimate column should be the Revised estimate figure, based on changes and approvals, just as in the 2nd column in the totals pages, not the original IAPD estimate figure for that quarter.  As explained above, the intent of these columns is to compare actuals to estimates that change and are explained and approved as the project proceeds, not back to original estimates that may be several years old by the time any given IAPDU is submitted.  



For each year total (FFY Total), the spreadsheet does not automatically do the calculations.  For past years, the year total should be the sum of the costs in the Actual column for each quarter; for future years the total would come from the Estimate columns; and in the current year, it may be a combination depending on when the APDU is submitted.  So the State agency must fill in the calculation for each year’s totals, to sum the actual or estimated figures from the four quarters for that year, as appropriate. 
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